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[bookmark: _Toc170908709][bookmark: _Toc495940117]Introduction
Strategic management is the systematic approach that an organisation uses to manage its resources to achieve their goals and objectives to ensure its continued success and make it secure from surprises (Ansoff et al, 2018).  According to Hesterly and Barney (2014), it is a sequential set of analyses and choices a firm will choose as a good strategy to generate its competitive advantage.  Both definitions are valid as they highlight the importance of applying strategic management planning within business activities which enables their continuity and success in the market.  
The purpose of the report is to develop a sustainable business strategy for an SME and comprehensively demonstrate an understanding of strategic management within the firm.  Small to medium sized enterprises (SME’S) are more vulnerable in times of uncertainty or crisis as they lack the resources, and their smallness makes them more liable when hit with external jeopardy (Giunipero, Denslow, and Rynarzewska, 2022).  The report delves into the business of The Inkey List and examines its current strategic direction with a view on its business activities and a critical analysis of the organisations external and internal environment using the Pestle model and SWOT analysis model.  An analysis of the stakeholders involved will be undertaken with a look at how their interests may be addressed with the implementation of a new strategy.  A recommendation is made for the SME after thorough consideration from the strategy analysis. 



1. [bookmark: _Toc170908710][bookmark: _Toc1228201413]Background Information About the INKEY List
The Inkey List is a small to medium enterprise (SME) offering a skincare brand focussing on delivering effective products using minimal ingredients to simplify skincare whilst maintaining high quality and affordability (Ismailjee, 2020).  SME’s is a term used to capture many types of businesses ranging from a single-person operations to companies with up to 249 employees.  In the United Kingdom (UK) alone in 2021 there were 5.5 million small businesses (0-49 employees) and 35,600 were medium sized (50-249 employees) (Department for Business, Energy and Industrial Strategy, 2021). 
The company was founded in 2018 by Colette Laxton and Mark Curry, who both have a background in beauty buying and product development and has 50 employees (The Industry, 2024).

[bookmark: _Toc170908711][bookmark: _Toc1075971714]1.1	 The Current Strategic Direction of The Inkey List
The strategic direction of The Inkey List currently is built around being inclusive of all people and ensuring consumers are more informed about skincare and products.  They build their products from response to consumer needs and from their professional skincare research team who will inform them of new innovative ideas.  
VISON: We are for everyone.
MISSION: To empower consumers with knowledge about skincare, making it easier for them to make informed decisions.
CORE VALUES: Knowledge is in the heart of everything that The Inkey List do, they believe better information drives better decisions.  Ask Inkey is a service they provide to answer consumers questions and concerns regarding skincare anytime.
QUALITY AND EFFICACY.  
TRANSPARENCY:  They are recognised by Leaping Bunny, which is a global programme that ensures businesses are operating with cruelty free standards over and above legal requirements. 
EQUALITY:  We are for everyone! They are committed to being anti-discriminatory and anti-racist.
[bookmark: _Toc170908712][bookmark: _Toc400652704]1.2 	The Supporting Activities and Primary Activities of The Inkey List
Michael Porter’s Value Chain concept enables businesses to analyse the chain of events that occur within the company, from procurement of raw materials to the product delivery which allows to differentiate the product or service (Porter and Kramer, 2006).  This concept allows businesses to maintain their competitive advantage, a condition or position that facilitates operational efficiency and higher quality product/service for the organisation.  
Figure 1 shows the value chain model for The INKEY List and how the supporting activities and primary activities are broken up.  The activities a business performs to deliver a service or goods to its end user is what the value chain model demonstrates.  
Figure 1. The value chain model for The INKEY List
SUPPORT ACTIVITIES





Figure 1. Continued
PRIMARY ACTIVITIES


Source: Author







2. [bookmark: _Toc170908713][bookmark: _Toc124532766]Internal and External Analysis of The INKEY List Business Model
It is important to scan the business environment before developing existing or new strategic direction for businesses and has been linked to increased organisational performance.  According to Babatunde and Adebisi (2012), strategic environmental scanning has a positive impact on organisational performance and productivity, and in doing so and seizing opportunities and avoiding threats leads to organisational profitability.  Organisations must routinely and continuously be involved in strategic environmental scanning and take heed to threats and opportunities.
[bookmark: _Toc170908714][bookmark: _Toc605697009]2.1	SWOT Analysis of The Inkey List
A SWOT Analysis allows managers to identify the strengths, weaknesses, opportunities and threats to the business of The Inkey List, which will help determine areas for strategic direction for the business (see Figure 2).  This analysis enables organisations to keep a close eye on activities which can potentially harm them, find ways in which to minimise those that are a risk and manage the opportunities by look to develop this area.  
Figure 2: SWOT Analysis of The Inkey List
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[bookmark: _Toc170908715][bookmark: _Toc15149044]2.2	PESTLE Analysis of the Business Environment
Pestle Analysis is a tool which enables firms to look at the macro-environmental factors which is the external drivers or restraints that can affect a project, business or market, with a comprehensive list of influences (Dalirazar and Sabzi, 2020).  
Political Factors: Politics is a key element of the business environment, concerned with decisions and choices, and determining rules that affect the whole society (Wetherly, 2014).  Political rules for businesses exist to ensure relationships are not exploitable or unfair and are vital to enable markets to function and businesses to operate.  Trade agreements between countries since Brexit has had an impact on the retail sector and has continued (Edgington, 2024).  The trade deal between UK and EU countries prevents any tariffs and quotas being introduced which could have made it expensive for any two partners.  However, the UK no longer must follow the rules and regulations on product standards as the EU and therefore if either were to change rules then new tariffs may be introduced.  The trade agreements mentioned benefits many larger retailers as it enables retailers to access a wider variety of goods and services from other countries leading to more diverse product offerings, better availability of products and increase consumer choice.  However, it can impact heavily on costs for SMEs like The Inkey List and weighing them down with customs paperwork (Warn, 2021).  Furthermore, to add to this, many SMEs do not have a specialist team to help facilitate them with the process and without a consulting team to enable them to understand the regulatory matters it can create further challenges.
Economic Factors: The business environment can be easily pushed negatively or positively depending on what the economic situation is.  The pandemic of Covid-19 hit SMEs harder than large businesses as the GDP led to a sharp drop in the UK during this period.  According to Hurley et al (2021) GDP was 10% lower in 2020 than in 2019.  Wearing facemasks, isolation, loss of jobs and staying at home contributed to consumers losing interest in wearing make-up which may have led to the decrease in this sector.  However, the Covid crisis saw an increase in online sales of beauty and self-care products of 20-30%, although positive it did not compensate for the loss of volume in physical stores.  The skin care and beauty category recorded between 23% to 166% increase in online sales during the lockdown period in Europe, proving its resistance in the market (Turcu and Brancu, 2023).  Consumer’s shifting to Do-it-yourself caused by the impossibility of visiting beauty salons may have caused them to reduce their frequency/consumption and increased their interest in making them self-efficient by buying products online.  The Inkey List’s business model of operating online and as a concession to major stores such as Boots PLC online and many other stores has been advantageous during this period as it has been a more affordable option for its business and consumers.  However now that the Covid storm has blown over, it may just be the right time for a new strategy to target customers face-to-face. 
Unemployment has increased, and employment has decreased in the UK in the year January to March 2024 (Powell and Francis-Devine, 2024).  This can affect the growth of the economy in turn slowing down and directly affecting businesses.  SMEs are responsible for more than two thirds of all jobs worldwide (International Labour Organisation, 2019) and those with better access to finance and large number of employees are far likely to recover during recession as found in the study by Cowling et al, (2014).  
Socio-economic Factor: The ever-growing increased awareness surrounding health and wellness and the aging population are some of the primary drivers of growth for the skincare market.  Young adults and children are looking for skincare products with anti-ageing or preventative benefits and the rise in social-media influencer trends has contributed to this (Rosseinsky, 2024).  According to Berg et al (2023), the beauty industry is attracting new companies and investors, a dynamic segment that is ripe for disruption.  Consumers will be of the younger generation whose perceptions of the meaning of sustainability, role of influencers to the importance of self-care will spur the industry into shaping itself around an expanding array of products, channels and markets.  This factor will provide a strong opportunity for The Inkey List to continue to build their success, and they must develop and execute tailored strategies to ensure that they reflect the new world of beauty and wellness.
[bookmark: bb0075]Characteristics of SME owner or owners play a pivotal role in firm growth and sustainability (Blackburn, Hart, & Wainwright, 2013).  The previous experience of the owners of INKEY List is a potential driver of their business, their ability to grow in the market during their first years which saw the covid-19 pandemic proves the resilience of their competitiveness.  There is a high probability that the knowledge and experience combined of both owners led them through this period.  According to Weaven et al (2021) the development of the firms’ capabilities is linked to what characteristics the business owner possesses, including business experience, motivation and attitude.  This highlights the importance the role of a manager holds when deploying resources and how the environmental volatility impacts their judgement.
Technological Factor: Industries differ in their way of applying technology depending on needs and requirements of the firm’s activities (Dneprovskaya, Chris Kang and Shevtsova, 2022).  The impact of digitalisation in SMEs like The Inkey List, can help with gaining insights, improve operations, save costs and create growth opportunities.  Adopting advanced digital technologies early enables firms to hold on to their competitive edge and reduce the risk of being taken over by new entrants (Cozzolino, Verona and Rothaermel, 2018). Technological progress demands a new generation of competencies as according to Gouda (2022), future skills need to be developed for employees to perform their roles within the company.  
Legal Factors: The legal rules, regulatory and taxes will impact all organisations and how they operate.  Following rules and regulations enables firms to maintain fairness, protects consumers and promotes economic growth (Chaudhary, 2024).  There has been a rapid increase of complaints to the UK advertising regulator Advertising Standards Agency (ASA) regarding misleading cosmetic adverts.  Their role is to ensure that ads are legal, honest, decent and truthful, and to respond to complaints made by consumers and businesses (ASA, 2024).  As a skincare brand, The Inkey List need to take measures when posting on social media and advertising regarding products and services as not to become a concern to the ASA.
Environmental Factors: Climate change and weather conditions are physical conditions which can affect the business environment, according to BBC Bitesize (2024), it is the green credentials of global business, such as recycling and pollution.  Plastic packaging and skincare products contain ingredients that can be harmful to the environment (Wong, 2021) These aspects can influence customers willingness to buy, business decisions regarding resources and employee efficiency.  Testing protocols are important factors to incorporate to ensure the safety of products, however smaller beauty brands do not have extensive testing protocols in place (Maupin, 2018).  Skincare consumption analysis had concluded the more ingredient knowledge and what works for consumers in terms of products, the more targeted purchases they make, thus, will reduce waste.  This is a core value for Inkey List and part of their mission to help customers to make informed decisions when purchasing products.  Having been recognised by the ‘Leaping Bunny Programme’, The Inkey List have a reputable brand which highlights their commitment to the environment and societal good which is likely to help them build a sustainable brand that is acceptable to the new generation of consumers who value ethical and sustainable business practices.
3. [bookmark: _Toc170908716][bookmark: _Toc823500283]Stakeholder Analysis
Stakeholder involvement in strategy development is essential, they often provide the resources and the interaction and resource flow of the organisation (Heravi, Coffey and Trigunarsyah, 2015).  Identifying stakeholders and their interest in the project should be considered when planning projects and enables for smoother implementation, however there must be a balance in line with the firm’s objectives to enhance performance (Mlanya, 2015).  The Inkey List must identify individual key stakeholder groups and ensure that a new strategy will benefit them and reduce conflict.  
[bookmark: _Toc170908717][bookmark: _Toc635686414]3.1	Stakeholders of The Inkey List
There is a combination of internal and external stakeholders for the company.  Figure 3 is a list of all the stakeholders identified and Figure 4 depicts the Power-Interest Matrix Model for these stakeholders to identify those who will have most influence and power in the business strategy management.




Figure 3.  Stakeholder for The Inkey List; their interests and if they will benefit from a new strategy.

Source: Author

Figure 4. Power-Interest Matrix for The Inkey List
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4. [bookmark: _Toc170908718][bookmark: _Toc1762865383]Strategic Growth Choices for The Inkey List
As a small company who have done well on the market since starting up, their vision now should include their upcoming future endeavour in the market.  The swot analysis has revealed a favourable outcome as there are many opportunities for them to increase their competitive advantage and they possess many strengths for them to thrive in the market. However, according to Statista (2024), during 2022, a survey was conducted about The Inkey List brand awareness, usage, loyalty, popularity and buzz amongst face care users (See Image 1). The data shows that although there was a higher percentage of awareness of the brand, loyalty and buzz about the brand was considerably low.  This information gives clarity about the marketing of its brand and how they are portrayed which can potentially enable the management to establish a new or improved strategy to target areas of low interest.
 

Image 1.  Shows findings of Statista survey: The Inkey List brand awareness, usage, popularity, loyalty, and buzz among face care users in the UK in 2022’
[image: ]
Image Source: Statista (2024)


[bookmark: _Toc170908719][bookmark: _Toc1724987126]4.1	Strategy for Growth Analysis
The Ansoff Matrix is a tool used to enable firms to choose from four development strategies to plan growth initiatives (see Image 2).  
Image 2. Ansoff Matrix for Strategy Forming
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There are four components:
Market penetration strategy is focussed on increasing the volume of sales of an existing product(s) or service(s) to the same customer segment.  This can be approached by formulating a new pricing strategy, offering incentives for existing customers, such as discounts or identify a business partnership to grow in the market.  The Inkey List can look to sell products as bundles which aim to cost the customer less than buying individually.
Market development strategy looks to find a new segment of customers to sell their current products to, such as expanding into foreign markets or new regional markets.  There is an opportunity for The Inkey List to have pop-up kiosks in shopping malls which can attract new customers to see and test products.
Product development strategy is about offering a new product to the same segment of customers.  This would be costly and timely for the business in the current position, however once a strong customer loyalty and interest has been built it is an opportunity in the foreseeable future.
Diversification strategy involves selling new products to new markets.  There are two diversification strategies: related diversification and unrelated diversification.  Related diversification for example is the strategy of moving into a new market that has similarities to its current market, the unrelated diversification is moving into a new market segment using a new product or service.  This strategy is classed as most risky as it an expansion of a company and involves the combination of both market developments and product development strategies (Hoopes, 1999).  An example would be for The Inkey List to produce electrical beauty tool to enhance the usage of their products, so the aim is to target same market with a new product.  
 
[bookmark: _Toc170908720][bookmark: _Toc1858396285]4.2	Strategy Proposal
Currently the business operates online and via concessions, new strategy could focus on operating individual kiosks managed by expert staff selling products directly to consumers within city centres in the UK.  Another option could be to bundle products together at a differential pricing strategy to promote sales and increase profits.  Their competitive strength is at a medium level when analysing it from the perspective of the GE-McKinsey Matrix however the industrial attractiveness is high which would assume that a possible strategy to invest/grow is an opportunity for The Inkey List (Kokodey, 2013).  Both options are cost-effective and an extension to their current activities.
To evaluate different strategic options, Scholes, Johnson and Whittington (2002) formulated a framework; SAF (suitability, acceptability and feasibility) as a crucial criterion to follow when considering the proposal choice for implementation, this criterion has been used to determine a strategy for The Inkey List (See Table 1 and 2).







Table 1. SAF Framework to consider Market Development (Introducing Kiosks) as a Strategy to Implement
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Table 2. SAF Framework to consider Market Penetration (Sell products in bundles) as a Strategy to Implement
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[bookmark: _Toc170908721][bookmark: _Toc351024190]Recommendations
The SWOT analysis provides positive information to support a strategic growth proposal and will allow the business to stay competitive for the next 5 years.  The challenge for the business in the current economic environment is to stay competitive next to newer brands emerging in the same sector by offering alternative/multiple customer touchpoints.  This will enable the business to build strong brand awareness and interaction, ensuring customer loyalty and business sustainability.  Businesses need to establish a sustainable competitive advantage to thrive and succeed in a competitive marketplace.  According to Alkasim et al, (2017), upgrading the communication channels and attracting to new customers are strategies which can create more shares in the existing market.
The outcome of the SAF analysis suggests either market development or market penetration would be a competitive growth strategy for the SME.  This strategy ensures an improved service on the business model that is already in place and will not impact the current activities of the business.  Other SMEs in the UK have had success using this technique such as Sunnah Musk and Huda Beauty, who have gone from selling through social media and as concessions at department stores. However, according to Singh (2012), organisations must reduce the complexities of business processes, ensuring that core business processes are consistently established and effectively managed for customer loyalty and satisfaction.  
A new strategy to create brand awareness and attract new customers will benefit the interests of internal stakeholders and offers a long-term sustainable approach for the business as it creates additional revenue opportunities and with the growing interest in skin care and health, they are likely to stay relevant in the market.  The business must ensure stakeholder involvement is prioritised for those that have high interest and influence on decisions to enable for effective communication and efficient implementation of a new strategy.
The lack of global regulatory knowledge can present a challenge for The Inkey List especially when trying to tap into the market in a different location.  It is an important process to meet regional compliance needs to avoid unfortunate legal and financial burdens.  It is highly recommended to identify regulatory risks and costs as part of the strategy when planning.  Technology can be a useful contributor for many organisations however it is not always required for business process improvement to be a success (Trkman, 2010).  Managers need to ensure a strong connection between process enhancement initiatives and the organization's strategic goals and objectives.  New software systems will need to be operated if this strategy is introduced, the company would need to provide training and understanding of these for employees and provide opportunities for employees to grow.
The operational activities of suppliers will increase and therefore developing good relations with suppliers will enable efficiency of the supply chain performance and free flow of feedback and ideas. Having a strong inventory control system can significantly increase business performance as found in research by JerutoKeitany and Richu, 2014).  The Inkey List will need to assemble a team to manage this area to ensure efficient implementation.



[bookmark: _Toc496985547]Conclusion
In conclusion of this plan, there are key areas that are important for SMEs to analyse before establishing a new growth strategy: The macro-environment, stakeholder involvement and SWOT of business competition.  The smallness of the business enables them to manage resources efficiently and can help contribute to planning, however it can also restrict them from implementing new projects.  It can be costly for SMEs compared to big organisations to implement strategies for growth; they do not always have human capital to manage individual areas, neither the financial capacity.  SMEs have an acute propensity to risk and therefore take more time to make decisions, however if an opportunity is available for them to grow, SMEs must capture their chance to enable business sustainability.  It is better to strategize a plan that is cost-effective and that does not require big changes to their primary activities for them to manage.  The Inkey List should manage their marketing strategies and continuously look to ensure that they are reaching their customers through CRM to ensure customer loyalty, brand recognition and business competitiveness.  Investing in their employee's development, embracing technological advancements and embracing open innovation is key to continuous improvement and will ensure a sustainable growth of the business and a healthy return for shareholders.  The Ansoff Matrix is a beneficial tool to use to determine a strategy that best suits the organisation and its business and should be used amongst other tools to help support strategic decisions.  Implementing strategic decisions is the responsibility of all stakeholders, each stakeholder's position, influence and interest will determine their role and responsibility for successful business growth.
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Investors


Owners/Board Directors


Project Team


These are financial investors who have committed their funds/capital to the organisation in exchange for a financial return.  As their primary goal is a financial gain, they would be highly interested in new projects to ensure that they will not lose out or that they will capitalise off the profits accumulated from a new venture.


Owners have the most power about decisions and business activities and are usually the ones that tailor the business goals.  They are interested in all aspects of the business and strategies.  The new strategy will enable them to expand business if it is successful and improve the brand.


Managers


Employees


Suppliers


Workers Union


They have a unique set of needs; they want to ensure that the new project will make a difference and that their contribution is valuable.  They will want the strategy to be successful to ensure they are able to meet their personal goals so that they can further their careers.


They will be managing staff and operations to ensure the company remains productive, efficient and organised always.  They will want to ensure their resources are sufficient to help them manage a new strategy and could benefit financially.


The working pattern and environment will change if a new strategy is put in place and therefore employees will be keen to be kept in the loop.  There will be many benefits for employees, including new job roles, a new environment however they may be worried about having a new team of workers or relocation.


They will be impacted as their business of supplying goods to The Inkey List will increase, however this is a positive impact for this stakeholder as they are selling more goods to an existing customer.  They will have to ensure reliability and supply of deliveries.


They will be interested to ensure employees are treated fairly in pay, and working conditions are good and will act as a voice to ensure the rights of employees.


Customers


This stakeholder group are the ones who the business is targeting, they are the consumers of the product and have expectations from businesses to improve their products and services to make it easier for them to reach.  The new strategy is a major benefit for existing customers and new customers as it provides direct access to the brand team and for customers to sample products.


Government Agencies


This external stakeholder groups’ interest in this business is to ensure that trading standards and legalities are followed.  They will be looking out for the safety of products and buildings, and employment codes are followed.


Media


Although they are not part of the business, they are always looking to report on what is happening to keep communities informed and can be a big influence on how businesses operate.  They may have an interest if there is any conflict or if the brand is getting successful, however they will not be benefitted from the strategy.


Communities


This stakeholder is external; however, they will want for the business to be beneficial to the society in terms of safety and economy.  The new strategy should not affect the community as it will not be operating any different to other retailers in shopping malls and will create job opportunities.



FIRM INFRASTRUCTURE


Financing


HUMAN RESOURCE MANAGEMENT


TECHNOLOGY DEVELOPMENT


PROCUREMENT


Recruitment


Training


Pay and contracting


Holidays/sickness


Pension


Planning


Budgeting


Supply chain system


Real-time sales


Communication with suppliers, logistics, warehousing and vendors


Purchasing materials



	Student Paper by Amina Begum	
image2.png
STRENGTHS

« Knowledge and experience in
product development

« Professional skincare experts

«  High footfall locations of stores
selling products

WEAKNESSES

« Rival competitors have bigger
workforce

« Executive decisions are made by
co-owners

« Noindependent branded stores of

« Online service to buy and get advice its own
« Easy to understand ingredients
« Products are cruelty free swort
GPPORTUNITIES THREATS

« Toexpand further and increase
workforce

« Create jobs

« Local business partnerships

« Toopen brand stores

«  Intemet marketplace for homemade
products.

«  Similar business model used by
other brands

« Allergies/reactions to products





image3.png
jh Power-Low Interest
(This group do have some interest which will only.
become active i rules are not being followed when
implementing a new strategy)

High Power-High Interest
(These are key players in the decision making of new
strategies)

« Goverment Agencies

«  Workers Union

« Owners/Board Directors

o Investors

Low Power-Low Interest
(These stakeholders are not impacted or have any
influence on strategic decisions of a business)

Low Power-High Interest
(These stakeholders do not have much input on
decisions however will likely be impacted by a new

strategy and should be shown consideration)

« Communities
© Media

« Managers

« Employees

« Project-team

« Customers

« Communities — will be interested i it
impacts environment/location

« Suppliers

Other competitors





image4.png
The Inkey List brand awareness, usage, popularity, loyalty, and buzz among face care users
in the UK in 2022

DOWNLOAD
*
arcfl exsflamcl e
26% a
2%
o
Source
L < ~ Show sources information
H = Show publisher information
H w“ =+ Use Ask Statista Research Service
8 s
E & Release date
& October 2022

10%
Region
United Kingdom

- Survey time period

. _

Number of respondents
e Inkey List e nkey List e nkey List e nkey List e ey st p
awareness popularity usage Toyalty 1.084 respondents

Age group
@ Statists 2024 1 1864 years

© Additional Information Show source @




image5.png
Market

Busig

Market Product
Penetration Development
Strategy Strategy
[existing market, [existing market,
existing product] new product]
Existing New
Market Diversification
Development Strategy
Strategy
[ ket, [new market,
exl?::gr::orducf] new product]

z
2

Product




image6.png
Suitability

Allows the business to access the target customer directly rather
than selling through other business partners.

Itis part of their mission to educate consumers, this way allows
them to build that interaction and offer advice and service around
products.

The opportunity to raise brand awareness will increase.
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therefore would not be a shock.
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staffimanagement required); however, this can be easily
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Allows the business to sell more products together at a better
value for customer.

Customers are likely to buy bundles if there is a saving compared
to buying separately.

Customers get to try new products that they otherwise may not
have bought.

‘Acceptabilty
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believe.
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Easily financed
There is minimal change to operations and primary activities.
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