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[bookmark: _Toc345976129]Executive Summary
[bookmark: _Toc953680841]This report critically analyses the strategic direction and growth opportunities of Shropshire Festivals Ltd, an SME based in Telford, UK. The company designs and delivers regional festivals celebrating food, culture, and community, such as the Shrewsbury Food Festival and Shropshire Kids Festival. The analysis assesses the firm’s mission, vision, and strategic positioning within the UK events industry and recommends sustainable growth strategies for the long term.
Using frameworks including SWOT, PESTEL, Porter’s Five Forces, and Value Chain Analysis, this report identifies the internal and external factors shaping the company’s performance. Growth options are examined through the Ansoff Matrix and Porter’s Generic Strategies, while stakeholder priorities are evaluated using Mendelow’s Matrix and the RACI Model.
Findings suggest Shropshire Festivals has strong community credibility and creativity but faces financial and structural limitations common to SMEs. Dependence on sponsorship and seasonality makes it vulnerable to economic shifts. The report recommends a digital diversification strategy centred on hybrid and experiential event formats to expand reach, strengthen stakeholder collaboration, and build long-term sustainability.

[bookmark: _Toc924906559]1. Introduction to Shropshire Festivals Ltd
[bookmark: _Toc1337244380]1.1 Company Overview
Founded in 2013 by entrepreneur Beth Heath, Shropshire Festivals Ltd is a privately owned SME specialising in community-based experiential events across Shropshire and the West Midlands. Its flagship events attract tens of thousands annually (Shropshire Festivals, 2024). The company operates under a hybrid B2C/B2B model, generating income from ticket sales, exhibitor fees, sponsorships, and merchandise. Its mission is to “bring communities together and support local enterprise” (Shropshire Festivals, 2023).
The firm’s small scale provides agility and innovation but also exposes it to resource constraints, sponsorship dependency, and limited scalability common SME challenges (Hrebiniak, 2005; Bridge et al., 2018).
[bookmark: _Toc803256230]1.2 Business Model and Uniqueness
Shropshire Festivals’ model aligns with Osterwalder and Pigneur’s (2010) Business Model Canvas.
	Element
	Description

	Key Partners
	Local councils, food producers, sponsors, artists, vendors

	Key Activities
	Event planning, logistics, marketing, community engagement

	Value Proposition
	Family-friendly events promoting local food and culture

	Customer Segments
	Families, local businesses, tourists, sponsors

	Revenue Streams
	Tickets, exhibitor fees, sponsorships, merchandise

	Cost Structure
	Operations, staffing, licensing, insurance

	Channels
	Websites, social media, press, partnerships

	Customer Relationships
	Community engagement, recurring loyalty

	
	


The firm’s uniqueness lies in creating community-centred festival ecosystems that support local identity and sustainability through ethical sourcing and charity partnerships. However, maintaining differentiation requires ongoing innovation and brand renewal (Porter, 1980). Adapting to the digital, post-pandemic event economy is essential for survival (Kotler et al., 2022).
[bookmark: _Toc1732089001]1.3 Strategic Context and Industry Environment
The UK events industry contributes approximately £70 billion to the national economy (Event Industry News, 2024). Although demand for live experiences has rebounded post-COVID-19, inflation and rising costs have reduced margins (Mintel, 2024). Larger event organisers are entering regional markets, intensifying competition. Shropshire Festivals’ agility and authenticity can provide an advantage if leveraged strategically, consistent with Teece’s (2018) concept of dynamic capabilities—the ability to sense, seize, and reconfigure opportunities.
[bookmark: _Toc699655678]1.4 Vision, Mission and Objectives
Mission: “To create experiences that celebrate community and champion local businesses.”
 Vision: To make Shropshire a hub for cultural and economic growth.
 Objectives:
· Sustain regional event leadership
· Increase visitor and sponsor base
· Diversify income beyond seasonal festivals
· Integrate sustainability and digital engagement
These align with Freeman’s (1984) Stakeholder Theory, balancing community and commercial goals. However, limited structure and resources may impede implementation (Noble, 1999).

[bookmark: _Toc1530094658]2. Environmental Scan and Competitive Positioning
Strategic alignment depends on understanding internal capabilities and external forces (Johnson et al., 2023). This section uses SWOT, Value Chain, PESTEL, and Porter’s Five Forces to evaluate Shropshire Festivals’ environment.


[bookmark: _Toc806909748]2.1 SWOT Analysis
	Strengths
	Weaknesses

	Strong local reputation and community trust
	Limited financial and human resources

	Portfolio of successful flagship events
	Seasonal revenues and sponsorship dependency

	Creative leadership
	Weak digital infrastructure

	Local partnerships
	Narrow geographic reach

	Sustainability focus
	Operational strain from small team


	Opportunities
	Threats

	Growth in experiential tourism
	Rising event production costs

	Digital and hybrid event expansion
	Competition from national organisers

	Local government collaborations
	Weather or health disruptions

	Regional partnerships
	Sponsorship fatigue


Analysis:
 The firm’s intangible assets brand reputation, relationships, creativity fit Barney’s (1991) Resource-Based View (RBV). Yet financial fragility limits growth. Building dynamic capabilities (Teece, 2018) through digital investment and partnerships will enhance scalability and resilience.
[bookmark: _Toc2086595770]2.2 Value Chain Analysis
	Primary Activity
	Description
	Strategic Implication

	Inbound Logistics
	Venue and supplier sourcing
	Reinforces sustainability and trust

	Operations
	Event planning and execution
	Efficiency limited by small team

	Outbound Logistics
	Event delivery and management
	Opportunity for digital ticketing optimisation

	Marketing & Sales
	Social media and partnerships
	Strong engagement but lacks analytics

	Service
	Post-event engagement
	Potential for loyalty programmes


Support functions (HR, technology, procurement) are underdeveloped but present growth potential. Investing in CRM and analytics could transform operations into data-informed strategy (Kaplan & Norton, 2008).
[bookmark: _Toc430720685]2.3 PESTEL Analysis
	Factor
	Key Issues and Implications

	Political
	Supportive local councils, but complex licensing and reduced EU funding.

	Economic
	Inflation and reduced disposable income affecting ticket sales (ONS, 2024).

	Social
	Increased demand for authentic, community-driven events (Mintel, 2024).

	Technological
	Growth in live-streaming, digital ticketing, and CRM opportunities.

	Environmental
	Climate risks affect outdoor festivals; sustainability expectations rising (DEFRA, 2023).

	Legal
	Compliance with safety and data protection laws; COVID-related contingency required.


Shropshire Festivals operates in a supportive but volatile macro-environment. Growth depends on digital adoption and sustainable practices.
[bookmark: _Toc1483304058]2.4 Porter’s Five Forces
	Force
	Assessment
	Strategic Impact

	
	
	

	New Entrants
	Moderate–high; low entry barriers but brand trust takes time
	Need for continuous innovation

	Supplier Power
	Moderate; reliant on local vendors
	Build long-term relationships

	Buyer Power
	High; customers are price-sensitive
	Differentiate through quality

	Substitutes
	High; leisure and digital alternatives
	Hybrid models reduce risk

	Rivalry
	High; regional competition increasing
	Collaborate through co-branding


Reflection:
 High competition and price sensitivity threaten margins, but local authenticity offers defence. SMEs can sustain advantage through agility and specialisation (Grant, 2019).
[bookmark: _Toc2043193505]2.5 Summary
Shropshire Festivals’ strength lies in creative differentiation and community trust, but to thrive, it must adopt strategic ambidexterity (O’Reilly & Tushman, 2013) balancing tradition with digital innovation. Incremental, collaborative innovation (Tidd & Bessant, 2021) will help bridge resource gaps.
[bookmark: _Toc830224165]3. Strategic Growth Choices
Growth must balance ambition with resource limitations. The Ansoff Matrix, Porter’s Strategies, and Bowman’s Clock inform future direction.
[bookmark: _Toc1422305487]3.1 Ansoff Matrix
	Strategy
	Description
	Application to Shropshire Festivals
	Risk

	Market Penetration
	Deepen existing markets
	Expand West Midlands presence via promotions and partnerships
	Low

	Product Development
	New event types for existing customers
	Launch themed or seasonal pop-ups, introduce loyalty passes
	Moderate

	Market Development
	Enter new regions or demographics
	Replicate events in nearby counties
	Moderate–High

	Diversification
	New products in new markets
	Develop digital or hybrid platforms
	High


Market penetration and product development are most viable, complemented by selective digital diversification (Teece, 2018).

[bookmark: _Toc340382246]3.2 Porter’s Generic Strategies
	Strategy
	Fit for SME
	Implication

	Cost Leadership
	Not feasible
	High operational costs prevent low-price competition

	Differentiation
	Strong fit
	Focus on creativity, sustainability, and experience

	Focus Differentiation
	Ideal
	Serve niche local markets with premium community events


The firm’s success depends on continuous innovation and customer intimacy (Grant, 2019). Differentiation can be enhanced through technology-led experiences such as apps and gamified engagement.
Focused differentiation suits Shropshire Festivals’ ethos. Emotional engagement and storytelling can justify premium pricing (Kotler et al., 2022). However, overexpansion must be avoided to prevent resource strain (Bridge et al., 2018).
[bookmark: _Toc1509131372]3.4 Proposed Long-Term Strategy: Digital Diversification
Key pillars:
Hybrid Events: Livestreams and online workshops to expand reach and reduce weather risk.
Digital Marketing & CRM: Personalised communication and sponsor reporting.
Sustainability Leadership: Track and report environmental performance.
Collaborative Partnerships: Joint campaigns with councils and tourism boards.
This aligns with Teece’s (2018) Dynamic Capabilities Framework and Elkington’s (1997) Triple Bottom Line. Success relies on leadership commitment and digital literacy (Kotter, 1996).
[bookmark: _Toc2038959970]3.5 Sustainability and Feasibility
	Criterion
	Assessment
	Rationale

	Suitability
	High
	Matches market trends and community ethos

	Feasibility
	Moderate
	Achievable through phased investment

	Acceptability
	High
	Benefits multiple stakeholders


Partnerships with tech firms and universities can ease capability gaps. KPIs on satisfaction, digital engagement, and sponsor ROI will guide implementation.

[bookmark: _Toc1358357292]4. Stakeholder Analysis
Stakeholder management is central to strategy execution (Freeman, 1984). Shropshire Festivals’ stakeholders span community, business, and public sectors. Tools like Mendelow’s Matrix and RACI clarify influence and responsibilities.
[bookmark: _Toc25102226]4.1 Key Stakeholders
	Stakeholder
	Role
	Primary Interests

	Local Community & Attendees
	Customers
	Enjoyable, safe, affordable experiences

	Local Businesses & Sponsors
	Funders, partners
	ROI, visibility, brand alignment

	Local Councils
	Regulators, funders
	Tourism and community impact

	Employees & Volunteers
	Delivery team
	Fair treatment, recognition

	Suppliers & Vendors
	Service providers
	Stable contracts, timely pay

	Media & Partners
	Promotion
	Positive coverage

	Competitors
	Market players
	Market share, differentiation


Balancing these groups ensures legitimacy and long-term sustainability (Harrison et al., 2019).
[bookmark: _Toc1831215242]4.2 Mendelow’s Matrix
	Category
	Stakeholders
	Engagement Strategy

	High Power, High Interest
	Councils, key sponsors
	Regular consultation, partnership alignment

	High Power, Low Interest
	Regulators, insurers
	Keep satisfied via compliance updates

	Low Power, High Interest
	Community, volunteers
	Frequent communication, feedback loops

	Low Power, Low Interest
	Distant competitors
	Monitor periodically


Key players councils, sponsors, and communities shape Shropshire Festivals’ legitimacy. Ethical responsibility and co-creation enhance trust (Donaldson & Preston, 1995).
[bookmark: _Toc654922369]4.3 Stakeholder Expectations
1. Councils: Expect safety, compliance, and economic impact.
2. Sponsors: Demand measurable ROI; KPIs on footfall and social reach should be shared (Kaplan & Norton, 1996).
3. Community: Seek inclusivity and affordability; feedback builds loyalty.
4. Employees: Motivation and recognition drive innovation (Deci & Ryan, 2000).
5. Suppliers: Value transparency and consistency (Grant, 2019).
[bookmark: _Toc536837396]4.4 RACI Model
	Task
	R
	A
	C
	I

	Strategy formulation
	Managing Director
	Founder
	Councils, sponsors
	Staff

	Digitalisation
	Digital Lead
	Managing Director
	Tech partners
	Vendors, attendees

	Marketing
	Marketing Team
	Managing Director
	Media, influencers
	Community

	Sustainability
	Event Manager
	Managing Director
	DEFRA, councils
	Volunteers

	Stakeholder engagement
	Community Liaison
	Managing Director
	Sponsors
	Public

	Evaluation
	Analyst
	Managing Director
	Sponsors
	All staff


Clear accountability prevents role ambiguity (Hrebiniak, 2005) and supports scalable learning (Tidd & Bessant, 2021).
[bookmark: _Toc498100169]4.5 Engagement Plan
	Skateholder
	Method
	Frequency
	Goal

	Councils
	Review meetings
	Quarterly
	Secure funding and alignment

	Sponsors
	Partnership reviews
	Biannual
	Improve retention

	Community
	Surveys, loyalty schemes
	Ongoing
	Enhance engagement

	Employees
	Meetings, training
	Monthly
	Boost motivation

	Suppliers
	Contract reviews
	Annual
	Strengthen collaboration


Consistent engagement fosters shared ownership (Kotter, 1996) and mutual benefit.

[bookmark: _Toc1300573693]5. Strategic Recommendations and Conclusion 
[bookmark: _Toc1658820342]5.1 Overview
The analysis demonstrates that Shropshire Festivals Ltd has achieved a distinctive regional presence through its creative, community-based events. However, reliance on seasonal income, dependence on sponsorship, and a limited digital structure expose the firm to strategic and operational risks. The company’s future sustainability depends on transitioning from an event-focused business to a strategically managed, digitally enhanced, and community-anchored enterprise.
The recommendations below synthesise insights from the SWOT, PESTEL, and stakeholder analyses, supported by frameworks such as Teece’s (2018) Dynamic Capabilities, Elkington’s (1997) Triple Bottom Line, and Kotter’s (1996) Change Leadership Model. Each recommendation emphasises both strategic suitability and operational feasibility, considering the constraints typical of SMEs (Bridge et al., 2018).

[bookmark: _Toc715875367]5.2 Recommendation 1: Implement a Digital Transformation Programme
Rationale:
 Digital transformation is central to ensuring long-term competitiveness and resilience. The pandemic has permanently altered how consumers engage with live events, with hybrid and digital participation becoming the norm. Shropshire Festivals limited technological infrastructure restricts customer reach, data use, and sponsor engagement areas where digital systems could significantly enhance value creation.
Action Plan:
· Introduce a CRM system to integrate attendee, exhibitor, and sponsor data, improving relationship management and targeted marketing.
· Develop hybrid event models (e.g., live-streamed sessions, virtual exhibitor zones) to diversify participation and revenue.
· Train staff in digital analytics and social media strategy to foster a data-informed culture.
Impact:
These initiatives will extend audience reach by 20–30%, strengthen sponsor retention, and provide measurable engagement insights. Digitalisation also creates a foundation for adaptive learning, allowing the company to adjust rapidly to market shifts (Teece, 2018).
Critical Reflection:
SMEs often struggle to invest in new technologies due to cost and capability gaps (Hrebiniak, 2005). To mitigate this, Shropshire Festivals could form partnerships with local universities or digital startups to share resources and gain technical expertise.

[bookmark: _Toc213960559]5.3 Recommendation 2: Diversify Income Streams through Year-Round Offerings
Rationale:
The company’s income is heavily concentrated in summer months, making it vulnerable to seasonality and weather conditions. Diversification stabilises revenue and sustains brand visibility year-round.
Action Plan:
Develop off-season micro-events, such as winter markets or small-scale music and wellness festivals.
Launch online masterclasses and workshops, monetising the expertise of local chefs, artists, and event organisers.
Create an e-commerce platform selling branded and locally sourced merchandise to extend the festival experience beyond event days.
Impact:
A diversified portfolio will reduce cash flow volatility and improve sponsor continuity. This also enhances Shropshire Festivals’ social contribution by providing year-round employment opportunities for local suppliers and freelancers, aligning with Elkington’s (1997) Triple Bottom Line balancing people, planet, and profit.
Critical Reflection:
While diversification expands opportunity, overextension could strain limited resources. A phased rollout supported by cost–benefit evaluation and pilot testing is crucial. Using Ansoff’s (1957) incremental approach mitigates risk by building on existing strengths before exploring new markets.

[bookmark: _Toc1431480880]5.4 Recommendation 3: Strengthen Organisational Capability and Leadership Succession
Rationale:
The company’s success is closely tied to the founder’s leadership. While this provides clear vision, it also poses a continuity risk. Building a more distributed leadership structure will enhance organisational learning, innovation, and long-term stability.
Action Plan:
Implement structured training programmes for event management, digital marketing, and stakeholder engagement.
Develop a succession plan assigning key strategic responsibilities to senior managers.
Introduce a Balanced Scorecard (Kaplan & Norton, 1996) to monitor performance across financial, customer, internal, and learning metrics.
Impact:
These initiatives will foster a culture of accountability and empowerment, enhancing creativity and employee retention. Formalising processes also reduces operational bottlenecks, making the firm less dependent on individual leadership.
Critical Reflection:
According to Kotter (1996), effective change requires strong communication and empowerment. For a small firm, embedding leadership at all levels will ensure agility and reduce vulnerability to founder dependency.

[bookmark: _Toc1953470362]5.5 Recommendation 4: Deepen Stakeholder Collaboration and Co-Creation
Rationale:
As a community-oriented SME, Shropshire Festivals thrives on stakeholder trust and shared value creation. Collaboration strengthens legitimacy, attracts funding, and enhances innovation through collective input.
Action Plan:
Establish a Community Advisory Board with representatives from councils, sponsors, and local businesses to influence event themes and sustainability initiatives.
Launch co-branding campaigns with tourism boards to pool marketing budgets and expand reach.
Publish an annual impact report demonstrating social, economic, and environmental contributions.
Impact:
This strengthens accountability and public reputation while providing measurable evidence of social impact for grant or sponsorship applications. It also reflects Vargo and Lusch’s (2004) Service-Dominant Logic, positioning stakeholders as active co-creators of value.
Critical Reflection:
Strong collaboration requires ongoing dialogue. Regular communication and transparent reporting ensure alignment and reduce stakeholder conflict. Mendelow’s (1991) Matrix supports prioritising engagement with high-power, high-interest groups such as councils and sponsors.

[bookmark: _Toc1557390132]5.6 Recommendation 5: Embed Sustainability as a Core Strategic Pillar
Rationale:
Sustainability has become a defining factor in consumer and corporate decision-making. By leading regional sustainability initiatives, Shropshire Festivals can strengthen differentiation, attract ethical sponsors, and future-proof its brand.
Action Plan:
Create a Sustainability Charter outlining commitments to waste reduction, carbon offsetting, and local sourcing.
Partner with environmental organisations to measure and report carbon impact.
Introduce Green Sponsor Tiers, rewarding environmentally conscious partners with promotional advantages.
Impact:
Integrating sustainability enhances stakeholder trust and aligns with Porter and Kramer’s (2011) concept of Shared Value where social responsibility drives profitability. Transparent sustainability reporting can also attract new funding streams from ESG-oriented businesses.
Critical Reflection:
Sustainability implementation requires measurable targets and accountability. Embedding these within the Balanced Scorecard ensures progress is tracked across events, suppliers, and marketing.

[bookmark: _Toc57240305]5.7 Implementation Challenges for SMEs
SMEs often face systemic barriers to strategic change, including:
Resource Constraints: Limited funds hinder investment in technology or sustainability. External partnerships and phased rollouts mitigate this (Brush et al., 2001).
Leadership Overload: Concentration of decision-making at the top limit's scalability. Distributed leadership (Kotter, 1996) can counteract this.
Cultural Resistance: Employees accustomed to informal systems may resist new processes. Transparent communication and recognition can ease transitions (Hrebiniak, 2005).
Performance Measurement Gaps: Adopting a Balanced Scorecard links strategic goals with measurable results (Kaplan & Norton, 1996).
To overcome these, Shropshire Festivals should establish clear milestones, feedback mechanisms, and periodic strategy reviews to maintain alignment and adaptability.

[bookmark: _Toc540226059]5.8 Conclusion
This strategic report has critically evaluated Shropshire Festivals Ltd within the context of the UK’s competitive events industry. The analysis found that while the company’s creative leadership and strong community brand underpin its success, digital immaturity and financial dependency constrain growth.
The proposed digital diversification strategy, complemented by stakeholder collaboration and sustainability integration, offers a pathway to resilience and innovation. By embracing digital transformation, expanding income streams, and embedding sustainability and leadership development, Shropshire Festivals can evolve from a local event organiser into a digitally enabled, socially responsible, and strategically agile SME.
In line with Teece’s (2018) Dynamic Capabilities and Elkington’s (1997) Triple Bottom Line, this approach ensures adaptability, stakeholder value, and sustainable competitive advantage. Through disciplined execution, continuous learning, and community collaboration, Shropshire Festivals can set a benchmark for regional creative industries in post-pandemic Britain. 
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