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Executive Summary
The Sweet Greeks is a coffee-shop SME with a location at 20 Meal Cheapen Street in Worcestershire (WR12DQ), which has established itself as one of the best cafes in the city over the last three years. It also aimed to grow organically, as a second establishment was established in Droitwich within the following year, and plans were made to expand to other cities. Its products included organic coffee, homemade cookies and pastries, and wedding and party catering. The strengths were good customer reviews (on TripAdvisor, Facebook, and Google), the limited number of staff (10 employees), and the reputation for quality and respect. Nevertheless, the company was threatened by the increase in costs (inputs, tax), stiff competition with companies like Costa and Starbucks, and price sensitivity pressures. A strategic approach to its internal and external environment has demonstrated that despite the potential opportunities of The Sweet Greeks. Its existing strategic objectives (the vision, mission, goals) were not expressed and aligned in their formal way. Available options of strategic growth were taken into consideration, and a sustainable approach of growth through market development and differentiation through digital presence and partnering was proposed. The major recommendations are the improvement of formal strategy instruments, stakeholder interactions, and investment in branding and operational efficiency.
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[bookmark: _Toc211593569]Introduction
The Sweet Greeks is currently an SME coffee shop based in Worcester, England. It sells organic coffee and homemade cookies, pastries, and also offers catering services in case of weddings and parties (Thesweetgreek.com, 2025). Its business model is direct retail in one location and event catering, with its offer being rooted in quality, reputation, respect, and lines of organic products. The organisation is distinctive in its positioning within the local area: the organisation was rated as one of the best 3 cafes in Worcester. It was number one in reviews in the last two years (through TripAdvisor, Facebook, and Google). It is competing with giant chains (Costa, Starbucks) and single coffee shops.
In the future, the report will focus on ways through which The Sweet Greeks can streamline its strategic orientation towards sustainable growth. It will investigate its internal and external environment (SWOT, value chain, PESTEL, Porter's Five Forces), strategic growth opportunities (Ansoff Matrix, Porter's General Strategies, Bowmans Strategic Clock). The report will also discuss stakeholder analysis (Mendelows Matrix, RACI) and provide strong recommendations that can be implemented in the long run, taking into consideration the problems of SME implementation.
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[bookmark: _y4ji3tfz23g3]Figure 1: The Sweet Greek Logo
(Source: Thesweetgreek.com, 2025)
[bookmark: _Toc211593570]Current strategic direction and goals
The present strategic course of The Sweet Greeks seems to have an informal vision of growth, an image of quality, and natural development. Its mission (not stated in writing) is to be known as a quality and reputable café company, growing to other cities without compromising its organic and homemade product range. The purpose (once again, it is unmentioned) is to serve organic coffee and baked goods that were created in the house (Thesweetgreek.com, 2025). It is supported by the community trust and catering services, to be ranked highly under review and customer satisfaction. Goals are: opening another site at Droitwich next year; continuing to expand to other cities in the future; and keeping a good reputation (being one of the top cafes, which was once the number one based on reviews). Also hiring new staff, but not being overly ambitious; growing organically; and not pursuing forceful growth.
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[bookmark: _z1c65bcghohg]Figure 2: The Sweet Greeks Shop
Source: (Source: Thesweetgreek.com, 2025)
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Internal environment and External environment
Internal Environment
The SWOT analysis provides an in-depth analysis of the internal strengths and weaknesses of The Sweet Greeks, external opportunities, and threats that affect the strategic position of the company.
      
[bookmark: _5soeb7uajp3i]Figure 3: SWOT Analysis
(Source: Created by learner)
Strengths
The unique brand name of the Sweet Greeks was developed because of its original Greek desserts and guarantee of quality. Its emphasis on traditional recipes and visuality adds to its customer loyalty and differentiation in the market. Compared to the larger company, the simplicity of the company supports flexibility and a personalized approach. The effective application of social media contributes to expanding the image and contact with customers in the online market (Al-hujri and Bhosle, 2025, pp.204-222).
Weaknesses
The company has low capital, which restricts marketing and technological investments, although the company is enjoying its strengths. The use of imported ingredients exposes it to supply chain and currency risks. A limited number of employees puts stress on key employees, and the absence of a long-term strategic plan limits scalability and competitiveness with established brands.
Opportunities
The increasing trend towards ethnic and artisanal foods creates the prospects of diversification of the product and cooperation with cafes or delivery services. The use of sustainable packaging and encouragement of sustainable practices may appeal to the environmentally conscious customers (Shimul and Cheah, 2023, pp.186-198). Increasing its online coverage opens up larger markets as well.
Threats
The threat to profitability is posed by stiff competition and a poor economic climate. Brexit supply chain disruptions and global uncertainties can add to expenses. The shift in health care trends towards reduced sugar items and increasing costs of operations, e.g., energy and rent, also poses a challenge to the sustainability and market sustainability of The Sweet Greeks.
Value Chain Analysis

[bookmark: _m61zyncp0v4h]Figure 4: Value Chain Analysis
(Source: Created by Learner)

As per Dale (2022), using Porter's value chain (Porter, 1985), there are primary and support activities:
Inbound logistics: Procurement of organic coffee beans and pastries, raw materials; quality and ethical chain of supply. Power: organic source differentiator. Weakness: it is more expensive, and maybe not so buffered against supply disruption.
Operation: Small-scale, in-house, coffee brewing, artisan baking. Strength: quality control; Weakness: lower efficiency of operations, increased labour per output; problems with scalability.
Outbound logistics: Direct retailing at café and catering deliveries. Catering delivery could involve the use of logistics. Weakness: potential cost and difficulty; opportunity: optimize or partner.
Marketing & Sales: This is dependent on reviews and word-of-mouth. Minimal marketing suggested. Opportunity: build branding approach, online marketing, loyalty programmes.
Service: café and catering event service. Strength: a small staff is able to deliver personal service; possible weakness: staffing, consistency problems.
Support activities: HR (staffing), procurement (organic inputs), technology (POS, online presence), infrastructure (premises). Weaknesses: probably not well-developed IT/infrastructure; opportunity: investing in this area will result in improved scaling.
External Environment
PESTEL
       
[bookmark: _voh4fyshweer]Figure 5: PESTEL Analysis
(Source: Created by Learner)
Political - UK flagging regulations of food safety, organic certification, labour laws, and tax policy. Risk identified as tax increases. Expansion to new locations should be in line with any local planning, health and safety, and employment laws. Government support for SMEs? Perhaps incentives or grants for organic/sustainable businesses.
Economic - Inflation, increased price of raw materials, price of labour cost, and increased taxation. The customer purchasing behaviours can vary greatly, with a decline in spending on luxury goods such as high-quality coffee/pastries. As per Górska-Warsewicz et al. (2021, pp. 2-4), the economic recession may force consumers to switch to less expensive options (chains). The imported organic materials may be influenced by exchange rates. Financing can be limited due to interest rates.
Social  - Rising demand for ethical, organic, and artisanal products. The preference of consumers for high-quality and locally produced products. Increasing concern with healthy food. Very influential social media. The culture of cafes may be supported by demographic factors (young professionals, students). According to Mohammadi et al. (2024, pp.1-36), Potential obstacles: the transformation of consumer behaviour (foot traffic will decrease in the case of remote work).
Technological - Online marketing, digital ordering, social media, and POS. Possibility of adopting technology to enhance logistics, supply chain traceability, e-commerce, or delivery. Weakness if The Sweet Greeks has been trailing behind on technology adoption. Possibility to apply loyalty applications, internet presence.
Environmental - Sustainability, production focuses on organic, less food waste, and environmental packaging. The credentials of organic coffee may go hand in hand with environmental trends. Risks: climate change impacting the supply of agriculture, environmental laws, and sustainable packaging prices (Rodrí and Ruí, 2024, pp.157-176).
Legal-	Food safety regulations, health regulations, labour laws, and organic certification regulations (Fortin, 2022). Licensing for catering. As well, waste disposal and packaging regulations. Any liability for event catering.
Porter’s Five Forces
      
[bookmark: _oiasemenw9je]Figure 6: Porter's 5 Forces
(Source: Created by Learner)
Threat of New Entrants
Moderate to High. Entry to the cafe business is relatively cheap (cost of renting property, minimum equipment), particularly for the smaller independents. Nonetheless, a moderate barrier is offered by organic sourcing, quality reputation, and customer loyalty (Chevallier-Chantepie and Batt, 2021). The need to expand to additional cities has the potential to create fresh local competitors.
Bargaining Power of Suppliers 
Medium. It is possible that organic coffee and the best ingredients will be supplied by specialized suppliers. It is possible that there are not many substitute sources, and suppliers have power. However, due to the comparatively small size of its business, it lacks bargaining power or leverage to buy in large quantities.
Bargaining Power of Buyers (Customers)
High. Customers possess numerous choices: giant chains, other standalone coffee shops, and non-organic foodstuffs. It is easy for they can switch when the prices are increased or the quality is low. Moreover, customer reviews and social media provide a voice and influence to the customers (Flavián, Akdim and Casaló, 2022, pp.328-346).
Threat of Substitutes
High. The possible substitutes are cheap cafes, home brewing, fast food chains that sell coffee, and cold beverage stores. Besides, non-coffee companies sell baked goods and beverages. Customers can also use cheaper or convenience substitutes, especially in price-sensitive situations.
Competitive Rivalry
High. Competition with well-established chains (Costa, Starbucks), coffee shops that are independent, maybe local bakeries that also sell coffee. The intensity is augmented by price rivalry, brand awareness, and economies of scale (when dealing with big chains). The reputation and location do count a lot.






[bookmark: _Toc211593572]Strategic Growth Choices & Proposed New Strategy 
Possible Strategic Growth Choices
Ansoff Matrix (Qomaro, Nasrulloh and Salleh, 2024, pp.51-66)
       
[bookmark: _5p1itq4mie2]Figure 7: Ansoff Matrix
(Source: Created by Learner)
· Market Penetration: Sell to more current places, more often, loyalty schemes, promotions, and better marketing to get more share in the existing city (Worcester).
· Market Development: New places (Droitwich, other cities), new markets (students, office workers, events).
· Product Development: New products - maybe organic seasonal products, new pastry lines, vegan/gluten-free products to meet the niche preferences.
· Diversification: Dive into similar, but different places - e.g., branded packaged goods (take-home organic pastry mixes), online subscription box delivery, or even smaller retail stores of organic coffee beans.
General Strategies of Porter (Porter, 1980; Gupta, 2022)
· Cost Leadership: Bench of the lowest cost sector - probably challenging due to organic sourcing and small scale.
· Differentiation: Focus on quality, organic products, craftsmen production, and high-quality customer service.
· Focus (Niche): Target certain segments of customers (e.g., organic connoisseurs, health-conscious, event catering clients), within specified geographic locations.
Strategic Clock of Bowman (Bowman, 1996; Mihajlović and Miletić, 2022)
The clock provided by Bowman gives the option of positioning in terms of price and perceived value. The Sweet Greeks might take into consideration:
· Differentiation / Moderate Premium (Clock Position 4-5-6): Sell high value and fair premium price (organic + quality warrants price).
· Focused Differentiation (Clock 7): Niche premium market, preferably setting higher premiums on catering and specialty organic products.
· Avoid high price/low value or low price/low value positions -this would lead to a bad reputation.
Proposed New Strategy
The strategic plan of The Sweet Greeks focuses on the digital integration and expansion of the business into the region to achieve scalable and sustainable growth. This strategy is premised on two dimensions: geographic expansion and digital transformation.
With geographic expansion, the organisation must open other outlets in strategically chosen urban regions with a high population of young professionals and families. The specified demographic groups are sensitive to cultural food experiences in particular. The firm can keep its costs down by opening smaller satellite stores or kiosks instead of full-scale stores, which will help the firm determine the level of response in terms of demand. The brand can also be promoted in partnership with the local market, shopping malls, and event organisers as well.
The online ordering and delivery system should be integrated with physical expansion in terms of digital transformation. The company should invest in an easy-to-use site and mobile app that would enhance customer convenience and ease of direct interaction (Alesiuniene et al., 2021, pp.677-701). Moreover, data analytics can be used to enable the business to know what consumers like and produce for them. Customers should be attracted and retained using social media marketing, influencer partnerships, and online loyalty programmes.
The tactic also includes creating products of limited-edition or seasonal products based on Greek festivals or customs. This strategy not only strengthens brand authenticity but also forms periodic excitement and demand. 
Why this Strategy is long-term and sustainable.
Fits the strengths: Rides on what Sweet Greeks already has good-quality, organic, reputation- Builds on what is already well done at Sweet Greeks. Differentiation helps the firm to avoid open competition with the large chains in terms of cost.
Individualized rate of growth: The growth is quantitatively and discriminative. Only by expanding to areas that have demand can, risks of overextension be reduced.
Stability to economic strains: Differentiation and branding mean some price premium; sustainable operations and efficient operations contain costs.
Appropriate frameworks in SMEs: SME literature indicates that the formal strategy tools (also absent in the firm at present) correlate positively with performance when adjusted to resource limitations of SMEs (Kabange and Simatele, 2023, pp.344-365). 
Create value and customer loyalty: Organic, quality, and good customer service will be an emotional and experiential value creation that will result in repeat business and high brand loyalty.
External trends are in favour of differentiation: This approach is supported by the trends of consumers towards sustainable sourcing, ethical sourcing, organic food, local production, etc.
Threat reduction: The company would be in a better position to compete with substitutes, supplier influence, and competition by ensuring that it is ahead of the pack through quality, brand, and innovation.






Stakeholder Analysis & Evaluation of Options 
Mendelow’s Matrix
The Matrix developed by Mendelow classifies the stakeholders according to the power (degree of influence over the decision) and the interest (degree of concern or interest). The model plays a major role in identifying the communication and engagement strategies to be adopted for every stakeholder group (Mints and Kamyshnykova, 2021, pp.372-398). The analysis of The Sweet Greeks can be represented in the following way.
	Stakeholder Group
	Power
	Interest
	Category
	Expectations and Strategic Implications

	Owners/Founders
	High
	High
	Key Players
	Anticipate good growth, brand recognition, and stability of operations. Their participation is critical to making decisions and implementing strategic actions.

	Employees
	Medium
	High
	Keep Satisfied
	Demand security of jobs, good salaries, growth of career, and a healthy culture. Motivation has a direct impact on productivity and the quality of services.

	Customers
	High
	High
	Key Players
	No surprises about the quality of the products, the original flavours, or unethical practices. The success in the market depends on their loyalty and feedback.

	Suppliers
	Medium
	Medium
	Keep Informed
	Wait to receive payments on time, long-term contracts, and open relations. The suppliers are reliable and guarantee seamless operations and quality sourcing.

	Investors/Financial Partners
	High
	Medium
	Key Players
	Look forward to monetary gains and permanence. They help in the growth of business and investment in technology.

	Local Government/Regulatory Bodies
	High
	Low
	Keep Satisfied
	Fearful of conformity, standards of hygiene, and labor laws. Operational legitimacy is guaranteed by compliance.

	Competitors
	Low
	Low
	Minimal Effort
	Competitors do not engage in direct activity, but their activities affect the market positioning and pricing strategies.

	Local Community
	Low
	Medium
	Keep Informed
	Believe in ethical conduct of the business, community involvement, and the provision of jobs and sustainability in the area.



[bookmark: _ts6jlygr9kht]Table 1: Stakeholder Analysis (Mendelow’s Matrix)
(Source: Created by Learner)
RACI Model Application
The RACI model, which is also known as the Responsible, Accountable, Consulted, and Informed, can be used to explain the role of stakeholders in executing the growth strategy of The Sweet Greeks (Ahmad, 2024). This guarantees accountability, efficiency, and coordination between internal and external actors.
	Activity/Decision Area
	Responsible (R)
	Accountable (A)
	Consulted (C)
	Informed (I)

	Expansion Decisions and Strategic Planning
	Senior Management
	Founder/Owner
	Investors, Financial Advisors
	Employees, Customers

	Digital Transformation and IT Integration
	IT Manager/Marketing Team
	Founder
	Software Vendors, Consultants
	Customers, Staff

	Supplier and Logistics Management
	Operations Manager
	Founder
	Suppliers
	Finance Team, Employees

	Brand Promotion and Marketing
	Marketing Manager
	Founder
	Advertising Agencies
	Customers, Social Media Followers

	Quality Control and Product Improvement
	Head Baker/Production Lead
	Founder
	Nutrition Experts, Suppliers
	Customers

	Risk Management and Regulatory Compliance
	Compliance Officer
	Founder
	Local Authorities
	Employees

	Sustainability and CSR Initiatives
	Operations Manager
	Founder
	Local Community, NGOs
	Employees, Customers



[bookmark: _421jzdibdxab]Table 2: RACI Model Table
(Source: Created by Learner)
Synthesis and Strategic Implications
The combination of the Matrix suggested by Mendelow and the RACI model will reveal that the alignment of stakeholders is the key to the long-term success of The Sweet Greeks. The regional growth and digital improvement strategy is appropriate because its implementation is supported by the key players (owners, customers, investors), which is possible under the conditions of the internal competency and the involvement of the employee, and which is acceptable as it follows the stakeholder demands of ethical, sustainable, and profitable growth. Constant communication, empowerment, and strengthening accountability frameworks will also improve the relationships with the stakeholders and contribute to the effective implementation of the selected strategic course (Ishola, Odunaiya and Soyombo, 2024).


[bookmark: _Toc211593573]Key Strategic Recommendations
1. Enhancing Digital Presence
Digital transformation should be at the center of the priorities of the Sweet Greeks to enhance its online presence and customer interaction. An integrated e-commerce system and using social media marketing will enable the company to reach more people, not just in its immediate surrounding area. The sales conversion and customer retention will be improved by investing in data-driven marketing techniques, including customer segmentation and targeted advertising (Aeby, Rao and Gupta, 2024). Better online presence also allows communicating with customers effectively and providing the offer of a personalised service, which is consistent with the current consumer preferences.
2. Diversification and Innovation of the product
By establishing new lines of products that resonate with the developing dietary trends, e.g., gluten-free or vegan Greek desserts, the customer base will be increased, and the existing health-conscious trends will be addressed. Innovation of products can also be enhanced by engaging local suppliers in order to maintain the freshness and genuineness. The constant development of products and seasonal services will keep the customers engaged and distinguish The Sweet Greeks among others.
3. Operational Sustainability and Efficiency
The company ought to adopt effective production mechanisms and sustainable operations in order to save money and become more environmentally friendly. The use of eco-friendly packaging, reduction of food waste, and locally sourced amenities will enhance the brand image in addition to long-term sustainability in operations (Daramola et al., 2025, pp.79-97). The integration of technology in supply chain management will guarantee uniformity in quality and cost-efficiency.
4. Human Resource Development and Training
Customer service, food safety, and digital training of employees are the key factors in order to retain the quality of service and help the strategic growth. The creation of a motivated and talented workforce will enhance productivity, innovation, and organisational culture, which will then see The Sweet Greeks experience sustainable growth and sustainability in the market.

[bookmark: _Toc211593574]Conclusion
Finally, The Sweet Greeks, within the initial three years of operations, had established a good base that was based on quality, reputation, organic products, and high customer satisfaction. Its plans to expand its operations to other cities and increase its product and service offerings were in line with the market opportunities. However, it was not formally strategic in terms of articulating vision and mission, and setting measurable goals; its operations, marketing, and supply chain were not as strong as is the case with many SME. Environmental scan indicated that the threats are high due to cost pressure and competition, and the weaknesses within the company include the low scale and inefficiencies of the operation. The assessment of strategic growth options based on the Matrix proposed by Ansoff, the Generic Strategies, and the Digital/marketing-enhancements-focused.  The careful-expansion-based strategic clock proposed by Bowman suggested the recommendation of the focused differentiation strategy as the sustainable long-term direction. Formal planning, stakeholder involvement, operational reinforcement, and risk management ensured that The Sweet Greeks was in the right place to turn a recognized local cafe into a small chain with differentiated positioning, resistant to the external threats, and with the capability to facilitate sustainable growth.
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