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1 [bookmark: _Toc19482121]Executive Summary of International Business Plan
This report follows on from a pilot feasibility study into expansion of the graze brand. The executive summary seeks to provide a synopsis for this report by providing answers for the following 4 questions:
· What we want to do
· Why we want to do it
· How we are going to do it
· What resource it will take to deliver
Graze.com is an exciting company helping to reimagine snacking, by offering healthy, nutritionist-backed snacks that are a great part of a healthy diet, sustainably sourced, and responsibly produced and distributed. We want to expand our brand to help improve the diets of Europeans by opening operations in The Netherlands, making a fantastic contribution to sustainable and responsible production and distribution techniques along the way.
We believe that there is an alternative to unhealthy snacking, and that the people of the Netherlands share our values of nutritious food with an emphasis on home-made feel, flavour, and belief that snacking is part of that healthy diet and lifestyle. We want to grow our brand to reach more customers across Europe, and while the journey starts in the Netherlands, the vision for the future is a Europe-wide place in the market. We will double our subscribers and turnover within 5 years, making us a major player in the snack food market and better positioned to advance our wider goals around the environment, business practice, and sustainability.
We will do this by borrowing from our successful UK & US models, maintaining a standardised approach, but empowering staff and teams in their locales through a flat organisational structure so they can respond to their markets how they see is appropriate. It will mean roughly increasing our workforce initially by around a quarter and take start-up investment costs of around £11million to replicate our UK & US production facilities.






2 [bookmark: _Toc19482122]Corporate Global Vision and Goals
Our Goal is to grow the business and the brand, to become a major player in the snacking industry, the leading healthy snack brand, and a leading organisation for ethical and sustainable practices. Our success in the UK and US markets has given us a foothold, however in order to drive our next phase of growth we must look outside, to new markets, and to capture the very best of new tech and practices.
In our primary report we presented a short PowerPoint synopsis of primary investigations into this expansion opportunity, and in this board report we will describe the plans more fully including findings of our detailed foreign market research. 
In the sections below we will state our vision and strategic goals followed by our operational structure and delivery plans.
2.1 [bookmark: _Toc19482123]Vision
‘To be the number one healthy snack brand’
Expansion into The Netherlands will be an enabler to achieving our company vision, with access to new markets and technologies, but also capturing the synergies of Dutch culture which are aligned values such as accessible healthy eating, snacking as part of a healthy diet, sustainable production and infrastructure, and appropriate contributions to Corporate Social Responsibility (CSR). 
Outlined below are 5 strategic goals that will act as primary drivers to realising our vision:
2.2 [bookmark: _Toc19482124]Goals
[bookmark: _Toc19482125]Grow our business
Accessing a marketplace with 170 million consumers within 24 hours of us. Our industry leading data, choice, tech, and responsiveness will bring Europeans a choice of healthy snack not widely available before. Learning from our US expansion, we have adopted technology and practices that allow us to be agile, bringing our customers what they want at a rate nobody else can match.
[bookmark: _Toc19482126]Diversify our market
Using the multichannel operational model we can expand our customer base rapidly from our new location in The Netherlands, capturing the best of the leading logistics framework and bring healthy snacking to a new, captive audience. Using our experience from the US expansion, we can expect a minimum 70,000 new customers within the first 6 months, bringing in c£14million of turnover in the first year (Foodmanufacture, 2015).
[bookmark: _Toc19482127]Maximise our profitability
Taking advantage of the strengths of our multichannel business delivery model we must seek to find new, better ways of capitalising on developments in tech and agrifood production, as well as maximise the opportunity the Dutch logistics system opens up for us (PWC, 2019).
[bookmark: _Toc19482128]Strengthen our brand as an ethical, green, sustainable company
Dutch culture shares our values around good, healthy, nutritious food, and the role of snacking in daily energy intake also. The Netherlands are a nation leading the way in pursuit of better, cleaner, greener methods of food production, distribution, and doing business. The opportunity to contribute to developing better ways of doing our business and being seen to do business the right way will help us meet our obligations under CSR, as well as provide excellent marketing material – potentially drawing us a greater market share along the way.
[bookmark: _Toc19482129]Make Healthy snacking the easy option
We want to help change the eating habits of Europeans, making healthy snacks accessible, tasty, and the easy choice. Our multichannel business model provides choice for the consumer but also allows us to collect data and launch new products to market within 24 hours, giving us the agility and responsiveness to adapt rapidly to new market conditions. Our subscription and ordering platform acknowledge customer preferences and give us opportunity to be bold, developing new, healthy recipes and getting rapid feedback from our customer base (Graze.com, 2018).
3 [bookmark: _Toc19482130]Organisational Structure
Organisational structures have been broadly categorised into 4 groups: divisional, flat, functional, and matrix (Davis Browing, 1991), (Ashton, 2004), (Morschett, et al., 2015), with consensus stating a defined structure supports more effective business than one that is too fluid, or poorly defined (Maduenyi, et al., 2015). Our review has considered research into organisational structures and their impact on organisational performance and employee engagement, describing below 2 of the options for proposed organisational structure moving forwards.
Organisations with flatter structures have been found to foster greater organisational commitment,  job satisfaction, and employee empowerment, often due to greater responsibility through distributed decision making power, and more direct communications (Lok & Crawford, 2004), (Connolly, et al., 2016), (Dubey & Singhal, 2016). Organisations structured this way can require additional systems to cope with projects or events that are often temporary and out of the ordinary, however remain effective if these are available (De Vries & Van Der Poll, 2016). 
No doubt businesses can benefit from greater output and involvement from their workers from a flat structure, however in order to work effectively leadership must create the platforms and conditions for which it should succeed, therefore energy must be focussed in this direction (Lok & Crawford, 2004). Divisional structures can be highly efficient and distribute responsibility to a hierarchy within the organisation. There is a greater degree of accountability and flexibility to respond to local markets, however divisional structures can lead to some parts of the organisation being compartmentalised, or increased competition which can become unhealthy (Knapp, 2018).
4 [bookmark: _Toc19482131]Foreign Market Research
4.1 [bookmark: _Toc19482132]PESTLE analysis
4.1.1 [bookmark: _Toc19482133]Political
The Netherlands ranks amongst the most stable countries in the world across a number of key indicators in the 2018 World Bank governance report, ranking highest European nation for voice & accountability (top 3) and Regulatory Quality (4th), and top 10 for Rule of Law, Government Effectiveness, and Control of Corruption (WGI Project, 2019). 
As a highly prominent member state in the European union, The Netherlands is viewed as the 4th most relevant and influential of the 28 member states, despite ranking 8th for population size and 6th for economy size (ECFR, 2018). Therefore, Dutch perspective and philosophy is likely to contribute significantly in relation to EU policy direction in coming years.
The Netherlands is considered to have a sympathetic view towards Entrepreneurship, Innovation, and Business development. It has developed a corporate tax infrastructure designed to encourage foreign investment, business development, and R&D. Analysis of the Dutch tax system by PWC highlight its 6 most attractive features (p. 20), and concludes that the Dutch position in Europe is highly competitive in comparison to European competitors (2019).
From a legislative perspective, and despite the instability throughout Europe, Pan-Asia, and across the Atlantic the Dutch position remains pro-business and innovation. Unemployment is amongst the lowest in Europe at just over 3%, and the economy continues to benefit from supportive Fiscal policy (Statista, 2019). 
Summary:
In spite of a murky European and international political picture with its significant and unprecedented challenges (Brexit, US/China trade dispute (FT.com, 2019)), the stability and pro-business approach of the Dutch political system makes for an attractive investment proposition. Favourable fiscal policy and a strong position as a key influencer in Europe means The Netherlands is likely to be a driver of policy rather than a passive recipient, subsequently business is likely to benefit from strong market positions.
4.1.2 [bookmark: _Toc19482134]Economic
The Netherlands is considered by the World Bank to be a productive and high-income nation, with national GDP at $918Billion for 2018, also ranking number 1 in Europe for Human Capital Index (HCI) (2019). Labour Productivity per hour is amongst the highest levels in Europe (OECD, 2018). GDP per capita in 2019 is c$59,000, and The Netherlands has seen a 30% growth in GDP pc since 2010 with OECD describing the economic outlook as ‘vibrant and growth expected to remain robust’ (2018).
Labour costs are likely to be a significant consideration as The Netherlands has amongst the highest labour costs in the EU 19 nations, although this cost is in line with other high earning European neighbours such as Norway and Germany (European Commission, 2019). Costs in The Netherlands are higher in comparison to the UK by approximately 28%, however analysis of productivity per hour compared with G7 and EU19 countries seems to suggest this is easily offset (ONS, 2018).
The Netherlands are a founding member of the European Union and have adopted the Euro as currency since its inception in 1999. Subsequently transactions within The Netherlands and across European borders within the Eurozone should benefit from increased price transparency, lower transaction costs, increased trade, reduced processing time for transactions, and elimination of exchange rate uncertainty (European Commission, n.d.).
Summary:
The Netherlands has a stable political climate, strong fiscal policy, and an approach to encourage Entrepreneurship, Business Development, and Investment. Consequently, this is a country of individual and collective wealth amongst the highest in Europe. There are significant factors such as increased labour costs, however our research suggests these can be offset by some of the highest productivity per hour rates in Europe. As an investment proposition, the culture and climate would seem to have a good fit with our brand. 
Levels of disposable income in The Netherlands are greater than (or at least match that of) the UK (Eurostat.EU, 2019) and are amongst the highest in Europe, therefore there is an advantage to investing in The Netherlands (12% higher than EU average) over countries where disposable income is less than European average. Our supply chain management should benefit as a result of our presence in The Netherlands and its full membership of the EU and Eurozone. 
4.1.3 [bookmark: _Toc19482135]Social
Strong social and cultural similarities exist between the UK and The Netherlands, especially important in relation to language. English is the language of global business, as well as the predominant tongue of the internet and pop culture (HBR, 2012). High proficiency and broad spread of a common language across a new market will enable smoother transactions, marketing, and interfacing at all levels. The Netherlands is considered to be very highly proficient in use of the English language. In the most recent EF English Proficiency Index the Netherlands is ranked second out of 88 countries in the 2018 edition (EF, 2018). 
In addition to the familiarity and aptitude with language, the UK and Netherlands are strongly aligned in 5 out of 6 dimensions during an analysis using Hofstede’s 6d model (Hofstede, 1980). Similarly to the UK, The Netherlands is consistently considered as one of the best countries in Europe to live, with upper quartile responses in quality of life, satisfaction, and happiness in regular cross Europe surveys (Eurofound, 2016). Given the strong alignment observed, consumer trends, attitudes, and beliefs can be expected to be broadly similar to UK market as a minimum.
Attitudes to health, fitness, exercise, and nutrition are amongst the most positive in Europe, with prevalence of physical activity amongst the highest in developed nations and reports of physical inactivity the lowest in Europe (EU Science Hub, n.d.). The Netherlands has moderate performance in relation to Healthy Eating as there is a correlation with wealthier nations and increasing spend on unhealthy foods (so called ‘Western Diet Pattern’ (Popkin, et al., 2012)), however despite increased intakes of salt and fat, has amongst the highest intakes of vegetables (top 4), fibre, and whole grains (top 2) in Europe (EU Science Hub, n.d.).
Summary:
There are strong similarities in social contexts between UK and The Netherlands (Gov.uk, 2015), and areas of divergence are more closely aligned with our company beliefs, values and goals so this should be positive. A good example is food habits: the Dutch are the 2nd highest growers (European Commission, 2019), exporters (PWC, 2019), and consumers of whole grain, vegetables, and seeds in Europe; given the vision and goals of our snacking brand there should be excellent synergy for us in this new market from a social perspective.
4.1.4 [bookmark: _Toc19482136]Technological
Our business and customer experience is based on technological platforms being the gateway to our products, as well as our product representing our values around organic processes and sustainability. There is great use of technology to drive access to renewables, waste-to-energy, electric vehicles, cutting edge agriculture techniques, and training particularly in ICT disciplines which strengthens our talent management opportunities (MarketLine, 2011), (PWC, 2019).
Creatives and marketing talent will be at the forefront of our success in The Netherlands, and the education infrastructure to develop that talent, as well as the basis of a number of leading firms in this area is a strength of this proposal. 
Summary:
Being based in the technology heartland of Europe gives us an excellent competitive advantage and increased likelihood of successful expansion into the European market. We will have excellent access to talent in important industries such as marketing & creatives (PWC, 2019), as well as benefit from the new advances in Information and Agricultural Technologies. Our access to sustainably produced raw materials will never have been greater and we have an opportunity to exploit green logistics and transportation infrastructure that our customers will consider to enhance our credentials around corporate social responsibility (CSR) and sustainability.
4.1.5 [bookmark: _Toc19482137]Environmental
Geographically the Netherlands is positioned well for us to gain access to over 170 million consumers within a 500km radius, and 95% of the most lucrative markets in Europe within 24hours of Rotterdam or Amsterdam. We can consider expansion into The Netherlands as a springboard into European markets (PWC, 2019, p. 7). 
Increasing awareness of the green agenda, and public focus on CSR has placed increasing expectation on companies to be compliant with challenging standards contained in guidelines such as OECD Guidelines for Multinational Enterprises (OECD, 2011). The Dutch government has a stimulus package in place that could support our progression to CSR compliance (Government of the Netherlands, n.d.) as well as access to the green deals programme that could support our environmental aspirations (Green Deal, n.d.).
Placement in the heart of Europe’s technical development quarter will allow us to benefit from rapid access to newest green technologies, such as Hydrogen Fuel cells, improved renewables, and green packaging technologies and recycling. Our aspirations to reduce emissions year-on-year and become carbon neutral by 2040 will be more achievable because of this investment and our positioning in the Dutch market. This plan is in keeping with Dutch government policy to drive environmental improvement through National Environmental Policy Plan (NEPP) and make a sustainable environment within one lifetime (RRI.org, n.d.), (MarketLine, 2011).
Summary:
Location, infrastructure, and policy are all aligned to our goals as a green, sustainable, and responsible organisation. The opportunity to exploit world leading infrastructure such as the biggest port in Europe and high performing logistics networks, as well as capitalise on the world’s leading sustainable transport network is strong (PWC, 2019). Aware of our responsibilities to contribute to a responsible and green society, there are additional taxes to support environmental issues that we should be aware of – such as the taxes on energy and mains water that may impact us in a small way. We should be prepared to share these costs as part of our commitment to CSR.
4.1.6 [bookmark: _Toc19482138]Legal
There are a number of similarities and differences to doing business in the UK and Netherlands, and UK government advice suggests specialist legal advice before entering an arrangement (Gov.uk, 2015)
The Netherlands is a founding member of the European Union and insofar as trade agreements etc is bound under the rules governing the union, however free to set its own fiscal policy in relation to inward investment and corporate stimulus (European Commission, n.d.), (Gov.uk, 2015). 
The Netherlands has a clearly defined structure for organisational governance that differences somewhat from UK arrangements, however is no more complex (Gov.uk, 2015), (PWC, 2019). A decision at board level will need to be taken on the definition of our company as a business entity when approaching the market, and specialist advice should be taken to ensure the decision taken is suitable.
5 [bookmark: _Toc19482139]Risk Assessment
[bookmark: _Toc19482140]Porter’s 5 forces
Porter’s 5 forces model (1985) is a tool to support analysis of factors influencing competition within an industry (HBS, n.d.), (Porter, 2008). 5 forces analysis has been slated as saving time in executive decision making due to the presentation of information distilled into simple messages with only the most pertinent factors being shared (Helms & Nixon, 2010), however many researchers now are describing the benefits of using the tool in combination with SWOT & PESTLE analysis for a more complete picture (Grundy, 2006), (Evans & Wright, 2009). 
[bookmark: _Hlk19463859][image: ]
Figure 1 – analysis using 5 forces model (Porter, 1985)
[bookmark: _Toc19482141]Threat of New Market Entrants: 
· Low 
· Routes to market rely on brand and consumer trust
· Market entry has some barriers and new entrants seem reluctant to challenge
[bookmark: _Toc19482142]Threat of substitute products or services: 
· High
· Significant snack-food alternatives, however few competing on the basis of healthy snacking
· Strong reliance on continued customer focus on healthy eating
[bookmark: _Toc19482143]Bargaining Power of Buyers: 
· Moderate – High
· Price premium for our product, therefore economic conditions could affect our turnover
· Our multichannel model could take customers away from our subscription service
[bookmark: _Toc19482144]Bargaining Power of Suppliers: 
· Low 
· New location enables us to be more involved in production
· Limited reliance on external providers for majority of our supplies
[bookmark: _Toc19482145]Rivalry amongst existing competitors: 
· Low – Moderate 
· Large number of firms, however some reluctance to challenge in the healthy snacking market
· Reliance on healthy snacking taking a greater share of overall snack market
[bookmark: _Toc19482146]SWOT
	Internal
	Strengths
· Established snack food market
· High compatibility with company values & culture
· Demographics fit with target audience
· Strong synergy with 5/6 dimensions in the cultural comparison
· Strong track record of investment & trading between UK & Netherlands
· Infrastructure and distribution strengths 
· Company compliant with consumer trends
	Weaknesses
· Potential resistance to new business model
· Identifying appropriate human resource
· Change in consumer demand
· Business model is repeatable and open to competition
· Return on Investment - ? greater economies of scale if expansion is across a greater number of markets
	Internal

	External
	Opportunities
· Exploiting opportunity from the cultural aspects already embedded 
· Sound demographic position
· High degree of English speaking
· Agile, web-based technology (‘clicks’ over ‘bricks’)
· Strong history of trading relations between UK & Netherlands
· Excellent logistics network
· Huge market potential
	Threats
· Uncertainty about how withdrawal effects trading relations
· Competitors:
· Sourced Box
· Office Pantry
· Cyber security
· Talent pool
· Cultural pushback
	External



6 [bookmark: _Toc19482147]International Business Strategy 
International Business Strategy has often been categorised into 1 of 4 typologies based on a higher or lower degree to which a company chooses to be either Globally Integrated, or Locally Responsive (Bartlett & Ghoshal, 1989). Categorised using the Bartlett & Ghoshal matrix (1989), international strategies can be described as International, Multidomestic, Global, or Transnational. Each has been descrbed as having strengths and disadvantages, however for the purposes of this report I will focus on describing the Transnational strategy and how this best serves our company as our preferred International Strategy.
A Transational Strategy is one characterised by a high level of Global Integration – so one that wants to find economies of scale from expanding operations. A Transnational company will also seek to maximise the benefits of local responsiveness (Bartlett & Ghoshal, 1989), and so distributing leadership and develoved resposibility within our flat organisational structure will allow our sales, marketing, and production teams to flourish, using their energy and creativity to respond to local need.
7 [bookmark: _Toc19482148]International Marketing Plan
2 paradigms exist in International Marketing: Standardisation, and Adaptation (Levitt, 1983) (Whitelock & Pimblett, 1997),  (Vrontis, et al., 2009). They describe the extent to which a multinational business adopts standardisation and uniformity, versus responding to local conditions such as resource availability (Cox & Mason, 2007). Arguments pitting economies of scale against responsiveness to local cultures and climate appear to hotly contested in literature since the beginnings of the analysis in the 1980s (Rao-Nicholson & Khan, 2017).
Standardisation can offer minimised costs in respect of time, people, and monetary, and are therefore increasingly favoured approach in multinational business (Cox & Mason, 2007). For the purposes of this report, we should lean towards a standardised approach, taking advantage of our cultural and legislative similarities. We should therefore realise benefits of a swifter deployment, and subsequently a more rapid and effective bedding in process to the new market. Below we will describe our marketing approach using the 4 p’s model (McCarthy & Perreault Jr, 1960) and illustrating how our approach will be standardised with our UK operation.
[bookmark: _Toc19482149]4 p’s
[bookmark: _Toc19482150]Product
We are suppliers of the best tasting healthy snacks[footnoteRef:1] in the most imaginative of flavours. Over 1000 flavour ideas have been available (Graze.com, n.d.) combining our individual, personalised subscription boxes, our selection of bars and pre-packaged snacks – available direct from selected stores, and boxes of snacks approved by nutritionists directly available to wholesale (Graze.com, n.d.). We enter new markets usually in a test and learn approach but have the capacity to rapidly change the offering through our back catalogue of flavour ideas and subscriber datasets. [1:  Food Manufacture Excellence Awards 2014] 

[bookmark: _Toc19482151]Price 
Our pricing structure is relatively simple, with just 1 price point covering our subscription boxes, and 1 price for our pre-packaged in-store snacks. The psychological pricing strategy of the £4.49 and £2.49 price points should continue – however consideration of the exchange rate pricing in Euro should read €4.99 and €2.99 respectively (as of September 2019). Recognising our product is not an entry level price point we very much need to focus on its quality, flavours, and nutritious ingredients as opposed competing on price against our unhealthy snack competitors which are priced much more cheaply.
[bookmark: _Toc19482152]Promotion
Our imaginative and engaging advertising campaigns are a key source of promotion for our brand, with TV, and increasingly pay-per-click internet advertising being a strong source of enquiries for our website. Increasingly so we can look to take advantage of public relations – looking for opportunities to sell our message around health and sustainability, and our work in driving eco-friendly food production and distribution techniques. We have a longstanding promotion in the subscriber channel where 1st box is free or half price, and there is no reason this should not continue. Another opportunity to drive wholesale sales particularly would be direct marketing, where we could engage corporations and organisations, providing some catering for events, potentially driving sales in this domain.
[bookmark: _Toc19482153]Place
Utilising our website, ap, subscription network to drive the wholesale and subscription arms, our products are also available in a network of specially selected stores and partner outlets – offering our customers a huge choice of how they can get hold of our great, healthy flavours. Predominantly we expect our subscriber model to drive upwards of 80% of sales, however towards the end of year 2 and onwards it is likely our in-store offerings will be a primary source of income.
8 [bookmark: _Toc19482154]Recommendations
This report has presented a strategic situational analysis following an options appraisal of suitable new markets for our international expansion. The Netherlands is found to have an excellent fit with strengths around culture, trading relationships, logistics, and market access size. This report recommends we proceed with an investment to expand into the Netherlands, using a standardised approach to our successful US & UK business model. 
We recommend adopting a Transnational Strategy, combined with a standardised approach to our International Marketing, whilst maintaining our flat organisational structure will continue to bring our observed benefits of greater employee involvement, job satisfaction, and organisational commitment, subsequently we benefit from improvement productivity and profitability. 
Our philanthropic aims can benefit from our exposure to the new working conditions and technologies being developed in the Dutch agrifood market, and we can share learning and best practice with our partner organisations in Africa a little way down the line. 
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