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               Strategic Development and Implementation for SMEs-Solkiki Company




Executive summary
The report, using secondary data, examines the strategy and its management at Solkiki Chocolate Company. To find out the strategy we started to search for the vision, mission, and values of the company, to investigate the business's internal and external environment we used SWOT analysis and PESTEL analysis, to identify potential growth choices we considered Ansoff Matrix to explore the characteristics of a sustainable strategy, through a stakeholder analysis we evaluate the expectations of a strategic option and we provide key strategic recommendations for future development and implementation of the company.


















Introduction
The small and medium enterprise sector (SMEs) is a key source of economic growth in all economies. It is widely acknowledged that the role of SMEs in the economy is substantial, but they face significant challenges in accessing financing, human capital, technology, and markets. Small businesses have difficulty sustaining their business due to the lack of finance. (Haron et al., 2013)
Manufacturers are defined as SMEs according to the Third Industrial Master Plan (2006) if they employ at least 150 people or have an annual turnover of less than RM25 million. In the services and primary agriculture sectors and information and communications technology (ICT), small businesses are defined as those with a full-time employee base of less than 50 and an annual turnover of no more than RM5 million. Small companies, micro-enterprises, and medium-sized companies are further separated into these categories. It is not possible to define SMEs in a universal way (Hooi, 2006).
The role of small and medium enterprises (SMEs) in the economy is crucial, but their success rate is still low. One indicator is the percentage of small and medium enterprises that have succeeded in penetrating export markets and export potential, which remains low when compared to the total number of small and medium enterprises (Sarwoko and Frisdiantara, 2016).
The process of strategic management involves linking the management of the organization's internal resources with the management of its external relationships with its customers, suppliers, competitors, and the economic and social environment in which it resides. (Lynch, 2018) An organization's strategic management consists of identifying its mission and creating plans for achieving it. (Lynch, 2018)
According to Chandler (2020), overall, determining an enterprise's long-term goals deciding how to achieve them, and allocating resources at the appropriate time. (Whittington et al., 2020) Being different is what makes a competitive strategy successful. By choosing different activities to deliver a unique mix of value, you achieve a unique mix of outcomes by Porter. (Whittington et al., 2020) How a firm gains competitive advantages according to Drucker (2020), but Mintzberg (2020) says: that streams of decisions are characterized by patterns. (Whittington et al., 2020) We will elaborate on the basic definition of strategy at the end of the chapter: strategy is an organization's long-term direction. (Whittington et al., 2020)
An organization's strategy explains how it plans to gain competitive advantages. To generate such advantages, a strategy must be good. Pokemon Go's strategy for gaining a competitive advantage focuses on leveraging its traditional brand power with augmented reality's new technological capabilities. (Barney and Hesterly, 2018)
In the strategic management of the Solkiki company, there is a great deal of excitement and challenge. Organizations use it to determine their future directions: their purpose, their resources, and how they interact with their environment. Organizations are made up of people, finances, production methods, and their environments (including customers). This strategy plays a role in all aspects of their operations. (Lynch, 2018). 
Chocolate lovers will find a wide selection of recipes, from dark to white, with inclusions and pure chocolates. Every minibar can supply four good samples or eight small ones: it is a fun way to celebrate chocolate. As a family-run business, we began making chocolate in 2007 when we were looking for good dark and dairy-free, vegan, white chocolate. We began experimenting, not being able to find any. Our love of taste has been going on for a long time, and we particularly love handicrafts and chocolate. After hearing the first reviews from our early repeat customers, we became more enthusiastic about fine-seasoned artisan chocolate made from special cacao beans. It is possible to find depth and nuance in the beans that are not present in bulk chocolate. Our passion for handcrafted chocolate flowed into handcrafting milk, dark and unroasted chocolate a few years ago. The chocolate we make can be enjoyed by omnivores, vegans, lactose intolerants, raw, gluten-free, diabetics, vegetarians, and any other group for which chocolate is suitable. A healthy, sustainable, delicious, and compassionate lifestyle is possible! (Solkiki, 2024)
The first vegan bean-to-bar craft chocolate maker in Europe (started in 2008 and formalized in 2015) Solkiki Chocolate Maker offers vegan chocolates that are produced and sold exclusively by vegans. The pioneers of traditional chocolate are creative and self-taught, reaffirming that traditional chocolate was plant-based for millennia. Since 2008, we have been manufacturing true vegan chocolate. 
The full range of chocolate can be purchased through the web shop at any time. They offer local, national, and international shipping. There are a few stockists of their chocolate in and around Dorset, and a few specialty chocolate shops throughout the world. (Modi, 2017)
Using fine, freshly harvested cocoa beans with interesting notes and taste profiles, we select the best cocoa beans. Our beans are carefully cared for, fermented, and prepared by the plantations and providers who grow them. Therefore, we focus on long-term and fruitful collaborations when choosing our collaborators. If anyone wants to use our cacao, we will share it with them. To meet the needs of hobbyists and other makers in the UK, we want to make the world's best readily available.
Solkiki’s vision:  According to Iris, one of the chocolate makers: our goal is to grow our business and become more well-known for our chocolates in the future. Bringing awareness to the fact that Fair Trade chocolate is not as fair as it seems would be helpful. We use Direct Trade because of this reason. (Modi, 2017)
Mission: Bringing these tastes and textures to you without sacrificing taste or integrity is our mission.
Ecological sustainability: Our concern is that modern agriculture will hurt the ecosystem overall. As a business, we believe it is our responsibility to ensure that farmers are compensated and that their production is secure for the future without negative impacts on the environment. We pay our farmers significantly more for cocoa beans, so they receive fair compensation for their products, often eight times or more than the market price, on average six times the base price, to ensure farmers are compensated. Rather than go through intermediaries who take their cut, we go directly to the farmer who wants to provide us with the best product possible. (Solkiki, 2024)
In addition to renewable energy, Solkiki's premises are completely powered by solar power. The cacao beans that go into our gourmet chocolate are grown naturally on mature estates, so each step is handcrafted. In small batches, Solkiki cacao is mixed with bone char-free sugars and is among the best cocoa butter on the market.
Values:
Quality: Our ingredients are cut from the best in the world, minimally processed, and used in tiny batches. It is how we compete with industrial chocolate, which becomes less and less tasty as it goes through heavy processing. Chocolate that is unique to a particular plot of land ('Terroir') is a product of its beans, soil, and climate. All our ingredients are sourced from the best sources in the world. Hand-processed by hand, we process them. There are no pesticides, herbicides, or genetically modified organisms used, no added fats, shortcuts are not allowed, lecithin is not present, and vanillin is not present.
Taste: To keep hints as brilliant, clean, and authentic as possible, our farmers now discard more beans during the post-fermentation sorting process. Our vanilla pods are processed in our workshop. We avoid shortcuts such as vanilla essence or lecithin. Our organic nuts are presoaked so that their enzymes are activated so that they taste the creamiest and best in the world. All their nutrients are also released, making them quite easy to digest. Our goal is to provide you with this unique variety of hints without compromising on quality.
Ethic: Solkiki does not exploit people, planets, or animals. With Direct Trade, farmers can set their prices ethically. We never use animal products, and we will never use them. No industrial ingredients are used, and we do not take advantage of people's ignorance of chocolate. With the help of renewable energy, we operate off-the-grid.
Transparency: The cocoa percentage in chocolate is a combination of cocoa solids and cocoa butter. Despite being an excellent indicator of sugar content, it can be misleading about strength; 75% may be whole beans but with no beans added, or it may be all cacao butter with a few beans thrown in. Chocolate bars containing 100% beans or butter may be beans alone or butter and beans together.
Health: There are many unique and varied properties to the cacao bean that make it one of nature's most powerful superfoods. In addition to its positive effects on blood flow to the brain, our chocolate - especially the unroasted variety - also has positive effects on many other body systems. As well as lowering cholesterol levels, preventing cognitive decline, and reducing cardiovascular risk, it has many other benefits as well. Improve circulation and libido, lower stroke risk, stabilize temperament, and improve mood. Food with the highest magnesium content, chocolate helps remineralize & inhibit plaque growth, no other food has a higher concentration of antioxidants, a chocolate-eating habit can slow plaque growth with saliva rich in antioxidants and much more vitamins.
SWOT Analysis
SWOT Analysis measures how an organization compares with its competitors by looking at its strengths, weaknesses, opportunities, and threats. In the 1960s, Albert Humphrey is credited with developing the strategy. (Teoli, Sanvictores and An, 2019)
Strengths
High-quality ingredients: To ensure the finest, freshest, and most sustainable ingredients go into the development of the chocolates, the company will source premium quality ingredients from local farmers. As a result, the company will distinguish itself from its competitors by being committed to quality.
Innovation: New tastes are introduced as part of Solkiki's continual innovation strategy, as well as local taste preferences are considered. Providing a unique and enjoyable vegan chocolate experience, customers will have the option of choosing from a diverse selection of innovative taste combinations. Health-conscious individuals looking for vegan options will enjoy this variety as well as chocolate enthusiasts.
Artisanal artisanry: Detailed attention and artisanry will be put into the making of the chocolates. By taking a more artisanal approach, the brand will elevate its reputation in the vegan chocolate market and create an atmosphere of exclusivity.
Visually appealing packaging: Using attractive designs and eco-friendly materials, the company will prioritize appealing packaging. By paying attention to packaging, products will stand out on store shelves and online channels and enhance the overall customer experience.
Diverse distribution channels: Having multiple avenues to reach a wide range of customers, the business will focus on specialty stores, health food retailers, and online platforms. The company can capture a variety of market segments through this diversified distribution strategy.
Growing demand for vegan alternatives: As the food and beverage industry becomes more interested in plant-based alternatives, the business will cater to this trend. This company can capitalize on the growing trend of conscious and sustainable consumption by offering delectable vegan chocolates to its customers.
Consumer loyalty: Many consumers are loyal to Solkiki's brand because of its consistently high quality and nostalgic attachment, making repeat purchases and picking Cadbury over newer competitors.
Weaknesses
Limited production capacity: Since the business produces handmade chocolate on a small scale, it may face production capacity limitations. Consequently, vegan chocolate demands may become more challenging to meet.
Higher production costs: Premium chocolate may require a higher production cost than mass-produced chocolate made from mass-produced ingredients. Profit margins and pricing strategies may be affected by this.
Seasonal ingredient availability: Raw materials may be difficult to supply consistently throughout the year, depending on the location and seasonal ingredients available. Production could be disrupted, and orders could be delayed as a result.
Limited brand recognition: The vegan chocolate market requires patience and effort to establish a reputation for excellence. Building brand recognition and attracting a wide customer base can be challenging when you must compete against established brands with larger marketing budgets.
Dependence on specialized skills: Tempering chocolate and creating unique taste combinations are necessary skills in the handmade chocolate production process. Keeping consistent quality and differentiating products may be challenging for the business. It may be difficult to find and train skilled chocolatiers.
Shipping and storage: Shipping and storing vegan chocolate require exceptional care because they are sensitive to temperature changes. Due to this, storage and transportation of the product can be more challenging, as well as more likely to cause damage.
Intense competition: With an increasing number of companies entering the vegan chocolate market, the market is becoming increasingly competitive. To stay ahead of the competition, the company will need to focus on developing innovative tastes, eye-catching packaging, and effective marketing strategies.
Regulations and certifications: Vegan chocolates may need to comply with specific regulations and certifications to be produced and branded. Complying with regulations may involve additional costs for businesses and be time-consuming.
Opportunities
Increasing demand for vegan alternatives: Vegan chocolate production companies have a fantastic opportunity to thrive as plant-based diets and animal welfare concerns increase. Tapping into a rapidly expanding market segment can be accomplished by offering tasty and ethical alternatives to traditional chocolates.
Health-conscious consumer: The business caters to health-conscious individuals for whom indulgent treats should not compromise their diet because it uses high-quality ingredients and does not use animal products. Sustainable growth is possible in this segment due to its constant expansion.
Rising popularity of artisanal products: Customers increasingly seek handcrafted products with personal touches that offer a unique experience. As handmade vegan chocolates are presented as artisanal creations, the business will be able to leverage this trend and attract customers who will appreciate the artisan and artistry.
Specialty stores and health food retailers: Reaching a targeted audience is easy with the help of specialty stores and health food retailers. The values and product offerings of these establishments are often aligned with those of health-conscious and environmentally-conscious consumers.
Online sales and e-commerce platforms: A wider customer base can be reached by leveraging the digital landscape. E-commerce platforms and establishing a strong online presence can allow businesses to reach consumers directly and offer convenience to them.
Threats
Competition: An increasing number of companies are offering plant-based chocolate alternatives, making the vegan chocolate market increasingly competitive. Market share and loyalty to customers can be threatened by competition.
Cost of ingredients: When compared to conventional ingredients, it can be more expensive to source premium quality ingredients locally. Businesses can experience profitability problems because of rising raw material costs.
Supply chain disruptions: Production and delivery delays can impact customer satisfaction and sales if there is any disruption in the supply chain, such as natural disasters or transportation issues.
Changing customer preferences: A decrease in vegan chocolate sales or a shift toward alternative products could threaten the sustainability of the business if customer tastes and preferences change rapidly.
Product imitation: Competitors may try to emulate the business's unique taste combinations and packaging as vegan chocolate's popularity grows.
Regulatory challenges: There are regulations and compliance requirements in the food industry. To avoid legal troubles, businesses need to stay up to date on any changes in regulations related to classification, health claims, and vegan certifications.
Limited market reach: It may be difficult to expand the business beyond a certain point if vegan chocolates have a niche market, which limits the potential customer base.
PESTEL Analysis
In marketing, it is imperative to conduct a thorough situational analysis before implementing any strategy or tactical plan. It refers to the process of identifying macro-forces facing an organization through a PESTEL analysis. A PESTEL is an acronym for Political, Economic, Social, Technological, Environmental, and Legal. (Aguilar, 1967) Solkiki company can benefit from a PESTLE analysis to determine the external factors affecting their business.
Political:
In addition to food safety regulations, import/export regulations, and environmental standards, Solkiki is subject to government regulations and policies.
Solkiki needs to find political stability in regions where its ingredients and manufacturing facilities are sourced and manufactured.
The food and beverage industry is affected by tax policies.
Economic:
Solkiki's costs and pricing strategies can be affected by economic factors like inflation, exchange rates, and interest rates.
In the premium and artisanal chocolate markets, consumer purchasing power and spending trends are particularly strong.
Recessions or booms in the global economy can have a negative influence on consumer demand for luxury goods.
Social:
Solkiki's marketing and product development strategies may be affected by consumer preferences for organic, fair-trade, and ethically sourced products.
Consumer choices regarding chocolate consumption are influenced by health and wellness trends.
The demographics of target markets, including population growth, age distribution, and cultural diversity, play a significant role.
Technological:
To maintain quality control and production efficiency, Solkiki must keep up with technological advances in chocolate-making. Examples of these advances are improvements in machinery for bean-to-bar processing or packaging innovations.
Tools for reaching and engaging customers using e-commerce platforms and digital marketing tools.
The application of blockchain technology to the supply chain can improve traceability and transparency, particularly about ingredients sourced ethically.
Legal:
Assuring that Solkiki operates or sells its products by food safety regulations, classification requirements, and good health practices in various parts of the world.
The brand, recipe, and product formulations of Solkiki are protected by intellectual property laws.
Regulations and laws dealing with wages, working conditions, and employee rights in the workplace.
Environmental:
Deforestation and biodiversity loss in cocoa-growing regions are among the sustainability concerns associated with cocoa farming.
Changes in weather patterns and diseases affecting cocoa trees are some of the impacts of climate change on cocoa production.
As a result of consumer demand, Solkiki strives to be environmentally friendly in its packaging and manufacturing processes.
Strategic Growth Choices for SMEs
Ansoff Matrix
According to Ansoff (1957), the Ansoff Matrix indicates four strategies for developing your business and is also called the Corporate Ansoff Matrix. (Mind Tools Content Team, 2024) As well as examining the risks associated with each of them, it also aids in the decision-making process. You increase risk every time you move into a new quadrant (horizontally or vertically). (Ansoff, 1957)
Market penetration: Solkiki may focus on expanding its market share within existing segments, which could include gourmet chocolate lovers, ethically conscious consumers, and ethically aware shoppers. Brand visibility could be increased through targeted marketing campaigns, distribution channels expanded to reach more retailers and online platforms, and promotions or discounts offered to encourage repeat purchases as strategies for market penetration. To expand the audience for Solkiki's products, it can collaborate with specialty food stores or 
participate in food festivals.
Market Development: Solkiki could expand into new geographical regions or market segments with its existing product portfolio. A new demographic could be targeted, such as health-conscious consumers, luxury chocolate buyers, or corporate gift buyers. As the demand for high-quality, ethically sourced chocolate grows, the company may expand geographically. The packaging, marketing messages, and distribution channels of Solkiki may need to be customized to meet the preferences of these new markets. Solkiki could introduce its products to consumers in new regions by partnering with local distributors or retailers.
Product Development: Development of new chocolate products or expanding its product line: Solkiki can develop new chocolate products or expand its product line to meet evolving consumer preferences. New tastes may be created, limited edition or seasonal products introduced, or related product categories expanded, such as chocolate-covered fruits and nuts. To differentiate its new products from competitors, Solkiki could utilize its expertise in sourcing high-quality ingredients. To distinguish itself from rival chocolate brands, Solkiki could launch single-origin chocolate bars with distinctive hints from around the globe.
Diversification: A new market or a new product that is unrelated to Solkiki's core chocolate business would be an effective way to diversify its business. It may be possible for the company to leverage its brand reputation and expertise in ethical sourcing to enter adjacent markets such as premium coffee or specialty tea. A chocolate-themed cafe or boutique hotel might also be an option for Solkiki. The process of diversifying Solkiki would require detailed market research and strategic planning to align the brand values and target customer base with the industry and markets Solkiki wants to enter while managing the risks.
For Solkiki to grow, it has several options including expanding within its current market, exploring new markets, developing new products, or diversifying into related or unrelated industries. Solkiki can develop a sustainable growth strategy to drive future success in the competitive chocolate market by carefully evaluating these growth options according to the Ansoff Matrix and aligning them with its strategic objectives.
Stakeholders’ analysis
Owners
The company Solkiki LTD was founded by Iris and Bob and does not have any other employees or partners, based in Northwest Dorset. 
Consumers
In the UK, chocolate consumption is high, with the country being known worldwide as a chocolate lover's paradise. Approximately 11 kg of sugar is consumed per capita annually, which ranks the country fifth worldwide in terms of consumption per person. The average consumption rate of chocolate at 11kg is equal to three bars of chocolate per week.65 In light of this, consumers of chocolate can come from any age group and can have any income level since the product is widely available throughout the country and may be expensive or luxurious depending on the type of chocolate. The product is often given to children as a reward for superior performance and is consumed as a treat by older consumers. The average amount of chocolate consumed in the UK is higher by women than by men. A quarter of consumers in this age group are estimated to consume chocolate daily, with consumers aged 25 to 34 consuming the most chocolate. As well as the 19-24 age group, 35-41 age group has quite high consumption rates. Often, young adult consumers with families will purchase various kinds of chocolate for use with and without their families. (Agra CEAS Consulting, 2022)
Because chocolate has universal appeal, it is popular among several ethnic groups as well, and it does not have as many restrictions as meats or alcohol products, resulting in any consumer group being able to consume it without religious or ethnic restrictions. Plant-based chocolate production has increased in recent years to meet the needs of UK consumers who identify as vegans, an ever-growing demographic. (Agra CEAS Consulting, 2022)
Competitors
Companies such as Mondelez are the main competitors in domestic production. Overall, the UK food market is highly concentrated, with just three companies accounting for almost 60% of the market - Mondelez (including Cadburys), Mars, and Nestle. There are no products from other companies on supermarket shelves. In recent years, the UK has been a net importer of chocolate due to its large chocolate production, which is not enough to fully cover domestic consumption. The largest competitor is Switzerland, which produces outside of the country. (Agra CEAS Consulting, 2022)
EUR 4.2 billion will be generated by the UK's chocolate industry by the end of 2021, which is a major segment of the food and beverage industry. According to estimates, the UK produces between 250,000 and 300,000 tonnes of chocolate products annually (blocks, bars, confectionery, spreads), although production volumes have been declining. Cocoa beans are not produced in the country, so it must import this key ingredient to manufacture chocolate, which is why only 1% of the beans imported by the UK are exported to another country. It has become one of the largest chocolate producers in the world thanks to multinational companies like Mondelez. Mondelez recently returned to old sites such as Bournville, one of the UK's largest chocolate factories, to expand production. Up to two hundred million chocolate bars can be produced at Bournville's factory, which houses the UK's most beloved chocolate brand, Cadbury's. The largest three chocolate manufacturers in the country (Mars, Mondelez, and Nestle) produce a sizeable percentage of the most consumed brands of chocolate in the UK. As an example, Nestle products include Kit Kat, Milky Bar, and Aero; Mondelez products include Cadburys, Daim, and Wispa; and Mars products include Twix, Snickers, and Galaxy. (Agra CEAS Consulting, 2022)
Recommendations:
Consumption: The UK is one of the top consumers of chocolate in the world, having one of the highest consumption levels. In the UK, the average citizen consumes three bars of chocolate a week no matter what their age group or income level may be. The rise of health consciousness, alternative chocolate varieties, and plant-based chocolate are all recent market trends impacting the UK chocolate sector. Chocolate consumption has decreased dramatically among health-conscious consumers as they substitute a sparing or abstinent approach to the product. Chocolates packaged in portion-controlled packaging have risen as a result. The number of producers offering chocolate as a single piece is on the rise. They claim that this means that consumers can control their calorie intake without giving up indulgences at the same time. Additionally, chocolate manufacturers are focusing on the manufacture of sugar-free and calorie-free chocolate products, particularly for young consumers. To limit sugar and calorie consumption, chocolate producers are also offering smaller portions. (Agra CEAS Consulting, 2022)
Competition: The main competitors are domestic producers of chocolate products, primarily the UK, which produces many chocolate products with three major brands dominating the market. Switzerland is the country that competes with the most against a third country.
Distribution: Supermarkets, convenience stores, and independent small grocery stores account for most sales. In the coming years, e-commerce will grow more important as a distribution channel and is becoming popular with players outside of the big three.
Challenges: There is a strong monopoly on supermarket sales that strengthens the position of the large companies that dominate the market. It will also severely limit the advertising ability of EU food producers by banning junk food advertising before 9 pm by 2023.
Opportunities: Outside the mass market for regular consumption, there are the greatest opportunities. The UK is seeing an increase in demand for chocolate products made with plant-based ingredients and alternative chocolate that incorporates ingredients such as fruit pieces or raw honey. Producers with fair trade labels and certifications are also concerned about sustainability and their farmers' welfare. Market potential is likely to be greatest in the more premium segments.


Conclusion
This report presents a small medium enterprise-Solkiki company which helps us to understand the current strategy of the business. The first bean-to-bar chocolate maker in Europe, Solkiki Chocolatemaker is a vegan-owned and vegan-operated company. (Solkiki, 2024) 
By pushing boundaries and learning on our own, we remind the world that traditional chocolate has been plant-based for thousands of years. (Solkiki, 2024)
 Solkiki can mitigate risks and capitalize on opportunities by examining these factors and understanding the internal and external influences that affect its business through SWOT analysis and PESTEL analysis. To explain the possibility of strategic growth we used the Ansoff Matrix and to identify the expectations we used a stakeholders analysis. For future development, we provide strategic recommendations for the organization.
 No matter the occasion, tasting your way through the Solkiki Selection Box will be an enjoyable and restorative experience, whether it is for yourself, a loved one, or a group of friends.
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