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[bookmark: _Toc181564872]Task 01 
[bookmark: _Toc181564873]1. Introduction
Joe's Ice Cream is a famous SME located in Swansea, Wales, and it has been making fresh, handmade ice creams since 1922. Popular among people due to its policy of using ingredients produced in the region and producing food based on local recipes, Joe's has a constant client base, which involves regular residents and city hall guests. To achieve sustainable growth, this paper discusses the strategic direction that can be adopted to penetrate new markets and enhance resilience. Through the use of strategic analysis, Joe's can improve its market position and, at the same time, remain relevant as a local brand.
[bookmark: _Toc181564874]2. Critical Appraisal of the Organization's Current Strategy
Joe's Ice Cream's current competitive strategy is based on product differentiation, where it utilizes local content and local recipes to prepare what is considered a different product from most of the market competitors, as North et al. (2020) pointed out.
Using Porter's Five Forces model, we can analyze the competitive pressures that Joe's Ice Cream faces in the Welsh ice cream industry (Cosenza and Bivona, 2021):
· Threat of New Entrants: Joe's is a small regional business where the threat of new entrants is low but is present. Indeed, as noted earlier, the ice cream business does not necessarily need huge capital investment; however, building brand reputation and loyal customers, as exhibited by Joe's, has a significantly higher barrier (Momani et al., 2021). New entrants can be threatened since they may need help to directly challenge Joe's well-developed brand image and customers in the local region.
· Bargaining Power of Suppliers: Joe's Ice Cream also purchases fresh produce from local suppliers because that aligns with its Artisan product positioning. Nevertheless, the company might have low bargaining power concerning suppliers because there may be only a few suppliers available within that geographical area, subsequently increasing the costs of inputs. Depending on the company's location and the type of its offerings, the firm may also experience variable expenses related to ingredients, which might affect its profitability (Albats et al., 2020).
· Bargaining Power of Buyers: The consumers of Joe's Ice Cream include the residents of the area and visitors who are touring wales. Tying to the targets of relatively high positioning for the product, the customers may have some price sensitivity, in this case, if there are other cheaper ice cream products in the market. Nevertheless, through Joe's brand loyalty and strict measures on quality and the heritage of products, the bargaining power of customers is controlled since customers are willing to pay an extra dime for the uniquely provided product (Le, 2023).
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(Graph 01: Porter's Five Forces, Source: Linkedin)
· Threat of Substitutes: You should also consider other small-scale ice cream brands in the market or other ice cream-related products such as froyo, sorbet, homemade, or industrial ice cream from supermarkets, among others. This is not a high threat, but with Joe's differentiation strategy of displaying quality and using fresh local ingredients to create exclusive recipes, it is not too much of a concern (Saputra et al., 2023).
· Industry Rivalry: The ice cream market in Wales is still small and intense, with local small producers and big labels available. Nonetheless, this ensures that Joe's has a space naturally created through its brand image and offer, which serve as some defense against cut-throat competition (Jasin et al., 2023). They also possess long-term experience in Swansea, which gives them several customers they can tap into, hence becoming an advantage when competing with other firms.
After all, there is an opportunity for further differentiation of the proposed food portfolio to be independent of local consumers and for further targets (RAMLI et al., 2022).
[bookmark: _Toc181564875]3. Analysis of the Organization’s External and Internal Environment
To investigate Joe's Ice Cream's amazing positioning statement, we performed PESTLE and SWOT analysis to find out the external and internal factors that affect the organization (Rakhmansyah et al., 2022).
PESTLE Analysis: External Environment
· Political: External factors affecting the political environment include Business-friendly politics within Wales and the United Kingdom and favourable conditions, especially concerning developments in small businesses and the promotion of tourism, as seen by Joe's Ice Cream (Fitchuk, 2021). However, new changes such as Brexit have flooded trading laws, which may bring fluctuations in ingredient prices if imported. Other changes in the political framework of food safety might also enhance costs related to compliance (Albats et al., 2020).
· Economic: Economic factors like inflation, expenditure, and disposable income norms of the population impact the sales of quality products like Joe's Ice Cream. Luxury brands cover a wider market when consumers' expenditure is high, but in effect the same, consumers can opt for cheaper desserts. Also, costs of production inputs, including raw materials and energy, as well as transport costs, could wipe out any additional profit margins (Momani et al., 2021).
· Social: Some of the social trends witnessed in Wales are trends towards locally sourced, craft food and 'green' products. These preferences include Local foods; due to the globalization effect, consumers are now showing more preference for foods that are locally produced. Those produced in Wales with Wales-themed cuisines allow Joe to deeply rival the socially conscious segment of its potential consumer base (Le, 2023). However, the consumer's vegan and healthier dessert might force Joe's to diversify its product offering (RAMLI et al., 2023).
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(Graph 02: PESTLE Analysis, Source: ResearchGate)
· Technological: Technological factors in food production and marketing have potential benefits for Joe's Ice Cream. For instance, the utilization of enhanced tools can enhance productivity, while others, such as digital marketing and online selling, can enhance a customer base other than Swansea. However, these technologies could be expensive to implement, especially in large firms, which might limit the company from implementing these technologies early enough (Omrani et al., 2022).
· Legal: Observance of state and health laws is vital in the food business. Joe's needs to conform to new legal requirements, especially because it is an artisan producer. AstraZeneca has found that noncompliance may lead to subsequent fines and negative impacts on its reputation. However, employment laws and regulations on wages and working conditions might influence the labour cost of the Business (Albats et al., 2020).
· Environmental: They are becoming very important due to consumer and regulatory interests in the proper use of the environment. Staying local with the ingredients enhances the company's carbon imprint and contributes positivity to the sustainability slogan. Nonetheless, some factors, like the weather conditions of the environment, affect the availability and cost of the ingredients (Saputra et al., 2023).
The PESTLE analysis depicted that Joe's Ice Cream required flexibility concerning economic activities and social tendencies such as sustainability and the choice of a selective diet, as identified in the analysis given by RAMLI et al. (2022).
SWOT Analysis: Internal Environment
· Strengths: Joe's Ice Cream consolidates a firm brand image based on Welsh roots and a focus on quality. These are localized benefits, and the customer base inherent to Swansea ensures that the company has a competitive edge that large-scale entities cannot effectively counter. In addition, its strategy of sourcing high-quality ingredients locally provides brand justification (Cosenza and Bivona, 2021).
· Weaknesses: Joe's is a small business that operates with certain resources, which means that some of these may be stretched to the limits of accommodating growth or may need to be able to accommodate certain new technologies. However, a low product portfolio reduces its likeliness to attract customers who are going vegan or are avoiding foods with high sugar content (North et al., 2020).
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(Graph 03: SWOT analysis, Source: Business News Daily)


· Opportunities: Some of the opportunities include the fact that the untapped markets can be served with a new line of healthier products, and this includes dairy-free or, more so, vegan ice creams. It also suggests that Joe's could expand digitally by making an online store or partnering with delivery applications (Mohd Zain et al., 2020). Also referred to as flash sales, seasonal promotions or pop-up shops could bring in tourists and other customers that have yet to visit the Business (RAMLI et al., 2023).
· Threats: Joe may face threats from local or national competitors selling similar or substitute related goods. Fluctuations in operation costs, especially when acquiring raw materials and energy, could significantly damage the firm's margins. Also, the rapid change in buying behaviour towards healthier and sustainably produced products might decrease sales if Joe's does not expand its product portfolio (Fitchuk, 2021).
Therefore, based on this strengthened and weakened analysis, Joe's Ice Cream should continue using such factors as brand history and quality and pay attention to opportunities to change developing consumers' preferences, as well as being less influenced by the consequences of economic crises (Liani and Jumaidi, 2023).
[bookmark: _Toc181564876]4. Stakeholder Analysis
Joe's Ice Cream, being an SME established and operating locally, has multiple stakeholders who have different expectations and power to affect the company's strategic development. For effective analysis and management of these stakeholders, they can be placed in the Power/Interest Grid, as shown by Dimitrovski et al. (2021).
Key Stakeholders
1. Customers: Joe's target market is the regular population, visitors, and a new, increasingly important category of buyers who pay attention to origin and ecological friendliness. These customers demand fresh, local, and quality ingredients for their products and want an offer different from what competitors offer (Le, 2023). When Joe's is considering the trends, it must follow to establish growth strategies, customers' demands for new tastes, new kinds of food preferences, including vegan and free from dairy, and convenience, including home delivery, are vital (Jasin et al., 2023).
2. Employees: Employees have five powers and 8 interests as it lies in the middle: their jobs and satisfaction depend on Joe's management and development. Staff management aims to offer job opportunities that will allow the successful staff to remain consistent and retain customers. You may also realize that personnel have certain rights, such as being paid fairly, being trained, and enjoying a good working condition (Liani and Jumaidi, 2023).
3. Suppliers: Joe's obtains most of its ingredients from local suppliers to enhance its brand image and food quality. Relatively moderate: Joe's has few suppliers and vigorously pursues its premium quality supply. Joe's may be challenged if suppliers are affected by price volatility or the supply of the ingredients. Hence, strong and friendly relations with suppliers and ensuring a pristine ingredient supply are important (RAMLI et al., 2023).
4. Local Community: The community stake has low power but high interest in the organization as Joe realizes the importance of the community's support and its presence in the local area. The community would like to see Joe's source products locally and positively impact the local economy and unemployment feminization. To strengthen this relationship, Joe's can get involved in community-related activities, sponsor local activities and events, and ensure they adopt environmentally friendly tactics (Albats et al., 2020).
5. Local Government and Regulatory Bodies: These stakeholders have high power and moderate interest in Joe adhering to food safety, environmental, and employment standards. Joe has to abide by health and safety regulations and can reach out to government assistance programs (Momani et al., 2021). Many regulatory bodies can be a blessing to a company as they may help indirectly by providing grants or small business incentives or a curse if they hinder Joe's operations by imposing penalties on it.
6. Competitors: Although they are not conventional stakeholders, competitors in the local market, which includes other artisan producers as well as big brands, affect Joe's decisions and choices strategically. Although competitors may be more concerned with Joe's success, their activities, such as introducing a new product or pricing strategy, may threaten Joe's market share and customer loyalty (North et al., 2020).


Power/Interest Grid
Based on these roles, we can categorize stakeholders into a Power/Interest Grid to help Joe's prioritize its stakeholder management approach (Cosenza and Bivona, 2021):
	Stakeholder Category
	Power/Interest Level
	Management Strategy

	Government and Other Related Authorities
	High Power, High Interest
	Maintain satisfied information to comply with regulatory requirements and ensure positive relations are fully upheld, as this will help avoid potential penalties and support from grants or small business incentives (Momani et al., 2021; RAMLI et al., 2022).

	Competitors
	High Power, Low Interest
	Continuously observe and analyze industry trends to respond proactively and appropriately to competitor strategies, which may include new offerings or pricing adjustments to maintain market share (Cosenz and Bivona, 2021; Le, 2023).

	Consumers, Workers, and Neighbors to the Site
	Low Power, High Interest
	Stay connected with customers, the community, and employees over the long term to strengthen relationships and loyalty through engagement and responsiveness to feedback, enhancing trust and support (Le, 2023; Jasin et al., 2023).

	Suppliers
	Moderate Power, Moderate Interest
	Establish and maintain sound relationships with suppliers to ensure consistent acquisition of quality input products, which is essential for maintaining Joe's premium brand image and operational reliability (Albats et al., 2020; North et al., 2020).


(Table 01: Power/Interest Grid)
By meeting stakeholders' needs, Joe's can develop credibility, improve customer commitment, and establish a solid foundation for the company.
[bookmark: _Toc181564877]5. Strategic Growth Options
In the case of an organization such as Joe's Ice Cream, there are three major strategic and profitable opportunities for growth as follows:
Option 1: Product Diversification
The first strategic increase is product specialization, which involves adding new flavours to ice cream, new healthy options or varieties such as non-dairy, calories, or vegan ice cream, and introducing another related product like sorbet. Ansoff Matrix reveals that laying new emphasis on products can assist in the penetration of new market clientele, specifically clients who are conscious of their health or are restricted by a dietary plan. This approach renews current market trends toward prosperous and different food selections (Jasin et al., 2023).
Rationale: The second strategic option is product differentiation, which enables Joe's to expand its client base without undertaking fixed coverage expenses. Developing these differentiated and specialized products can expand sales, attract and find more customers, and even seize a greater market share within the regional market (North et al., 2020).
Option 2: Digital Growth and Internet Business
A second growth strategy is to increase Joe's Surface Area by offering an online ordering system or partnering with delivery services. Joe could also expand its delivery services and provide deliveries nationwide or subscription services within the region (RAMLI et al., 2023). Blue Ocean Strategy advocates for expanding markets instead of competition; digital expansion could be a way through which Joe's extends its client's reach beyond where the business is located.
Rationale: The arguments were that digital sales would be a good way for Joe's to supplement sales coming from walk-ins, which are sometimes seasonal. Online sales also provide choices to the customers, and the coverage scope is wider, including consumers who may only be interested in products made by artisans out of Swansea, according to Le (2023).
Option 3: Expansion into Different Locations, Either Temporary Stores or Joint Ventures
Another strategy is to grow Joe's outlets locally by opening outlets during the summer and early autumn in areas heavily visited by tourists or entering into a franchise arrangement with restaurants, coffee shops, or retailers throughout Wales. This approach would use Market Development by expanding to different geographic locations that do not require fixed premises (Fitchuk, 2021).
Rationale: The localized presence means that Joe's could expand outlets to other areas and establish how the market might take its products besides Swansea. Using pop-ups or partnerships also minimizes financial risk since pop-ups will demand less overhead capital than opening new stores (Albats et al.,2020). This approach is consistent with Joe's brand as it lets it take the heritage to new destinations without significant capital outlay.
Recommended Strategy and Justification
Among all the possible strategies, digital expansion and e-commerce show the greatest potential for Joe's Ice Cream. By doing this, Joe's can establish another source of solid revenues and tap into consumers who may need to walk into the physical store. This market development correlates with the shift in consumer habits as convenience and online shopping increase (Omrani et al., 2022).
Moreover, this strategy can be greatly performed at a lower level of risk and cost than the actual geographic market expansion, and it has the advantage of building up the sales base on the existing Joe's brand recognition and customer loyalty. Joe's can achieve sustainable growth by creating an online platform to provide consistent growth, but the operational structure is flexible (RAMLI et al., 2022).
Implementation and Change Management
Key steps in the implementation of the strategy process could include:
1. Website Development and E-commerce Platform: Designing a friendly website and incorporating electronic business commerce functionality. Joe's website should incorporate a mobile-first approach since more and more people are purchasing through their mobile phones (Dimitrovski et al., 2021).
2. Partnerships with Delivery Services: Working with local and national delivery services can help Joe test online while handling delivery (Fitchuk, 2021).
3. Staff Training and Roles Adjustment: Other changes that a business will require include new customer service expectations, order fulfilment process, and digital marketing awareness; therefore, the human resources should be ready for the transformations.
4. Digital Marketing Campaigns: Social tools and advertisements on the internet can help a brand gain exposure. Joe could use more customer interaction and reach more people through other social tools such as Instagram and Facebook (RAMLI et al., 2023).
5. Change Management and Feedback: Because the reconfiguration brought by the digital expansion is likely to disrupt current processes, management should communicate with employees about it to allay their fears and adjust to the customers' experiences.
By slowly decentralizing the business and following customer preferences, Joe's can control expenses, avoid potential losses, and adapt its development strategy.
[bookmark: _Toc181564878]6. Key Strategic Recommendations and Implementation
For the healthy growth of Joe's Ice Cream, innovation through an e-commerce platform and delivery services is strategic. The main recommendations for implementation and change management are such as:
Strategic Recommendations
· Develop an E-commerce Platform: Joe's new Web 2.0 strategy for online ordering will benefit current and future customers using mobile and user-friendly websites. Thus, this platform should focus on Joe's story, personality, and quality (Cosenza and Bivona, 2021).
· Launch Subscription-Based Options: Joe's creates opportunities to increase client circulation by providing subscription services with regular tastes or unique mixes. This will suit convenience-seeking consumers and establish a source of steady cash inflows (North et al., 2020).
· Focus on Digital Marketing: Therefore, gaining customer attention through more social media such as Instagram and Facebook will be crucial. Content should focus on Joe's story, craftsmanship, and sensory aspects since customers who shop locally handmade are quality-conscious (Le, 2023).
· Partner with Delivery Services: Joe's can sell its speciality dish to consumers without independently handling delivery platforms such as Uber Eats or Deliveroo. This way, Joe's can efficiently and promptly make the ice cream operational within its region (RAMLI et al., 2023).
· Introduce Health-Conscious Options: Expanding Joe's products to include dairy-free, low-sugar, or vegan products meets the diverse market needs and allows the online consumer to experiment with different tastes (Mohd Zain et al., 2020).
Implementation and Change Management
· Define Roles and Responsibilities: Provide guidelines for who is responsible for navigation, customer contact, and promotion of merchandise and services. Make sure each staff member knows where he or she fits into working for Joe's expanding Joe's presence. Staff must be trained to be critical for order taking and interacting with customers (Dimitrovski et al., 2021).
· Phased Rollout and Feedback Loops: As the reader can notice, the particular strategy to enter the new market requires slow entrance, beginning with delivery areas where Joe's can get customer insights and fix operational deficiencies before a large-scale expansion. This approach minimizes risk and provides a better customer focus for the digital launch (Albats et al., 2020).
· Kotter's Change Model: Kotter's eight-step change model can be used to address the issues of staff engagement and resistance management at Joe's. During change within organizational structures, common goals, communication of change, and portrayal of short-term successes are needed to build commitment and increase motivation (RAMLI et al., 2022).
· Budget for Key Investments: The expense of developing the company's Intercompany, launching an online advertising campaign, educating employees about Internet selling, and offering customer support over the Web is essential for expanding the digital venture. Instead, Joe's should identify the grants or incentives for SMEs to embrace digital transformation (Momani et al., 2021).
By so doing, Joe can effectively adopt the given strategies and manage change consequently.
[bookmark: _Toc181564879]7. Competitor Reactions and Response Strategy
Analyzing competitor reactions and determining will also enable Joe's to be prepared and have countermeasures for the strategies they wants to implement to maintain their market position.
Anticipated Competitor Reactions
· Product Diversification: There is always a possibility of the competition inundating the market with similar products, such as including more health-friendly products; products that are low in calories or dairy-free, for instance, are from the same niche as Joe's (RAMLI et al., 2023).
· Strengthened Digital Presence: Competitors with an already developed electronic presence might further enhance their digital promotion activities through schemes such as advertising and social media to maintain their customer base and attract new clients (Dimitrovski et al., 2021).
· Promotional Campaigns and Discounts: To compete with Joe, they may appeal to the clientele through free summer meals during summer, price cuts during a specific period, or a loyalty card (Le, 2023).
· Lower Pricing from Larger Brands: National brands could offer higher-end/artisanal-style products at lower prices, which would compete directly with Joe's (Momani et al., 2021).
Strategic Response Plan
· Highlight Brand Heritage and Local Roots: Joe's should strengthen its unique selling proposition by focusing on its history as a local craft brewery with unique recipes using local and craft products. This can extend consumer loyalty, especially among consumers searching for genuine and locally-made brands (Cosenza and Bivona, 2021).
· Innovate with Unique Product Options: Joe can offer new products that are different from the general ones. Seasonal and special occasion products may be unique offerings, thus setting Joe's aside from Joe's coffee roasters, especially through its perceived creativity and originality (North et al., 2020).
· Introduce a Loyalty Program: Offering a special online program may go a long way toward getting customers to order and order again. Reducing the prices, provision of points, or unique products to loyal customers will help justify the brand connection to Joe's brand.
· Collaborate with Local Businesses: If Joe's cooperates with other local brands, such as bakeries or cafes, it will be possible to develop cooperation within the local market and increase value for end consumers while differing from non-local competitors (Fitchuk, 2021).
· Focus on Sustainable Practices: Joe's stands for incorporating environmentally friendly measures, such as using biodegradable and eco-friendly packaging materials. This can also appeal to environmentally sensitive consumers, thus providing another avenue of market differentiation (Saputra et al., 2023).
· Leverage Customer Engagement on social media: Social media will help Joe's connection with customers by supplying and sharing user-generated content and encouraging regulars to post about their experiences. Such interaction will increase the company's brand company's and establish a large group of community customers (Jasin et al., 2023).
In this way, Joe's Ice Cream learns to anticipate competitive pressures, build on its winnings in differentiation, and stabilize customers while moving into digital promotion and sales (Albats et al., 2020).
[bookmark: _Toc181564880]8. Conclusion
In sum, Joe's Ice will steadily bring a digital change to its business model as this will help the ice cream chain reach out to more consumers, develop more sources of revenue, and better connect with its consumers. Competitive responses could be met through brand differentiation, loyalty programs, or the integration of sustainable practices. Applied correctly, coupled with proper management of the stakeholders, these strategies will guarantee Joe's future within the context of a global market share threat, thus identifying the company as a sustainable player in the artisanal ice cream industry within Wales.
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