




BA Business Management
Strategies for Resilience and Prosperity
BMSP6006
Jennifer Hughes-Cooke
2015101

SaltRock Report











Contents
Executive Summary	2
Introduction	3
Analysis and Findings	4
Conclusions	9
References	10



[bookmark: _Toc53750106]Executive Summary
The purpose of this report is to critically analyse the internal and external environments of the retail organisation SaltRock, to assess their approach to sustainability and resilience. To carry out the analysis I will use appropriate theories and models from acclaimed academics such as Porter and Mintzberg and include a stakeholder analysis. I will also include research of relevant information about the organisation, highlighting aspects of SaltRock’s strategies that display sustainability and resilience. 
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In this report I will be critically analysing the surf brand SaltRock, using a stakeholder analysis, a SWOT analysis, and a PEST analysis. I will use these models to determine the success of SaltRock’s strategy and strategic management and their approach to sustainability and resilience.
SaltRock are a popular British clothing company, established in Devon in the late 1980s, by brothers Angus and Ross Thomson. The surfing brothers started out by printing onto T-shirts using a homemade printing screen in the back of their van and have built the organisation from the roots up. SaltRock sell a range of products inspired by the surf way of life, with their designs focused largely on the sea and the environment. Alongside the familiar hoodies and Ts they have broadened their clothing ranges and added outdoor gear such as surf boards, skateboards, and rucksacks. SaltRock have built their brand ethos around sustainability and caring for the environment, working with charitable organisations, and governing bodies that tackle issues such as plastic waste and climate change. They have continued to build upon this over their 30+ years of trading whilst facing the challenges of an ever changing globalized retail industry. 
Strategy can be defined as the long term direction, or scope, of an organisation. The strategy will outline and define how the organisation intends to meet their objectives over a period of time. Johnson & Scholes (2006) define strategy as the organisational direction ‘with the aim of fulfilling stakeholder expectations’, where as Porter (1996) believes strategy is about being different, ‘deliberately choosing a different set of activities to deliver a unique mix of values’. An organisations strategy can be broken down into the Intended Strategy, the Emergent Strategy, and the Realised Strategy according to Mintzberg (1985). The Intended Strategy is what an organisation initially plans to use/do to achieve its end goal, whereas an Emergent Strategy is what they will implement to combat changes in their internal and external environments that influence them. The realised strategy is the amalgamation of an organisations Intended and Emergent Strategies, the strategy that will eventually lead them to achieve their end goal, Henry Mitzenberg emphasises the importance of the approach to the Emergent Strategy as it aids in resilience to change. Strategic Management is what an organisation will do to ensure that their business strategy is working. Strategic Management involves the understanding of an organisations strategic position, their position within a market relating to its stakeholders and the external and internal environments. It requires understanding of Strategic choices, decisions needing to be made during the evolution of a strategy, and strategy in action, the implementation of the strategy. It also involves the understanding of the flaws of Strategic Management, this could be that too much time is spent on the management, having a negative effect on overall productivity. Another risk would be that the Strategic Management may be good, but it may not match the organisations culture.
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A stakeholder analysis (fig.1) is a tool many professionals use to determine and assess the importance of an organisation’s stakeholders. It helps to identify their interest and influence levels and highlights stakeholders that may need more involvement or attention. However, a stakeholder analysis cannot identify whether a stakeholder’s interest or influences are positive or negative and is usually the subjective view of the person carrying out the analysis.Manage Closely
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SaltRock: Stakeholder Analysis
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Findings
In my stakeholder analysis of SaltRock I have identified competition as a low interest/low power stakeholder. This is because I feel that SaltRock limits the influence of competitors by keeping their prices reasonably low, in comparison to other brands, and are continuously running sales promotions. I have also placed Environmental Activists in low interest/low power, as SaltRock’s reputation as a champion of the environment is enough to appease any concerns about operations they might have. This reputation demonstrates SaltRock’s success in its approach to sustainability, as it is always a core focus for them, mentioned in their Corporate Social Responsibility statement (SaltRock.com, 2020). 
I have identified Government Organisations, such as Trading Standards, Manufacturers, Suppliers and Unions as low interest/high power stakeholders. This is because although they have major influence, they are fairly easy to maintain. Stakeholders such as these are unlikely to have a negative influence so long as their needs are being met, for example invoices paid on time and legislation adhered to. 
Employees at store and HQ level are identified as high interest/low power stakeholders. This is because although they will be concerned with the success of SaltRock, over all their power to influence the organisation is low in comparison to upper level management. I have also included the charities that SaltRock support in the high interest/low power category. Although they do not necessarily hold power within the organisation, the financial support and partnership received from SaltRock increases the charities interest in their success. 
In the most influential category, high interest/high power, I have included stakeholders such as CEOs, Owners and Upper Level Managers. I have included these as they will obviously have both great interest in the success of the organisation and power throughout all organisational aspects. I have also included both UK and International customers, this is because in 2018 SaltRock fell into administration and was acquired by Crew Clothing Co. Group (Cotton, B. 2018). This is a crucial time for SaltRock, they will need to find a way to continue to grow UK sales while efficiently responding to increased international demand, avoiding further administrative measures. Other stakeholders I have included are auditors Sedex and BSCI, now Amfori, and initiatives such as GOTS, The Global Organic Textile Standard and WRAP. I have included these external organisations, as SaltRock’s working with them again highlights their continued successful approach to sustainability and their commitments to upholding that reputation, regardless of other internal and external pressures (SaltRock.com, 2020).


SWOT Analysis
A SWOT Analysis is a tool for assessing the Strengths, Opportunities, Weaknesses and Threats of an organisation. It can be helpful in determining the organisations position and understanding what aspects of an organisations current strategy are working and what is not working, aiding in creating emergent strategies. 

SaltRock SWOT Analysis


Strengths 
Sustainability at its core. Working closely with charities such as Surfers Against Sewage, governing bodies, and accredited suppliers to ensure sustainability throughout the organisational structure. 
Established UK brand. They started production in Cornwall in the 1980s and are now recognised and in demand globally, recently beginning shipping overseas.
Transparent in business operations. Transparency through the manufacturing and supply chain down to the stores and HQ, gives confidence in the organisation and their practices to stakeholders.
Weaknesses
Initial growth and increased demand lead to SaltRock deviating from their intended in-house strategy, outsourcing manufacturing, and supply chains to more cost effective and efficient parts of the world.
Product range has remained largely unchanged in 30 years, additional gear ranges have been added but offering other products or services could increase average spend.
Falling into administrative measures in 2018, following the drop in value of the Pound, demonstrates the organisations struggles with adapting to pressures involving finance and the economy. 
Opportunities 
Increasing global focus on environmental issues creates marketing opportunities and a chance for SaltRock to capitalize by promoting their brand ethos.
The ‘Staycation’ craze sweeping the UK has caused a high demand for outdoor clothing and equipment (hoodies, wetsuits, rucksacks), giving the opportunity for increased sales both online and instore.
Economic insecurity has led to lower consumer spending power, if marketed well SaltRock can hold power over competitors as they already offer lower prices.
Threats
The effects of Brexit have already been felt by SaltRock as previously mentioned, they should be aware of any further strains on trade outside the UK in the future.
The COVID-19 pandemic has had an unprecedented effect on not only the UK economy, but globally also. Consumer spending power is down, and risks of continued economic downturn could prove difficult to manage.
SaltRock have many popular, world renowned competitors such as Animal and Quicksilver. Although marketing products at a higher price, they have the advantages of popularity behind them.
Findings
In completing my SWOT Analysis of SaltRock, I have found that in their strengths they have demonstrated a continued ability to adapt to social calls for organisations to be honest and open in their business operations, promoting confidence, they have always focused on sustainability and they pride themselves on being a British homegrown brand. I have found that although the deviation from the initial strategy may be considered a weakness, it will have also been a necessary strategic decision to increase productivity. SaltRock could benefit from offering services like surf or skate workshops alongside their tangible products, and explore a wider range of clothing designs, to create diversity in their product range. SaltRock can learn from past mistakes in how they dealt with 2018s drop in value, and attempt to plan for future negative economic threats that may come still from Brexit, or the effects of the COVID-19 pandemic. SaltRock should utilize opportunities such as the global focus on climate change and the ‘Staycation’ craze to market both their brand ethos and product ranges together, with a view to increase average spend. Continuing to offer lower prices than their competitors puts SaltRock at an advantageous position in their market when consumer spending power is low.


PEST Analysis
A PEST Analysis is a model used by professionals to assess changes in areas of an organisation’s external environment. These areas include Political, Economic, Social and Technological. Understanding changes in the external environment can aid in strategic planning when dealing with perceived opportunities and threats. A PEST Analysis and SWOT Analysis can work collaboratively in assessing a organisations environment. 

SaltRock PEST Analysis 
Political
SaltRock acknowledges SEDEX, BSCI, WRAP and GOTS and work with accredited suppliers (Saltrock.com,2020). They pride themselves on their approach to sustainability and the ethics rooted from supply chain to store. Brexit negotiations and the possibility of a ‘No Deal’ may have a ripple effect through SaltRock’s supply chain, sales, and international shipping prices.
Economical
Brand recognition has led to growth and international expansion and in 2015 SaltRock began to develop their eCommerce and international shipping plans (Baldwin, C. 2015). Awareness of their external economy will help anticipate changes in sales trends when influences such as, the COVID-19 pandemic, negatively affect the economy.
Social 
Increased social pressure to save the environment and reduce waste is not lost on SaltRock, their CSR addresses their longstanding commitments to sustainability and their responsibility to care for what they love. Continuing on this path will strengthen confidence in the organisation and their approach as calls for environmentally friendly businesses continue to put pressure on the industry.
Technological
SaltRock have used the digital world to their advantage when future planning, they offer the option to receive digital receipts via email instead of paper printouts. SaltRock have also use technological developments to drive their eCommerce sales both in the UK and internationally. They have used advancements in design tools and machinery to digitise their manufacturing process, creating a faster production line, no longer screen printing onto t-shirts in a van (SaltRock.com, 2020).
Findings
In conducting my PEST analysis of SaltRock I have found that they are aware of social and political calls for sustainability within businesses, especially in the retail sector, where fast fashion and changing trends breeds a wasteful industry, and they continue to work with multiple agencies to ensure they are doing everything possible to be environmentally friendly whilst keeping up cost effectiveness. I have also found that SaltRock have the ability to effectively use changes in technology to their advantage, creating more opportunities for in their future strategies. SaltRock have already demonstrated that they struggle to efficiently adapt to changes in their external economy and should be cautious to anticipate further economic downturns relating to Brexit or COVID-19 that may impact their sales strategies.
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After carrying out my Stakeholder Analysis, SWOT Analysis and PEST Analysis of SaltRock I have made the following conclusions about SaltRock’s approach to sustainability and resilience. In their Intended Strategy, SaltRock have demonstrated a consistently improving approach to sustainability and a resilience to the social-cultural demands of the 21st century to be environmentally friendly, by continuously promoting their brand ethos to love the planet and by being trailblazers when it comes to waste management and low carbon emissions. Their initial strategy to be known as an in-house manufacture was suitable at the time but the correct strategic decisions were made in outsourcing that allowed for growth. SaltRock should continue to build on that brand ethos to ensure continued resilience here and always include their beliefs in Emergent strategies while allowing for suitable changes that do not conflict to heavily with the organisational culture. SaltRock should continue to work closely with valued stakeholders, such as their auditors, suppliers, and upper-level managers, to ensure all their needs are being met while finding ways to keep the consumer spending with them. I have identified that SaltRock tends to fail when adapting to economic changes that have previously led to them falling into administration, for example the 2018 drop in the Pound. When making decisions in the planning of future emergent strategies they should consider ideas that may aid them to anticipate and react to changes more accurately, or position them to be better protected from changes, allowing them to effectively change strategies. Over the years, SaltRock has avoided deviating from their intended sales strategy and kept a familiar design range in their product lines. They had also, until recently, only traded in the UK. Their emergent strategy of developing their eCommerce abilities and choosing to trade overseas will again allow for further growth, leading to their realised strategy. The possibility of extending their product range further or offering other services could be considered to aid in average sale spend. Overall SaltRock have had a solid Intended Strategy and have largely been able to develop Emergent Strategies to effectively adapt to changes in both their internal and external environments, however I believe that SaltRock will do well to take more care in anticipating economic change and adapt more efficiently.
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SaltRock SWOT



Strengths
1. Sustainability at core
2.Established UK brand, recognised globally
3. Transparent in business opporations



Opportunities
1. Global focus on environmental issues
2.Current "Staycation" craze
3. Power over competitors with lower consumer spending power


Threats
1. Brexit
2. COVID-19
3. Popular world renowned competitors






Weaknesses
1. Diviation from initial in-house strategy by outsourcing manufacturing
2.Product range largly unchanged
3.Struggles to adapt to strains in the external economic environment
2
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