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1. Introduction
This report will be examining and exploring the reliability and dependability of the current strategic directions of a local SME, and its subsidiaries, effectiveness for sustainability.
To investigate the plausibility and appropriateness of their current strategies to fulfil their vison and mission objectives, the use of analytic business tools was employed to critically appraise, analyse and gain an understanding of the organisation’s current strategies 
A SWOT and PESTEL analysis to identify any internal and external threats the can cause the organisation harm e.g. competitors, employee or resources etc, while scanning both environments for opportunities from their current strength and external sources, including a POWER INTEREST analysis of stakeholders to find the key people who will influence the strategy to its success were conducted to gain an understanding of the SME’s external and internal environment to identify any key areas of the organisation that need to be addressed and their impact / influences on achieving sustainability. 
From the findings of the investigations, a series of options for strategic measures, suggestions and recommendations will be produced to address the reliability and dependability of the current strategy for sustainability considering the following points.

· Hierarchal structure to support the expansion of the SME. Coaching and mentoring
· Merger of services for diversifying business revenues
· Clear paths for support and communication internally and externally for improving customer services
· Packaging services and expanding, training and development of workforce.
· Clearly Defining what the organisation stands for to improve public image.
· Modernising training methods and technologies.
· Training and development of employees
· Dealing with competitors
· Changing current organisational culture to suit the operations of the intended strategies.



1.1 Case study
Phoenix united community interest charity (PUCIC) was born out of the success of phoenix united football club (PUFC).
PUFC was established in 2002 by Wayne henry and Lloyd Morrison.
Their goals were to use football to get children off the streets and help players achieve the best version of themselves by running a self-development programme and mentoring service for all their players. 
The football club had 13 years of continued growth and success, starting with 1 team, to now having 23 teams, 20 F.A. approved level 1 or higher coaches and 6 experienced coaches with 50 years combined knowledge of managing football teams.
Through the years of manually operating the football club’s initiatives and providing personal development through vocational methods, phoenix united grew into small business for alternative education methods.
Most other clubs of similar size at the time was not running such a training programme. 
Although the club experienced 13 years of steady growth, they also gained a negative reputation as a result of taking on children from challenging backgrounds, which many coaches as good as they were was not equipped to handle or deal with the workloads, and those that could were over worked, causing constant problems of retention, as many left due to the stress, and for the main reason that many were volunteers.
PUFC also experienced poor reviews of inconsistencies, from customer service, disruptive behaviour, organisational structure to player development issues. 
This caused conflicts amongst the partners as to who’s direction was best, resulting in many outside investors leaving due to the instability and disorganisation, causing revenue for sustaining the club’s initiatives to fall.
After 5 years of continued inconsistencies throughout the organisation and continued disagreements between the partners, they separated.
In efforts to rebuild the club, a massive overhaul was commissioned in December 2018.
PUFC planned a new strategy to change the culture of their organisation to rectify their failures and modernise their current operation by implementing automated facilities and services and changing its core identity from a limited business to a community interest charity, focusing on coaching and mentoring for rehabilitation, education, sports and wellbeing needs. 
Partnering with Everso online education in 2019 and launching two additional initiatives alongside PUFC, Youth Map, for children with behaviour issues and Everso Education delivering academic and vocational qualifications all under the new name of PUCIC.  
Plans were drafted up and implemented late 2019, but by 2020 the covid 19 pandemic, halted all plans by the governmental lockdown protocols.
The sudden change to the way the economy had to operate during the covid 19 pandemic, forced the club to revise its strategy for the immediate continued success of the club’s stability and sustainability of its services. 
During the pandemic PUCIC partnered with Everso online training, was able to continue to provide support for educational and training needs even with the lockdown criteria. the club players, mentees, parents and members of the online community were able to gain access to services and the club was still able to gain revenue while growing their online presence.  “PUFC won the grassroot club of the year 2020 award” (phoenixutdfc.com)
Since the ease of the lockdown rules, plans of merging all the services through a value chain network for easy access to resources for all stakeholders emerged to combine phoenix united and everso training under the guidance and directions of PUCIC.










2. Appraisal of PUCIC / Phoenix united merger
Strategic planning helps to provide organisations of small and large sizes, specific plan / measures they can implement to ensure that their organisations objectives are aligned with their company’s vision and mission, with the appropriate step to achieve them. (Strategic planning, tested principles that enable organisations and individuals to achieve goals and objectives, 1987).

 Without appropriate measures and clear interrelating plans of actions in place for systemic and intentional directing  for all or part of any organisation objectives, can and will impair the vision and mission they intended to arrive at, resulting in low or no confidence from stakeholders internally and externally. “strategic planning is intertwined with the process of management in general, and as such any company that doesn’t have a formalized system of strategic planning will be exposed to inevitable disaster”. Steiner (2007). (Pérez Brito and Bojórquez Zapata, 2020)

[image: Strategic Management Process and Its Different Stages]
Strategic Management Process source: Barney and Hesterly (2019) (image from slideplayer.com)




2.1 Phoenix united Vision statement “Building characters on and off the field”

2.1.1	Arguments for alignments with vision
Phoenix united has proven success of producing players from grass roots level, their vocational and academical methods of producing players of good character has also been recognised by larger established clubs and community.
Phoenix united has 20 award winning football association approved certified coaches, to assist the delivery of their services.
· Packaging services and expanding, training and development of workforce.
their Packaging of their services and expanding, training and development of workforce, aided their personal development program success, which attracted demand from external social care businesses as a means of rehabilitation for children with anti-social behaviour issues expanding their audience.
· Hierarchal structure to support the expansion of the SME. Coaching and mentoring
To continue success of producing players of quality and good character while serving their community better, PUFC went about developing and changing their subsidiaries hierarchal structure of their businesses and merged all their services together and produced  a governing company PUCIC, designated to mentoring education, coaching counselling and training company, to handle the growing demand.



2.1.2	Arguments against vision statement
Despite all the mentioned success, for years, phoenix united suffered reputable damage from poor practices and behaviours via customer service. Customer relations are important, especially their views and perspectives that can harm the organisations credibility, as currently they have poor reviews and low confidence from the quality of training delivered, no clear paths of communication for staff and community members over years is not aligned to achieve this vision as this is not a good example / representation to follow. 
High turnover of staff through the years saw their quality of training drop, and loss of revenue also effected the level of service, as a result of lost investors,  
as effective the personal development program was, the new social care contracts were also disruptive to the eutopia of the footballing environment and the club’s philosophy. This behaviour is not aligned with the objective the vison intends.
2.1.3	observations
The intent of their vision statement is of good merit, but only if aligned with the quality of delivering services of the appropriate standards and renewed confidence within the community for phoenix united abilities to achieve this outcome.
2.2	Mission statement of PUCIC
to provide individual support to candidates to ensure that their chances of success are high”
emerging from the vision statement of phoenix united, which PUCIC have adopted, they have gone on to refine and capsulate the mechanics of the vision’s meaning,

2.2.1	Arguments for PUCIC mission statement
The first part of their mission statements aligns with both the organisation action that have been made, as they do provide support to candidates. They provide both off and online individual support 24 hrs daily (eversotraining.com), recent introduction of PUCIC and Everso training has provided the means for a central dedicated automated educational and wellbeing support services while creating additional channels of communication to the organisation simultaneously.
“Having automated your systems from old manual systems will help with security, monitoring quality control and speed of access to data”, (Rantala and Hilmola, 2005). 
2.2.2	Arguments against PUCIC mission statement
The mission statement, although good, is also quite vague and open to interpretation, e.g. to provide support to candidate to ensure their chances of success are high, what at or in? 
This can be misleading from self-development to dependency and promises that may be hard to actualise for PUCIC employees, which could create situations of disgruntlement, conflict or no confidence from their stakeholders.
If I was to amend this mission statement, I would suggest that it should go like. “To provide all candidates of all ages with physical, vocational, academic support and training to ensure they reach their best potential”
“A mission statement helps to summarise for employees the intended actions and purposes of their jobs, clarifying the reasons and benefits behind what their daily work goes towards to achieve the organisation objectives”. (Lee and Yang, 2015)




















3 Environmental Scanning for the Strategic direction of PUCIC 

Scanning of environmental factors both external and internal are very important, as can have dramatic and adverse impacts upon an organisation ability to stay sustainable, directly or indirectly.
3.1	The external environment
External environments of organisation are always changing in unpredictable ways constantly, these changes are can be things beyond the means that the organisation can control. But if known the company can make measures to cope with the criteria of the happening. (Strategic Leadership for Business Value Creation: Principles and Case Studies 2021).
[image: pestel_analysis]
Diagram from blog.yourtarget.ch (2021)






[image: ]3.2	PUCIC external environment






3.3	PUCIC advance PESTEL external environment
	Factors
	Potential impact
	Time frame
	Type
	Impact
	Importance 

	Political 
	· High
· High
· High
· High
	0-6 Months
0-6 Months
0-6 Months
0-6 Months
	Negative
Negative
Negative
Positive
	Unknown
Unknown
Unknown
Unknown 
	Critical
Critical
Critical
Important


	Economical 
	· High
· High
· High
· High
· High
	0-6 Months
0-6 Months
6-12 Months
6-12 Months
12-24 Months
	Negative
Negative
Negative
Negative
Negative
	Increasing 
Increasing
Increasing
Increasing
Unknown
	Important
Important
Critical
Critical
Unknown

	Social




	· High
· High
· High
· High
· High
· Medium
	0-6 Months
0-6 Months
0-6 Months
0-6 Months
0-6 Months
0-6 Months
	Negative
Negative
Negative
Negative
Positive
Positive
	Decreasing 
Decreasing
Decreasing
Decreasing
Increasing 
Increasing 
	Important
Important
Important
Important
Important
Important

	Technological 
	· High
· High
· High
· High
	0-6 Months
6-12 Months
0-6 Months
6-12 Months
	Positive
Positive
Positive
Positive
	Increasing
Increasing
Increasing
Increasing
	Important
Important 
Critical
Important

	Environmental 
	· High
	24+ Months
	Positive
	Increasing
	Critical

	Legal 
	· High
· High
	0-6 Months
0-6 Months
	Positive
Positive
	Unchanged
Unchanged
	Important
Important



3.4	Findings / factors externally impacting the PUCIC organisation
Focusing on the 4 most important external factors of the pestel relevant to PUCIC’s current strategic direction these are the findings.
3.4.1	Political 
· measures and action taken to cope and deal with covid 19 governmental lockdown protocols.
The Covid 19 measures set in place are critically impacting the sports and social care industries, the new criteria’s, hindered the organisation severely with the lockdown protocols forcing people to stay at home, the regular direct interaction could no longer happen. This impacted on their revenues, as player and parents would normally pay daily or monthly fees to gain access to their sporting facilities.
Revenue was also lost due to not being able to conduct face to face mentoring and 121 coaching. 
3.4.2	Economic
The lockdown protocols cause immense decline in economic growth, many of the parents and coaches lost their jobs due to the employer being financially effected due to the slowdown of economic growth resulting in them either not being able to pay PUCIC monthly subs or just to cut back on expenditures by removing their child from the club to save money for survival during this time.
“Economist expect the UK economic recovery to be slower than in peer countries, because of a lower starting point, a larger service sector, low business investment and the impact of the Brexit”. ft.com (2021)
“Increased unemployment, bankruptcies and the impact of the Brexit are expected to slow the pace of the recovery” ft.com (2021)
Since the relaxation of the covid rules the recovery of the country has seen inflation increase across normal daily necessities placing an additional strain on low income families and their ability to maintain the child position in the organisation’s initiatives.
3.4.3	Social
covid 19 restrictions have forced PUCIC to work closely with the measures to control the spread of the virus in all of their services, due to a large proportion of their operations requiring to work in close proximity, one to one, small and large groups.
With the issues of families and player not being able to access the sports facilities and coaches / mentors not being able to do their work physically, resulted in important relationships for development to suffer along with normal face to face interactions and communication. Impacting on the retention of candidates and contracts for revenue.


3.4.4	Technological
Unaware external events of technological developments can either catapult some organisations set up for these changes or totally make an organisation redundant (Flavin, 2013).
Technological Innovations from Microsoft (Microsoft teams and Facebook opened avenues for PUCIC, PUFC and everso training as means of communicating with their stakeholders during the pandemic, the use of streaming services from these companies provided means for the PUCIC organisation to be more interactive with their stakeholders. Increases in e commerce businesses solution before and during this time forced PUCIC to update their operations to more automated services to handle to daily operations of the organisation. Outsourcing its financial flow to online services, and fundamental operations to specialised e commerce administrative services and start getting aligned with UpToDate trends.








3.5 The Internal environment 
Scanning the internal environment of an organisation is important to identify and understand factors that influences strengths, weaknesses, opportunities and threats. So, manager can make decision on the correct path for the future, short and long-term.
“For These influences effect the choices of activities and the behaviour of the organisation’s employees and stakeholders”. managementstudyguide.com (2015) 
SWOT analysis is a study into the internal environment of an organisation to expose and identify these areas of strength, weaknesses, opportunities and threats (Fink, 2006), to create awareness of aspect to emphasise on when formulating strategic plans aligned to the strategic direction the organisation intends in taking for future sustainability.
[image: What are The Elements of a SWOT Analysis? - GlobalTranz]
Swot analysis of PUCIC


	STRENGTHS
	IMPORTANCE
	WEIGHT
	SCORE

	PROJECT A
	28
	2
	56

	PROJECT B
	25
	1
	21

	PROJECT C
	23
	2
	46

	PROJECT D
	26
	2
	52

	PROJECT E
	24
	3
	72

	PROJECT F
	25
	3
	75

	PROJECT G
	24
	2
	48





	OPPORTUNITIES
	IMPORTANCE
	WEIGHT
	SCORE

	PROJECT A
	28
	3
	84

	PROJECT B
	28
	3
	84

	PROJECT C
	26
	3
	78

	PROJECT D
	28
	3
	84

	PROJECT E
	2O
	1
	20

	PROJECT F
	26
	2
	52

	PROJECT G
	28
	3
	84

	PROJECT H
	26
	3
	78



	WEAKNESSES
	IMPORTANCE
	WEIGHT
	SCORE

	PROJECT A
	28
	3
	84

	PROJECT B
	28
	3
	84

	PROJECT C
	24
	1
	24

	PROJECT D
	28
	2
	56

	PROJECT E
	28
	3
	84



	THREATS
	IMPORTANCE
	WEIGHT
	SCORE

	PROJECT A
	14
	3
	42

	PROJECT B
	28
	3
	84

	PROJECT C
	26
	3
	78

	PROJECT D
	28
	3
	84

	PROJECT E
	24
	2
	48

	PROJECT F
	26
	2
	52

	PROJECT G
	20
	3
	60



IMPORTANCE = scale 0 – 28, least important = 0, most important =28
WEIGHT = likeliness to occur 0 = least likely 3 = most likely  
SCORE = IMPORTANCE X WEIGHT = the importance of the factor, the higher the score the more important the factor is.


3.6	Findings / Factors of SWOT analysis Impacting the PUCIC
3.6.1	PUCIC strengths
One of PUCIC strengths is that it is built on top of the success of its community football club Phoenix united Fc, an award winning club renown for producing players of hi quality and personal development for the past 20 years (birminghamfa.com) giving the new entity a strong and well established and accredited platform of facilities (thefa.com) with revenue and pre-existing clientele base available. 
3.6.2	PUCIC weaknesses
Retention of staff members and coaches has been a problem for the organisation, this has been a long existing culture occurring over years that has allowed opportunities of duplication of their business model and a surge of new smaller organisation to appear,(Diamond Academy FC CIC. find and update. company information.service.gov.uk), due to former coaches starting similar initiatives because of a lack of structure and policies
3.6.3	PUCIC’s opportunities
Partnering with Everso online Training providers, will help the PUCIC organisation reach a larger audience (eversotraining.co.uk). The added advantages of having access to PUFC facilities and PUCIC designated self-development programs, will provide more support systems and channels for self-development for new potential candidates as well as existing clients.
3.6.4	PUCIC threats
The lack of structure and policies to protect the organisation has resulted in the rise of smaller rivals whose growth over the short times they have been established rapid, especially by the former coaches of PUFC newly found clubs / organisations,(Diamond Academy FC CIC. find and update. company information.service.gov.uk). organisation like these offer substitutions to PUCIC as they are based around the same proximity of the gene pool of talent and areas of service PUCIC covers.




3.7 Porters 5 Forces
Due to the merger of PUFC and Everso training services into one integrated company operating as a value chain, further exploration before implementing a new way or process for conducting business need to be analysed for its competitive advantage for the market or industry it intends to function in.
An analysis of the intended industry is also conducted to verify the sustainability and competitiveness for the planned change or entry.
Porters 5 forces examines 5 external factors that can be used to analyse strategic suitability of the intended actions. (see diagram below)
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3.8	Findings / Factors from Porters 5 Forces analysis for competitive advantages for PUCIC
3.8.1	Competitive rivalry
· Merger of services for diversifying business revenues
PUCIC has a dominate position in their community as a go to source for sports and personal development since its merger with Everso online training and Youth Map mentoring. 
The merger has also made the organisation more robust by diversifying the revenues of income and platforms that they now interact with their consumers, adding more value and access to their services, while providing more streams of income for the organisation to survive and expand on, with more adaptability to operate under different circumstances that may arise from external changes.
3.8.2	Supplier power
· Clear paths for support and communication internally and externally for improving customer services
Although their reputation has been tarnished, they are still quite reputable and hold a strong position over their immediate competitors to be the best providers for personal development in behaviour issues and sports leadership, rectification of their communications internally and externally are issues once sorted can reinforce the businesses dependability and reliability for their consumers.
3.8.3	 Threat of substitution
· Dealing with competitors / threat of substitution
Even though it is easy for others to enter the same field, which some of PUFC former trainers have done, the demand from community and the facilities and support network that PUCIC have to benefit from PUFC’s 20 years gives the organisation an extensive head start over any new entry to their market with competitive rates / offers that would be hard to match due to costs and resources. 
But they hold a threat to substitute as they can duplicate the services, especially ex PUFC employees entering the market, as in many cases, well known to the community. 


3.8.4	 Threat of new entry
· Modernising training methods and technologies.
PUCIC recent updating its services to automated business solutions, has solidified and made their daily business operation more efficient, the introduction of these technologies has prompted the organisation to invest in the training of their employee and the technological advancements to facilitate their services. This is a hard requirement for start-ups on a budget which makes competing against PUCIC difficult for new entries. 

3.8.5 Buyer power
· Changing current organisational culture to suit the operations of the intended strategies.
Due to the extent and widely known poor reputation PUFC had, a change in the culture of how the organisation had to take place as many members of their community now seek alternative service providers for a better customer experience, the merger, hierarchal changes, and their focus upon improving their customer experience through introduction of automated services and appropriate training for employee are a positive indicator of a change in the organisation culture of how they now mean to conduct business and represent themselves through a better public image for professionalism.










4. Stakeholders analysis
Stakeholders are a vital commodity to organisations as they play an essential within the strategic direction (Schraeder and Self, 2010). Their influences are required by the organisation to initiate and facilitate the change. Stakeholder power to influence changes varies.
Stakeholder are people who have stake or interest in the organisation wellbeing or are affected by its changes e.g. customer, investors, employee, owners or business partners. Etc. researchgate.net (2013)
Although they have different levels to influence the strategic direction, they are all vital commodities or asset to an organisation and need to be addressed accordingly to their relevance for influence. Further analysis is required to identify their importance. 
Use of a power interest matrix, this grid assesses the stakeholders by considering their power and their interest.

[bookmark: _GoBack][image: ]
4.1 List of identified influential stakeholders and their expectations
	PUCIC stakeholders
	Expectations

	· Customers and Members of the community
	Safe and professional footballing environment with accessibility to quality football development.
Access to quality self-development coaching, mentoring and training.


	
· Players and parents
	Good facilities and excellent development programs, from skilled and experienced people.
Player and parent support with good customer service.


	· Coaches and Mentors
	Safe working environment with facilities and support to deliver services, opportunities to move up in the organisation and receive training for personal development. Clear objectives and open channels for communication.


	· Managers

	Safe working environment, clear objectives and structure to monitor and deliver a quality service to the best of their abilities, while also having access to resources of PUCIC, and the ability to make decisions.


	· Owner

	To satisfy all stakeholders expectations, through developing the organisation and its facilities to meet the demand and stay relevant in current and future times.


	· Training providers and Partners

	Require a steady flow of custom from PUCIC on a daily, weekly and monthly intervals, to aid in their turnover of profits and to promote their services through PUCIC organisation, as being treated as one company.


	· Business associates and investors

	Require high success results to market and capitalise on their investments to keep the organisation functioning.


	· Birmingham city council

	Providers of the playing field and governing body to report to for any special events to be conducted at the facility, they require collaboration and adherence, towards the criteria’s set I place by law for fair use and maintenance of council properties and their surrounding communities.

	· Birmingham children’s services

	Providers of referrals of children with behaviour related issues, governing welfare organisation for PUCIC to adhere to their criteria’s for working with at risk and vulnerable children, they expect a safe and professional working environment to send children for rehabilitation and self-development.


	· Ofsted

	Regulators of services providing education and skill for learners of all ages and regulators of services that care for children and young people, they expect PUCIC to adhere to and maintain the standards of the criteria set by law, failure to do so can result in heavy fines, closure of business or even imprisonment.


	· Aston villa football club

	Facilitators of a direct path for player into academy and professional football.
Providers of equipment and funds for development, they expect 1st refusal for identified players ready for the next level they expect that all players come with a basic level of footballing understanding and well demonstrated in the technical, tactical, physical and psychological abilities to play the game.


	· Birmingham F.A 

	Regional governing authority for grass roots football and accreditors of charter standards status. PUCIC is required to adhere to the rules and criteria’s set by the F.A. for grassroots football and club’s requirements, any infringements to these rules can result in large fines for club or players and even suspension from football entirely. PUCIC are also obliged to their child safeguarding policies and to expect random visit to make sure everything is aligned.


	· E commerce business solutions

	Providers of automated customised services to make the daily communication and monitoring of PUCIC business processes more efficient, they require regular collaboration and communication and PUCIC to invest in their technologies and themselves to update their technologies so that their services can operate at their optimum.









4.2 KEEP SATISFIED
4.2.1	Customers and Members of the community
To appease their customers and members of their community PUCIC is updating its facilities and launching new initiatives alongside existing to make the football club more appealing and accessible to the community. 
PUCIC also intends to hold regular community focused events e.g. fun days, galas, seminars, and exhibition tournament
4.2.2	Players and parents
New policies and procedures have been made to ensure that player and parent get the best quality service PUCIC can provide. 
All new coaches are now trained to the F.A. level 1 standard for coaching, but these coaches are now only deployed into the soccer school and community club nights to gain experience before they can take on a team or player development. 
A director of sport has now been employed to ensure that all coaches and managers are suitable for their roles and extensive coaches and managers training had been introduced to help develop their skill so they can deliver the level of training/ coaching/ player development and customer service that PUCIC requires..
4.2.3	Coaches and mentors
With the addition of taking on children with challenging behaviour, PUCIC and YOUTH MAP have put together training and support components to help develop their skills and grant them access to PUCIC and YOUTH MAP resources. This further training will help safeguard the coaches and mentors as well as teach the coaches to help promote a safer environment for themselves and the children.
4.2.4	Managers
The appointment of a director of sport will help manager of PUCIC football division develop their team management skills, through training programs and mentoring by Aston villa academy managers.
4.2.5	Owner
Acquiring funding to update the facilities through business associates and Aston villa, reforming the culture of the organisation through a new entity PUCIC, constructing new infrastructure and new protocols for quality control as well as investing in employee development.
4.2.6	Training providers and Partners
Teamwork and collaboration between training providers such as Everso training and partner company YOUTH MAP will help to give designated face to face and automated support for education training needs and care support.

4.2.7	E commerce business solutions
PUCIC focus and investment into developing their infrastructure and organisations structure to a more modernised platforms for data retrieval and communication.
The complexity of data transfer between the 3 divisions of PUCIC requires the need for automated services routed to a central headquarters.

Close collaborative work with e commerce business solution companies must take place during the process of creating the infrastructure and structure of the organisation to harness and refine the transition from moving from the manual system to automated based on the demand for data control to improve quality of service across PUCIC’s value chain of service.


5. BCG Growth Share Matrix
To assess which part of the organisation services / business PUCIC management need to focus its resources on to bring the organisation to sustainability and maintain a competitive advantage over their competitors a BCG growth share analysis has been conducted based on PUCIC services and their potential value for profitability vs loss.

[image: ]









5.1GE McKinsey Matrix

A GE McKinsey matrix has been conducted to verify areas of the organisation for PUCIC to invest their resources into based upon PUCIC current strengths within each of their service industries and the current attractiveness of the industry’s growth in popularity or demand to gauge where to focus their resources will be best place for sustainability, growth and profit.
[image: ]




5.2	Strengths of PUCIC organisation within each industry and the current industry attractiveness.
5.2.1	Traditional football
PUCIC organisation has a strong foundation in delivering football coaching, it predecessor company PUFC generated their main revenue stream for income that has built the organisation into what it is today.
5.2.2	Sports and well being
Well established in the sports industry for over 20 years has made the organisation a household name brand for improving health and having a healthy lifestyle.
The footballing community and industry is always growing as football has become the number 1 sport most children and adults choose to either keep fit or play professionally or recreational.
The number of people playing football in England is on the rise with nearly one in five adults - 8.2 million people - now participating in the national game in some form.
thefa.com (2015)
Investment into this section of the organisation needs to be maintained as it is a major contributor to the survival of the organisation although barriers to entry are low for new competitors, and the numbers are already high for substitute providers.
5.2.3	Personal development
PUCIC expanded their services for wellbeing to include life skills within its football coaching/ which the organisation is well known amongst its community and the demand for the service over years has turned this service into its own business generating revenue that the organisation was able to benefit from, grow and sustain itself. 
Personal development is a rapidly growing industry that is predicted to continue growing for the foreseeable future.
Self-Improvement / Personal-development Market Size: Marketdata estimates that the U.S. self-improvement market was worth $11.6 billion in 2019, and that it contracted by 10% to $10.5 billion in 2020. Marketdata forecasts a 7.7% rebound in 2021, to $11.3 billion, and forecasts 6.0% average annual growth to $14.0 billion by 2025.
marketresearch.com (2021)
5.2.4	1-2-1 training, mentoring, coaching and consultancy
The estimated market size of the Coaching Industry is $15 billion in 2019 with a total of $7.5 billion worth market value in the US alone. It is expected the market value to reach $20 billion by 2022 with a 6.7% average yearly growth rate from 2019 to 2022.
xmonks.com (2021)
PUCIC has an established and recognised coaching and mentoring service that they have experience in and performed for over 20 years.
5.2.5	Employee training and development / Customer service
It has been identified that PUCIC needs to place a lot of focus and investment to improve this section to deliver the potential quality the organisation can produce. Along with investment into improving the quality of their customer service section.
5.2.6	Challenging behaviour specialist
As part of rehabilitation methods required for assistance with individuals with challenging behaviour PUCIC is setup as an organisation to handle the demand that will provide income into all sections and services of the organisation.
Investment to acquiring this status is of an importance especially because of the growth and earning potential personal development can provide.
5.2.7	Online education
The online education service industry is growing, “the size of the global e-learning market will increase by USD 147.7 billion between 2021-2025, accelerating at a CAGR of 16% during the forecast period. This growth in market size will be attributed to online learning becoming an integral part of corporate training and development as well as learning process enhancements in the academic sector”. analysis.technavio.com (2021)
Although this section of the organisation services is entirely new, it has now become integral part of the PUCIC coaching, mentoring, training and consultancy services and as a support tool for their personal development programme and football coaching.



5.3	PUCIC has 3 options to consider for their strategic direction
5.3.1	Option 1
The organisation can continue as they are as they are already a market leader by the length of time they have been around and by the facilities they possess from the progressions they have made over years makes it very hard for any new entry to rival them. But their poor reputation for customer services has seen the rise of smaller organisation taking a slice of the market they could dominate in.

5.3.2	Option 2
PUCIC could take immediate action to remedy their customer relations issue that is affecting the growth of the organisation in the event to win back the confidence within its community and attract new custom in. they could at the same time rectify the quality of service that their employees deliver as this was also a part of the reason that the organisation got bad reviews. This would bring about the image that they want to promote to their candidates and bring the organisation into aligning with its vision and mission statement PUCIC “to provide individual support to candidates to ensure that their chances of success are high”. PUCIC.co.uk (2019)
5.3.3	Option 3
PUCIC can focus on assembling the new merger of the services further strengthening the new entity as an option to move away from the traditional footballing revenue dependence of the organisation, and diversify its means to survive to more dependable sources of income for the business, as currently, the main flow of income has a high number of competitors due to low barriers of entry  to that specific market in their community. 
This can establish a better competitive advantage over their competitors, especially if they also focus on repairing their reputation in the process will promote a better outcome for sustainability.




6.	SAFe
To select the best strategy for PUCIC to implement, the suitability, acceptability and feasibility will need to be ascertained for each of the 3 options suggested for the organisation best chance of success for sustainability.
They are rated upon scale of 1 the lowest to 10 the highest against the criteria of SAF for their likeliness of success of the option strategy posed. Represented (#) at the end of each paragraph. The results of the highest total will be the chosen strategy to implement. Results in diagram below.
6.1.1	Suitability of option 1
Option 1 from (7.3.1.) doe not satisfy the need or requirement to overcome the organisations current weaknesses although PUCIC has a long established presence within its community that make new entries to their footballing section industry hard to compete for facilities and resources, they still pose a threat to PUCIC’s income potential, as they take advantage of their dwindling reputation for quality of service the organisation is aware of, which is not aligned with their vison / mission statement.  = (5)
6.1.2 Suitability of option 2
Option 2 (7.3.2) strategy to address their customer relations issues and quality of skilled staff suits the requirements necessary to bolster the organisations public image within its community. Attention to rectify their reputation and quality of service can also attract new investor and help bring back customers to the organisation bolstering their profits at the same time, strengthen the organisation market share and stifle smaller competitors as they have the facilities to accommodate over them. = (7)
6.1.3 Suitability of option 3
Option 3 (7.3.3), like option 2, answers the same requirements for suitability, but the difference in approach to where to put their main resource focus upon, allows for a fresh start and for the organisation to rebuild its reputation as it provides means for the organisation to build a new culture throughout the whole organisation while diversifying their survival revenue, from the one source they previously had before the merger. This action will strengthen the organisation and allow them to build upon their established foundation set by PUFC. = (9)

6.1.4	Acceptability of option 1
Option 1 strategy risks not having the impact needed for change the organisation immediately requires, even though the merger has bought new external stakeholders to the organisation they may feel that the relaxed approach by PUCIC with this strategy may impact their potential to make profit at a respectable rate. = (4)
6.1.5	Acceptability of option 2
Investing in rebuilding their public image and training staff to the quality level is both costly and time consuming, but the rewards can last a long time and benefit the organisation for years. Because of the time it can take training new staff or existing staff can, the organisation can encounter retentions problems and resistance to change from them, the organisation has already suffered loss of revenue due to covid 19 and investor leaving. This strategy may put of existing external stakeholders as the risk while beneficial in the long-term carry’s moderate to high risk against the finances of the organisation at this stage of the settlement of the merger. = (5)
6.1.6	Acceptability of option 3
strengthening the merger and revising and training the organisations culture to be more inclusive focusing on the customer experience, builds a solid foundation, to start a fresh as a new entity, diversify income to generate more profit / resources, to aid future expansions and maintenances can be performed for future plans to make the business attractive to existing and new external stakeholders. = (8)
6.1.7 Feasibility of options 1,2,3
due to no need for change in option 1 PUCIC already have the means to carry out all 3 options and have the resources to materialise the changes necessary for their strategic direction. Option 1 = (5), Option 2 = (8), Option 3 = (9)  [image: ]
from the results from the table option 3 scored the highest for being the best strategic option for PUCIC to implement due to the points raised in suitability (8.1.3) acceptability (8.1.6) and feasibility (8.1.7).
although a strong point to work with from option 2 is to have the same emphasis for building back customer confidence will complement the potential accomplishments of option 3 strategy objectives of a larger market share.








6.2 key strategic recommendations for the organisation from Results and findings
considering the results from porters 5 forces (sections 3.8.1,3.8.2,3.8.3,3.8.4 and 3.8.5, factors), along with factors of pestel, SWOT and power interest matrix, key areas of the organisations daily operations have come to light as areas of focus that the organisation needs to address to ensure the success of their strategic direction in respects of sustainability and fulfilment of the organisations alignment of their vision mission objectives and appease their Stakeholders.
Recommendations: 
6.2.1	Customer service.
There is both a detachment and loss of confidence from their consumers from their customer experiences engaging with the organisation.

6.2.2	Employee training and development.
A factor effecting customer experiences for using the services is underqualified coaches’ instructors and employees of the organisation to deliver the required services at a quality.
6.2.3	Personal development.
The personal development service of the business is doing well but needs more qualified employees to deliver the services, as its market is growing and the organisation does not need more bad reviews to hinder a market that they can dominate in due to having the facilities to accommodate this service under 1 roof that will be costly to any other smaller business creating a barrier for entry to many of their competitors that they are already behind.
6.2.4	1-2-1 training, mentoring coaching, consultancy
PUCIC identifies that they have a strong position with the resources to provide a bespoke service under one brand to become market leaders in their immediate community with the potential to expand.
6.2.5	Traditional Football coaching 
The football coaching section for the business has been a main revenue for income but with the barriers to entry being low and the number of local competitor being high has caused this section of the business growth to both rise and fall but due to the organisation being a house hold name always brings business enough to sustain the organisation.
[bookmark: _Hlk99363885]6.2.6	Sports and wellbeing
PUCIC has the potential to become a leader in the sports and wellbeing industries as they are both growing due to the trends of people looking to live more healthier lifestyles and as a means of rehabilitation for personal development.
6.2.7	Online educational learning
PUCIC’s expanding their business into online learning and merging with Everso training has increased their connectivity with their consumers while broadening their target audience in and outside office hours, creating another stream of revenue for the organisation while building upon their established resources they already possess, strengthening the organisation in a rapidly growing industry of self-development.

6.2.8	Challenging behaviour specialist.
From years of experience handling children with challenging behaviour, PUCIC has identified that there is a market to generate a revenue from and that they had the facilities to contribute, from the findings this has been a main cause for them to merge and integrate the youth map service and have it as a whole division specialising in challenging behaviour.










6.3 strategic plan for change
at the beginning process for implementing option 3 strategy would be the best time to identify and selectively invest into the training and development of key personnel dealing with customer services and coaching /mentoring while changing and fine tune the culture of the organisation to reflect the mission / vision statements. 
Incrementing the upgrades of all facilities suited to the rate of growth in revenue, will reduce risk of continuing with business practices that blight the organisation e.g. practices of 8.1.4 or 8.1.1 of option 1 SAFe reasons, especially at the start of a new venture / entity.
Using the Kurt Lewin change model, his reference to unfreeze requires PUCIC management to: -
6.3.1	Unfreeze
1. Halt all operations by employees from the way they currently perform their roles, 
2. Hold a meeting with all stakeholders of the organisation and inform them of the planned changes to the organisation culture and the new ways they will conduct business in the future.
3. Establish a hierarchy of leadership to monitor and delegate duties and roles for change
4. Get feedback from each employee to get their views, concerns or doubts they may have for the change and act upon them


[image: Lewin's Change Model | 9m Consulting Lewin's Change Model]

6.3.2	Change
1. PUCIC management will have to hold regular meetings to monitor and manage processes and progression of the adoption of new work culture.
2. Remedy any resistances to the changes amongst employees and stakeholders internally and externally of the organisation and encourage them to embrace the changes.
3. Action the Incremental implementation of the planned changes of 6.1.3
4. Delegate responsibilities and duties to all personnel to keep everyone inclusive and current with the change processes and progressions.

6.3.3	Refreeze
Reinforce the cultural changes with new policies and procedures to make them standard practices for all existing and future personnel to safeguard against potential risks of 6.1.5.
Keep up practices of holding regular meetings to continuously monitor he progressions, quality and strategical direction for the organisation’s objectives.
Continue focus on developing personnel through training and support according to the criteria of 6.1.6 
Rejoice, reward and celebrate all achievements and successes together, to build camaraderie and cohesiveness in the organisation to help encourage personnel to be more engaged with the organisation vision /mission and culture objectives.






























7.	How competitors might react to PUCIC plans and how PUCIC
might deal with their reactions.

Competitor may react to the new strategic direction by imitating the same type of business model offering the same services, (this only applies to 2 similar sized competitors, continental star and diamond academy), which only affects the footballing and sports section of PUCIC.
PUCIC already has a strong position in this market over its competitors with their innovative business merger.
Owning their own facilities and having a strong position in the market over its closest competitors especially diamond academy “established 2017” (diamond academy.co.uk 2017), PUCIC can target these competitors to win a bigger share of the market. Targeting similar services, offering a higher quality at competitive rates, with an intent to take over their market, by weaken them for a takeover to build PUCIC organisation larger.













8.	Conclusion
PUCIC organisation have a head start with a solid foundation revealed from the findings in the SWOT conducted, that gives them a strong competitive advantage over their competitor , as the findings from porters 5 forces (sections 3.8.1,3.8.2,3.8.3,3.8.4 and 3.8.5, factors) by focusing their resources to implement the suggested strategy in 6.1.7 and under suggested factor of 6.1.6 strategy, PUCIC have the opportunity to re-establish their reputation while building a workforce skilled to handle the quality of service based on the findings of the power interest model they have the resources and personnel to influence the success of moving in a new strategic direction, if they make the suggested strategic change and focus on removing any resistance to the change they will provide and  become market leaders while simultaneously developing multiple income revenues for sustainability. 
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STRENGTHS


WEAKNESSES


OPPORTUNITIES


THREATS


20 years established in self development through vocational skills (PROJECT A)


pre-existing reputation for poor customer services (PROJECT A)


to become a medium sized organisation means to become the dominate self development service provider within their community (PROJECT A)


immediate governmental costly law changes (PROJECT A)


established reputation for building players and leaders (PROJECT B)


.1st innercity club to implement self developement and leadership as mandatory training. (PROJECT C)


grassroots club of the year 2021 (PROJECT D)


.chartered standard  (PROJECT E)


.over 150 players and 20 + qualified coaches and managers (PROJECT F)


.expansion into 3 dedicated self development service companies, merged into a combined operations hub (PROJECT G)


high turnover of coaches and managers (PROJECT B)


highest price for services within its community (PROJECT C)


many smaller rivals and substitues for similar services (PROJECT D)





to re establish a good reputation under an new name within its community  (PROJECT B)


to attract more lucrative contracts for service (PROJECT C)


to  establish a new sustainable organisation culture. (PROJECT D)


to setup their organisation to be more adaptable to governmental changes. (PROJECT E)


to build better rapports and relationships with its stakeholders (PROJECT G)





resitance to change (PROJECT B)


further diwndling resources from investors (PROJECT C)


further bad reviews for customer service (PROJECT D)


not establishing an organisational heirachal structure (PROJECT E)


not aligning the organisation to their vision adn mision staements (PROJECT F)


to provide more specialised and professional sercvices for their community and new potential candidates(PROJECT F)


to invest in modernising their facilities and updating to innovative technological business solutions and employees. (PROJECT H)


 lack of formal structure or policies to protect organisation for duplication. (PROJECT E)


risk of substitution by smaller rivals (PROJECT G)



competitive rivalry


locally to PUCIC there is only 2 other organisations providing a similar model of services, but not of the same quality e.g continental star and diamond academy. (continetal star.com) (diamond academy.co.uk)


threat of substitution


their are many alternatives for singular non integrated services that combined can offer similar service as PUCIC. even though singular they are not very cost effective, the quality of service are low. and combining these services together to get the level of service PUCIC offers under one roof, can be more costly than the monthly or daily fee PUCIC charges. as most of their services outside of PUFC are funded by government funds or sponsors. PUCIC.co.uk (2019) 


coupled with 2 years in the industry of self development they only have 1 threat of substitution.


supplier power


with 20 years in the industry of self development and sports PUCIC have an extensive portfolio of contacts business partners and associate to sustain the need of the organisation. being well established in the community they have become a house hold name within their community with chains  of family members either playing or working at the club when they was PUFC.


other competitors only offer spcialised services, with are integrated into larger networksand organisations e.g. Shelter, Trident, emerge leadership providing similar if not the same services as their own (emrge leadership.com) 


the bespoke development systems they have in place set them aprt from their rivals, which often attracts candidates for rivals to join the PUCIC iniatives, with willingness to pay the monthly cost for a more  effective programme.



buyer power 


even as a established name in their community due to the past poor reputaion of PUFC for customer service has seen numbers of customers of the community consider alternative organisations.


threat of new entrants


the cost of setting up are relatively low, but to establish an extensive network with the skill set and knowldge to support the deliver all the services they provide, takes a long time to establish ,making barriers to entry to the level PUCIC can operate difficult to attain from start up. 


by economies of scale, because of PUCIC 20 years operating in self development, has formed PUCIC into medium sized organisation via its network but it still operates individually as a small organisation.


osterity and inflation has made members of their community price sensitive.


the community has an extensive supply of custom but the cost of substitution is low for alternatives providers of similar services even at the expense of accepting lower quality of service  and facilities 





with facilities now loaded with new technologies make PUCIC a market leader within their local community..
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