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Executive Summary
Small and medium enterprises (SMEs) are enterprises with earnings, assets, or staff levels below an established threshold. Every nation has a distinct definition describing what small and medium businesses are. Identifying and navigating a small and medium enterprise is crucial for an organization to succeed. The following report has been prepared in order evaluate an SME in the UK which is the Marshfield Bakery Limited by covering the strategic management of the organization. Within this report, the current strategic direction of the firm is addressed using its vision, mission and values and the impact it has on its current business practices is discussed. It also demonstrates an all-around environmental scan of Marshfield Bakery including a SWOT, PESTLE and VRIN analysis. Additionally, growth strategies are also discussed using ANSOFF Matrix, Porter’s generic forces and the Bowman’s strategy. Lastly, a stakeholder analysis is conducted along with future recommendations are provided for the organization.
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1.0 [image: NEW study on the effectiveness of public innovation support for SMEs in  Europe - CSIL]Introduction
Companies are small and medium-sized if their employee count and annual income are below a specified threshold. This threshold varies from country to country. Businesses that are small and medium-sized in the United Kingdom and Europe are those that have less than 250 workers. They do not generate more than €50 million in yearly sales, and their annual balance sheet total does not go over €43 million. Three-fifths of all jobs and around half of all revenue generated by the private sector in the UK come from small and medium-sized businesses (Dabic et. al, 2020) 
Despite their size, small and medium-sized enterprises (SMEs) are crucial to the functioning of an economy. They outnumber big enterprises, employ massive numbers of people, and are typically entrepreneurial in character, which helps to influence innovation. There is an abundance of evidence to support the assertion that small and medium-sized businesses have a significant and positive influence on the economies of the nations in which they operate. Specifically relevant to the economy of the United Kingdom, small and medium-sized businesses (SMEs) contribute to a wide range of ways to the overall performance of the country's economy.
In this report, a critical evaluation of Marshfield Bakery limited which is a small and medium scale business located in the UK is analysed. Marshfield Bakery is an award-winning family company founded in 1984. They manufacture over 15 flavours of shortbread, flapjack, baked goods, and cakes. Over 30 years, they developed three times and have been successful.
2.0 [image: Marshfield Bakery wins IGD Employability Award, sponsored by Mars UK.]Current strategic direction

2.1 Company description
In 1984, Paul and Lynne White began Marshfield Bakery in their farmhouse kitchen in Marshfield, a little town on the Cotswold Way whose rural charm would eventually permeate the Whites' and their staff's wares. The popularity of the local Cotswold Company's flapjacks, shortbreads, biscuits, and loaf cakes grew, necessitating an expansion of the current space. After a short period of production at their previous location—a bigger farmhouse just beyond the village—Marshfield Bakery has relocated to its current location on the A46 just outside Bath. The third location, which was inaugurated in 2008 by HRH Camilla, Duchess of Cornwall, is thriving in its rural setting (Gov.UK, n.d). Despite its significant growth from its modest beginnings to its current size of just under fifty employees, Marshfield Bakery has managed to keep its family-run feel and its BRC grade 'A' accreditation. Tolldown Barn is located near Exit 18 of the M4 and is open to the public.
Marshfield Bakery Limited is a limited liability business (Ltd.) based in Tolldown Barn Dyrham, England, with a staff of 70. On January 13, 2005, we opened our doors for business. Marshfield Bakery in the United Kingdom makes delicious, unique treats including cakes, snack bars, cookies, and seasonal goods.   The employees at Marshfield Bakery are focused on the company's growth and are always looking for new methods to improve productivity (Cooke, 2017).


2.2 Vision
The organization's hopes and dreams for the future are outlined in the Vision, which explains what the world will be like if it is successful in carrying out its purpose. They are also unchanging; even if the company decides to alter its approach to doing business, the vision will often remain the same (Kantabutra & Avery, 2010). The vision statement articulates the objective or the endpoint that is to be accomplished by carrying out the mission. The vision of Marshfield Bakery is to develop innovation strategy in efforts to expand and enter new markets. It focuses on revolutionizing the bakery business and reach out to new markets through improved efficiency.
2.3 Mission
Every company in the world has its purpose or mission which is unique to the firm and to what they do. The mission of an organization adds value to the organization in the hearts of its stakeholders especially customers, investors, and employees (Williams, 2008). The mission statement outlines the course of action that the organization intends to take to achieve its goals. Even Marshfield Bakery has its own unique mission. This company's primary mission is to identify high-growth markets in which they have the potential to expand their market share and hence boost their revenue. For years the company has been slowly following the path towards achieving this mission and have developed many loyal customers on this journey. 
2.4 Values
Marshfield Bakery Limited operates in an extremely competitive market with many other small and medium scale bakeries operating in the same geographic location and may possess better marketing strategies and wider reach in comparison to Marshfield bakery. However, differentiation is crucial within such competitive market and corporate values in Marshfield may assist in this. The beliefs and concepts that guide your company are what we refer to as its values and having unique values shapes the organization (Womack, 2014). Marshfield presents itself as a manufacturer of ambient traybakes and supplies restaurants, hotels, retailers, and supermarkets across the nation. Marshfield focuses on increasing sales volume rather than making itself premium. It produces culinary items that are affordable by individuals of varying socioeconomic status. It also distributes its products throughout the United Kingdom and Europe making it reachable and available. The company relies on innovation and is always looking for opportunities for expansion.

3.0 Business environmental scanning tools
The procedure of acquiring knowledge about incidents and the associations among them within a business's both internal and external settings is commonly referred to as environmental scanning (Hatt & Butt, 2020). Given below is the environment scanning of Marshfield Bakery Limited using three main scanning tools.
3.1 PESTLE Analysis
A PESTLE study is a method to acquire a broad overview of an organization's environment. Political, Economic, Social, Technological, Legal, and environmental factors are commonly referred to as PESTLE (Nandonde, 2019). The PESTLE analysis of Marshfield Bakery is as follows.
Political factors impact on Marshfield Bakery
For Marshfield Bakery, the sustained existence of a region or market is heavily influenced by political upheavals. Marshfield Bakery's tray bakeries and involvement businesses extend over a dozen countries, placing the company in danger from a wide range of political climates and institutions. The political stability in the UK might enable the company to broaden while functioning in many regional markets. For example, the Brexit initiative created a political instability which influences the company. A stable political relationship and the lack of significant government involvement in organizational operations would make it possible the company in question to maintain the effectiveness and thus Marshfield must keep close relationships with the government.
Economic factors impact on Marshfield Bakery
Marshfield Bakery can predict the industry's and the business's development direction by analysing regional and industry economic data such as growth rate, inflation, and spending by customers. With regards to there are various economic factors that can disrupt its operations. Firstly, tax policies that are rapidly changing can increase the expenses of the business. Apart from that the inflation and low employment rates caused by Covid 19 also has significant influence on the profitability of the bakery.




Social factors impact on Marshfield Bakery
The culture of the society in which the organization works has a bearing on the culture of its employees. Marshfield Bakery's marketing message to hygienic bakeries and customers at businesses is affected by common beliefs and perspectives. There are many social trends and shifts in consumer preferences at present unlike the earlier times. For example, there is a high number of fitness and health-conscious individuals in England who may show less interest in purchasing from Marshfield which can reduce customer attraction. Moreover, current shoppers are more brands sensitive even when it comes to FMCG’s thus creating brand awareness will be critical for Marshfield.
Technical factors impact on Marshfield Bakery
In this fast-paced world the use of technology is upending in most industries. Marshfield will have to utilize different technologies in their day-to-day operations to increase efficiency. The company can use stock inventory systems to keep track of the products sold and may also use POS systems to ease the billing systems. Moreover, technological advancements such as social media and digital marketing tools can bring a lot of benefits for Marshfield. 
Legal factors impact on Marshfield Bakery
When operating a business in the food and beverage industry, there are quite a few laws and regulations that a company needs to follow. Food safety regulations are ever evolving in the UK thus keeping up with them is critical for Marshfield bakery. Moreover, there are many significant employee laws that are established which also need to be addressed and followed by Marshfield Bakery (Gov.UK, n.d). 
Environmental factors impact on Marshfield Bakery
When entering either of those regions, the corporation ought to carefully assess the environmental requirements necessary to operate in emerging markets or innovate in existing markets. The Covid 19 pandemic had a high level of destruction on the business as it influenced temporary shutdown as well as difficulties in transporting raw material to the company and finished goods from the company to other sellers. Moreover, environment pollution and concern of people about eco protection may also create challenges for a company operating within UK.


3.2 VRIN Analysis
The VRIN approach is a method used for helping businesses in identifying certain resources and expertise that could offer them an on-going competitive advantage (Mat et. al, 2022). The VRIN analysis of Marshfield Bakery is as follows.
Valuable
The most valuable aspect of Marshfield Bakery is its years of experience in the industry. The company has been through a lot and has gained many experiences in the process. Another valuable aspect is the exposure to high competition which has aspired the brand to continuously innovate and also explore opportunities readily available within the sector. Its ability to partner up with other companies is another value of the firm. For example, the firm sought assistance from the MAS as it sought to build an innovation strategy to access new markets.
Rare
In a market where differentiation is crucial, and Marshfield has taken the effort to mix differentiation and affordability. The brand focuses on providing utmost quality to customers at a very affordable price thus attracting big box companies as well as smaller retailers to purchase and resell the brand. The brand is extremely flexible and provides the option of different sizing and packaging to the customers (Womack, 2014). The company also has a good organizational culture. Marshfield is recognized as one of the best SMEs for employment in the UK which adds value to the company.
Inimitable
The ability to imitate in a highly competitive market has helped in adding value to a company and helps to assure sustainable innovation (Shaw, 2021). Marshfield Bakery presently produces more than 15 distinct flavours of shortbread and flapjack, in addition to loaf cakes, sponges, brownies, and biscuits, all of which are affected in some way by the surrounding landscape that are unique to the brand itself. Among other things, it creates handmade bars, cookies, and biscuits. As for its marketing strategy, Marshfield uses social media sites such as Facebook, YouTube, and Twitter to market the company's goods.



Non-substitutable
Although the process of manufacturing the product and the marketing strategies employed can be imitated, the flavour and quality is usually difficult to imitate for a bakery business (Global database, n.d). In efforts to ensure the brand is competitive, this bakery has streamlined its manufacturing and selling and utilises cost efficient marketing tools. Moreover, the distant flavours of the products of Marshfield Bakery are non-substitutable by competitors which add value to the company.
3.3 SWOT Analysis 
The four fundamental components of a SWOT analysis are strengths, weaknesses, opportunities, and threats for a business. The primary objective of a SWOT assessment is to assist companies in comprehending all the factors that go into adopting an approach of action (Teoli et. al, 2019). The SWOT analysis of Marshfield Bakery is as follows.
Strengths
Marshfield as a firm operating in the UK and in the food and beverage sector has a variety of key strengths within itself. Firstly, the brand holds a thirty years long brand reputation within the industry however; they seem to not have taken the best advantage of its long term involvement in the industry (Shaw, 2021). Marshfield Bakery now produces more than 15 distinct flavours, along with loaf cakes, sponges, brownies, and biscuits, all of which are inspired by the landscape around them.
Another strength is the availability of unique product offerings that help differentiate from the competition. The company has skilled staff and directors that provide quality to its customers and to uphold the reputation of the company. 
Weaknesses
One key weakness is the restricted brand awareness. Although the company has been in business for many years, it has not achieved the level of reputation that many other similar businesses who established a lot later has. The lack of use of technology is another weakness of the brand. The company has the potential to have a corporate website and make efficient digital marketing efforts but has not concentrated much on it. The lack of corporate stores selling their brand is another weakness (Stancold, 2022). The company should open flagship stores in efforts to create brand awareness. 

Opportunities
One key opportunity for Marshfield Bakery is the ability for product expansion. The brand can innovate more products and expand its product line with vegan options, healthier bakery products etc. Another opportunity is the changes in diet trends in the UK. Both Millenials and Gen Z have switched their preferences toward healthier items which opens a new niche market for the brand to explore (Shaw, 2021). Another opportunity is market expansion. As trade agreements and expansion strategies have evolved at present, the brand has potential to expand to newer markets. The brand has very little presence and operations online thus utilising digital technology is another opportunity for the business to evolve.

Threats
There are quite a few threats that Marshfield Bakery has to face. The first threat is high and growing competition in the sector. As the brand operates in a highly competitive industry, there is high market saturation. Another threat is the reviews and influence of social media. While this can be an opportunity, this is also a threat. Food bloggers, critiques etc. can instantly put the business at risk with the power of social media postings (Stancold, 2022). Another threat is natural disasters. There is no guarantee that Covid may not rise again, or any other virus may influence the market. Thus, there is always the threat of uncertainties.

4.0 Discussion on strategic growth
4.1 ANSOFF Matrix
Management teams and analysts around the globe utilize the Ansoff Matrix, as a two-by-two arrangement to assist develop and assess initiatives for growth (Clarissia, 2020). The ANSOFF Matrix of Marshfield Bakery is as follows.
Market penetration
The bakery business in the UK accounts for a significant portion of the country's overall food production and has a market value of £4.4 billion. Now, total volume is about little under 4 billion units; this is the same as almost 11 million loaves and packets being sold each day (Overview of the Bakery Sector UK, 2023). With the expansion within the industry, Marshfield can enter a few more bog box retailers and supermarkets to reach out to more clientele. Another option for the company is to partner with Door dash or other food delivery partners within UK and expand the customer reach. Another method is to approach schools in the UK and secure bulk sales to school and college cafeterias in efforts to reach existing clientele in the existing market.
Market Development
In contrast to the UK, artisan bakeries still dominate the market in several European nations, suggesting that bread and bakery items exported represent for a relatively tiny portion of the entire market. The goal for Marshfield Bakery's revenue over the next three years is to increase it by a factor of two. It is a lofty goal, but if the performance of this company over the course of the last four years is any indication, there is no question that it is on the upswing. With the availability of funds as well as the ability to enter other European nations, Marshfield Bakery could reach out to other market options through fair trade. 
Product Development
Changing consumer preferences, especially the rise in health consciousness, have influenced the growth of the industry, with consumers placing a higher priority on how they eat. Vegan bakery products alongside other fads are in popular demand among customers. Responding to rising health issues, industry participants have been fortunate by expanding their line of goods to include alternatives that are healthier (Overview of the Bakery Sector UK, 2023). Taking innovative freedom and motivating employees to be creative with the products can help develop newer products that could satisfy niche markets that are untouched in efforts to gain more exposure for Marshfield Bakery.
Diversification
With the extended mobility as well as cultural integration among nations as well as the easing of trade barriers allow a company to easily establish in another country especially in direct exports (Harvey, 2020). With the on-going diet trends and this ease to market entry, Marshfield will have a better chance at diversifying its products to a new diversified market. By utilising the ability to export to other European nations freely as well as the innovative ambition, Marshfield Bakery can develop new products such as vegan bread or dairy free shortbread and export to other European markets in efforts to increase market expansion as well as revenue.



4.2 Porter’s Generic Strategy Analysis
Several business plans with a variety of focus and accuracy are included in Porter's general approach (Islami et. al, 2020). The Porter’s generic strategy analysis of Marshfield Bakery is as follows.
Cost leadership
Cost Leadership involves minimizing the cost for providing products and services to the organization. It is decreasing the cost of providing a consumer or client with value. This strategy permits Marshfield Bakery to expand its market share by emphasizing the middle class, which comprises the largest proportion of the overall consumer base in the UK and other neighbouring nations. Cost leadership is the most efficient approach for catering to the wants and needs of middle-class consumers, who typically place a higher value on pricing. For instance, Marshfield Bakery may not be able to offer the lowest prices on all its products, but it can specialize in one or two items, such as shortbread, to attract consumers.
Differentiation
Differentiation is the process which renders your products or services distinct and more desirable in comparison to those of your competitors. This refers to distinguishing one's product from those of competitors and substitutes on the market. Marshfield Bakery can differentiate itself through incorporating innovation and adapting to consumers' increasing concerns regarding their health. To separate itself from competitors and broaden the variety of opportunities within the industry, the company can expand its product line, for instance, after analysing shifting preferences of customers.  Marshfield Bakery can also differentiate itself from the competition by using only organic raw materials or by offering a delivery service for even the smallest orders, thereby attracting more customers, and expanding its market share.
Focus Strategy
Companies employing Focus strategies fixate on niches and, by comprehending the market's dynamics and the specific requirements of its consumers, develop low-cost or well-defined products for that market.  This can be cost-centric or differentiation-centric. The corporation can adjust its branding strategies and introduces on-going modifications to the product's appearance and packaging in order to meet the psychological expectations of its customers and provide them with the most possible value for their money.
4.3 [image: Bowman's Strategy Clock - What is Bowman's Strategy Clock?]Bowman’s Strategy Clock
A comprehensive yet user-friendly strategy tool, Bowman's Strategy Clock presents alternatives for placing within the marketplace based upon price along with perceived value (Radut, 2015). The diagram depicts Bowman's eight distinct methods, which are distinguished by varied levels of price and value. Not all strategies are viable for Marshfield Bakery and identifying the appropriate strategy is crucial for the company. Upon reviewing the strategies, the two that stand out best for Marshfield are Hybrid and Low-price strategies.
Hybrid Strategy
Hybrids offer items at cheap prices, but their products have a better perceived value than those offered by other low-cost rivals, even though the hybrids' prices are lower. Although volume is an issue, these businesses have built a reputation for providing decent items at affordable costs (Nguyen, 2016). In a highly competitive market, to gain leadership, providing high quality products at affordable prices is a clear win. Marshfield can use their 30 years of experience, supplier relationships and marketing techniques and position their brand as an affordable yet high quality product to attract direct clientele as well as retailers towards the brand. By this, it will be able to compete successfully with other standalone as well as chain bakeries in the area.
Low Price Strategy
Companies that compete in this area are the leaders in terms of cost efficiency. These are the businesses that are responsible for driving prices down to the absolute bottom, and they achieve this by maintaining a healthy balance between very low margins and very high volume. Low pricing may not seem to be the ideal choice at first but considering the main clientele of the brand are supermarkets, hotels etc. by using a low-price technique, Marshfield can penetrate to larger audiences and cater to both low- and middle-income earning customers which comprise of a large portion of the bakery or food and beverage sector.


5.0 Stakeholder analysis
The process of gathering information on anybody who will be influenced by or who may have an impact on the endeavour is known as stakeholder analysis (Aerts, 2020). The stakeholder analysis of Marshfield Bakery will investigate four categories which are keeping satisfied, manage closely, monitoring and keep informed. The Stakeholder analysis of Marshfield Bakery is as follows.
Keep satisfied
As a business operating in the food and beverage sector, there are key stakeholders that Marshfield Bakery must keep satisfied. The first is customers. Customers are the once who are responsible for the longevity of the company (Nguyen, 2016). They have the potential to make or break the brand thus it is important to take efforts such as providing quality products, reducing waiting time and making products affordable to achieve relevant goals. Another stakeholder that needs to be kept satisfied are the investors or owners. They are the ones that provide the capital requirements thus keeping them satisfied with ROI as well as success is crucial.
Manage closely
The suppliers of Marshfield Bakery are the stakeholders that need to be managed closely. Suppliers play a vital role in ensuring there is smooth manufacturing and that the products manufactured are of high quality (The Manufacturer, 2013). The efficiency of supply chain depends on the company suppliers are therefore Marshfield should maintain close relationships with suppliers and ensure their requirements are also met in the business deal and that they continue to work with the company.
Monitoring
In terms of monitoring, Marshfield Bakery carefully monitors its employees. An employee is the backbone of any organization and often is responsible for effective operations within a firm (Glassdoor, n.d). While monitoring the productivity of employees, it is important that the company provides a work environment that is employee friendly and boosts motivation in efforts to gain productivity from employees. Monitoring employee work and providing rewards for any exceptional work and training for not so good work will eventually allow employees to grow within the firm. Since Marshfield Bakery is an SME, the monitoring process is quite easy and can be done successfully.

Keep Informed
 In terms of keeping informed, the stakeholder that Marshfield Bakery must keep informed is the local government who establishes laws and regulations as well as provide infrastructure for organizational endeavours. The government takes efforts to keep a business informed about new laws, regulations, and policies to ease the operations and therefore even the company should keep the government informed about transportation methods, security and even equipment. When both parties keep each other informed, Marshfield Bakery will be able to grow productively. 
6.0 Recommendations 
Despite the fact that Marshfield Bakery has a lower likelihood of survival, the company has the ability to distinguish itself via its offerings and has the opportunity to build a brand, which gives it significant growth potential. There are a few recommendations that should be followed for Marshfield Bakery to have a successful launch and reach the amount of expansion and future development that it anticipates.
The first recommendation for future developments is to use sustainable and disposable packaging material. The new social trends prevalent in the world are very powerful and one of it is sustainability. Most customers are keen on the concept of sustainability and thus adopting a sustainable packaging technique will help the brand to further expand and gain more customer involvement and attraction. When it comes to the packaging of baked goods and drinks, making the switch to recyclable or biodegradable materials, such as paper bags rather than plastic bags or biodegradable packaging rather than Styrofoam, can be an important step toward achieving a more sustainable lifestyle. Another recommendation is to use a more integrated marketing communication strategy. Rather than limiting to social media and in store marketing, Marshfield Bakery should look at other options such as email marketing, Website or web store front and event direct marketing to reach out to more clientele. Most GenZ and Millenials who comprise of a large population in the UK market prefer different mediums to reach products and most enjoy online purchasing thus a web store front will not only be a good sense of marketing but will also be a selling platform for the brand.
The third recommendation is to introduce new bakery goods that you believe will attract customers and increase sales. You can introduce new bakery products as well as innovate the store's layout. Mobile food trucks and door-to-door delivery, for example, have gained popularity in many regions; as a result, Marshfield Bakery will be able to get more customers and with this effort they will be able to expand their customer base. Innovation is key to tackle the competition in the market and therefore expanding product portfolio and developing newer flavours and food items can help develop business.
Lastly, provide free samples of what is sold in the bakery to walk-in clients and visitors to the shop as well as at big box retail outlets and supermarkets. Customers may be ready to buy whatever it is that you are offering for sample if the items are appealing tempting, and easily attainable for purchase. As an outcome of this, if you'd like to manage a successful bakery, you need make certain to constantly remember to place certain treats or pastries available at the counters for the customers. It is a powerful way of making people aware of the taste of the baked goods sold and of presenting prospective customers with the chance to sample those goods

7.0 Conclusion
As per the information that has been gathered and presented within this report, Marshfield Bakery is a small enterprise that is operating in the UK. The bakery has been around for many years and has progressed slowly over these years to reach its level of strategic success and is aiming to achieve better success in the future through expansion and developments. The company is known for its signature bakery items which are sold at its bakery front however, the bakery lacks a corporate website which is a huge opportunity they have not yet reached. The company operates fully on brick and mortar and attracts clients online to the physical store but with the modern technological advancements and social trends, the bakery has the opportunity to reach to a much diverse market. The brand has to focus on more promotional strategies especially towards establishing a integrated marketing communication system rather than just prioritising physical store promotions and social media based promotions. Starting a corporate website is one thing they can do as per the findings on the report.  As a SME, the company does face budgetary restrictions and therefore should investigate more cost-efficient growth strategies which were discussed within the report and if the brand focuses on the recommendations that have been provided, they will eventually be able to achieve better success and development in the future.
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