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Executive Summary

The purpose of this report is to establish the different facets of the SOSTAC Model, of which was developed by PR Smith, a marketer, in the 1990s. SOSTAC was developed as a general marketing strategy, of which can be applied in different situations. Within the model, there are different models of evaluation. For example, a SWOT analysis that evaluates the internals to the business, as well as a PEST analysis which evaluated the external environment. The different elements of the SOSTAC Model include: Situational Analysis, Objectives, Strategy, Tactics, Action and Control. All of these accumulate into a marketing plan that aid the business in achieving growth through their objectives. 
Throughout the research conducted in this report, it is found that since the Haystack is a relatively new business, they are yet to have introduced different strategies or even objectives to target. However, this results in the business discovering more about the potential future of the business. For example, the Haystack’s current pricing strategy is a market penetration strategy which is seen mainly with newer businesses in a market, to penetrate the market by offering relatively low prices on products and services (Spann et al, 2015). After a business has successful penetrated the market, it is likely that their prices will be raised to reflect their position in the market, meaning that they can then upgrade to a premium pricing strategy. 
Throughout this report, the elements of the SOSTAC model will also consider the use of different analytical tools that the business can use to study the behaviour of their visitors through their online platforms, many of which are free, such as Google analytics which is considered an unanimous favourite for experts of web analytics as it generates detailed statistics about the visitors to a particular website such as where the visitors are from, where they have been on the site and how long for. The findings of these reports will allow the business to constantly adapt their content to their customers. 
The findings of this report will conclude that for the future of the business, the Haystack can look to increase their objectives every time a target is hit, which continuously grows the business to upgrade their strategies. For example, if plausible, the Haystack can ungraded their pricing strategy to a premium strategy or find a larger analytics tool if the business was to expand. 1





1.0 Introduction

In this report, I will conduct a detailed environmental analysis whilst developing a marketing plan using appropriate frameworks such as SOSTAC and SWOT to evaluate these internal and external environments. This will then form the basis for the marketing plan. From this, several key objectives will be formed, using the SMART framework to ensure they are specific, measurable, achievable, realistic and timely. 




1.1 Introduction to SOSTAC

In the 1990s, the SOSTAC marketing model was developed by PR Smith, a marketer who still develops his model to this day. The framework is an acronym for the six imperative facets of marketing: situation analysis, objective, strategy, tactics, actions and control (FIDM, 2014). 
SOSTAC was developed as a general marketing strategy, of which can be applied in different situations. The model includes looking in-depth at the internal and external environment through a SWOT analysis which is necessary for businesses to understand their position for marketing campaigns and so forth (Chaffey and Smith, 2017). For a business to build up their logic about their situation will then allow for subsequent decisions to be made, meaning strategies and tactics will be accurate and therefore have better decision-making and plans. 
Since the birth of SOSTAC in the 90’s, marketers have used the model to apply to situations such as direct and electronic marketing as well as different security systems. 
2




1.2 Background to Organisation

Haystack Café is a vibrant café in Swansea, taking a uniquely designed farmhouse interior design, from hay around counters, working men figures in the brick work to coffee bean sacks from around the world on the ceiling. The café has a relatively small menu, but enough to be everyone’s favourites to have queues out the door, from cooked breakfasts to different fun pancakes. Haystack was brought to life by a couple that came from agricultural backgrounds and took their love for unique roasteries and coffee shops and created their own. 
The café is known as an ‘emerging community hub’ of which the mission of the company is based around. 
“The Haystack is now known as an emerging community hub, constantly engaging and adapting to its customers’ needs, changing the menu (sometimes by the day) to local customer favourites and staff who are always willing to go the extra-mile. ‘We don’t have customers, we have guest. We don’t serve our food we present it’. 
pride ourselves on supporting local businesses like ourselves in anything we do. All our regular suppliers’ journeys, for absolutely everything, can be added up to a total of 1 hour and 20 minutes. As we grow and develop, we hope to encourage and further support local businesses as much as possible.”



3




2.0 Situational Analysis 

For the Haystack to carry out a situational analysis, a thorough understanding of the current and future environment that the business operates in is essential. Chaffey, et al (2019) explains that the situational analysis of the framework understands the environmental analysis and a review of the internal processes and resources of which then inform the current strategy and develop the foundations to define objectives, strategies and tactics. 
2.1 SWOT Analysis. 

To review the internal and external environment, Haystack Café can begin to develop a SWOT analysis. SWOT is an acronym for strengths, weaknesses, opportunities, and threats, and can be utilised to the business’ advantage as it allows insight into possible threats that could be a risk, but also opportunities that can be foreseen (Pickton & Wright, 1998). The overall advantage of this is that for the Haystack to use the SWOT model, it allows them to bring a strategy together that could distinguish the café from any competitors. 
Figure One. SWOT Analysis. Source: http://executivesecretary.com/creating-a-personal-swot-analysis/
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Whilst looking at the café’s internal environment, Haystack has many strengths, of which include qualities that separate the café from its competitors such as their unique menu and pans instead of plates, farmhouse décor and personal relationships built with their customers. The Haystack also has good internal resources such as skilled staff who undertake the business’ mission statement every day. However, strengths do not come without weaknesses. Since the café is relatively new and still operating within their first location, the size of the building does not meet the demand. The café has gained popularity for their unique selling point, but this can mean customers queuing out of the door. This is a weakness because possible customers can be put-off by the queue and take their money to a competitor instead.
However, the external environment looks at the opportunities and threats facing the café. Considering the Haystack’s unique selling point, there is ample opportunity to develop this even more such as creating more ideas for the menu or even expanding to a second locations. Although, there are also threats that the company is at risk of, such as emerging competitors. It is important for the Haystack to be actively keeping on top of their competitors, to risk not being beaten and lose customer loyalty. 

2.2 PEST Analysis 

A PEST analysis is a strategic planning tool that is used to understand and track macro-environment factors such as political, economic, social and technological factors, all of which can impact the business currently and in the future (Gupta, 2013). 5

[image: ]
Figure 2. Pest Analysis. Source: https://www.shutterstock.com/search/pest+analysis




Political factors are imperative for the Haystack to be aware of as this largely controls the business’ operations. For example, are there government policies that are beneficial or risky for the café? Or is political instability that would be detrimental for the business? Any political or politically motivated factors can impact the organisation either beneficially or could harm the business (Groupmap, 2019). The country’s economy is the foundations to how a business can operate and succeed, as it is solely relies on forces such as economic trends, consumer disposable income, interest rates, raw material costs and so forth (Sammut‐Bonnici & Galea, 2015). The haystack can judge how these factors will affect them moving forward in the future, especially with issues such as pricing, revenues and costs. Social attitudes, behaviours and trends can majorly have an impact, including the café’s target market. Typical issues include religion, work, demographics, lifestyle trends and many more (Ho, 2014). A prime example of a social impact is the Covid-19 virus, of which had forced all non-key businesses to close, resulting in the café not generating any profit during an unprecedented time. The last acronym in the framework is technological, of which affects the way products and services are made and distributed. The Haystack can learn to understand what technological advancements are available to benefit the café and how it could impact day-to-day operations. Typically for the café’s operations, this can include updated payment methods, or even cooking facilities. 6



2.3 Customer Insights
Customer insights refers to understanding customers based on their buying behaviour, the experience they have had with the business but also their beliefs and needs (sales-I, 2020).
Customer insights does not just allow the business to understand their customers but gives a multi-view of the people the company is serving, which goes beyond raw data or research. 


3.0 Objectives
Objectives are key to understanding where the business is going, and often new businesses or e-businesses go downhill because objectives are not initially agreed, meaning that other activities such as developing websites and so forth do not work out (Ashill et al, 2003). 
E-marketing objectives can be understood as the 5S’s – Sell, Serve, Speak, Save and Sizzle. All the 5S’s need to be understood and quantified in order to build a strategy from these objectives (Chaffey & Smith, 2013). Figure 3: https://www.smartinsights.com/goal-setting-evaluation/goals-kpis/define-smart-marketing-objectives/
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SMART is an acronym, used to create a criterion to set objectives in different areas of the company. 


3.1 Sell – Customer Acquisition 

Selling provides making a profit, and the internet provides a way to do that, as well as maximising the business’s financial success in other ways. 
· Continue to find ways to develop the café’s unique selling point – the menu and special incentives.


3.2 Serve – Customer Satisfaction

In a nutshell., serve refers to adding value to customers online journey, becoming a perfect destination for customers to go with queries, interested in further information or even with an issue. Regardless, it is important that these factors are accounted for (Prideaux, 2020).
· The Haystack can investigate more ways of developing closer relationships with their customers, through incentives such as loyalty cards, coffee stamp cards or special treatment on a customer’s birthday.

3.3 Sizzle – The WOW Factor

The term sizzle is about building a brand using different platforms, as well as making a positive online brand experience. These elements will entice customers to make the conversion of developing a relationship with the business (Visser, et al, 2019). 8



· The Haystack can look at expanding to a different location. This will inevitably bring in more people so that there is not constant queueing at the original store, which will satisfy customers even more. 

3.4 Speak

The ‘speak’ stage is about creating a greater relationship with consumers through different digital channels such as social channels and the café’s website (Chaffey et al., 2019). By giving customers a 24/7 access route between both the business and them, this plays a big part in building a greater relationship. 
· Create a better conversion rate of 5% in 12 months.


3.5 Save

The ‘save’ element of the 5s’s refers to understanding how certain technology can reduce overheads (Prideaux, 2020). Even though this phase is less attractive, being able to efficiently reduce overheads can be of extreme importance. 
· Engage customers to sign up to electronic newsletters instead of printing. 
4.0 Strategy 

The strategy element of the SOSTAC model refers to looking at how the business gets to where they want to be using the objectives. Johnson and Scholes (2017) define corporate strategy as: 
“the direction and scope of an organization over the long term: which achieves advantage for the organization through its configuration of resources within a changing environment to meet the needs of markets and to fulfil stakeholder expectations.”9



To implement a strategy, the business can create strategy that will indicate the path they will follow (Chaffey & Smith, 2017). 

4.1 Segments

Market segmentation refers to the research done by a business to determine how they divide its customers into different groups based on different characteristics such as demographics, geographical, psychographic and behavioural, of which are later used to utilise products and advertisement to these different groups and customers (Qualtrics, 2020).







Figure 4. Segmentation Strategies. Source: https://abovethefoldagency.com/email-marketing-segmentation-strategies-grow-your-business/






For the Haystack to understand their own segments, the business should consider variables for segmenting and look for emerging segments. 10




Within the business’ marketing plan, the Haystack will utilise a behavioural segmentation strategy. Behavioural segmentation refers to dividing customers based on the behaviour patterns that emerge whilst interacting with the business, for example, their knowledge of the firm and the attitudes towards it, likes and dislikes, as well as response to a product or service (Sinha, 2005). For the café to take on this segmenting strategy, they are allowing themselves to understand how to cater to particular needs and desires, how to tailor the products or the service to meet those needs and desires, finding ways to optimize the customer experience whilst continually developing a smarter marketing strategy to continue to find ways to expanding and improving their customer base. 


4.2 Target Markets

A target market is defined as a group of potential customers that a company aims to sell its products or services to (The Economic Times, 2020). 
Since the Haystack is a café, they typically target people of all ages. So, moving forward, the café can look at continuing to target people of all ages by tailoring more products to different ages. For example, tailoring unique pancake recipes to a younger audience, and creating original recipes for older generations such as cooked breakfasts, typical lunch menus and so forth. 


4.3 Objectives

With considerations to the objectives already set out through the Objectives facet of the SOSTAC element, to ensure the Haystack achieves their objectives, they need to ensure the objectives are11



 SMART: Specific, measurable, achievable, realistic and timebound. If all these are met, then there is a higher chance of the company achieving the objectives (Bjerke and Renger, 2017). 


4.4 Positioning 

Positioning can be defined as:
“When a company chooses one or two important key areas to concentrate on and excels in those areas. A firm’s positioning strategy focuses on how it will compete in the market.” (Lombardo, 2015)
For the café to take on an effective positioning strategy, all strengths and weaknesses need to be established, as well as the needs and wants of customers, whilst keeping competitors in mind. Compiling all of these will allow the business to foresee areas where competition can be outshone. 
For the sake of café, quality positioning strategy will be utilised as it can be used with other marketing strategies to portray that the products on offer are worth the cost (Guettler, 2020). 


5.0 Tactics

The ‘Tactic’ stage of the SOSTAC framework concentrates on the specific elements of the implementation process, regarding choosing the most appropriate marketing mix, as well as communication channels (Stephenson, 2020). As mentioned by Drummond et al (2010), tactics turns strategies into actions, of which then deal with the day-to-day marketing activities and transactions.
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5.1 Marketing Mix 

To aid any business plan, a marketing mix is a big aspect to this. The marketing mix, created by marketing expert Jerome McCarthy, as defined by Marketingmix.co.uk (2020), is simply about putting the right product or products in the right place, at the right time as well as the right place.

The marketing mix framework is something that can be utilised easily but can also be the reason for ‘entrepreneurial suicide’ as many marketers gloss over this concept, regarding it as basic knowledge. 

Figure 5. The 7Ps Source: https://marketingmix.co.uk/
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 Product

The first element to the marketing mix is one of the most important assets: Product. As defined by (Kotler) 2003, a product is an asset that is created to satisfy the needs and wants of a audience. A product can also be tangible or intangible, regarding a good or service. 
So, for the Haystack, the products revolve around the different foods you can get at the café. The business must ensure that they are creating and selling the right type of products and service that is in demand for that specific market, and to do this, extensive marketing research. When the founders of the Haystack Café launched the business, they had found a niche in the market that they developed on; creating an aesthetic interior whilst creating foods that are rare to find on a general café menu. 
During this first stage of the marketing mix, the development phase also requires understanding a product life cycle. A product life cycle describes the different stages a product goes through, from its growth stage, through to the maturity stage and then the decline phase (Constantinides, 2006). So, for the Haystack, the marketers must ensure that they are continuously finding ways to reinvent their products, which in return will rebuild the demand. Not only this but increasing the business’ product portfolio and diversifying other products can also reap the benefits by meeting the demands of customers. 

Price

Price is a very important element of the marketing mix, as it is the amount a customer pays for to have or use the product or service. Price is also important as it determines the business’ profit and mode of survival. 
For the Haystack, being a relatively new business in the area and in the market, price can be a sensitive area. When the Haystack made its debut into the market, it would be unlikely that the target market would have paid a high price. To add to this, Kalita, et al (2004) notes that it is inevitably harder to get customers to pay a high price, however, the willingness in the future may change as customers become loyal and develop a closer understanding and relationship with the 14


business. Consequently, pricing also shapes how consumers perceive the business. Marketingmix.co.uk (2020) noted that “prices too high will make the costs outweigh the benefits in customers eyes, and they will therefore value their money before the product.” 
So, for the Haystack café, a market penetration pricing strategy is useful as it useful for new businesses, to penetrate the market by offering relatively low prices on products and services (Spann et al, 2015). After a business has successful penetrated the market, it is likely that their prices will be raised to reflect their position in the market. 


Place

Place refers to how the company distributes their products or the location they are based as, to make the products or services easily available to customers (Borden, 1964). The distribution chain of the Haystack Café is simple, as it ends with the café supplying to the customers directly.  However, there are many distribution strategies that match how the business distributes their products, for example, through intermediaries or direct selling. 
For the type of operation the Haystack is running, direct selling is the best strategy to utilise. Direct selling is a push marketing strategy and is a way of marketing and retail a service or goods directly to consumers (Peterson & Wotruba, 1996). This strategy allows the business to also build a closer relationship with customers. 



Promotion

Advertising, sales promotion, PR, direct selling as well as social media are all imperative communication tools for an organisation (Professionalacademy.com, 2018). Not only this, but is also 15


is how brand recognition and sales are increased, through elements such as advertising, sales promotion, public relations, and advertising. More and more promotional factors are online, such as reviews or word of mouth. If people are satisfied with a product or service they receive, more often that not they will share their experiences online through reviews or word of mouth. Because of that, it is likely that more people will see the review and want to experience it for themselves or will give them the confidence that the product or service they are after is worth the money. 




Figure 6. Google Search results for Haystack Café reviews. Source: Google.com










If a potential customer were looking to visit the Haystack Café, figure 6 above could typically be what the customer would search up, which would give them an idea of what the business is like beforehand. 
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People

This element of the marketing mix refers to the internal and external people that affect the business: the customers and employees. Research is needed to uncover what is in demand for the aimed target market, whilst it is also important to hire the correct people that will deliver the top notch service that is required to operate a successful business (Judd, 1987). 
As previously established, the Haystack is a relatively new business to the area, but their unique selling point will not make them attractive to potential customers unless their customer service and employees are exceptional. The Haystack can ensure that they are employing staff that are eager to push the company to its absolute best whilst passionate about the business’ mission statement. 

Process

Marketingmix.co.uk (2020) explains that a well-tailored process minimizes costs, of which affect the execution of the service the company is providing. However, for the Haystack Café the processes isn’t necessarily a major part of their marketing mix. Since it has been established that the café operates a direct selling strategy, there is not necessarily a system of processes that their products go through. 

Physical Evidence

Physical evidence refers to the result or in other words, ‘physical evidence’ that the product or service was delivered (Goi, 2009). Not only this, but physical evidence can underline how established the business is. For example, if someone was to think of pancakes, then associate that with the Haystack, this determines the business’ presence in the marketplace. 
Typically, market leaders are most established in terms of what that brand is associated with, so for the Haystack, it is even more important for the business to stay on top of competition.17


5.2 Content Plan

An official definition of content plan is:
“A strategy that focuses on the planning, creation, delivery, and governance of content.” (Usability.gov., 2020).
It focuses on everything from the wording to the multimedia that is used, to ensure that the content is useful and usable, which overall will improve the user’s experience of the website. For the Haystack to develop their own content strategy, they should understand what their key themes and messages are, content purpose, SEO and so forth (Halvorson, 2008). 


Figure 7: http://www.haystackcafe.com/haystack/index.html
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6.0 Actions

What is the plan? The action element of the SOSTAC framework refers to assess who does what and what is needed to carry out the plan (Nilsson, 2013). Internal assessments need to be made to see if there are enough human resources, or whether new staff with the appropriate skills needed to be recruited. This is assessment is also needed for the external environment, to consider if an external agency is required. 
Figure 7 above is a preview of the Haystack’s website. It is set out formally with a minimalist theme with clear direction to the other pages that customers are interested in, which is more likely to keep visitors engaged. 





6.1 Responsibilities and Structures

Organisational structure is imperative for growth and development of a business, including SME’s such as the Haystack, and this can be defined in a hierarchical chain (Husys Ltd, 2019).
A hierarchy is a given in any organisational structure, and without its operations would undoubtedly run less smoothly. This means that the manager of the Haystack sets the basis of the operations, of which is passed down through the different teams such as team leaders to the main floor staff, such as waiters/waitresses, kitchen staff or till staff, of which all will eventually report back to the manager. Hierarchies vary depending on the size of the company and the work culture (Cyfert & Krzakiewicz, 2010). Organisational structure is imperative when it comes to decision making. Typically, employees will discover issues that require a solution from a decision maker, such as a team leader or manager. If the Haystack were in a situation where a customer was unhappy about a product, a decision maker would need to be established to combat these issues in the best possible way. 19


Aside from the benefits already established regarding organisational structure, good organisational structure and responsibilities allow for less conflicts between team members, communication becomes easier and it also encourages creativity (Husys Ltd, 2019).


6.2 Internal Resources and Skills 

Internal resources can either be tangible, intangible or human resources, referring to physical and financial assets such as offices and machines, skills and reputations as well as brand names such as Disney, or Facebook, and then lastly skilled employees (Mbaskool.com, 2018).
The Haystack have so many different resources that play a huge part in their daily operations. From the kitchen machines used to cook the food, to the tills and payment methods. Since the café is new, and the first of its kind, it is helpful for the customers to be able to pay via a contactless system, as 

well as cash through the till. The Haystack café, their reputation and brand name are constantly being built up, when customers starting associating items with the brand, for example, pancakes, which is one of the café’s main specialities. The business’ human resources are inevitably an imperative element to the internal resources. Considering the success that the business has shown, this has been made possible by the skilled employees that the business has. As the business eventually expands, the human resources department will need to continue to employee staff that have the essential skills to create a successful workforce. 


6.3 External Agencies
External agents can refer to anything from suppliers, to partners, government regulators and so forth, all of whom interact the with business and may have an influence on its performance but are not under the direct control of the business (Bennett and Robson, 1999). 20


For the sake of the Haystack Café, external agents are not currently involved in the business, due to the fact it is relatively new. However, if the Haystack chooses to expand in the future to new and different locations, an external agency would be beneficial to undertake any marketing activities to help the business gain the popularity it currently receives now. 


7.0 Control 

Control is seemingly the last element to the SOSTAC framework and relies on monitoring the performance of the business. Undertaking the ‘control’ element requires the business to understand how they know they are on track to achieve the set targets (Nilsson, 2013). These targets can be set daily, weekly, monthly, or sometimes even quarterly. 


7.1 KPIS (Key Performance Indicators)

A key performance indicator (KPI) is a form of performance measurements, of which evaluates the success of the business or even a activity against key business objectives (Parmenter, 2015). KPIs can be used at any level the business is on, as a way of evaluating success rates when reaching different targets. For example, if the overall performance of the business wants to be analysed, high-level KPIs can be used, whereas low-level KPIs focuses more closely on different departments such as marketing, sales, HR and so forth (Klipfolio.com, 2018).
An effective KPI is only as effective as it is made realistic. If an organisation adopts a KPI that is unachievable, this will fail to reflect the business or any positive change that could be happening. For the Haystack to develop their KPIs, basics should be established to fully understand the business objectives (Marr, 2012). 
What are we looking for to be our desired outcome and why? How will we measure the progress of this, and can anything influence this? Who is responsible for the progress, and how will we know the 21


outcome has been reached. These are typical questions the Haystack café should ask to fully define their KPIs in line with their objectives (Shahin and Mahbod, 2007).
Considering the positive response, the café has received, there is potential for sales revenue to grow even more. So, the Haystack can look to increase sales revenue by 30% within 12 months. This means that progress can be measured monthly through any increases in pounds spent and will be under the responsibility of the manager.


7.2 Web Analytics

Web analytics is the process of analysing and reporting of web data of visitors to a particular site, which is used to optimize and understand web usage to attract more visitors whilst retaining current customers (Kaushik, 2007). 

Figure 8: https://analyticstraining.com/the-business-benefits-of-web-analytics/
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Using web analytics also means that there is a continual urge to improve the online experience for customers. Web analytics can be monitored through many different platforms, most of which are free but equally robust, such as Google Analytics. 
Google analytics is considered the unanimous favourite for experts of web analytics as it generates detailed statistics about the visitors to a particular website such as where the visitors are from, where they have been on the site and how long for, as well as many other things (Dubois, 2010). Google Analytics is a perfect tool for the Haystack to start using as the more involved the business gets in their analytics, the more detailed reports it will provide which will always be a guideline to how their customers behave. 
Following on from Google Analytics, the Haystack also has the option of using Google Website Optimizer which is another free tool, that allows a business to position segments on the website to understand what sections and placements get the most clicks which will turn into more sales (Plaza, 2011). 





7.3 Conversion Rates

A conversion rate refers to the percentage of visitors a business gets to their website, of whom become paying customers, out of the total number of visitors (Duffy, 2005). If a business has a high conversion rate, this is an indicator of successful marketing and it also shows that visitors want the products or services that are offered. 
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Figure 9. Conversion Rates. Source: https://coschedule.com/blog/email-marketing-for-lead-conversion/













The Haystack can calculate their conversion rate but taking how much conversions they have had and dividing it by the total number of interactions during the same period. So, if the café had 60 conversions from a total of 1000 interactions, the Haystack’s conversion rate would be 6%. 


If the Haystack wanted to look to improve their conversion rate even more, they should consider if their website/landing page is too difficult for visitors or if any offers are too expensive or not valuable enough (Soonsawad, 2013). 

8.0 Conclusion

As shown throughout this report, the SOSTAC model is an extremely useful tool which goes through every imperative facet of marketing, to create a strategic marketing plan. Throughout this report, it 24


was established that since the Haystack Café is a relatively new business to the market, a throughout look into their situational analysis, objectives, strategy, tactics, actions and control has proven how much potential there is to utilise their marketing plan and grow the business even more. Having developed objectives to attract different elements to the business, the Haystack can ensure these are put in place through strategic plans. 

9.0 Recommendations

As recommendations for the future of the business, the Haystack can look to increase their objectives every time a target is hit. For example, if the business hits their target of a 5% conversion rate, they can increase this by 6% for the following year. 
Another recommendation would be to understand where come strategies can be upgraded to premium. For example, if plausible, the Haystack can ungraded their pricing strategy to a premium strategy. 
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