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EXECUTIVE SUMMARY
This report distinctly gives the strategic analysis and development plan of the Dark Horse Roastery, a small and sustainability coffee house based in Oxford shire. The organisation is an integration of crafted coffee production and ethical business practices and environmental care with the directing philosophy of People, Planet, Flavour.” Being an expanding SME, the company experiences issues concerning the scaling, budget, and the development of the national market with attempts to retain the sustainable values of the company.
This paper evaluates the internal and external environment of the company critically through the use of the known strategies frameworks used- SWOT, Value Chain, PESTEL, and Porters five forces. The conclusions point to the fact that the ability of Dark Horse to differentiate lies very deeply in its ethical branding and craftmanship, but the company is constrained in its development due to financial limitations and local business activities.
In order to work out the solutions to these problems, the Ansoff Matrix and Porters Generic Strategies strategic development models have been used, which implies that the hybrid product development-market expansion initiative, backed by digitalisation and sustainable product innovation, would guarantee competitive advantage and viability over the long-term. An implementation framework on the basis of RACI and a stakeholder map further illustrates how the cooperation between major players, such as the owners, suppliers, employees, and community partners, can aid successful implementation.
The report will end with implementation roadmap in 18 months with a focus in digital transformation, green financing, and national partnerships. The programs are likely to improve operational resiliency, bolster ethical reputation, and achieve long-term profitability, which will place Dark Horse Roastery in a long-term growth without betraying its values.
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1. INTRODUCTION TO THE ORGANISATION
Dark Horse Roastery is a small and medium-sized enterprise (SME) specialty coffee small and medium-sized enterprise that is based in Brightwell-cum-Sotwell, Oxfordshire. Emily Stewart established it on the basis of a mobile espresso company named Horsebox Coffee Co. in 2018. First of all, the company intended to bring high-quality and ethically sourced coffee to rural populations. Throughout the years, it has grown to be an established roasting brand that provides bespoke coffee to its individual consumers, coffee shops, corporate companies and hospitality businesses throughout the south of England (Hattori, 2025).
Products of the company consist of freshly roasted coffee beans, barista training workshops, corporate coffee experiences, and event catering which is offered using the company’s refurbished horsebox. This differentiation strategy empowers the enterprise to conduct business under a dual-revenue business model, which integrates wholesale partnerships and direct-to-consumer e-commerce (Lewis et al., 2024). The structure has increased flexibility and scalability levels; balancing the stable ware wholesale contracts against the recurrent online sales.
[bookmark: _Toc213804718]One of the important aspects of Dark Horse Roastery is its commitment to avoidance of waste and sourcing of ethical products. It operates with infrared roasting technology that eliminates carbon emission by almost fifty percent and utilizes a hundred percent compostable package (Maspul, 2025). People: the philosophy of the company. Planet. Flavour.”, embodies its vision of social, environmental and economic balance. Integrating the elements of craftsmanship, environmental responsibility, and online interaction, Dark Horse Roastery has already proven itself as an intentionally purposeful SME within the competitive UK specialty coffee market.
2. APPRAISAL OF CURRENT STRATEGIC DIRECTION
The strategic focus of Dark Horse Roastery is an integrative product excellence, environmental sustainability and ethical values. The mission of the company is to offer high-quality sustainable coffee by distributing fair value and minimising potentially harmful effects on the environment (Anderson, 2017). It has its vision to inspire people and make communities richer with the help of ethical business and the common love to coffee.
Strategic Objectives
The primary goals that the company is oriented at are:
· For instance, if the business intends to lower its carbon footprint, it may consider adopting energy-efficient systems to roast coffee products (Pereira dos Santos, 2025).
· sourcing ethically: trading directly with smallholder certified cooperatives.
· Circular Packaging: The same 100 per cent compostable plastic-free packaging.
· Market Diversification: Diversifying e-commerce and subscriptions.
· Taking part in community activities like workshops, barista training and tasting.
· 3Collaborative Branding: One can cooperate with cafes, restaurants and sustainable retailers.
[bookmark: _Toc213804719]Although such goals confirm the existence of ethical orientation, the company does not have formal Key Performance Indicators (KPIs) and SMART objectives to track progress. In the absence of organized monitoring of performance, the management will struggle to analyze the effectiveness of the strategy (Morland, 2017). In addition, sustainable practices also require investment; this prevents profitability in the short term in comparison to larger competitors.
3. ENVIRONMENTAL SCAN AND COMPETITIVE POSITIONING
Understanding the internal and external environment helps Dark Horse Roastery make informed strategic decisions and identify areas for improvement (Sweis, 2025).
[bookmark: _Toc213804720]3.1 Internal Environment: SWOT and Value Chain Analysis:
SWOT Analysis:
[image: SWOT: Strengths, Weaknesses, Opportunities, Threats]

[bookmark: _Toc213804746]Figure 1: SWOT Analysis
Source: Self-generated
	Strengths
	Weaknesses

	Strong ethical brand and transparent sourcing
	Limited production capacity and financial resources

	High-quality, small-batch roasting
	Low national recognition outside Oxfordshire

	Strong community engagement
	Lack of formal strategic planning and performance tracking

	Opportunities
	Threats

	Growing demand for ethical and traceable coffee
	Strong competition from established brands

	Expansion through e-commerce and subscriptions
	Economic instability affecting consumer spending

	Partnerships with cafés and retailers
	Climate change affecting coffee supply


[bookmark: _Toc213804721]
This reflection shows that the reputation of ethical quality of Dark Horse Roastery is a high competitive advantage. Nevertheless, limited resources and market exposure are challenges to its scale (Jaiswal, 2023). These strengths can be translated into sustainable growth with specialized investment in marketing and production capacity.
Value Chain Analysis
Inbound Logistics: Fair Trade and good beans are a result of direct sourcing by smallholder farmers.
Operations: Use of infrared roasting technology lowers the carbon emission, and makes the products more uniform.
Outbound Logistics: The delivery is localised, environmentally friendly, and it provides towards the sustainability of the brand (Swamy, Hodges and Su, 2024).
Marketing and Sales: Digital storytelling has the effect of communicating authenticity and creating customer loyalty.
Service: Barista training and workshops enhance the customer relationship and after sales satisfaction (Phonthanukitithaworn et al., 2024). The interrelated activities add value through quality, sustainability, and customer experience.
3.2 External Environment: PESTEL and Porter’s Five Forces Analysis
PESTEL Analysis
	Factor
	Impact on Dark Horse Roastery

	Political
	Government incentives for sustainable SMEs support operations, though import tariffs raise coffee costs.

	Economic
	Inflation and high energy prices increase costs, but demand for premium coffee remains stable (Mogaka and Gathondu, 2025).

	Social
	Consumers increasingly prefer ethical and locally produced goods.

	Technological
	Innovations in roasting and digital marketing offer growth potential but need investment.

	Environmental
	Climate changes affect supply chains, while sustainable packaging reduces environmental footprint (Nabivi, 2025).

	Legal
	Compliance with food and environmental standards reinforces trust and credibility.


[image: PESTEL analysis. Source: the authors. | Download Scientific Diagram]
[bookmark: _Toc213804747]Figure 2: PESTEL Analysis
Source: Self-generated
The analysis demonstrates that although the sustainability-focus of Dark Horse is consistent with the current trends, the company has to address the problem of economic and supply chain issues carefully.
Five Forces Analysis by Porter
•	Rivalry in the Industry: High: There is a large number of artisanal as well as big brands competing in the specialty coffee market.
•	Threat of New Entries- Moderate: The barriers to entering are low although the brand credibility and experience discourage new players.
•	Supplier Power- Moderate to High: The company is sensitive to the prices of smallholder farmers (Gaddis and Jeon, 2022).
•	Buyer Power -High: There is a variety of ethical choices among customers; only authenticity and quality are able to make them stay.
•	Threat of Substitutes - Moderate: There is an availability of alternatives such as instant and ready-to-drink coffee products but not crafted (Aithal, 2022).
[image: Porter's Five Forces Analysis: Assessing The Competitive Environment -  Planium Pro]
[bookmark: _Toc213804748]Figure 3: Porter’s Five Forces Analysis
Source: Self-generated
Overall, competition is intense, but Dark Horse’s focus on quality, ethics, and community engagement helps it maintain a strong position.


[bookmark: _Toc213804722]4. STRATEGIC GROWTH CHOICES AND SUSTAINABLE STRATEGY PROPOSAL
Strategic growth planning allows Dark Horse Roastery to expand responsibly while maintaining its ethical identity. Using frameworks such as the Ansoff Matrix and Porter’s Generic Strategies helps define clear directions for sustainable growth.
[bookmark: _Toc213804723]4.1 Ansoff Matrix Analysis
[image: Ansoff matrix - Wikipedia]
[bookmark: _Toc213804749]Figure 4: Ansoff Analysis
Source: Self-generated
Market Penetration:
The firm can enrich ties with the current customers in terms of loyalty programmes, subscription offers, and local partnerships. Social media campaigns and community events would help increase brand commitment in Oxfordshire (Zosu et al., 2024).
Market Development:
Pseudomonads can increase the customer base across the country by deciding to use e-commerce platforms or collaboration with sustainable cafes or stores (Yang, Iyer and Lee, 2022).
Product Development:
The new coffee pods made of compostable materials, cold brew coffees, or even exclusive blends should draw new customer groups, as well as continue the sustainability promise of the brand.
Diversification:
Expanding into non-related markets that require launching cafes or bakery partnerships is risky and should be considered in the future when the financial state is enhanced (Kondratiuk, 2021).
Recommended Strategy:
It is perfect to have a hybrid between Market Development and Product Development strategy. It also contributes to sustainable development through increasing coverage and bringing new innovation to the company but without ruining its artisanal genuineness (Severino, 2024).
4.2 Porter’s Generic Strategy
The most appropriate strategy that Dark Horse Roastery can use is Focused Differentiation, which is intended to appeal to environmentally conscious clients in search of quality and authenticity.
The company ought to strengthen this strategy by:
· Use fair-trade sourcing and sustainable production through the showcase that uses storytelling and visual marketing to highlight the process (Siew, 2021).
· Provision of experiential benefits in the form of a workshop, tasting, and roastery tours.
· Introduce coffee subscriptions that are flexible to ensure recurrent revenue.
· Establish a relationship with environmentally friendly cafes and stores (Aka, 2023).
This approach gives the company the ability to sell at a high price and develop long term loyalty, however, efficiency gains are required to control the costs.
4.3 Long-term Sustainable Strategy.
It should be a long-term plan that brings in combination environmental goals with operational and financial performance.
Key Strategic Pillars:
· Digital Transformation: Enhance presence on-line by using SEO and influencer marketing, and electronic advertising.
· Sustainable Innovation: It should pursue further investment in emission-reducing technologies and sustainable packaging (Capobianco, 2023).
· Resilience in the Supply Chain: Diversification of suppliers’ regions and long-term contracts are meant to contain risks.
· Green Financing: Find government grants and sustainability-based funding on growth projects.
· Unlimited training of staff: Support innovation and quality service through continuous training of staff (Jagtap et al., 2024).
Expected Outcomes:
· Growth in national market share was 25-30 per cent in two years.
· Increased efficiency in its operations and online presence.
· The increased sustainability and ethical excellence reputation (Kuefeooglu, 2022).
· Increased client loyalty and confidence of the stakeholders.
The introduction of the strategy would allow Dark Horse Roastery to generate profitable sustainable growth without losing sight of its core postulates of People, Planet, and Flavour.
5. Stake holder analyses and evaluation
Stakeholder management is a key success factor for small and medium-sized enterprises (SMEs), especially those that are involved in a sector that requires the supply chains to be ethical and produces from community trust. In the case of Dark Horse Roastery, the key stakeholders should ensure that the company sustains its growth, which the company can only achieve by preserving a good relationship with them without compromising its social and environmental responsibilities (Godjali and Supramaniam, 2025). 
5.1 Key Stakeholders
The stakeholder ecosystem of Dark Horse Roastery contains both external and internal groups which have a direct correlation with the performance and sustainability mission of the given company.
The owners and Founders: It is the responsibility of the company leadership, which is headed by Emily Stewart, to provide strategic vision, financial management, and direction over long-term sustainability (Cameron and Prattico, 2021). The decisions made determine the allocation of resources in terms of operations, innovation and expansion.
Opinions: Baristas, roasters, and administrative personnel are a part of the day-to-day functioning of the company. Product quality and service excellence is maintained through their technical competencies and interaction with customers. A guaranty of brand performance with consistent brand performance relies on employee motivation and retention (Carbone, 2024).
Suppliers: The Company is dependent on the small-holder farmers and fair-trade cooperatives of the coffee-cultivating regions. An open and honest trade relationship is the key focus of the company mission and guarantees the resilience of the supply chains (Francis-Smith, 2022).
Customers: The clientele consists of local walk-in customers, online subscribers and wholesalers. 
Community: The social enterprises and residents of Oxfordshire constitute one of the most important stakeholder groups (Simmons, 2023).
Regulators: The Government, through the Food Standards Agency and Environmental Health departments, are in place to make sure people act in accordance to hygiene, food safety and environmental standards (Exarhakis, 2021).
Business Partners: The Dark Horse has packaging suppliers, logistics partners, and partners in the form of cafes that constitute the core business network (Raval, 2023).
5.2 Mathew Mendelow-Power-Interest Matrix
In order to prioritize stakeholder relationships, the Power -Interest Matrix by Mendelow (1991) is used. The matrix classifies the stakeholders in terms of two dimensions that include their power to affect performance of organisations and their interest in the company activities.
	Stakeholder Category
	Stakeholders
	Engagement Strategy

	High Power – High Interest (Manage Closely)
	Owners, Key Suppliers
	Maintain continuous communication, involve in decision-making, provide transparent reporting.

	High Power – Low Interest (Keep Satisfied)
	Regulators, Financial Institutions
	Ensure compliance and maintain trust through consistent documentation and ethical conduct.

	Low Power – High Interest (Keep Informed)
	Employees, Local Communities
	Regular updates, training, and participation in sustainability initiatives to maintain morale and engagement.

	Low Power – Low Interest (Monitor)
	General Public
	Use marketing and awareness campaigns to gradually build interest and support.


In the case of Dark Horse Roastery, the power of the owners and suppliers is maximum since it determines financial stability and the quality of the products (Freeman, 2010).
5.3 Expectations of Stakeholders and BSIP
Stakeholders usually have different expectations which may cause strategic tensions. An example is where the owners can emphasise profitability, whereas suppliers and consumers emphasise sustainability and ethical concerns (Tao, Wu and Zhao, 2023).
One of the prominent instances is the choice of the company to adopt compostable packaging. Although socially responsible environmental behavior improves the environmental credibility and fits into consumer values, it raises the operation cost, which can be a concern to investors, who aim to achieve short term returns (Khan, Emon and Siam, 2024). On the same note, smallholder farmers desire the fair-trade premiums and long-term contracts, which have to be matched with the market conditions and economic limitations. Dark Horse Roastery will be able to make sure that its sustainability promises will lead to success in competitiveness (Tan, and Salo, 2023). For example:
· Utilizing energy-efficient roasting will lower the cost and the emission at the same time.
· The training of suppliers enhances better quality and less wastage.
· Brand image implies that community workshops increase entrepreneurship locally.
5.4 RACI Framework to be Implemented
Since dark horse roastery is an SME, it has to be clear on its roles to enable sustainability initiatives to be successfully followed. RACI (Responsible, Accountable, Consulted, and Informed) framework offers transparency on the roles that were taken by an individual and a team in implementing a project (Durrani et al., 2024).

	Strategic Activity
	Responsible (R)
	Accountable (A)
	Consulted (C)
	Informed (I)

	Sustainability Reporting
	Operations Manager
	Founder
	Finance Officer
	Employees

	Ethical Procurement
	Supply Chain Lead
	Founder
	Supplier Partners
	Regulators

	Product Innovation
	R&D Team
	Operations Manager
	Marketing Manager
	Customers

	Employee Training
	HR Manager
	Founder
	Team Leaders
	All Staff

	Financial Planning
	Finance Officer
	Founder
	Accountant
	Investors


The structure will improve coordination, transparency and accountability among departments. Especially important to SMEs that have limited human resources is contributing to good communication and eliminating redundancy (Bocken, Niessen and Short, 2022).
6. Strategic Recommendation and Plan Of implementation
The last step of strategic planning is converting analytical observations into initiatives which can be executed. The subsequent strategic suggestions will improve the competitiveness, sustainability, and scalability of Dark Horse Roastery based on the internal and external analyses (Knoppen and Knight, 2022).
6.1 Strategic Recommendations
1.Digital Expansion:
Create a full-scale digital marketing plan, including an e-commerce platform which is more SEO-optimized, a social media campaign, and partnering with influencers to target customers nationwide (Jaboob et al., 2024). The optimisation of the online experience will increase brand awareness, facilitate transactions and enhance customer interaction.
2.Product Diversification:
Implement sustainable products innovations, including compost coffee pods, cold brew bottles and reusable accessories. Product diversification will also address the developing consumer preferences and lessen the dependence on the traditional sale of coffee (Zhong et al., 2022).
3.Strategic Partnerships:
From partnerships with environmentally friendly hotels and independent cafes, as well as retailers, to grow the wholesale business. Such alliances have the potential to build stronger distribution networks and brand equity.
4. Green Financing: Green Investment:
Grants’ Access sustainability grants offered by the UK government, loan schemes with low interest rates for SMEs to lend on environmentally friendly business ventures, and impact investment funds (BEIS, 2023). These sources will fund digital conversion, research and development and environmentally friendly packaging.
5. Workforce Development:
Invest in the training of baristas, leadership, and incentives on performance to enhance productivity and retention. Employee empowerment entails innovation, improved service delivery, and aiming the workforce at the organisational objectives (Arhin and Cobblah, 2024).
All the recommendations support strategic goals of the company since the company is growing in harmony with the environment and social responsibility. The compound nature of this approach reinforces financial performance as well as brand equity (Sharma and Kohli, 2024).
6.2 Implementation Roadmap
The implementation roadmap below involves the major activities, schedules, tasks, resource needs, and risk reduction measures that will be used in the sustainable growth plan of Dark Horse Roastery (Barua et al., 2024).
	Action
	Timeline
	Responsible Party
	Resources Required
	Risk Mitigation Strategy

	Launch national e-commerce platform and digital marketing campaign
	0–6 months
	Marketing Manager
	£10,000
	Continuous analytics monitoring and performance evaluation

	Introducing sustainable product line (eco pods, cold brew)
	6–12 months
	Operations & R&D Teams
	£15,000
	Pilot small-scale testing before full launch

	Secure regional and national wholesale partnerships
	12–18 months
	Founder & Sales Lead
	Partnership contracts
	Diversify partner network to reduce dependency

	Apply for SME green financing and sustainability grants
	6–9 months
	Finance Officer
	Consultancy support
	Ensure full compliance with funding criteria

	Implement employee training and reward programme
	Continuous
	HR Manager
	Training budget
	Regular performance and feedback reviews


This roadmap will guarantee that the implementation is done in manageable phases that are easy to track so that the business will be able to keep track of the implementation, use resources efficiently, and respond appropriately to the arising problems. Every milestone will be a part of the overall objective of the company, which is to reach sustainable growth and ethical excellence (Ajmal, Sareet and Islam, 2025).
7. CONCLUSION
The strategic analysis of Dark Horse Roastery uncovers that the company is an example of an environmentally friendly entrepreneurship in the markets of UK specialty coffee. The ethical sourcing, environmentally friendly innovation, as well as engaging with the community have been able to set the firm apart of its rivals and create a solid base to grow in the long run.
The study however states that formalised strategic planning, performance management that is based on data, and scalable operations are required to maintain the momentum. As the company grows it will need to reconcile between its sustainability principles and financial reality, that is, the initiatives that work to enhance the environment are also economically feasible.
Using the Focused Differentiation Strategy with Product and Market Development, Dark Horse Roastery will be able to increase national presence and retain its authenticity in the artisanship. In addition, the use of RACI approach to accountability, stakeholder engagement, and digital transformation plans will improve efficiency and transparency within the organisation.
Finally, the harmonious relationship between the three constituents of the guiding philosophy of the company, which are People, Planet, and Flavour, will be the key to the continued success of the company. Dark Horse Roastery can become a national leader to producing ethical coffee, through strategic foresight, collaboration with other stakeholders and sustainable innovation, to be able to make a significant contribution to the economy and the environment.
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