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Executive Summary:
This report analyses Greenleaf Cafe a small vegan and vegetarian café in the UK. The key products it offers include plant-based meals, fresh juices, organic coffee, and sustainable take-away options. It focuses on healthy food and environmental responsibility.
The report first introduces the business and then examines its strategic direction and its goals. Several strategy tools are used, including SWOT, PESTEL, Porter’s Five Forces, Value Chain, Porter’s Generic Strategies, Ansoff Matrix, Bowman’s Clock, Mendelow Matrix, and RACI Matrix. These help assess the cafe internal and external environment.
The report concludes that the café has strong values and very strong customer loyalty, faces strong competitors due to large coffee chains, and also sees rising food prices. The recommended strategy includes enhancing the digital marketing, addition of a loyalty app, introduction of new menus, and building of partnerships with gyms and universities for sustainable growth. This will help the café grow sustainably and maintain a strong customer base.
Introduction of the Organization:
Greenleaf Cafe is a small vegan and vegetarian cafe founded in 2021 in a medium-sized UK town near a university and business centre. The cafe employs eight staff and serves breakfast and lunch. Menu items include:
· Vegan protein bowls
· Vegan wraps and salads
· Fresh smoothies and fruit juices
· Organic coffee and teas
· Plant-based sandwiches and wraps
· Vegan cakes and snacks
· Environment-friendly packaging and cutlery
The cafe core values include sustainability and believe in supporting local food suppliers and reducing food waste. Low waste leftover food uses reuseable packaging and buys fresh ingredients from nearby farmers.




Greenleaf customers are mainly young professionals, students, gym members, and environmentally conscious people. Demand for vegan food continues to grow in the UK (The Vegan Society, 2023). This gives Greenleaf good opportunities but also brings strong competition.
Vision, Mission & Objectives:
Vision To become the most trusted and loved vegan cafe in town, known for sustainability, health, and quality food.
Mission To provide delicious and affordable plant-based meals using local ingredients, while promoting health, sustainability, and ethical eating.
Objectives 
• Increase customers within 12 months.
• Loyalty and mobile-ordering app launch.
• Reduce food waste.
• Build partnerships with two gyms and one student society.
• Increase and improve repeat customer rate. 
These objectives support long-term sustainable growth. They also help the cafe stay focused on areas like technology, partnerships, loyalty, and brand strength.
Current Strategic Direction Currently, the Greenleaf Cafe applies a focus differentiation strategy. This means it targets a specific market (vegan/healthy customers) and offers special value such as: 
·  High-quality fresh ingredients
· Ethical and environmentally friendly food practices
· Healthy and creative menu options
· Friendly and cozy café atmosphere 
The cafe is young and still at the beginning of building awareness. Currently, it relies heavily on walk-in customers, students, and social media content. Ads are mostly on Instagram, Facebook, TikTok, and word-of-mouth. 
Current strategic issues:
· Limited marketing budget
· Small seating space
· Organic food is more expensive.
· Competition from larger chains
· Only one physical location
· No advanced digital systems yet
Current strategic strengths
· Strong sustainability message
· Healthy and fresh menu
· Friendly customer service
· Local supplier relationships
· Popular with young customers
To grow, Greenleaf should adopt more formal strategy, including online presence, loyalty rewards, and community partnerships.

SWOT:
SWOT helps organisations understand their Strengths, Weaknesses, Opportunities, and Threats better (Gurel & Tat, 2017).
It shows a simple perspective of what the business is good at, what it struggles with, and what external chances or risks exist.
Strengths - what we do well Weaknesses: 
Things we need to be improve
Opportunities - External chances for growth
Threats – External factors that potentially damage the company

	Strengths
	· Unique vegan menu.
· Good brand image.
· Local ingredients.
· Eco friendly packing.
· Friendly service.




	Weaknesses
· Higher prices.
· Small sitting area.
· Limited marketing budget.
· Not well known outside of the area.
· limited technology systems

	Opportunities
· Growing vegan lifestyle. 
· Demand for healthy food.
· Online delivery and meal plan. 
· Partnership with gyms. 



	Threats
· Big competition. 
· Rising food and energy cost. 
· New vegan cafe entering market.
· Expensive menu. 





Greenleaf has strong ethical values and a loyal customer base. However, it must improve marketing and technology to grow and compete with larger companies.
Value Chain Analysis:
A value chain examines all the major steps a business takes to produce and deliver its products or services, showing added value for its customers at each step. The value chain helps identify where the business is strong and where improvements are needed (Porter, 1985).
This model suits Greenleaf Cafe, demonstrating how the cafe prepares food for its clients, serves customers, and runs the general operations. It will also help the cafe understand where it can make things better, like using technology or improving marketing.

	Suppliers
	Ingredients can be bought from local suppliers and organic farms. This means good quality food, but it is also cost more.

	Operations
	Food is prepared fresh every day in a small kitchen. Staff cook plant-based meals and make smoothies and coffee. 

	Delivery
	Customers mostly buy food in the cafe or taking away delivery. Services are limited.

	Marketing and sales. 
	The cafe mainly uses Instagram and TikTok post, but it does not use paid advertise yet. 

	Service
	Staff are friendly and cafe uses simple loyalty stamp card to reward repeat customers.



Porter’s Five Forces:
 Porter’s Five Forces explains competition pressure in a market (Porter, 2008).
Why it fits Greenleaf:
It shows that the branding and customer loyalty should be strong because big cafes sell vegan options too.
 

	Rivalry among Competitors

	High
	many cafes

	New entrants	

	Medium
	cafes easy to open

	Suppliers	

	Medium to High
	Organic food costs rising

	Customers

	High
	many choices

	Substitutes

	High
	supermarkets, readymade meal



PESTEL Analysis:
PESTEL examines Political, Economic, Social, Technological, Environmental, and Legal factors affecting a business (Ho, 2014).
Why it fits Greenleaf:
It shows external influences like food prices, customer trends, and sustainability rules.
Political:
Greenleaf Cafe must follow UK food hygiene rules, waste disposal laws, and environmental policies. These rules are quite strict for food businesses, yet they are supportive of the eco-friendly values of Greenleaf. Government support for sustainability further boosts growth in vegan businesses.
Economic:
The rise in food prices and increased energy costs will also impact the cafe. Many people, because of economic pressures, have less disposable income and therefore may eat out less frequently. On the other hand, there is still a demand for healthy food from students and young professionals.
Social:
More people in the UK are turning to vegan or healthier food due to health, environmental, and ethical reasons. It follows a modern social trend, which reinforces the plant-based menu that Greenleaf Cafe offers.
Technological:
Technology today plays a big role in food businesses. Social media helps attract customers, while mobile ordering apps can make service faster and more convenient. Some things I think will help Greenleaf Cafe improve further are adding online ordering and seeking out paid advertisements to increase visibility.
Environmental: 
Customers expect this from cafes, and Greenleaf already uses local suppliers, compostable packaging, and reduces waste. These match consumer expectations and will help to build a strong sustainable brand. 
Legal: 
The food business should be compliant with UK food safety laws, employment regulations, and labelling of food allergies. Legal compliance protects customers and avoids fines. These laws ensure that the cafe keeps good standards and safe food practices.



Ansoff Matrix:
Ansoff's Matrix is one of the strategic tools in growth planning, enabling a business to think of various means of extension through products and markets. (Ansoff, 1957). It looks at whether the company should sell more to its present customers, try to attract new customers, develop new products, or enter completely new markets. This model will be useful in the case of Greenleaf Cafe considering that the cafe is still at its growth stage and requires clear, safe options for increasing sales and reaching more people.
For market penetration, Greenleaf Cafe can focus on increasing sales to its current local customers by offering student discounts, loyalty rewards, and social media deals to encourage repeat visits. This option is low-risk and suitable for a small cafe.
For product development, the cafe can introduce new vegan items like breakfast bowls, protein shakes, and seasonal desserts. This gives more choice to customers and attracts people who want healthy yet exciting meals. Trying out new menu ideas can create more interest online.
Market development for Greenleaf Cafe can reach new groups of people by offering catering for offices, pop-up stalls at weekend markets, and working with gyms or yoga studios. This will help the cafe build a name outside the current location.
For diversification, extra activities may involve vegan cooking workshops or selling eco-friendly products. This is riskier but can build a stronger brand and additional income. Overall, the Ansoff Matrix shows the simple and realistic ways of increasing the cafe while keeping its vegan values.
Bowman’s Strategy Clock:
Bowman’s Strategy Clock is a model that shows different ways a business can compete based on price and value (Bowman & Faulkner, 1997). It helps company to decide if they want to have low prices, high quality, or something in between. The idea behind this approach is that there exist products in customers minds between what they get and what they pay. This model is helpful in the case of Greenleaf Cafe because it does not try to be cheap compared to fast-food chain stores, instead, it offers higher-quality vegan food, fresh ingredients so it sits in the differentiation position on the clock. It means that the cafe gives very good value for money. it offers something particular and healthier, even if it costs a bit more.
An example is Greenleaf Cafe, which creates fresh protein bowls and plant-based smoothies using local products. These are more expensive than a regular sandwich from a chain store, but customers happily pay more since the food is healthier, ethical, and more unique. In the future, Greenleaf could move to focus differentiation by offering even more special features, such as pre-order meal plans, loyalty app points, and exclusive seasonal menus. It would make the cafe even more valuable. On the other hand, the cafe should avoid trying to lower prices too much since this might involve losing quality. this also would be more effective for large chains rather than small businesses.
Stakeholders:
[bookmark: _Int_ggayS1cD]A stakeholder is anyone who have an interest in the operation of the business or its outcomes. The stakeholders of Greenleaf Cafe would be its owner, employees, customers, suppliers, local council, and community. Each cares about the cafe in their own way. For example, customers would want delicious food for fair prices, and staff want good pay and a safe work environment. This is important because a cafe needs to take note of what those stakeholders expect of them and will try to meet their needs which would guarantee smooth running and keep everyone happy. When a cafe pays attention to its stakeholders, it can make better decisions and avoid problems.
Mendelow Matrix:
The Mendelow Matrix is a stakeholder mapping tool that ranks people and groups according to their power and interest in the business (Mendelow, 1981). This tool helps to manage and identifying who should be closely involved with decisions. For Greenleaf Cafe will focus more on the owner and customers since they have high interests and power and therefore, must be kept happy. On the other hand, staff members have strong interest but less power so they need support and should be kept informed. The local council has high power because of food regulations, but lower interest, so they should be kept satisfied. 
The community has limited power and interest therefore they require only basic communication. Such a model fits Greenleaf Cafe since it helps the cafe to concentrate time and communication on the most important stakeholders who influence the business the most.
Mendelow's Matrix is a way of understanding your stakeholders in terms of who has power and who has interest in your business.
Basically, it helps you see:
· Who has high power over your cafe
· Who cares the most about what happens
· Who you must keep close
· Who you only need to update sometimes
For Greenleaf Cafe:
· The owner and customers have high interest, so we must look after them and listen to them.
· Local council has high power due to food rules, yet not huge interest, so keep them satisfied.
·  Staff are interested and have some power, so train and support them.
·  The community have low power, are still relevant, so tell them basic news.
It's basically a tool to help us know who to talk with and how much attention each group needs.
	Stakeholder Group
	Power
	Interest 
	Strategy 

	Owner
	High
	High
	Manage closely

	Customers
	Medium
	High

	Keep Informed and satisfied

	Staff
	Medium 
	High
	Support an involved

	Suppliers

	Medium
	Medium
	Maintain relationship

	Local council
	High
	Low
	Keep satisfied

	Community
	Low
	Low
	Informed occasionally


RACI Model:
RACI stand for Responsible, Accountable, Consulted, and Informed. It describes who shall be involved in the task and also their role in the completion of the task. (Armstrong & Kotler, 2022).
· Responsible person is the one who does the task. 
· Accountable person has final control and always signs the task off. 
· Consulted person gives advice or ideas.
· Informed person gets updated about the progress. 
This model enables a business to stay organised and not be confused when more than one person is involved in the project. At Greenleaf Cafe, the concept of the RACI model is useful during the introduction of new activities, such as the loyalty and online-ordering app, since it ensures that everyone understands their duties for the smooth running of the job.
[bookmark: _Int_b3GRjnli]For example, when Greenleaf Cafe makes a loyalty app, the manager may be in charge of investigating the app company, while the owner would take responsibility for making the final decision. The business may also seek the services of a local IT advisor for technical advice. Meanwhile, it is important that the staff are informed about how the app works so that they can explain things to customers. It helps a team stay clear and organised.

	Task
	Responsible
	Accountable
	Consulted
	Informed

	Choose loyalty app company

	Manager
	Owner
	IT advisor
	Staff 

	Create reward scheme

	Owner
	Owner
	Customers for feedback
	Team

	Promote the app on social media
	Social media
	Manager
	Graphic Designer
	Customers




Recommendations:
1. Enhance Digital Marketing
Greenleaf Cafe needs to improve its online marketing to reach more young people. Posting videos and photos more often on Instagram and TikTok, along with running small paid adverts and working with local influencers, would help bring in new customers. Encourage customers to share photos of their food and tag the café for free promotion that will increase visibility online.
2. Launch the Loyalty & Ordering App
This will help the cafe build up a base of repeat customers through the loyalty and ordering app. It can give points for every purchase, offer a student discount, and even preorder to save customers time during busy hours. Push notifications will remind customers about new menu items or special offers. This system makes buying easier and encouraging customers to come back.
3. Menu Development
[bookmark: _Int_ahNhWgsP]Greenleaf Cafe can renew its menu to attract more people and increase sales. New dishes such as plant-based breakfast protein bowls, vegan pastries, and seasonal smoothies will definitely appeal to students and gym users who are mainly conscious of healthy and energizing food. Moreover, the menu can be changed seasonally to keep it exciting and encourage customers to come and try new dishes.
4. Establish Local Partnerships
These would include partnerships with local gyms, yoga studios, and university societies to reach out to health-oriented and university-based communities. For example, one could give special discounts, organize stalls during university events and local weekend markets, or even share promotions with them. This will raise awareness and bring new customers through collaboration rather than using expensive methods of advertisement.
5. Reduce Costs and Waste
To control the rise in costs, Greenleaf Cafe should buy ingredients in bulk where possible; closely monitor stock with a simple digital system and continue with the reduction of food waste. Planning stock more accurately and composting leftovers can save money and support the cafe's sustainability values. Effective cost control is key to keeping the cafe profitable without lowering quality standards.
Implementation plan:
	                            Time
	                            Action

	Month 1-2

	Start paid social ads and student discount and offers

	Month 3

	Introduce new breakfast menu

	Month 4

	Joint delivery platform

	Month 5

	Partner with gym and Student Society

	Month 6

	Launch loyalty app

	Month 6-12

	Renew performance an adjustment



Challenges and Impact:
	                  Challenges
	                         Impact

	Small budget

	Slower marketing

	Competition 

	Hard to stand out

	Food inflation

	Higher cost

	Staff skills

	Needs training



Conclusion:
[bookmark: _Int_0zeu4RZg]Greenleaf Cafe has a strong position in the growing vegan and healthy food market. it also has a clear vision focused on sustainability, freshness, and the promotion of a healthy lifestyle. Some positive points the cafe currently faces are the high quality of food, loyal customer base, and welcoming atmosphere. However, at the same time, the cafe does face certain obstacles regarding limited marketing resources, increasing ingredient costs, and increased pressure from large chain cafes now offering vegan options. This will definitely allow Greenleaf Cafe to make intelligent decisions towards the future and grow further.
SWOT, PESTEL, Porter’s Five Forces, Value Chain, and Ansoff Matrix are some of the analysis tools that have been used in this report and help indicate where the cafe stands and where it can be improved. Two great areas for potential include digital marketing and technology. With the right action, such as a loyalty and ordering app, targeted social media adverts, and strong local partnerships, the cafe will be able to attract more customers and create a stronger community presence. Other ways to attract repeat customers and appeal to those who visit the gym include healthy breakfast items and seasonal menu development.
Greenleaf Cafe has strong potential to grow if it continues to focus on its values and customer needs. Already, it is outstanding because of the healthy, plant-based food it prepares and presents in an ethical manner. By improving a few but important things-the website, the menu, and collaboration with the community-small and smart steps can be taken to increase the visibility of the cafe. With these small changes and a strong mission, Greenleaf Cafe can continue to thrive and become a favourite place for healthy, sustainable food in the community.
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