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[bookmark: _Toc87492270]Introduction
Managing the resources available to an organisation so that its goals and objectives can be achieved is known as strategic management (Blythe, 2013). It involves setting the objectives for an organisation, analysing the environment and the competition it offers, analysing the internal abilities of an organisation, exploring strategies, and making sure that the right strategies are used in the right situation throughout the organisation (Cadogan, 2019). Strategic management can be the making or breaking of an organisation, so it is important to understand how strategic management ought to be used and what areas are to be explored for its analysis (Dolan et al., 2012). In this report, Smartdesc has been selected as the organisation that will be analysed.

[bookmark: _Toc87492271]Organisational Overview: Smartdesc
Smartdesc is an IT company based in London. It has a team of fewer than 50 employees, which makes it an SME. The company was founded in 2011, and since then they have been offering IT consultancy, strategies, cloud consulting, and cybersecurity support. They target small and medium businesses, i.e., other SMEs, and have a particular interest in not-for-profit organisations (Smartdesc, 2014). Smartdesc has clients like NCVO, ACEVO, Mind, and Terrence Higgins Trust.
[image: ]
Figure 1: Logo of Smartdesc (Smartdesc, 2014).
Smartdesc has experience in its field because it has been operational for more than a decade already, but the company has not expanded much beyond its immediate markets. But with some guidance on where to expand and how to market itself, Smartdesc could easily become much more profitable than it currently appears to be. Therefore, Smartdesc has been selected for this report to showcase how strategic management impacts business operation in an SME, and how this company can utilise such strategies to grow sustainably.


[bookmark: _Toc87492272]Critical Analysis of Internal and External Environment
[bookmark: _Toc87492273]SWOT Analysis
The SWOT analysis is used for analysing the micro-environmental factors that the company can wilfully influence and control to some extent (Jones, 2015). These factors are the immediate environment of a company (Surridge, Bushell and Gunn, 2017). It is presented here for Smartdesc:
	Strengths
	Weaknesses

	· Smartdesc has been working in the field for a decade and has a lot of experience.
· They have some loyal clients and popularity with not-for-profit organisations (Smartdesc, 2014).
· Smartdesc offers cybersecurity, which is growing in demand due to the surge in internet users.
	· Smartdesc does not have enough manpower for business expansion right away (Smartdesc, 2014).
· They are too dependent on the UK market.
· Smartdesc has not gained a notable market share even after a decade.
· They don’t have any differentiating factor to stand out in the market.

	Opportunities
	Threats

	· The popularity of Cybersecurity is increasing because of the pandemic and the worldwide interest in the Internet (Rahul, Pandey and Pal, 2020).
· Most new businesses need to have an online outlet that could use IT consultancy.
· There is a need for dependable IT consultancy in developing markets.
	· Other start-ups are also noticing the demand for IT consultancy and cybersecurity (Rahul, Pandey and Pal, 2020).
· Established businesses with a strong brand value may enter the market.


Table 1: SWOT Analysis of Smartdesc.
Based on these analyses, it is apparent that Smartdesc has firm strengths in what it does. But the technology of the world is evolving, and it cannot hope to expand without new strategies. It needs to consider how it can differentiate itself in the market.
[bookmark: _Toc87492274]PESTLE Analysis
The PESTLE analysis is used for analysing the factors of the macro-environment. These are factors that an organisation cannot wilfully control simply by wanting to do so (Bruce, 2016). It is the outer environment that a business organisation operates within. Companies must predict the flow of the macro-environment and prepare accordingly (Maitland, 2014). Here is a PESTLE Analysis for Smartdesc:
	Political
	Economic

	Smartdesc is a small business that operates in London, UK. It is affected by the political changes in the country because of Brexit. Smartdesc has been separated from business opportunities in the EU, a connection that it must reconsider under the new situation (Beqaj, 2020).
	The political unrest from Brexit has created some economic turbulence as well. The value of the GBP was fluctuating, businesses across the country felt the turmoil (Beqaj, 2020). Smartdesc is also amidst that group. However, the business gained new customers with the pandemic when internet demand increased, and more businesses needed IT support and consultancy (Rahul, Pandey and Pal, 2020). This has opened new possibilities for the business that wasn’t previously possible.

	Social
	Technological

	As the internet becomes a more commonplace and the number of users on the Internet increases, businesses are also becoming aware of the role that the Internet can play in their growth and profitability (Rahul, Pandey and Pal, 2020). Because of that, there has been a growing demand for IT services as well. Smartdesc has gained some traction from this transition of the world and the businesses in its target markets.
	There is always a demand for technology in any business market, and it is the most prominent in the IT sector (Gifford, 2013). Smartdesc offers the latest IT services to small and medium businesses, especially not-for-profit organisations. They keep up with the latest trends and adjust to the needs of their clients (Gifford, 2013). However, with the growing demand for cybersecurity, Smartdesc must consider how it can enhance its services further.

	Legal
	Environmental

	Smartdesc does not sell any products. It is an IT Service Provider, which means that it sells its services to the target customers. The business still needs to follow the regulations in the UK (Macintyre, 2018). It cannot participate in illegal activities, it cannot help a business participate in illegal activities, and it must maintain the contracts it forms with various business organisations. Aside from that, Smartdesc must also follow the legal regulations of the foreign countries where it may want to operate in the future (Macintyre, 2018). Business expansion is an ambitious plan for the company, and that plan begins by adhering to the legal guidelines of the local regions.
	As a small business, Smartdesc is not required to contribute greatly to the environment, but whatever it contributes is welcomed by the community. As part of its corporate social responsibility, Smartdesc offers special support for not-for-profit organisations (Farmer and Hogue, 2015). These organisations work for the benefit of society, the environment, and similar factors. Therefore, supporting these organisations in IT services is also indirectly supporting the environment, society, and the well-being of people (Farmer and Hogue, 2015). As the business grows, it will have to worry about its carbon footprint and the role it plays in society and in the world.


Table 2: PESTLE Analysis of Smartdesc.
Based on these analyses, it appears that Smartdesc is in a unique situation where the company has not introduced anything new themselves, but the market has continued to evolve and the demand for these services is growing. Smartdesc needs to bring something to the market to garner some demand.
[bookmark: _Toc87492275]Porter’s Five Forces Analysis
Porter’s 5F is a business analysis model that explores the market for suppliers, customers, substitutes, competition, and new entrants (Beaumont, 2011). These five forces let a company know their current position and how it could improve its position in a market (Fabozzi, 2016). Here’s the analysis used on Smartdesc:
	Competition in the Industry

	Smartdesc is operating in the IT sector as a business that sells services to other business organisations. Hence, it is only interested in B2B marketing (Rypkema, 2017). However, there are many other businesses, both small and large, that offer similar services. Therefore, the competition in the industry is very high (Gifford, 2013). The growth of Internet users and businesses depending on the Internet have drastically increased during the pandemic, and this has also increased the demand for IT services. Therefore, the competition in the industry is only going to increase further as time goes on.

	Bargaining Power of Suppliers
	Bargaining Power of Customers

	Smartdesc is an IT services business. Therefore, it does not have to worry about suppliers for the most part (Griffith, 2019). However, Smartdesc needs to buy subscriptions to some tools and programs that they use in providing that service. These subscriptions and the prices set for these subscriptions are not within the control of Smartdesc (Kent, 2012). Therefore, the bargaining power of suppliers is medium. It is medium because Smartdesc would not be helpless without the tools and programs they use, but they will have to adjust to new tools and programs from other vendors, which is better avoided.
	Businesses can get IT support from various service providers in the market, but because of how intricate such services are, they don’t normally change who they receive the service from unless there are some unforeseen issues with the provider (Laudon, 2019). Nevertheless, there are options in the market and the customers have notable bargaining power. However, it is not high because the customers form deals with the service providers who generally offer their services for long durations (Mckie, 2014). Hence, the bargaining power of customers is medium.

	Threat of New Entrants
	Threat of Substitute

	The growing interest of users and businesses towards the internet and internet-based services have also increased the demand and popularity of the IT service providing business (Gifford, 2013). It is not uncommon to find start-ups that offer similar services to that of Smartdesc. However, because this sector and this type of business are based on trust and loyalty, new entrants cannot easily pose a threat to businesses that have been operating for longer than them (Kent, 2012). Therefore, the threat of new entrants is medium. New entrants may arise at any time in the market, but they cannot easily shake the business of Smartdesc since this business has been in operation for more than a decade already.
	Just as there are new entrants coming to the market because of the growing popularity of the sector, there is also the possibility that a substitute might arise that offers the same features and services to their customers (Griffith, 2019). However, unless they are offering a better pricing or better quality of service, Smartdesc should not be affected by substitutes appearing in the market. In the first place, the customers of the business are other businesses. Therefore, the threat of substitutes is low (Laudon, 2019). Nevertheless, Smartdesc could offer some unique services to differentiate itself in the market.


Table 3: Porter’s Five Forces of Smartdesc.
Based on these analyses, it appears that Smartdesc does not have any unique offering. The company could improve on that aspect.
[bookmark: _Toc87492276]Stakeholder Analysis and Evaluation of Stakeholder Expectations
[bookmark: _Toc87492277]Stakeholder Map of Power and Interests
Stakeholders are entities that are affected by the operations of a company and are impacted by the decisions a company make (Ackerman and Alstott, 2015). Otherwise, defined stakeholders are entities that have an interest in a company and are affected or can affect companies. Private and public companies have different entities as their stakeholders (Chinyio, 2016). Smartdesc is a private company, and their stakeholder includes their varied customer base from both charity organisations customers and general users who use their support system (Eskerod, 2017). But as a private company, they do have other stakeholders. Stakeholders of Smartdesc include their owners and founders who run the company with the help of their employees. Thus, employees are also important internal stakeholders of the company (Holloway, 2017). Again, Smartdesc’s shareholders are also another stakeholder of the company, but they are external stakeholders who affect the company and its decision making externally. But the biggest stakeholders of Smartdesc are its users (Wasieleski and Weber, 2017). If considered the competitors, creditors, and the overall community, they work around are also their stakeholders in general. Below is a stakeholder matrix based on Freeman’s theory on the interest and power of their stakeholders. 
	
	Low interest
	High interest

	Low power
	Minimal effort
a. Media (external)
b. Community (external)
	To be kept informed
a. General end users. (external)
b. Charities (external)

	High power
	Satisfy
a. Government (external)
b. Employees. 

	Crucial players
a. Corporate clients (external)
b. Shareholders(external)
c. Founders, (Internal)
d. Owners (Internal)



Table 4: Smartdesc’s Stakeholder Analysis (Weiss, 2014).
From this chart, it is seen that there are multiple internal and external stakeholders of Smartdesc who are divided into their power and interest level on the company. The most crucial players or key stakeholders are the corporate clients and shareholders who directly control the decision making of the company (Ackerman and Alstott, 2015). The founders and owners are also internal stakeholders. Furthermore, there are general end-users who have a high interest in the company, but they hold low power over the company as the company decisions are not always informed by them. But they do influence decision making (Eskerod, 2017). The other stakeholders are government, media, and the employees. The government and the employees hold higher power over the company than the external community and the media.
[bookmark: _Toc87492278]Freeman’s Stakeholder Theory
Freeman proposed the stakeholder theory first in 1984 where he discussed the various stakeholder of a company inside and outside of the company who hold various levels of power and interest in the company (Ackerman and Alstott, 2015). According to Freeman, a stakeholder is an entity how can influence or be influenced by an organisation. But the importance of stakeholders is discussed in Freeman in various degrees as Freeman discusses that the importance should equate to the value and stake of the company stakeholders (Chinyio, 2016). Freeman discusses that the importance of stakeholders can be varying and can even be conflicting and to understand the importance of a stakeholder their stake in the company must be evaluated (Holloway, 2017).  Under this evaluation, not only shareholders are part of the stakeholders rather everyone involved in the company’s stakes is a stakeholder of the company. The stake of the stakeholder can be evaluated from the power interest chart of the stakeholders and the value they add to the company (Wasieleski and Weber, 2017). For example, in this example of Smartdesc, two of the most important stakeholders of the company are the charity customers and the general end-users. Smartdesc must directly make decisions to satisfy both customers. Primarily the general customers get the attention during their decision making because the general customers bring the most monetary value to the company and the company is run by these monetary earnings (Chinyio, 2016). On the other hand, although the charity users are not involved in the company monetarily but are invested in the marketing of the products of the company. And thus, although the charity customers may not bring monetary value, they bring popularity and marketing aspects to the services and products of the company. Thus, Smartdesc must ensure the expectations of both types of users while making any major decisions.
[bookmark: _Toc87492279]Academic Models/Theories
[bookmark: _Toc87492280]Ansoff Matrix
The Ansoff matrix is also known as the product/market grid. This grid works based on product or company expansion and determines how risky the venture may be (Ferrell, 2016). There are four quarters of the matrix describing market penetration, product development, market development and diversification and defines the company introducing new products or using existing products to existing markets or new markets (Fifield, 2016). With Ansoff’s matrix, a company can have four strategies. In market penetration, the company is focused on increasing its sales in an existing market with an existing product. On the other hand, in product development, a company is focused on introducing new products to an existing market (George, 2017). In market development, the company can introduce the existing products in a new market to expand to the market. And finally, under diversification, the company focuses on a new market with the introduction of a new product.
Under market penetration, a company has several options. A company can decrease prices to attract new customers to the market. The company can also make promotions and increase their efforts to distribute the company products (Lawson, 2018). Or the company can acquire a competitor in the same market. In the case of Smartdesc, the primary competitors are other IT services and support providers in the market. Smartdesc provides IT support to general users and business and corporate IT solutions to their corporate charity clients (Quester, Pettigrew and Hawkins, 2014). In the existing market, the market position of Smartdesc is strong and corporate clients prefer the products of Smartdesc over other competitors because the company has a strong presence in IT support and services. Thus, there is no need to promote the solutions further from what Smartdesc is already doing.
Furthermore, in product development, although Smartdesc is in a strong position with its IT services and support, they can improve their position by introducing new products for the existing customers and markets (Ahmed, 2014). But that must be done with he is understanding of the value the new product will bring to the market. This can be done by improving the R&D under Smartdesc (Akhter, 2011). Smartdesc has a strong presence in their charity software solutions with their existing products and they are in a comfortable product distribution system. But where Smartdesc lacks are the lack of new innovations (Bhamhra and Chaudhary, 2019). Although they already offer a large portfolio of applications and services and are backed by a lot of big names in the market, they lack innovation which was an SME was expected of them. The company is offering the same products to every customer and there is no innovation happening in their logistics department where other competitors are introducing new services to the market (Brady et al., 2017). Smartdesc can introduce such products as pilot programs to the market to assess the acceptability.
[image: See the source image]
Figure 2: Strategy for Smartdesc (Jain and Haley, 2019).
Finally, Smartdesc can improve its market development with the introduction to new markets with the existing products (Khan, 2011). With the current market of Smartdesc, products with IT support and IT consultations Smartdesc can enter new markets such as other regions in the UK to provide charity software support and IT advice to customers from charity organisations (Kovacek, 2013). This is also applicable to the diversification strategy as the company does not have any aim of introducing a completely new product in a completely new market as that would be experimental (Mooradian, Matzler and Ring, 2014). This means that the Product development strategy is the most likely strategy that the company can adapt. Other strategies of market penetration, market development and diversification either cannot work or does not apply to Smartdesc.
[bookmark: _Toc87492281]Drucker Theory
Drucker’s theory of management is defined as an innovative theory and a testament to his innovative mindset in the business management field. Drucker’s theory has evolved management theory into a serious discipline in the field of business studies (Allen, 2013). According to Drucker, some of the most important parts of business management is ethics and morality in business (Burrow, Kleindl and Becraft, 2017). Drucker introduced the idea of MBO or management by objectives where the employees are given priority and decision-making capabilities. According to Drucker if a company is driven by its objectives and provides its employee's decision-making capabilities, they will be able to better make decisions and devise objectives that are effective for their customers (Keith and Gubellini, 2018). According to Drucker if employees help make strategies and decisions, they are more likely to fulfil those decisions. At Smartdesc the company has few employees, but they are cared for and given the chance to make decisions for the company and partake in decision-making meetings (Norback, 2011). This means that the company employees are driven and motivated to fulfil these strategies and maintain these objectives which Smartdesc can use under their Management by Objectives strategy.
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Figure 3: Drucker’s Management by Objectives (Shubin, 2019).
Drucker also understood the importance of ensuring that the company objectives are met with reality. That is Drucker identified that there are certain expectations that the company must fulfil to ensure that it is aligned with reality (Wheelen, 2018). That is the primality the company must understand their assumption has to match the environment, mission, and core competencies. Secondly, Drucker asserts that these three areas must also fit each other (Allen, 2013). And the organisation must understand this interrelation and treat this theory as a “patient” in preventive care. The company must understand what is not working and abandon them.
According to Drucker’s management by objectives and the three areas mentioned Smartdesc must understand that their IT support system for charity organisations does not often work for regular organisations and the company must understand why the solutions do not work (Allen, 2013). To understand this problem mentioned here the company although has the aim and mission to provide IT support to every company their core strategy was to provide support to charitable organisations which operate fundamentally different from regular companies (Burrow, Kleindl and Becraft, 2017). And thus, the regular organisational requirement for IT support may be different from the ones that Smartdesc is using. Smartdesc thus must learn from and understand their competitors and the strategies they use to provide support for their corporate customers and use those strategies to ensure support for regular corporate clients other than the charitable companies (Keith and Gubellini, 2018). Here the company could have implemented the management by objectives model by ensuring that their employees are getting decision-making rights and monitoring what their reaction to the objective of competing with other IT solution providers would be (Shubin, 2019). Employees of Smartdesc who long time technology experts are would understand the stake in trying to compete with the existing market players. According to this evaluation, Smartdesc can ensure a reward for an alternative to the solution that the management proposed to ensure that they can be relevant to the general corporate client market. This is how the company can ensure management by objective in their company.
[bookmark: _Toc87492282]Critical Appraisal of the Strategic Direction
Smartdesc was founded in 2011. The two founders, Chris Cranie and Adam Monks wanted to offer IT services to businesses that were outsourcing their services from international markets. Smartdesc was built to fill the gap of IT services provides in the UK (Smartdesc, 2014). Ten years later, the internet and businesses based around providing online services have increased dramatically. With the COVID-19 pandemic forcing the average person to stay indoors, there has also been a growing interest in such online services and overall internet user activity (Rahul, Pandey and Pal, 2020). Today, Smartdesc is not filling any gaps in the market. It is still beneficial, however, and if the company wanted to, they could continue their current performance without any issues. Smartdesc was intended to be an IT service provider that could offer small businesses and not-for-profit businesses the high-quality IT support and customer service they needed (Gifford, 2013). This is done while considering the overheads and trying to keep them as low as possible. Smartdesc not only helps customers with IT support but also optimise their IT-related processes so that these small businesses and not-for-profit businesses can save as much of their costs as possible. Smartdesc is not just making money for the sake of making money, the business is also supporting the community, society, and other businesses just like itself.
Smartdesc has set some values for itself that aid the business in achieving the success it wants to achieve. For starters, the business is led by the customer’s mission. Smartdesc does not force its ideals of what IT practices should be like onto the customer (Smartdesc, 2014). Instead, the business learns about the needs of the customers and tries to identify how best to solve them without causing much hassle and overheads to the customer. Smartdesc is also interested in innovating and improving (Kent, 2012). As a business that has been operating in the market for 10 years already, Smartdesc understands the need for improving and becoming better. If they don’t offer better services according to the needs of the time and the customers, then the business would be losing customers instead. It is also a benefit for the business that they love solving problems. People who love their jobs are usually good at it. Because of having a curated team of experts, Smartdesc can ensure that the personnel love what they are doing, and this shows in their performance (Mckie, 2014). They care about their customers, no matter who they are. This is especially seen in the support they provide their not-for-profit customers. The business initiates performance and acts with integrity to showcase its capability and build a reputation with the customers. They are also capable of collaborating fast and efficiently, providing the best services to the customers.
The strategy that Smartdesc adopted was extremely successful. It became a limited company in August 2012, only a year after the business began operating. It believes in the quality of its service rather than the number of people providing it (Kent, 2012). That’s why the business has a curated team of experts providing all the services that the business offers to its customers (Smartdesc, 2014). This exceptionally talented and experienced personnel help with customer relationship management and customer retention. Smartdesc has continued to perform well despite the changing times is due to its relationship with its customers (Kent, 2012). As explored before, business customers don’t like to switch their providers often unless there are some unforeseen issues. This means that most of the customers of Smartdesc have remained with the company for a long time. Smartdesc has become popular and a strong contender in the market as a Managed IT Services Provider (MSP) (Mckie, 2014). Because it supports not-for-profit organisations and uses that as a marketing strategy, Smartdesc is also performing its corporate social responsibility visibly enough to help with its marketing activities. In this way, the business has continued to perform well over the years, and it has grown to a scale where it could consider expansion and begin preparing for it.
[bookmark: _Toc87492283]New Strategy Recommendation
Smartdesc is operating well under its current circumstances, but that situation may not last forever. As with any business, there are unforeseen events that may happen at any time (Smartdesc, 2014). The COVID-19 pandemic, though beneficial for Smartdesc, was devastating for many other industries. It means that a similarly negative situation may arise for Smartdesc as well (Rahul, Pandey and Pal, 2020). Therefore, it would make sense for Smartdesc to not put all their eggs into the same basket, i.e., to participate in multiple markets so that they are not hit too bad if something unexpected happens in one market. In this case, one way for Smartdesc to approach the situation is through product development. As previously explored, product development is when a business organisation creates new products or variations of existing products for an existing market (Akhter, 2011). If the same product is not presented to an existing market, it is recognised as product development. Smartdesc does not need to invest in new products entirely (Bhamhra and Chaudhary, 2019). Currently, the company is solely focused on small businesses and not-for-profit organisations. While this works great as a specialisation, it also limits the growth potential of the business. As a Microsoft Gold Partner, many of the services that Smartdesc provides is related to Microsoft products. But there is an enormous market that Smartdesc could be targeting but haven’t done so already. That is the Linux server market. The Linux server market is popular because it is an extremely stable operating system suitable for server usage (Young, 2021). These computers must stay on all the time, and their downtime usually means losses for a business. For that reason, companies that have such servers need support from IT service providers to resolve issues for them. Additionally, the growing demand for online uptime and server capability means that the number of companies that have their in-house servers would only be increasing over time (Cadogan, 2019). If Smartdesc can establish itself as a strong competitor in this market, there is considerable opportunity to be gained.
Additionally, Smartdesc can consider targeting more types of customers (Khan, 2011). Currently, it is targeting small businesses and not-for-profit organisations. While this serves well for it under current circumstances, that is not the right path for business growth (Smartdesc, 2014). Smartdesc needs to conduct a market analysis on its competitors, what kind of service they provide, which customers they serve, which customers don’t have a stable relationship with their IT service provider, etc. (Jain and Haley, 2019). These kinds of information will reveal various gaps in the market that Smartdesc can fill with its services. Because the company prioritises customers and their needs above all else, Smartdesc may need to train its employees to learn new skills and perform new roles. Because there is a possibility and training and development would be required, Smartdesc should not rush into anything right away (Lawson, 2018). Business growth and expansion requires considerable funding, and if the company is not prepared to face the difficulties that come with it, it will forever remain an SME without ever achieving phenomenal growth (Quester, Pettigrew and Hawkins, 2014). Other than that, it is also possible for the company to investigate expanding to other markets in foreign countries. Because it offers IT services, it can achieve an international operational status without physically moving to new locations. Therefore, the possible markets for the company are practically inexhaustible (Jain and Haley, 2019). Smartdesc has been operating in its comfort zone. It began its operations with small businesses and not-for-profit organisations, and the company has remained with those two groups of clients even after 10 years. It is not that expanding the range of customers is always necessary for business growth, but Smartdesc is not the only offering of such services in the market (Beaumont, 2011). If the company wants to differentiate itself, it needs to have a strong brand identity that anyone can easily recognise. The value of brand recognition should be the objective of the company moving forward under its new business strategy.


[bookmark: _Toc87492284]Conclusion
Strategic management is an important concern for business organisations. That is especially true in the tech industry and the market for IT services where the competition is heavy, and the customers have plenty of freedom in choosing where to get their services. Smartdesc has gained its current position because they found out the market for themselves amidst this competition. Smartdedsc can explore the suggested strategy to expand into other countries for not-for-profit organisations. Success is only a step away for Smartdesc because the company has a strong understanding of what it wants to achieve and who it wants to serve.
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