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[bookmark: _Hlk132286680][bookmark: _Toc132482132][bookmark: _Toc134225083]Executive Summary


This report looks at the strategy management process, Based on the case study of Quartix Technologies plc. The report identifies Quartix’s strategic position based on the current business environment internally and externally.  I test strategic options for suitability acceptability and feasibility. A cost leadership strategy is planned and assessed for strategic fit.




















[bookmark: _Toc132482133][bookmark: _Toc134225084]Introduction
The main purpose of writing this report is to provide key strategic recommendations for a small and medium enterprise (SME), for future development and implementation. The report will follow the strategic management process, which will be defined and explained in the following subsection. (Definition of Strategic Management and the Strategic Management Process). 
[bookmark: _Definition_of_Strategic][bookmark: _Toc134225085]Definition of Strategy, Strategic Management, and the Process
A ‘firm’s strategy is defined as its theory about how to gain and sustain competitive advantages.’ (Barney and Hesterly, 2018). For the sake of this report, we will define strategic management according to Henry Mintzberg, strategy is a plan, a pattern of actions, a position (product or market), and a perspective (vision and direction) (Nickols, 2016). 
There are three levels of strategy, corporate level strategy, business level strategy and functional level strategy. Business level strategy, is also referred to as competitive strategy is, ‘about how the individual business should compete in their particular markets.’ (Whittington et al., 2019). Corporate level strategy is about, how value is added to the businesses within an organisation and the scope of the organisation. (Whittington et al., 2019). Functional level strategy concerns the components of the organisations use of people, resources, and processes to achieve the corporate and business level strategies effectively. 
I decided to split this report into three sections based on the three core areas of strategic management. For strategic analysis, I will analyse the external and internal environment using the following frameworks: PESTEL Analysis (external), Porter’s Five Forces(industry), Value Chain Analysis and VRIO analysis (value, rarity, inimitability, and organisation) to analyse the resources and capabilities. Following this, I will create a SWOT (strengths, weaknesses, opportunities, and threats) analysis with my findings and a stakeholder’s analysis to identify key stakeholder’s needs. Secondly, for the strategic development section, I will use Porters Generic Strategies model to find competitive strategic options for Quartix. Once I have established the strategic options, I will test them using the SAFe criteria (suitability, feasibility, and acceptability) test and eliminate strategies that fail. In the third section, strategic implementation, I will discuss allocation of resources, the best suitable way to implement the strategy, the change management (structure and systems), outcomes, critical success factors and how performance will be measured. Finally, I will make an inclusive conclusion. 

[bookmark: _Toc134225086]Significance of Small Medium Enterprises (SME’s) in the UK economy
According to the Department for Business, Energy and Industrial Strategy, the UK government defines a small and medium enterprise as an organisation that has less than 250 employees, an annual turnover less than €50 million and a balance sheet total under €43 million (BEIS, 2023). 
I have chosen the SME Quartix Technologies Plc, because it meets the criteria for an SME in the UK. In Quartix’s annual report for 2022, it is reported to have 189 employees, an annual turnover of £27.5 million, and a balance sheet total of £20.77 million (Quartix, 2023). The following factors contributed to my choice of Quartix: it is a multi-national company, its use of technology and data-based products and services, as well as its consideration of sustainability in waste minimisation and planning tools for transitioning businesses to using electric vehicles in their fleets without disruption (Quartix, 2023). 

[bookmark: _Toc134225087]Background of Quartix Technologies Plc 
Quartix Technologies Plc (Quartix) is a public medium enterprise founded in 2001 (Quartix, n.d.). It is a publicly listed company on the AIM market and had its IPO in 2014, on the London Stock Exchange (Quartix, 2023). Quartix is a telematics business that offers fleet tracking technology solutions to businesses. The annual report for 2022, states that they have 189 employees, an annual turnover of £27.5 million, and a balance sheet total of £20.77 million (Quartix, 2023). Currently, they operate in 6 global markets in Europe and in North America, which include, the United Kingdom (UK), France, United States (USA), Spain, Germany, and Italy (Quartix, 2023). In the UK, its primary market, Quartix estimates that it has around 20% of the market share. 
Their product offering is a fleet vehicle tracking device (telematic unit), and through this device they offer a cloud-based platform subscription service (fleet and insurance telematic services), in addition they offer support services (removal, transfer or upgrade of telematics units) (Quartix, 2023). The platform provides real time resource allocation and planning, visibility of businesses fleets, and provides business insights from data collected. Through the software, businesses can generate reports on driver behaviour, timesheets, mileage, and live tracking for their fleets. According to Quartix Technologies’ business presentation, some customer outcomes from utilising the subscription service are, ‘a 25% fuel reduction, 15% more vehicle utilisation, 15% overall mobile workforce productivity, 10% fewer miles driven, 15% reduced employee overtime, and 25% reduction in idle time’ (Quartix, 2023).
Financial Performance 
As of December 31, 2022, Quartix’s revenue increased by 7.9% from £25.5 million to £27.5 million, this positive financial performance is the result of the company’s decision to focus on its fleet subscription revenue, as it phases out its last insurance customers (Quartix, 2023). The increase in revenue, can also be attributed to the £500,000 increase in sales and marketing budget to increase growth through accelerated customer acquisition (Quartix, 2023). In Quartix’s annual report for 2022, profit before tax and operating profit increased by £100,000 and £200,000, respectively. This is a result of two expenses incurred this year, the first being the provision of £1.1 million for the swap out of 3G telematics units for 4G telematics units, as the USA market was sunsetting 3G mobile network. The second, are the two cost of living payments Quartix paid out, one in October 2022 and another in January 2023 (Quartix, 2023). 
[bookmark: _Toc132482134][bookmark: _Toc134225088]Strategic Analysis  

[bookmark: _Toc132482135][bookmark: _Toc134225089]Environmental Analysis

[bookmark: _Toc132482136][bookmark: _Toc134225090]PESTEL
I will use a PESTEL Analysis to scan the macro-environment for potential threats/challenges and potential opportunities for Quartix within its primary market (UK) and its international markets. PESTEL stands for political, economic, social, technological, environmental, and legal areas of the external environment (Lynch, 2018). . 

Political
Following the UN COP26 summit meeting, the UK’s Business and Industry minister has championed the development of green technologies to assist in net zero goals. Similarly, the UNCOP 26 climate summit meeting involved the UK government urging private sector to join the UN Race to Zero Climate Commitment (BEIS, 2021). This is a pledge helps organisations switch to electric vehicles, improve energy efficiency, and have 0 landfills. (BEIS, 2021). This is an opportunity for Quartix to continue developing its telematics technologies for the future high demand for transition to electric vehicles. (Quartix, 2023).
The war in Ukraine causing hikes in energy prices and inflationary pushes, there will be disruptions in business (Quartix, 2023). This is a current threat Quartix is facing and is reviewing its collection of funds from customers and its local representation, to avoid the risk of business disruption.

Economic
In 2022, we saw the rise in inflation to 10.7%, leading to sharp rises in the cost of living in the UK. As a result, citizens dealt with rising food costs and soaring energy prices coupled with little to no pay rises. The Government resulted to introducing a cap for energy costs which will end in April 2023. In addition, the Bank of England increased interest rates to 3.5%, which increased the cost of people's debt like mortgages and unsecured credit cards (Shipman, 2023). Quartix has paid out two cost of living payments to its employees in the last eight months, one in October 2022 and another in January 2023(Quartix, 2023). The Bank of England is anticipating a recession will start this year and could potentially last until mid-2024. (Shipman, 2023). 

Technological 
With the sunsetting of global 2G/3G mobile networks, businesses have had to create migration plans to future-proof their businesses (Polisetti, 2022). With Quartix operating in the telematics industry, it is among the businesses whose products and services are affected by this change. Quartix has rolled out their 4G telematics units in the USA market. They made a £1.6 million investment for the 3G telematics unit swap out, and as of the end of 2022 have swapped out approximately 69% of their 3G units in the USA, starting with larger clients (Quartix, 2023). The remaining smaller USA clients are transitioning to the 4G units in early 2023 (Quartix, 2023). 
Environmental
After the COP 26 and COP 27 climate summit meetings, many nations signed up for the Zero Emission Vehicle (ZEV) Declaration. The Zero Emission Vehicle (ZEV) Declaration was established, ‘to accelerate the transition to all new cars and vans being zero emission by 2035 at the latest in leading markets, and 2040 globally,’ (BEIS, 2022). 

Quartix’s research and development efforts are also proving to be advantageous in facilitating the transition, namely their EVolve ICE to EV planning tool. (Quartix, 2023). These UN Zero initiatives are revealing potential new markets for Quartix to offer its services to, as more European countries sign up. 
Legal
The main regulations that pose a potential threat for Quartix are the Data Protection Act 2018 laws. Quartix’s business uses client data to provide data sights and accepts client confidential information. The organisation must ensure compliance and strict controls on office spaces to ensure protection of customer data. 

[bookmark: _Toc132482137][bookmark: _Toc134225091]Porter’s Five Forces Analysis
The Porter’s Five Forces Framework helps with the analysis of an industry’s environment and its attractiveness. The framework looks at the following five competitive forces: extent of rivalry between competitors, threat of entry, threat of substitutes, power of buyers, and power of suppliers (Whittington et. al, 2019).

Extent of rivalry between competitors
The industry is highly competitive due to the presence of Companies that service medium sized fleets and the larger competitors who service medium to large fleets. Differentiation in service offerings is essential for success within the industry. This can occur through price strategies, marketing campaigns or offering unique data insights. And the example of Quartix, has chosen to differentiate based on quality customer service and offering low-cost service.
Threat of entry
The telematics fleet management industry has high capital requirements start up. These include the development of proprietary software, design and manufacturing of telematics units and continuous improvements to data analytical capabilities of proprietary software through research and development. This makes the telematics fleet management industry an attractive industry as it is high barriers to entry, hence new competition is not a threat.
Threat of substitutes
In the telematics fleet management industry, the threat of substitutes is relatively low. A fleet owner can purchase a tracking device; however, the device does not come with proprietary software. Although there are substitutes available for the telematics unit itself, such as manual tracking and self-managed tracking devices.  
Power of buyers
Buyers have higher switching costs because to take advantage of our services they must purchase the telematics tracking device for their fleets. Also, buyer’s power because service improvements are driven by their feedback. Thus, they can direct business strategic objectives based on their needs. Overall buyer’s power is relatively moderate due to high switching costs.
Power of suppliers
Quarter’s suppliers provide hardware, communication services, installation services and marketing support. Suppliers have high power as a few players operate in the market for technology components. Thus, concentrated suppliers mean there is not much negotiating power within the industry for companies as components are essential in the technology industry. Overall suppliers have high power in this industry.

[bookmark: _Toc132482138][bookmark: _Toc134225092]VALUE CHAIN Analysis
The value chain refers to, ‘the categories of activities within an organisation which, together, create a product or service.’ (Whittington et al., 2019). To gain competitive advantage an organisation must understand the activities that create the most value for customers. Michael Porter developed a value chain framework, in which the primary activities are activities directly linked with the creation or delivery of a product or service. (Whittington et al., 2019). His model is based on the manufacturing industry and the primary activity groups include inbound logistics; operations; outbound logistics; sales and marketing; and service. The support activity groups are procurement, technology development, human resource management, and infrastructure. (Whittington et al., 2019). 
Inbound Logistics
Research and development to produce new product ranges of tracker units from 3G to 4G devices in anticipation of mobile networks sunsetting. Quartix has telematics units shipped to it from its suppliers in China, and to maintain quality standards they perform periodic inspection audits at the assemblers in China. Due to global component shortages, they keep a stock holding of inventory of telematics units for distribution. R&D For improvements in telematics code and software for user experience and technology improvements.

Operations
Wide range of suppliers who provide communications services, hardware and installation services, and support for the marketing department. The organisation outsources their installers, so it is important to coordinate with them to ensure a good quality of service and timely activation for customers. Sales teams take care of subscriptions contracts and sending out installers or support staff to customers. They also have an office in Leatherhead that takes care of the web-based applications and the reporting of customer data. 

Outbound Logistics. 
Quartix has a facility to keep stock holdings of telematics units in their Mid- Wales office centre and has facilities which carry out the distribution to European markets. In the United States in Chicago, they have an office that handles the stock holdings for the US market. 

Sales and Marketing. 
Quartix has sales teams in the UK and in their European markets to handle all contracts, marketing, and sales. The central office is in the UK, and it takes care of all the sales, logistics, customer support and administration. They are expanding their sales teams in new markets.

Services
The reports and insights on data taken from tracking devices, transformed into reports that can be pulled by customers for analysis on driver behaviour, mileage etc. Also, the installation of telematics units and the upgrades performed as mobile networks begin sunsetting 3G networks globally. This allows customers to have a continuity in service free of disruption. To provide the data analytics services, there needs to be infrastructure such as offices to hold the servers for the data and the human resources to analyse this data and provide value to customers.


VRIO Model
The VRIO is a strategic management framework that stands for value, rarity, inimitability and supported by the organisation. (Whittington et al., 2019). This model is used to evaluate an organisation’s resources and capabilities. After passing the resources and capabilities through the VRIO framework, you can assess determine the threshold capabilities/resources and the distinctive capabilities/resources.
	Resource/Capability
	Value?
	Rarity?
	Imitability?
	Supported by the organisation?
	Competitive implications

	Experts in telematics – Human resource
	
	
	
	
	temporary competitive advantage

	Telematics software (code and platform)-R&D 
	
	
	
	
	sustained competitive advantage

	Client Data for Insights- Data resource 
	
	
	
	
	sustained competitive advantage

	Operational efficiency
	
	
	
	
	competitive parity

	Best quality in customer service
	
	
	
	
	competitive parity



Threshold Resources and Capabilities
I have identified operational efficiency and quality customer service as Quartix’s threshold resources/capabilities. This is because although they are valuable and they are supported by the organisation, they are both not rare to find in the industry and are easy to replicate. At best, they offer competitive parity to competitors in the industry. Despite winning awards for our customer service, it is more of a temporary competitive advantage.
Distinctive Resources and Capabilities
Quartix’s distinctive resource/capabilities are their telematics software research and development, and the resource of client data for insights. These resources/capabilities pass the VRIO test. What differs them from the threshold resources/capabilities is that they are rare and inimitable. The telematics software code and the platform itself is unique to Quartix and if research and development is maintained for technology improvements, it can provide a sustained competitive advantage within the industry. The client data is also a distinctive resource because they can utilise the data to customise customer experience, this is inimitable in the industry. Thus, it offers a sustained competitive advantage if the data is processed to add value to services offered.

[bookmark: _Toc132482139][bookmark: _Toc134225093]SWOT Analysis

A SWOT is an, ‘analysis of the Strengths and Weaknesses present internally in the organisation, coupled with the Opportunities and Threats that the organisation faces externally.’ (Lynch, 2018). The opportunities and threats are from the external macro and industry environment analyses (PESTEL & Porter’s Five Forces) and the strengths and weaknesses are taken from an organisations internal analysis (value chain analysis and VRIO). 

									(Lynch, 2018).
[bookmark: _Toc134225094]Stakeholder’s Analysis
Stakeholders are individuals or groups who are dependent on an organisation, and the organisation is dependent on to fulfil each other’s individual goals. (Whittington et al., 2019). There are internal and external stakeholders, and it is essential to know what is important to each stakeholder.  Mapping stakeholders is used to ascertain the key stakeholders who have high power and can influence on the organisation’s strategic direction. Below is a table of Quartix’s key stakeholders and what has been important to them in 2022. Based on what is valuable to the stakeholder we can evaluate strategic options and eliminate options that do not satisfy the key stakeholders needs. In the next section I will conduct the SAFe test to identify the best strategic option to implement, the stakeholder analysis will provide the criteria to test acceptability.
[image: ]										(Quartix, 2023)

In strategy, it is important to identify sources of power for internal and external stakeholders. (Whittington et al., 2019). Our external stakeholders are our suppliers, customers, communities, environment, and shareholders. Our suppliers power comes from involvement in strategy implementation and some of our suppliers such as our engineers, possess knowledge and skills that are essential for strategic implementation. Whereas our component suppliers control our strategic resources. For our internal stakeholders There's also control of strategic resources especially with our research and development teams for our proprietary software, is their heavily involved in the process of adding value to data collected from customer telematics units. These employees also comprised of the expert executives and their industry experience is a source of power within the organisation.
Of our key stakeholders, the key players who have high power and high attention are our suppliers and customers. From a strategic standpoint they are an important factor in our strategic resources from suppliers and from customers they shape our strategic direction.
[bookmark: _Toc132482140][bookmark: _Toc134225095]Strategic Development

[bookmark: _Toc134225096]Identifying Strategic Options
I have chosen to further investigate strategic options in business level strategy or competitive strategy. I will use Porter’s Generic Strategies model to choose two strategic options based on my SWOT analysis. There are two ways to achieve competitive advantage, one is to have lower costs than competitors and another is to have differentiated products or services from competitors.  If you opt for the latter, the differentiation should provide customer value so that customers are willing to pay more to cover the costs incurred for the differentiation. 
Strategic Option 1:
Cost leadership strategy involves becoming the systematically lowest cost organisation in a domain of activity. To deliver this strategy, you must analyse four key cost drivers. (Whittington et a., 2019). Input costs Can be reduced to gain competitive advantage by relocating labour intensive operations into countries with low labour costs. Another key driver is economies of scale which refers to the reduction in average cost of operation is more units of produced. Economies of scale are realised overtime and are essential to a business that has higher fixed costs. Experience is another cost driver because it can bring about cost efficiency, through efficiencies in design or production processes. Product or process design is another cost driver in the cost leadership strategy, for example through tailoring offerings to satisfy key customer needs and save money by removing offerings that are not valuable to customers.
For cost strategies to be effective there are two requirements low pricing without compromising quality and having the lowest price in the industry. An organisation can choose to have parity with competitors, which involves providing valued services that competitors offer. With this strategy an organisation can charge the average price in the market and keeping additional profits. This rids an organisation of constantly reinvesting into research and development trying to outperform competitors. This strategy is important especially considering the looming recession, Quartix would be able to maintain its customer base but strip down its product offerings to the essentials, which would allow for a price reduction. However, given that Quartix operates in a technology-based industry, there are constant changes that even a cost leader must adapt to. Unfortunately, technology improvements are costly, hence it may not always be possible to be the lowest priced within an industry. (Lynch, 2018). It is possible to have an economically friendly product offering in services to take advantage of this strategy and capture that market segment.


Strategic option 2
Differentiation strategy Involves providing a unique offering that is valued by customers and leads to the customer paying more for this uniqueness. (Whittington et a., 2019).  There are three main differentiation drivers. (Whittington et a., 2019).  Product and service attributes refers to unique features in products and services provided to the customer that are unlike any other products offered by competitors. For example, for Quartix we could focus differentiation on our gold standard quality customer service and charge more money for our services based on the customer experience. Another driver of differentiation is customer relationships. So, we would maintain senior management having personal relationships with large key clients. This would result in us gaining insights on key customer needs and being able to implement these into a tailored offering of services. As a result, we could charge more money to the client in the long term by offering them more services based on the insights. The third driver of differentiation is compliments, this refers to linking other products or services to increase perceived value and being able to charge more as a result. An example is Quartix development of new tools and applications to compliment the telematics tracking devices. The device itself is not valuable, without the proprietary software which is a service that is paid for separately. Through creating joint offerings or add-ons you can capture more value for the customer and charge more. 
It is important to consider that charging higher prices means an increase in costs to create unique value. This can be in research and development, the quality of staff or branding. It is essential to assess the cost of the differentiation and the pricing of the product and services, to ensure the business remains profitable whilst providing unique value.

The third strategy porters model talks about is focus strategy which is about targeting in narrow segment or domain of activities and to provide products and services specifically to that segment. (Whittington et a., 2019). Types of focus strategies cost focusers, and differentiation focuses. Cost focusers look for areas That broader market serving organisations fail to capture value and they target that area exclusively. Differentiation focusers look for segments with specific needs that broader differentiation strategy organisations do not capture.
 



[image: Generic Strategies Porter]
Adopted from Porter’s Generic Strategies: Cost Leadership, Differentiation and Focus	
(Bruin, 2021).

[bookmark: _Toc134225097]Rational selection between options

To evaluate the chosen strategic options, I will use the SAFE criteria. SAFE criteria, stands for suitability, acceptability, feasibility, and evaluation criteria (Whittington et a., 2019).

My two chosen strategic options are as follows: 
Strategy 1: Cost Leadership (basic reports & insights package and great customer service).
Strategy 2: Differentiation (Electric vehicle software solutions to transitioning companies)

Suitability assesses strategic options based on key opportunities and threats an organisation encounter. (Whittington et a., 2019).  This is derived from the strategic position of an organisation, which is drawn from the external environmental analysis and internal environmental analysis.
To assess suitability, I will look at the threats and opportunities for my SWOT analysis and see if strategy one and two to satisfy all threats and opportunities.
[image: ]
Strategy one Scored positively in being suitable to avoid threats, it avoids two of the three threats tour organisation. However, the strategy only captures one of the two opportunities for our organisation. Strategy 2 scored positively because it captures both opportunities for organisation. However, strategy 2 is only able to avoid one out of three of our potential threats. Given that both our strategies cannot avoid the threat of potential component shortages in the future I will exclude this threat. Both strategies capture expansion into Newmarket segments strategy one which is cost leadership captures the smaller fleet businesses, strategy 2 which is differentiation captures the new and exciting electric vehicle market. When looking for a long-term strategy the differentiation strategy would be a best fit given that it addresses the UN net 0 declaration initiatives, to reduce carbon emissions and to provide green technologies. However, from a business standpoint, because there are more fleets that have not transitioned to electric, it would be more profitable to target the traditional customer because there's more opportunity for profit gain in the short term.
Upon weighing all the different factors, for suitability the cost leadership strategy wins. This is because it avoids the two main threats our industry faces while capturing a new market segment. It is a short-term strategy, because eventually due to the transition two electric vehicles we would need to reassess the strategic direction.

 Acceptability looks how a proposed strategy’s expected outcomes meet stakeholder expectations. (Whittington et al., 2019). It assesses 3 areas return, risk, stakeholder reactions. I identified that our suppliers and customers are key stakeholders. I will compare customer and supplier expectations against the two strategies and the 3RS. How will measure return based on the likelihood of the strategy producing positive performance based on the organisations key performance indicators which are recurring revenue, fleet subscriptions, fleet subscription base, fleet customer base. (Quartix, 2023).  I will measure risk Based on an assumption of the current industry and the likelihood of opt in based on the current business environment. However, in real life this will be assessed through sensitivity analysis, financial risk, and break-even analysis. For reactions of stakeholders, I will use the key stakeholder’s expectations to decide whether the strategy passes or fails to meet their expectations.
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For risk strategy one wins because cost leadership would show an immediate increase in fleet subscriptions and customer opt in. Where our strategy to differentiation would offer a new product however that market segment is not fully developed yet, so the opt in would be from a niche market and it would take long to realise the return on investment.
For return I looked at the likelihood of the strategy providing a positive performance based on key performance indicators. Strategy one would offer a faster conversion rate and see an increase in fleet customer base and fleet customer subscriptions for the mid to long term. Strategy 2 would lead to a slower incremental increase in fleet customer base and fleet subscriptions due to most fleets still being ICE operated and not electrical vehicles. The slow opt in could continue for the next 5 to 10 years with promises of a quick jump from 2030 and above. Therefore, for the short to medium term strategy one would win, but for the long-term considering the environmental implications and the global agenda strategy to would win.
Overall supplier reactions for strategy one would be positive as suppliers would gain more orders and new customers would be attracted to the new lower price point offering. However, for strategy to there would be an adverse reaction from suppliers due to the slow uptake in the coming years. For customers the strategic option could serve as a catalyst for the transition to electrical vehicles, and existing customers can benefit as well as new customer segments. 
For the acceptability test, strategy one wins overall because it will attract customers and it will help offset the added investment the organisation is recently put in in 2022 for swap outs of old telematics units. The company is not able to inject another large investment into research and development for an emerging market. [image: A screenshot of a graph
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Figure 3: Quartix Key Performance Indicators (Quartix, 2023)
Feasibility looks at whether a strategy works in practise. It looks at an organization's capability to deliver strategy. The two key questions are does the organisation have enough resources and capabilities currently to implement and if not, can they be obtained.
I will assess whether the strategy is visible by comparing strategy one and two to the resources and capabilities the organisation has and if they are sufficient to implement it.
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The cost leadership strategy, which involves creating a basic affordable reports and insights package whilst maintaining our great customer service is the most feasible. This strategy requires a small investment of time to identify insights that can be removed to achieve a low price point. Also, it would require some additional training for the sales staff on how to market a low price point, and you would be able to implement the strategy. Strategy 2 for differentiation requires a large investment in research and development and human resource. This makes it not feasible now given the investments made into expansion into new markets and the roll out of new applications.

[bookmark: _Toc132482141][bookmark: _Toc134225098]Strategy Implementation

[bookmark: _Toc134225099]Strategic planning, resource allocation and performance management

The UK offices that will be involved in the implementation of the strategy would be the systems networking and database design team. This team will design concepts off the package offering and finalise the user interface. Following this, the sales and marketing department alongside customer support would reach out to existing leads and create a database of potential clients to cold call. 
We will have targets for Q4 of 2023, which include 600 new fleet customer base and customers and 1300 fleet subscriptions. These targets are both reasonable and achievable by year end. We will hold biweekly check-ins on subscription volumes and new customers. We will start with existing potential clients within our client base, and through referrals we will gain more leads. We will offer incentives to existing clients who refer business for two months off on their contracts.




[bookmark: _Toc134225100]Organisational Structure and Leadership Style  
When implementing change, there is always a chance that you will encounter resistance. Therefore, it is essential for leadership to set the tone for strategic change.
Currently, Quartix has a centralised organisational structure with most of its operations based in the United Kingdom. There is an office in Chicago and in France which caters for the European market and facilitates deliveries to EU markets. Implementing a cost leadership strategy based on changes to existing products, does not require additional infrastructure or expansion. The centralised organisational structure would need to implement some decentralisation in creating teams for design, sales teams, and assign senior level manager to oversee the implementation process. This change in structure for these teams would allow for faster and focused implementation and reduce the time to market for the package offering. These teams would report directly to the senior manager and there would be weekly check-ins to assess the need to pull in more human resources to meet the Q4 targets.
Considering that most of our senior managers are experts in the telematics industry. There may be some push back on offering a package that does not show the full breadth of expertise on our team. They may criticise the offering as being devaluing to Quartix’s brand. However, it will be reiterated that the cost leadership strategy will be a bid towards our long-term vision. Which is to achieve quality customer service at a good price point. Ultimately the choice of the manager to implement the strategy will be based on an existing relationship with the sales team because the synergy is necessary for a frictionless implementation.
With the right senior manager and the introduction of decentralised teams targeted at the key steps to implementation, Quartix can achieve a strategic fit. 



[bookmark: _Toc132482142][bookmark: _Toc134225101]Conclusion

In conclusion, a cost leadership strategy is the best fit for Quartix’s current strategic position and organisation long term vision. With inflationary pressures and a push for green technologies to be accessible to everyone, it is important to create a product that will incorporate underserviced markets into the industry. However, there is a potential that during implementation leaders may be resistant to change. There is a chance that the decentralisation and the introduction of small, focused teams for the implementation, may be met with some criticisms. The strategic plan set may need to be readjusted and the timeline back to allow for incremental implementation.
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Political


Business and Industry Minister championing development of green technologies to assist in net zero goals (BEIS, 2021).



Following UN COP26 climate summit meeting the UK government called private sector to join UN Race to Zero (BEIS, 2021).


Economic


According to the World economic forum, the cost of food is rising. The Bank of England has increseased interest rates to 3.5% in December (Shipman, 2023).



UK's cost of living crisis with soaring energy prices and the inflation at 10.7% (Shipman, 2023).


Social


New ethical attitudes and the push for green initiatives, businesses have a social push towards their corporate social responsibilities.


Technological


Environmental


Legal


Sunsetting of global 2G/3G mobile networks.Migration plans are advised for technology businesses and to (Polisetti, 2022).



The push for sustainable business and lower carbon emissions. Leads to 





UK's changes in data protection regulations(BREXIT), or carbon emissions regulations affect businesses





Transition to electric vehicles for fleets and businesses (BEIS, 2022).



Research and deveopment expenses, as technology is constantly changing.


Zero Emission Vehicle Declarations at COP 26 and COP 27 saw more signatories(USA, UK, Spain, France) (BEIS, 2022).





Supply chain shortages for components globally. (Quartix, 2023).





The war in Ukraine with Russia, causing hikes in energy prices and inflationary pushes.





Potential data breaches,  




Strengths 
-Client Data Insights
-Proprietary Software R&D
- Best Customer Service
-Reponsiveness to sunsetting networks.
- Green technologies 



Weaknesses
-Working capital management due to stock holdings
-Product is not differentiated

 


Opportunities
- Electrical Vehicle solutions and data insights capabilities
-Market growth/segments 


Threats
-Component Shortages
-Inflationary pressures on operating costs/recession
- UN Net Zero Declaration: Green technology government push.



June, 2023


Corporate level
15/06/2023
design concepts of package offering ( R&D)
30/06/2023
Finalised and Pass to Marketing Department


July ,2023


Business level
05/07/2023
-Marketing department will call leads from database (4 weeks)

31/07/2023
-check in on KPI's 


August, 2023


December 2023


Corporate Level
01/08/2023
- Review of KPI's
-recurring monthly

Business Level
15/08/2023
- Sales Quotas Incentives


Targets for Year End (Q4)
- Fleet customer base 600 new customers
-Fleet subscriptions 1300
from new customers
- If KPI's are achieved, roll 
out to international markets
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Stakeholder  What is important to Stakeho l der  High/Low Power   High/Low Influence  

Customer s  F lexible with  payment restructuring .   Timely  Innovation   in  business solutions .   Consistency in support and quality service.   Impact of network  sunsetting on services .   Report reliability .  H igh   Power /   High  Attention  

Employees  Supportive culture .   Motivational work environment .   Integration of work  from home   employees .   Team building .     Learning and Development programmes  Low P ower/ High  Attention  

Suppliers   ( Engineers , mobile  network providers,  suppliers of  components,  marketers)  Mutually beneficial relationship .   Want us  t o be ethical  partners.     Maintain   our products quality .    High  Attenti on /  High   Power  

Communities  Responsibility from us   Employment opportunities  Low   Attenti on   /Low  Power  

Environme nt  Reduce environmental  impact.   Sustainability   and ESG (climate change)  Low  Attentio n / Low  P ower  

Shareholders  Communication   Upcoming Changes in  Leadership ( Succession plans)   Dividends , Shareholde rs    HIGH   Attention /   Low   Po wer  
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Threats/Opportunities | Cost Differentiation
Leadership

Component Shortages Can not be avoided but | Can not be avoided but
stock holdings stock holdings when
when possible. [X] | possible. =

Tnflationary pressures on Great opt in because The cost of buying new

operating costsirecession

companies will be
wanting to cut
costs.

vehicles to
transition fleet to X
electric vehicle may

not be feasible during
recession. In the event

UN Net Zero Declaration: Green
technology government push

The insights vall remove
waste from fleets and
less carbon emissions
from small fleets

EV solutions and products
are in alignment with the
differentiation strategy.

Electrical Vehicle solutions and
data insights capabiliies

involve extra R&D
‘which would not make it

EV software for
transitioning

a cost cutting companies to meet
solution | Net zero niatives.
Market growth/segments ‘smaller fleet Yes, targets electiic

businesses

vehicle market.
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Stakeholder/ What they value

Cost Leadership

Differentiation

Supplier

Mutually beneficial relationship.
Want us to be ethical partners.
Maintain our products quality.

Risk

low risk, many small businesses
have not transitioned to electric
vehicles and would like to
benefit from data insights. More
orders for suppliers.

Risk

The retun on investment on R&D
would take long to be realised and
cost of sales and marketing efforts
over the next few years. Negative
financial performance. Smaller orders
for suppliers. High risk

Return
This strategy would have faster
positive performance in KPI's

Return
Due to slow adoption of electric
vehicles a slow optin rate and lower
fleet-based subscriptions and
customer base would be expected for
the next five years.

Supplier Reaction

her

Suppliers would receive
orders. Mutually beneficial

Reaction

Adverse reaction due to reduction in
installations and subscription rate for
service for suppliers

Customer
Flexible with payment

restructuring
Timely Innovation in business
solutions.

Consistency in support and
quality service.

Impact of network sunsetting on
services.

Report reliability.

Customer Reaction

Will be able to offer reliable
jhts such as reports at a low
‘Attracting new
customer segments.

Customer Reaction

This would encourage businesses
who were looking to transition to start
the process as our services would
allow transition without business
disruption. Existing customers could
benefit and knew customers would be
attracted.
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Quartix KPIs

Quartix

Annualised Recurring Revenue (ARR) (£'m)

Fleet subscriptions (new units)

Fleet gross attrition

Fleet subscription base (units)

Fleet customer base

Price erosion (%) 2

2022 2021 CHANGE
273 24.6 11%7
60,809 50,765 20%
12.8 11.6
235,510 202,734 16%
25,342 22,668 12%
4.7 6.2
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Resources

Capabiliies

Can the organisation
implement it?

Cost Leadership
(basic reports
&insights package
and great customer
service).

Require marketing
budget to attract new
customers
Continued
investment and
employee training to
maintain quality

customer service.

Human resources

marketing team

design team to create
service package.

Yes, the organisation
can implement it
because it needs a
small investment,
and itis built on

existing technology

Differentiation
(Electric Vehicle
software solutions to
transitioning

companies)

investmentin
research and

development

Investment in sales
team and marketing
budget. Investment
in experts in electric

vehicle fleet industry.

Not many capabilties
as it is a new industry
and knew human
resources would have
to be employed to
successfully
implement the

strategy.

Yes, however a large
investment in
research and
development will be
needed and hiring of
expert staff. Overall
high implementation

costs.





