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Liberto (2020) states ‘Small and mid-size enterprises (SMEs) are businesses that maintain revenues, assets or a number of employees below a certain threshold. Though small in size, small and mid-size enterprises (SMEs) play an important role in the economy.’
According to Simply Business (2021), the definition of an SME ‘is generally a small or medium-sized enterprise with fewer than 250 employees’ and according to the European Commission (N.D), SME’s make up 99% of all businesses within the EU.
Examples of SME’s are, but not limited to, Self Employed, Contractors or Freelancers, Sole Traders, Independent retailers or hospitality (i.e. not part of a larger chain), Independent leisure (i.e. gyms or sports clubs), consultants, the list continues. The understood criteria for falling into the SME bracket is less than 250 employees and a turnover of no more than €50 million Euro (or £42.5 Million GBP).
According to BusinessStrategy.com (N.D), business strategy is defined ‘as the course of action or set of decisions which assist the entrepreneurs in achieving specific business objectives.’ Reddy (2018) writes ‘A strategy is a long-term plan that you create for your company to reach the desired, future state you envision. A strategy includes your company's goals and objectives, the type of products/services that you plan to build, the customers who you want to sell to and the markets that you serve to make profits.’
Therefore, a business strategy is the plan in which a business or organisation follows in order to grow and develop. A poor strategy will hinder any such growth so a solid strategy is required, especially within for-profit organisations where shareholders or investors will expect returns.
Having understood what an SME is and started looking at the importance of employing a robust business strategy this assignment is going to further discuss what strategy is and how it correlates to the overall business. The paper will then critically evaluate models and theories of strategic planning whilst considering micro and macro environments. The assignment will conclude with an evaluation of an organisation’s strategy.
The organisation which will be the topic of this assignment is a small facilities management company called Akita Group, which the student was previously employed as a Site Manager. The organisation provides security services to several retail parks and some local authority support contracts close to the Head Office in Bedford. In recent years, the organisation also branched into the physical security division such as alarms and CCTV systems. The company employs less than 100 staff therefore falls into the SME category. 
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Indeed (2021) states that ‘A business strategy is a powerful tool for helping you reach your business goals, defining the methods and tactics you need to take within your company. The business strategy also guides many of your organizational decisions. Creating a business strategy that's in line with the vision you have for your company takes time and development.’ Heubel (2021) adds ‘The success of any business is determined by the effectiveness of the strategy it follows’
The key point is that a business strategy must be meaningful and derived consciously with the purpose of evolving or developing the organisation in line with its own mission statement, goals, and vision. There is little reason to have a business strategy that does not compliment the business model, structure, and direction. Business strategies should be aligned with the organisations mission statement and core values. 
Miller (2021) explains that first an organisation needs to have vision or a purpose, then they compile a mission statement before moving onto implementing their strategy for achieving that vision and mission. Hofstrand (2016) makes a similar statement: ‘Mission is a general statement of how you will achieve your vision. Strategies are a series of ways of using the mission to achieve the vision.’
Ferenczy (N.D) states ‘Your mission statement answers the question, “Why do we exist?” It gives the organization purpose and meaning’ and Nelson (N.D) defines a mission statement as an ‘action-based statement that declares the purpose of an organization and how they serve their customers’.
OnStrategy (N.D) writes ‘Your core values are part of your strategic foundation. They are the beliefs that guide the conduct, activities, and goals of your organization. They establish why you do what you do and what you stand for. Values are deeply held convictions, priorities, and underlying assumptions that influence the attitudes and behaviours of your organisation.’
However, Sherman (2017) for Forbes claims that mission statements do not really matter. The author wites ‘every company has one, and they all say the right things about management’s deep concern for customers, employees, shareholders, communities and even planet Earth. But in the daily grind to meet aggressive business targets it’s easy to get bogged down in a never-ending series of management transactions far removed from the founding principles your company.’ Sherman continues to claim that a Mission Statement can be somewhat superficial in ‘an era where the pace of change in all aspects of business is accelerating so rapidly, to stubbornly adhere to a company’s founding core purpose, which may have been established decades ago.’
There are also opposing viewpoints regarding core values. Lencioni (2002) states ‘Most values statements are bland, toothless, or just plain dishonest. And far from being harmless, as some executives assume, they’re often highly destructive. Empty values statements create cynical and dispirited employees, alienate customers, and undermine managerial credibility.’ Steinhorst (2019) adds ‘Core values have weight, especially when they’re truthful and focused on what matters to the community within the organization. If they’re hollow, corrupted, misguided, or pretentious, they carry with them a falsehood that can trap and divide an organization’
The student agrees with Sherman, Lencioni and Steinhorst in that core values can be meaningless and can possibly even cause friction within an organisation. The student has experienced this first-hand as he once worked for an organisation that, to mark its 25th anniversary of trading, fashioned 5 core values. These values were Teamwork, Integrity, Development, Excellence and Respect. The values were simply decided upon one day by few members of the senior leadership team, there was no involvement from mid-level managers or floor-level staff – those employees who would likely be more invested in core values. It could be assumed that the core values were pulled out of thin air with no meaning. Furthermore, the values, although somewhat relatable, are just words unless they are part of the organisations culture, which in this instance, were not. Over the following years, the core values continued to not really mean anything, they were used primarily to parade to prospective clients but also regularly used negatively as a performance measurement tool or for disciplinary proceedings. The overall culture within the organisation at that time was negative and the core values were even referred to as a sarcastic pneumonic TIRED, because everyone was tired of hearing about the core values. Had the organisation involved representatives from other levels or departments within the organisation, there may have been more meaningful values created and more buy-in and acceptance from staff at all levels.
Regardless of the suitability of a mission statement or core values, the fact remains that any business strategy needs to be complimentary to the organisations vision and mission.
Lazzari (2019) explains that ‘Entering into a business or business deal blind is a gamble. Building specific business strategies is an absolute necessity to increase the odds of success. And the importance of business strategy quickly becomes apparent, and strategies come in various styles.’ Reiners (N.D) adds that ‘Many SMEs are developing strategies by focusing their expertise in niche markets, driving sales growth at home and abroad’
Pessimistically, RealBusiness (2016) discusses the negative impact risks from not having a robust strategy in place and explains ‘A growth strategy involves more than simply envisioning long-term success. If you don’t have a tangible plan, you may actually be increasing the chance of losing business to competitors.’ And Act (2020) explains that many start-ups or small-medium business fail because they haven’t taken the crucial step of implementing a tangible long-term strategy.
To summarise, the business strategy is a clear plan of how a business or organisation will operate and how it will compete and grow within its industry or market. To help determine or evaluate an organisations strategy, we can make use of recognised models.
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The 7s Model was developed by Peters and Waterman for McKinsey and the model is ‘a framework introduced to address the critical role of coordination, rather than structure, in organizational effectiveness.’ (McKinsey, 2008)
The 7s Model
[image: McKinsey 7S Model]According to Jurevicius (2021), ‘McKinsey 7S model is a tool that analyses firm’s organizational design by looking at 7 key internal elements: strategy, structure, systems, shared values, style, staff and skills, in order to identify if they are effectively aligned and allow organization to achieve its objectives’ and Kenton (2021) adds it ‘is a framework for organizational effectiveness that postulates that there are seven internal factors of an organization that need to be aligned and reinforced in order for it to be successful.
Goggin (N.D) explains ‘The first step in applying the 7S model is to examine the current interconnectedness of these elements within your own organization; are there areas of weakness or inconsistencies. Once you understand the relationships between these elements, you can work toward creating synergies that better support your strategy, whatever it may be.’ 
 (CorporateFinanceInstitute, N.D)
Lucidchart (N.D) explains that ‘The interdependency of this strategy development framework means that if one element changes, you will have to address the other six elements to analyse how the change affects them and to determine how each may need to change to keep organizational goals aligned.’ And toolshero (N.D) states ‘In order to be successful it is useful for every organization to have a good understanding of the internal organization and to find out how work can be done more effectively and efficiently. The 7S Framework or McKinsey 7S Framework provides this’
2.1.1 Structure
Story (2020) explains that structure is how an organisation is divided at an organisation level, what teams are formed, what tasks each team is responsible for how those teams collaborate. Structure will evolve with growth of an organisation. ABDO (2019) adds that ‘structure is the organisational chart of the business. It is also one of the most visible and easy to change elements of the framework’
2.1.2 Systems
According to Athurailya (2021), Systems ‘are the primary and secondary activities that are part of the company’s daily functioning.  Systems include core processes such as product development and support activities such as human resources or accounting.’ Consideration needs to be given as to what the processes in place and the systems used within an organisation and how are those systems and processes controlled and measured.
2.1.3 Style
‘Also referred to as culture, this represents the way things are done and, particularly, the way the leadership team conducts itself in the organisation. The leadership’s style will influence how the rest of the employees behave. Therefore, if the leadership visibly embraces, champions, and demonstrates cost transformation and management, then people around the organisation will typically follow.’ (CGMA, N.D)
2.1.4 Staff
‘Staff is another important element in the McKinsey 7S model example. [An organisation] must ensure that the staff is balanced and diverse, so you’ll have economies of scope. Other important considerations when thinking of staff are hiring practices, turnover, and staff policies that can help or hurt the business. Doing a stakeholder analysis at the start of a change project can help you understand where everyone stands.’ (Airodion, 2021) When evaluating the staff aspect, simple points such as how many staff are employed and if that number of staff is adequate or are there any gaps in requirements.
2.1.5 Skills
Tallyfy (N.D) states that the skill factor ‘is the ability and attributes of the employee. It determines the work quality and the speed for the completion of the task, hence playing a crucial role. With greater skills, comes a greater chance for an efficient workflow towards the company’s growth.’ Caredda (2020) adds that it ‘is not just about analysing the existing [skills] superficially, but also identifying the skills required for the future. It is essential to focus on the internal perception of existing skills by managers and employees. ‘
2.1.6 Strategy
Biznews (N.D) defines strategy as ‘the plan devised to maintain and build a competitive advantage in the competing combines competitive environment. Strategy details plan for the allocation of scare firm resources over time to achieve identified goals.’ 
2.1.7 Shared Values
‘Shared values are commonly held beliefs, mindsets, and assumptions that shape how an organization behaves – its corporate culture. Shared values are what engender trust. They are an interconnecting centre of the 7Ss model. Values are the identity by which a company is known throughout its business areas, what the organization stands for and what it believes in, it central beliefs and attitudes. These values must be explicitly stated as both corporate objectives and individual values.’ (100Ventures, N.D)

Juneja (N.D) lists several limitations of the 7S model. The author claims that the model ignores external elements and focusses only on internal interdependencies whilst also not considering performance or operational effectiveness and claims that the model is ‘Criticized for missing out the intricate or finer areas in which the actual gaps in conceptualization and execution of strategy may arise.’ And ManagementStudyGuide (N.D) states that the 7s is ‘The model is considered to be more of a static kind of model’
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‘First described by Michael Porter in his classic 1979 Harvard Business Review article, Porter’s insights started a revolution in the strategy field and continue to shape business practice and academic thinking today. A Five Forces analysis can help companies assess industry attractiveness, how trends will affect industry competition, which industries a company should compete in—and how companies can position themselves for success.’ (HBS, N.D). CGMA (2013) adds ‘This theory is based on the concept that there are five forces that determine the competitive intensity and attractiveness of a market. Porter’s five forces help to identify where power lies in a business situation. This is useful both in understanding the strength of an organisation’s current competitive position, and the strength of a position that an organisation may look to move into.’
‘Porter’s Five Forces analysis is a framework that helps analysing the level of competition within a certain industry. It is especially useful when starting a new business or when entering a new industry sector’ (Bruin, 2016)
Porter’s 5 forces model is simply a model that can be used to understand and make decisions on the profitability of new products or services within the organisations industry. The model considers the level of threat from competition and the threat from new organisations to the field, the bargaining power or influence from suppliers and customers and the level of competition or rivalry within the industry. Wright (2021) refers to it as the ‘balance of power’ in the market.
[image: Diagram

Description automatically generated]
(Heubel, 2021)
Competitive Rivalry
Zhukova (2021) claims ‘The first thing to look into is how intense the competition is within your niche.’ And Abdo (N.D) adds ‘When competitive rivalry is high, competitors can try to attract customers with aggressive price cuts and high-impact marketing campaigns. In markets with lots of rivals, your suppliers and buyers can go elsewhere if they feel that they’re not getting a good deal from you.’ ‘Rivalry competition is high when there are just a few businesses selling a product or service, when the industry is growing and when consumers can easily switch to a competitor's offering for little cost. When rivalry competition is high, advertising and price wars ensue, which can hurt a business's bottom line.’ (Martin, 2019)
Threat of New Entry
According to Scott (2020), ‘A company's power is also affected by the force of new entrants into its market. The less time and money it costs for a competitor to enter a company's market and be an effective competitor, the more an established company's position could be significantly weakened. An industry with strong barriers to entry is ideal for existing companies within that industry since the company would be able to charge higher prices and negotiate better terms.’ An example of the threat of a new entry was in the early 2000’s. The most-widely-used form of social media was MySpace which was relatively un-contested until the release of Facebook in 2004 which quickly dominate social media around the world, a few years later, myspace was rendered comparatively irrelevant.
Threat of Substitution
Threat of substitution refers to the likelihood that end-customers will swap your product or service with an alternative from a competitor that serves the same purpose. An example of this can be illustrated with the invention of the Ipod. The Ipod was released in 2001 and replaced CD’s. With the repaid expansion of technology globally the threat to an organisation that their product or service will be replaced with a new innovative solution is relatively high. ‘When close substitute products exist in a market, it increases the likelihood of customers switching to alternative products in response to price increases.’ (Micro, N.D)
Supplier Power
Boys (2021) explains ‘Suppliers can exert their power by raising prices, reducing quality, or restricting supply – thereby extracting profitability from the buyer. They can become even more powerful if this power extends down the supply chain. For instance, a manufacturer may have power over the retailer who in turn has power over consumers. What we see as a result is the costs being passed on through the chain.’ VisualParadigm (N.D) states ‘When the input elements provided by the supplier constitute a large proportion of the total cost of the product to the buyer, the potential bargaining power of the supplier is greatly increased. In general, suppliers who meet [certain] conditions will have stronger bargaining power.’
Buyer Power
Thesucessbug (2020) states ‘Buyer power refers to the ability of a buyer to drive down the prices of goods. How many buyers are there, and how big are their orders? How much would it cost them to switch to another supplier? What percent of their costs come from the product they purchase?’ Futurelearn (N.D) adds ‘The bargaining power of buyers refers to the customers of a business and the ability they have to negotiate or even dictate prices before making a purchase decision. Therefore, the greater the bargaining power of the buyer, the less profit the seller is likely to make.’

‘When you understand the forces affecting your industry, you'll be able to adjust your strategy, boost your profitability, and stay ahead of the competition. For example, you could take fair advantage of a strong position or improve a weak one and avoid taking wrong steps in the future.’ (Mindtools N.D)
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As explained in the introduction, the student is a site manager for a company called Akita Group. Their mission statement is “To be recognised as an independent provider of security and related services whilst being an employer of choice” (Akita, 2008).
Considering what has already been discussed regarding Mission Statements, the student feels that Akita’s mission statement is broad, impersonal and does not do justice by not explaining the company’s vision very clearly. The first part, being recognised as an independent provider of security and related services, is a very generalised phrase and is not clear on specifically who it is that the organisation wants to be recognised as an independent provider. Do they want to be recognised as independent by their competitors? – in which case would be obvious as they are not connected to their competitors, or do they want to be recognised as independent from the larger security service companies by potential clients? If the latter, then the simple fact that they are not branded as one of the larger and more well-known organisations such as G4S, Mitie, Securitas, Total Security Services, would suffice and avoid their mission statement affirming the obvious. The second part of their mission statement, regarding attracting staff by being an employer of choice, there is no mention as to what they are going to do to become an employer of choice. The result is that the mission statement does not clearly portray what their specific organisations vision is, it is too broad a statement. The mission statement doesn’t answer Ferenczy’s question – Why do we Exist? (See section 2.0)
Further, the Akita Group has not declared any Core Values nor are there any implied cultural values, so the student is unable to evaluate these values within their paper. Nevertheless, the lack of personability within the Mission Statement is still prominent and the student hypothesises that if Akita were to derive any Core Values, they too are likely to be broad, impersonal, and not be a clear representation of the organisations values and likely to not encourage or motivate employees to follow them.
Regarding Akita’s strategy for growth, the organisation does not have a rigid strategy for organic growth of existing business nor a strategy for developing new opportunities. Compared to a lot of the better-known security companies, Akita is very small. It is a family run organising, the Managing Directors wife is the company secretary, the MD’s daughter is the Legal and Financial Director, his son-in-law is the Operations Manager, and a close family friend is head of training. There is no formal Business Development manager nor any form of sales department. Akita’s general growth strategy relies on word-of-mouth style sales leads, advertisements on branded vehicles, site service provider signage, or recommendations from existing clients. As it is a small organisation and there are no shareholders or investors to satisfy, the leadership team are happy operating as they are at a base line with no real drive for growth. However, when the coronavirus pandemic hit in 2020, Akita were at risk of losing customers, albeit likely on a temporary basis, but with business closing or staff working from home during lockdowns, the service provisions dropped putting strain on the business. Change of direction was needed to ensure business continuity so the Akita management decided to branch into physical security services, such as alarm installation, CCTV installation and remote monitoring services. The strategy that akita adopted to support this grown was to acquire and absorb another company which was already providing such services.
The strategy of buying an already trading and established organisation to promote their own growth, according to Goedhart, Koller and Wessels (2017) is to ‘Get skills or technologies faster or at lower cost than they can be built’. In this instance it was an understandable move for Akita as they would then not have to burden the expenses of branching into a previously unknown territory for them. Frederiksen (2021) explains the benefit of acquiring another company for financial reasons ‘Let’s say you’re considering a new service for your business. Your firm is fully capable of developing and delivering that service on its own, but it will take more time, money, and resources than you’re willing to devote. It might be easier and more cost-effective to simply acquire the capability.’
A similar strategy was utilised by Apple when the company are rumoured to have wanted to compete with Google in the internet search division. In 2010 Apple purchased the functionality and rights for their, now very well recognised digital assistant, Siri, which was originally created by Adam Cheyer and had been in development since 1993 (Giffin 2021). According to Schonfeld (2010), Apple would be foolish to try to beat the already established Google head-on, so they acquired the technology behind Siri and subsequently incorporated the software into the iPhone 4S making their non-direct competitive move against Google. Akita’s strategy of buying an entity to move their business forward was the same as Apple. Apple purchased Siri and saved itself 17 years of development and the associated costs.
Considering the strategy of buying-out a company, Lander (N.D) writes ‘Corporate buyouts come in different forms. Sometimes, a company buys out another one to gain access to its technology or to its customer base. Buyouts can also be done because another party wants to own a company because she feels that company can be a profitable investment’. This statement refers directly to the strategy that Akita and Apple adapted. Both purchased the new company, Akita for its customer base and potential profitability and Apple to gain access the technology. 


[bookmark: _Toc87772214]4.0 Conclusion
‘The essence of strategy formulation is coping with competition. Yet it is easy to view competition too narrowly and too pessimistically. While one sometimes hears executives complaining to the contrary, intense competition in an industry is neither coincidence nor bad luck.’ (Porter, 1979)
Ultimately, an organisations strategy needs to encompass its own mission, vison, and goals. 
This paper has considered what business strategy is as well as its links to the company’s mission statement and, where applicable, its core values. The assignment has further evaluated McKinseys 7s Framework as well as porters 5 forces model before evaluating Akita Groups strategy for growth.
The student’s understanding of strategic management of business is that on the surface there appears to be several separate characteristics or attributing factors to consider but ultimately the successful strategic management of an organisation will have aspects of every element of leadership and management that has been researched, considered, written about and summarised many times throughout the entire BA leadership and management programme…. Workplace culture, leadership styles, workplace relationship development, coaching and mentoring, emotional intelligence, understanding the customer experience, knowledge management, career development, effective teamwork and communication, problem solving, project management, creativity, innovation, and leading change all forms part of strategic management.
‘The world of business is created by entrepreneurs who are creating their own destinies and paving their own paths.‘ (Friedman & Mehring, 2019)
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