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Executive Summary
Ensafe Consultants is a U.K wide consultancy that specialise in health and safety consultancy services to a wide range of clients. In 2020, due to the global pandemic of Covid-19, much of the business activity that Ensafe carried out was put on hold, and nearly all staff were furloughed and not able to deliver work to our clients. This put the future of Ensafe at serious risk and a strategy team was put together to come up with a new strategic direction, to ensure future resilience and maintain competitive advantage. This report integrates strategic management theory alongside strategic management tools, to evidence the route taken to our solution. In this report, an analysis was completed on Ensafe to understand the industry environment that the business operates in. Ensafe operates in a dynamic environment, where many external factors can contribute to the success or failure of the business. Already, we know that Covid-19 was the external factor that contributed to the downturn in the business’ success, so with the use of strategic management tools such as Porters Five Forces, Red Ocean Strategy, Porters Value Chain, SWOT Analysis and Bowman’s Strategy Clock, a new strategic direction has been created. It was concluded that creating a value chain with existing services and the addition of innovation would be the most beneficial option for Ensafe. From the SWOT analysis it was deduced that the knowledge held by our staff is the key strength that we have as a business, but we needed innovation to provide a resilient and flexible service to our clients. Our weakness is that if another lockdown occurred, we do not have flexible services that can still be delivered to clients, essentially meaning that the business needs to stop trading. Flexible solutions would include online training, online consultancy support to clients and digital report writing. The reason for having online and digital solutions is that in the event of another lockdown, Ensafe has a revenue stream that can still be delivered if staff and customers have to keep away from each other by distancing. Online or distance learning is something that people would seek to do if they are looking to continue with their professional development during a lockdown and it is often a more cost-effective way of learning for the end user. Creating an online consultancy service would allow Ensafe to support clients without having to go their sites and speak with them face to face. Customers will still have legal requirements to manage the risk around health and safety, fire, and asbestos at their sites, so with an online service Ensafe can still support clients as well as maintain revenue as a business. Other benefits of online and digital delivery are cost saving around travelling to client sites, as well as flexibility on delivery time as we no longer need to factor in travel time.

Introduction
Ensafe Consultants (Hereby known as Ensafe) is a U.K wide consultancy that specialise in health and safety consultancy services to a wide range of clients. Ensafe services cover asbestos, air, fire, noise, and general health and safety support. Ensafe operates a face-to-face client service, where many of our consultants operate out on site with clients. The current pandemic has forced the business to rethink its previous strategy and produce a new strategic direction to help support our customers. During the initial lockdown, Ensafe was not able to operate, and many staff were furloughed during this period, meaning that there was a knock-on effect to Ensafe clients. The strategy team will have to use strategic intelligence to ensure that the right goals and targets are set. Strategic intelligence is a set of actions and activities used to find, analyse and evaluate all business information in order to achieve a certain set goal and it focuses mainly on issues pertaining strategic planning for a business (Sternberg, 2004). The new strategy will be a similar process to how an entrepreneur might start a business. New ideas will be needed to move in a different direction. The effects of the strategic management practices on entrepreneurship stem from the original core values and mission of the organisation. As the society changes and the dynamic nature of business world keep changing, the strategic reformulation is always undertaken regularly in response to any changes in the industry (Hitt & Duane, 2017). Our strategy must be aligned with the core values of Ensafe.
This new strategic direction will aim to provide the business with resilience against future complications such as this pandemic and allow the business to achieve a competitive advantage. This report will examine the position that the business is currently in by undertaking internal and external analysis of contributing factors, as well as understanding the strategic options that are available.

Strategic analysis and critical evaluation of the strategic options
To plan out a strategic direction it is important to understand what exactly a strategy is. (Lynch, 2008) defines strategy as “the identification of the organisations purpose and the plans and actions set to achieve this purpose”. A business should have a strategy at the best of times, but when faced with something as challenging as a pandemic it is vital that a plan is in place. According to Kaplan and Norton (2005), 85% of executive leadership teams spend less than one hour per month discussing their unit’s strategy, with 50% spending no time at all”. There is, however, much thought that is required for strategic planning. Mintzberg (1987) said, “Human nature insists on a definition for every concept. The field of strategic management cannot afford to rely on a single definition of strategy; indeed, the word has long been used implicitly in different ways even if it has traditionally been defined formally in only one”. Getting a strategy right for business is not easy. Mintzberg developed his 5 Ps strategy to help think about strategy in more depth. Each of the 5Ps represents are different approach to strategy, Plan, Ploy, Pattern, Position, Perspective. By understanding the value of each P, one can develop a robust business strategy that can utilise a business’s core strengths and capabilities.
When thinking about how a strategy can be developed, an implemented operationally within an organisation, there are three levels that must be considered: corporate strategy, business strategy and functional strategy. For Ensafe, our corporate strategy must review the industry that we operate in, as well as review the current suite of services that we offer. The corporate strategy essentially will set the direction that the business needs to follow. The business strategy is linked to the corporate strategy, but will have more of a specific focus on the markets that we operate in. The business strategy is about finding a competitive advantage by improving our value proposition to our customers. This will involve product development or delivering operational improvements. Functional strategy is looking at the detail of the strategy and setting out how the new model of working will be implemented. It is anticipated that this level of strategy will bring the most conflict internally as this is the critical implementation phase where different departments will have different priorities. It is important that we recognize that strategic management is a tool to help us maximise our chances of winning in particular situations. Each strategy will be different and unique, and there is not a single formula that fits everyone. Organisations need a strategy to help improve profits and guide business direction. Leaders within businesses have a key role to ensure that the strategy is focusing on the right part of the business, at the right time for the right markets. 

Analysis of Ensafe and the Industry Environment
Ensafe operates in a dynamic business environment. Factors that can cause a dynamic environment can include changing market conditions such as environmental competitiveness, environmental shifts, disruptive technologies, major regulatory changes (Wadin et al 2019). Whittington (2020) says that environments can be described as a series of layers, with the outermost layer being the macro-environment. The macro-environment consists of broad environmental factors that impact to a greater or lesser extent many organisations, industries and sectors. A tool that can help to analyse the environment that Ensafe operates in is a PESTLE analysis.  A PESTLE analysis is a framework to analyse the key factors (Political, Economic, Sociological, Technological, Legal and Environmental) influencing an organisation from the outside. It offers people professional insight into the external factors impacting their organisation. The current pandemic has caused businesses such as Ensafe to rethink how they operate, and to have a strategic plan in place as to how they can survive events such as this, whilst still maintaining a service to their customers. Recent political influence was the reason many businesses stayed trading following the implementation of the furlough scheme. Ensafe was able to furlough many staff but also pay the full wages of everyone. This was a business decision to do this, and it certainly slowed the growth of the business, but it ensured that all Ensafe staff were looked after. Many businesses benefitted from tax breaks during this period which also helped with business survival. Economic factors can directly impact a company’s long-term prospects in a competitive market. For Ensafe, unemployment rates across the country would be something that could affect the long-term stability of the business. We operate in a business that generally serves other businesses, so if people are losing job and businesses are closing then it would potentially affect our own business. Ensafe are in a position which requires a new look at the services we offer so that we can mitigate risk and absorb risk in other parts of the business. Social factors such as consumer buying patterns would have a direct impact on our business as we rely on sales to businesses and individuals to grow our own business. Technological factors do not directly affect the Ensafe business, however, technology will be part of the solution to growing the business and securing healthy growth. Legal factors may affect both the internal and external environment of a company. The legal and regulatory environment can affect the policies and procedures of an industry, and can control employment, safety, and regulations. Environmental factors can provide both opportunities and threats. 
Strategies
It was clear from the first lockdown that Ensafe did not have a strategy in place in the event of not being able to deliver services face to face. This severely hampered growth and put the business at a major risk. When looking at strategies to improve services, and more importantly, build in future resilience, we have to think of what will happen if we are unable to attend client sites.
For our project team to create a successful strategy we must consider what our strategic potential is. How do we unlock the strategic potential from within?	We must evaluate the performance and future potential of the company and its capacity to grow. Coulter (2013 p159) suggests that ‘the corporate strategy establishes the overall direction that the organisation hopes to go and the other organisational strategies – functional and competitive – provide the means for making sure the organisation gets there’. For Ensafe, I believe that utilising technology should be the key to reshaping our strategic direction. According to Johnson et al (2011 p231), ‘as organisations add new units, their strategies are no longer concerned just with the business-level, but with the corporate-level choices involved in having many different businesses or markets’. Ensafe do not currently utilise a great amount of technology. The current pandemic has shown us that preparation and flexibility are the key for maintaining a flow of business revenue through difficult periods. Not only do companies have to think about what they can do through tough times to survive, but they must also think about what their competitors are doing, and how the business model and strategy stands up against those who are competing for market share. 
Porter's Five Forces is a model that identifies and analyses five competitive forces that shape every industry and helps determine an industry's weaknesses and strengths. Porter’s Five Forces is often used to establish a company’s approach to determine corporate strategy. I do not believe that Ensafe has previously considered this strategy, but it would be useful. The five forces include looking at the competition in the industry, the potential of new entrants into the industry, the power of suppliers, the power of customers and the threat of substitute products. The first of the Five Forces looks at the competition. Ensafe has several competitors across a variety of sectors. The risk for Ensafe is spread out across the different services, so if one service does not perform it can be held up by another. The competitive rivalry is spread out across the services, so this is a positive feature about Ensafe. When we consider the potential of new entrants into the markets that Ensafe operates in, again, there is a relatively low threat due to the risk being spread over multiple service lines. Ensafe does not rely on supplies much as most services that are currently offered are based on knowledge and a service of checking and testing. The power of customers would certainly influence the business. Pricing for services various across the business, with some divisions able to charge higher rates than others, depending on the service. In terms of the threat of substitute products, there are no threats in this area as the services are generally governed by legislation. This strategy is useful for our current strategy but possibly not such an effective tool for long term strategy, especially for those organisations looking to stay operating with the same products and services.
Ensafe operates in an existing market space so reshaping the organisation direction to discover a new way forward of delivering innovative customer care will require careful consideration. In the field of business strategy, over-crowded markets have been popularly termed ‘red oceans’, places where operational waters are saturated with the blood of competitive war (Kim & Mauborgone, 2005). Ensafe has worked in its current marketplace for many years, the competition is already established, there is existing demand and there has been years of work to get right the value cost trade off. This strategy can be a tough environment to work in, but there are benefits in working in an already existing market. The challenge we face is how to progress this current strategy to allow future resilience, whilst also maintaining competitive advantage. In red oceans, according to Kim and Mauborgone (2005) “industry boundaries are defined and accepted, and the competitive rules of the game are known.”. This strategy would naturally feel like a safe option, rather than completely moving away from something that already works for the business. Blue oceans denote all the industries not in existence today. This is the unknown market space. Blue oceans are defined by untapped market space, demand creation, and the opportunity for highly profitable growth (W. Chan Kim, 2005). Ensafe would benefit from remaining within the realm of the red ocean strategy, whilst dipping a toe into the blue ocean. What is meant by this, is that the current business strategy works well, operating in an existing marketplace with existing client base and having existing services, however, it would be beneficial to search for opportunities where we can create an uncontested marketplace, making the competition irrelevant and capture new demand.
There are two fundamental means of achieving competitive advantage. An organisation can have structurally lower costs than its competitors, or it can have products or services that are differentiated from competitors’ products or services in ways that are so valued by customers that it can charge higher prices that cover the additional costs of the differentiation (Whittington, 2020).
For Ensafe to truly create a strategy that benefits the whole business, every division must be considered, and systems must be aligned to provide the client value. Porter's Value Chain focuses on systems, and how inputs are changed into the outputs purchased by consumers. 
Ruan (2020) states, “In competitive advantage, Porter first proposed the concept of value chain based on strategic management. In the value chain analysis model, the value chain of each enterprise is composed of a series of activities that can create value, are interrelated and independent of each other. Therefore, the value chain is the combination of a series of value-added activities from suppliers to customers. The "value chain model" combines the basic and auxiliary activities of internal and external value activities of an enterprise, which together constitute the value-added chain of an enterprise”. Ensafe has several departments that each offer their own services. The value chain here would be a combination of these services to provide added value to the customer.
Having an awareness about the market Ensafe operates in and what position we could take as a business can be vital to our success, or vital to our survival in difficult financial times. Bowman's Strategy Clock is a comprehensive way to map out positions within a marketplace based on price and perceived value (Bowman, C., & Faulkner, D.,1997). Competitive and corporate strategy. L Using both dimensions, price and perceived value, and the various combinations that can be made, there are a total of eight possible strategies that can be made, and these are divided over four quadrants of the clock. The eight positions of the clock are as follows. Firstly, low price and low added value. This position is straight forward in that the low-price position is the only means of being competitive. The product or service is not particularly good, and the customer recognises this as being of little value. The second position is low price. Typically, companies that follow this strategy produce large amounts of product meaning that they can afford to lower the prices. As a service business, this would not work well for Ensafe as we must ensure that we bring in good revenue for our services. Third on the clock is hybrid. This is where the price is competitive, but added value is promoted to the client so that they see the benefit of the service. Position four on the clock is differentiation. This is where we as a business would focus on the difference of our service compared to competitors and add a high perceived value to our service. This is where I believe Ensafe should place ourselves. Position five on the clock is focused differentiation. This is about providing high value at a high price. Number six on the clock is risky high margins. I don’t feel that this position would be a good strategy for Ensafe to take as this focusses on a high price point without any perceived value. This strategy would fit companies with a good brand rather than a smaller company looking to grow. Position seven on the clock is monopoly pricing. This is where a company would position itself as a market leader or the only company offering a specific type of service, meaning that they could determine the price of the service. The last position on the clock is loss of market share. This position would not be good for Ensafe as it means that the business would not be able to offer the products or services that our clients wanted. Taking this clock model into consideration, Ensafe would sit around position four. We offer differentiation to our customer and try to apply a bespoke solution where appropriate. Our prices have traditionally been at the lower end but there will be a move towards increasing the price to align with our service offering. We do not try to be the no frills offer, but sometimes I believe it can be perceived that way. With the company looking for a large amount of growth, and also some security with a pandemic currently occurring, this will hopefully change over time. It is not quite as simple as using this clock model to define a company’s position as there are many factors that can change this positioning. Positioning can change depending on the client you are working with. For example, you might want to position yourself as a low-cost, no-frills business, to win a particular contract, when you are just changing your business slightly to win a client.
As Ensafe is looking to plan a strategy for growth, another useful tool to consider is The Ansoff Matrix. This tool shows four strategies that businesses can use to help them grow, and I believe that this would work well with where I position Ensafe on Bowman’s Strategy Clock. The four strategies of Ansoff’s Matrix are Market Penetration, Product Development, Market Development and Diversification. Although Diversification is probably the riskiest strategy it would align itself well with our self-positioning on Bowman’s Strategy Clock. If Ensafe was to diversify into the use of technology in delivering services, then there would be an opportunity to open a new product service which offers more flexibility on delivery and a potential reduction on price to the saving time on delivery.
It is important that we have as a business, an appreciation of how our business is different from our competitors. In example, how do we achieve our competitive performance. It aspires to explain the internal sources of a firm's sustained competitive advantage (SCA). Its central proposition is that if a firm is to achieve a state of SCA it must acquire and control valuable, rare, inimitable, and non-substitutable (VRIN) resources and capabilities, plus have the organization in place that can absorb and apply them (Barney, 1991a, 1994, 2002).
The core idea of the theory is that instead of looking at the competitive business environment to get a niche in the market or an edge over competition and threats, the organisation should instead look within at the resources and potential it already has available. When considering Ensafe, it is important for us to have a resource in place that can be used. Our strength is our knowledge in the sectors that we operate in. We have trained technicians and consultants that regularly service a host of clients, using aged-developed knowledge as our key strength. Our weakness would be our understanding and utilisation of technology. Technology allows for flexibility in service delivery which we are lacking at present. 
Understanding the business environment is central to a strategic planning process. Among the most important tools to facilitate such understanding is the SWOT analysis ([Hill and Westbrook, 1997], [Ying, 2010]). The SWOT analysis covers strengths, weaknesses, opportunities, and threats. Having carried out a SWOT analysis of Ensafe, it is apparent that the strengths lie within the knowledge held by consultants, the geographical reach the offices have, and the variety of services that are offered, allowing some risk mitigation. Weaknesses would certainly be absence of any technology solutions to support delivery of service to clients. Opportunities are that the services provided by Ensafe could utilise technology more to allow for flexible delivery to clients, and threats are that if there was another country wide lockdown, the business would struggle to deliver services to clients remotely.
The solution that must be found, is how Ensafe can continue to deliver services to clients remotely by utilising technology. Ensafe clients must remain Engaged and continue to have services delivered, as many of the services are a legal requirement for them as businesses. A consideration that must be made is how strategic change would affect the internal dynamics of a working business. 

Conclusions
Having carried out a review of Ensafe, we understand that the business operates in a dynamic environment, where external factors can influence business decisions. It would be difficult for Ensafe to change the market that it operates in, or create a new market niche with new services, so the strategic plan must improve current services that are already given to clients, whilst providing future resilience for the business. This means remaining in the Red Ocean, as discussed previously, and looking at innovation in the Blue Ocean. Most Ensafe services are based around testing and inspection, meaning site work is often required. Schumpeter, the father of the study of innovation, suggested that innovation should be defined as ‘new combinations’ (Schumpeter, 1911, 1942). His idea was that most innovations are not novel in themselves; they are novel combinations of elements that already exist. The main challenge for the innovator in this context is not to think of something new, but to find a new combination of existing things. This is not to suggest that novelty does not enter the system through the development of new technologies, processes, or ways of organizing, but that such novelty is primarily a process of recombining existing elements in new ways (Dodgson, Mark; Gann, David M; Phillips, Nelson, 2014). This statement fits exactly with the position Ensafe must take. Elements of the strategic management solution already exist, but the business needs to find a new combination that works to deliver something flexible and innovative for the clients. The SWOT analysis indicates that the strengths of our business lie within the knowledge of our staff and consultants, so the solution needs to find a way of getting that knowledge to our clients, even in the event of another full lockdown. We need to create a value chain with a combination of a series of value-added activities from our various departments to our customers

Recommendations
Our key strength as a business is knowledge. Innovation is needed so that our services can still get delivered to clients, even in the event of another lockdown. There are several recommendations that need to be implemented, all of which involve being able to deliver work to clients remotely.
Training
All training that is provided to clients must now have a flexible and digital option. One of the areas that was affected by the lockdown was that delegates were unable to sit in on public training courses, which was a reasonable source of income for the business. Ensafe must now develop e-learning and flexible learning solution for our learners such as a digital classroom. This means that even in a lockdown, Ensafe will still be able to deliver this key product to clients. Not only does this solution give Ensafe some security and takes away the risk, but this solution also benefits the client as it gives more options for how, where and when they can learn. It is understood that this new online learning solution will replace classroom learning for many training providers, and they will never go back to traditional face to face delivery. If customers want face to face training, this can still be delivered via video link and through software technology such as Zoom or Microsoft Teams.

Consultancy Advice Online
During the lockdown, many clients were not able to get the advice and support that they needed for their businesses as our consultants were not able to attend sites. The utilisation of online meeting software such as Microsoft Teams and Zoom means that clients can still have face to face contact and support from our consultants, and we can even have video guided walk arounds on site to support with site specific issues, something that we could not previously do unless we attended the site in person. This has many costs benefits as there will be a large amount of money saved on travelling to sites. Remote consultancy also gives the consultant and the client flexibility around time due to travel time to site no longer being a factor.
App Software for Report Writing
Once an Ensafe Consultant finishes a site visit there is usually a report that follows. Historically, the notes from the site visit would have been provided to the report writing team that is based in the office, and they would then create the report that gets sent to the client. By using specialist app software, the reports could be auto created whilst the consultant is populating questions whilst on site (or doing a remote visit) and then the report would go directly to the client, straight from the app. This would increase the efficiency of the report writing process, and potentially mean that the requirement for having a report writing team would need to be assessed. This could be one of the knock-on effects of streamlining and innovating certain services within a business, that people could lose their jobs due to better efficiency of work processes.
Having online and digital solutions as services that Ensafe can offer clients will provide the resilience that is needed from a business point of view, but also the flexibility that customers are now looking for when working with companies that deliver services. Ensafe will be a lot stronger in the future.
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