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Task 1_Individual Academic Report (Strategic Plan)

1. Introduction
A business strategy is a critical component of the company’s success in achieving its goals. It is s not just a step-by-step plan or set of instructions, but a central idea that guides an organisation’s decisions and actions to reach its short and long-term objectives (Grant, 2021). Strategic management is a systematic process of planning, implementing, and monitoring this plan in order to ensure continued success (David, 2011), protect the organization from “surprises” and generate a competitive advantage.
This report explores how Pip & Nut Ltd. could leverage strategic management theories and models to develop a sustainable business strategy that positions it competitively while reinforcing its commitment to responsible business practices. It draws on a range of strategic management frameworks, including Porter’s Five Forces, SWOT analysis, the VRIO model, and stakeholder analysis, to examine Pip & Nut’s current competitive position and identify opportunities for sustainable growth.
2. Appraisal the organisation’s current strategy
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(Source: Pip & Nut, 2022)
Pip & Nut operates in the food and beverage industry, focusing on the nut butter and healthy snacks market. The company has grown steadily since it was founded in 2015, with AGR (Annual Growth Rate) of about 40% since its launch, reaching over £20 million in revenue by 2022, and was announced as the UK’s fastest-growing nut butter brand (B&B Studio, 2017).  Its products are sold in over 5,000 stores in the UK ( Sainsbury's, Tesco), and exported to several countries(Germany, France, and Ireland). 
Pip & Nut’s vision is to make wholesome foods more exciting and accessible to people. They aim to encourage healthier food choices by creating nut butter that is delicious yet nutritious. Their mission is to produce high-quality, natural products free from palm oil, refined sugar, and artificial ingredients (Pip & Nut, 2022). They want their products to be both good for the consumer and the environment, promoting sustainability wherever possible.
Pip & Nut has positioned itself as a premium brand in the competitive food market. It primarily targets health-conscious consumers who prioritize quality, natural ingredients over processed options, and by sticking to this niche, they’ve gained a loyal customer base. The company has gained a strong reputation for transparency and ethical practices in the UK market. 
However, they face competition from larger, established brands like Meridian, and Whole Earth, and international brands like Skippy and Justin’s, as well as other small, health-focused companies. As a younger brand, they must differentiate themselves continuously. They have responded by maintaining high-quality standards and building a loyal customer base through consistent branding. They are also exploring international expansion and responding to consumer interest in healthier, eco-friendly products.
· Pip & Nut’s Porter’s Five Forces analysis
The Five Forces is a framework that helps businesses understand the competitive environment of an industry and shape their strategy to stay competitive (Porter, 2008). It helps the companies recognise the market’s potential opportunities and risks, assess the level of competition, and find a more profitable, less vulnerable position in their industry, along with adapting to changes in the industry’s structure.
· Threat of new entrants: the nut butter market is relatively easy to enter. However, Pip & Nut’s strong brand identity and quality reputation give them some protection.
· Bargaining power of suppliers: Pip & Nut relies on high-quality nuts, which can vary in price. Their commitment to ethical sourcing adds complexity but also strengthens supplier loyalty.
· Bargaining power of buyers: consumers have many choices when it comes to nut butter, which gives them a fair amount of power, especially if they prioritize price. Pip & Nut mitigates this by focusing on a health-conscious audience willing to pay more for premium ingredients.
· Threat of substitute products: buyers can choose other spreads, such as seed butter and chocolate spreads. To reduce this threat, Pip & Nut focuses on being natural and additive-free, which appeals to consumers looking for healthier options.
·  Industry rivalry: the nut butter market is crowded, with large and small brands competing. Pip & Nut’s focus on natural ingredients and transparency gives it a unique edge in this competitive market.
Table 1. Pip & Nut’s 5 Forces analysis
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(Source: created by author, 2024)

3. Pip & Nut’s external and internal analysis 
PESTLE (Political, Economic, Social, Technological, Legal, Environmental) is a strategic tool used to analyse the external environment of an organisation (Table 2). It helps businesses identify opportunities and threats that could affect their performance (Permatasari and Khalid, 2024), develop a strategy to address the challenges (Buye, 2021), prepare for change, capitalize on opportunities, and avoid risks.
Table 2. Pip & Nit’s PESTLE analysis
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· Political factors: 
· Government support for healthy eating (Griffith et al., 2020) and encourage healthy eating habits to tackle obesity. 
· They must stay in compliance with food safety and packaging laws.
· Economic factors:
· The recent inflation increase in the UK has led to rising costs of raw materials like nuts and seeds, which affects the company's profitability (Cagan and Mill, 2024). 
· Consumers may spend less on premium food products in times of economic uncertainty. 
· However, there is a growing demand for healthy, natural products (Figure 2), and Pip & Nut can take advantage of consumers willing to pay more for nutritious options, even during tough economic times.
· Social factors:
· Growing health consciousness among consumers, with more people looking for plant-based, organic, and natural products.
· Social media also plays a huge role in marketing, and Pip & Nut has a strong presence in digital spaces, engaging with its health-conscious audience.
                                             
Figure 1. Global health and wellness food market
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(Source: Plant Based Foods Association, 2024)
· Technological factors:
· Automation in manufacturing could help reduce costs and improve efficiency (Anderson, 2020), but the company must ensure that its focus on quality isn’t compromised. 
· Technology also plays a role in marketing, with e-commerce platforms and social media allowing Pip & Nut to reach a wider audience. 
· Legal factors:
· EU and UK regulations on ingredients and health claims on packaging. Regulatory non-compliance may lead to fines or brand damage. 
· Data protection laws must be considered when conducting digital marketing campaigns.
· Environmental factors:
· Pip & Nut sources natural ingredients (Pip & Nut, 2017), which resonates with eco-conscious customers. 
· Sustainable packaging, like biodegradable and eco-friendly materials, could further align the brand with sustainability trends (Khandeparkar et al., 2024). 
VRIO (Value, Rarity, Imitability, and Organization) is a tool used to assess a company’s internal resources and capabilities (Astawa, 2022). Using the VRIO framework Pip & Nut could determine if its resources provide a sustained competitive advantage, and evaluate whether its internal strengths can be leveraged to mitigate external threats or capitalize on opportunities. 
Table 3. Pip & Nut’s VRIO analysis
[image: ]
(Source: created by author, 2024)
Its brand image, known for health and sustainability, is valuable and rare, setting it apart in the market. During economic downturns, this trusted reputation encourages customers to choose Pip & Nut over cheaper options. Their product innovation, which includes creating new flavours and products, keeps consumers interested. This focus on innovation aligns with changing social trends and gives Pip & Nut an edge over slower-moving competitors.
Sustainability is another key strength. By prioritizing eco-friendly packaging and ethical sourcing, the company appeals to environmentally-conscious consumers and aligns with political pushes for green practices. This helps the brand manage regulatory pressures and the growing demand for sustainable products.
Additionally, their strong social media presence allows Pip & Nut to connect directly with customers, reinforcing loyalty and trust. This engagement helps reduce the impact of rising competition.
However, the dependence on external suppliers for nuts remains a weakness. Economic changes or environmental factors like droughts may impact costs and supply stability. Though difficult to fully control, managing this risk is essential to maintain resilience against external pressures.

    4. Stakeholders analysis
Stakeholders are individuals, groups, or organizations that have an interest in the operations and outcomes of a business. They can affect or be affected by the company’s actions, and policies, as well as by the achievement of its objectives (Pirozzi, 2019). 
A stakeholder analysis grid (also called a power/interest grid) is a tool to map stakeholders based on two factors their ability to influence business decisions (power) and the level of concern or involvement they have in the business (interest). It ensures that key stakeholders are aligned with business objectives (Mahajan et al., 2023) and provides businesses with a structured approach to managing relationships and mitigating risks. This not only increases the chances of project success but also supports long-term strategic goals.
Table 4. Pip & Nut’s Power/ Interest grid
	Stakeholders
	Power level
	Interest level
	Strategic response

	Customers
	High
	High
	Menage closely

	Suppliers
	High
	Low
	Keep satisfied

	Employees
	Low
	High
	Keep informed

	Investors
	High
	High
	Menage closely

	Retailers
	High
	High
	Manage closely

	Local community
	Low
	Low
	Monitor



(Source: created by author, 2024)
· Customers (High Power/ High Interest) want high-quality, healthy, and ethically sourced products. Their power comes from their ability to choose competitors if they’re dissatisfied. They also have a strong interest in the company since they want safe, sustainable, and affordable options. Pip & Nut should listen closely to customer feedback, innovate to meet their preferences and communicate openly about ingredients and sustainability practices.
· Suppliers (High Power/ Low Interest) provide raw materials, like nuts and packaging, giving them high power over the product’s cost and quality. However, their interest is usually lower because they supply many companies. The company should build long-term, reliable relationships with suppliers. By negotiating fair deals and fostering partnerships focused on sustainable sourcing, they can ensure a steady supply.
· Employees (Low Power/ High Interest) play a vital role in daily operations, from production to customer service. They care about their work environment, job security, and growth opportunities. Pip & Nut should keep employees informed and engaged. Offering good working conditions, clear communication, and development opportunities will help retain loyal, motivated staff.
· Investors (High Power/ High Interest) provide essential funding, so they have high power and are highly interested in company success. They expect profitability and growth. Regularly update investors on financial health and strategy, balancing profit goals with Pip & Nut’s values. Transparency builds trust and aligns them with long-term goals.
· Retailers (High Power/ High Interest) are important because they decide how much shelf space Pip & Nut gets in stores. They are highly interested as they benefit from sales of popular products. Pip & Nut should work closely with retailers, supporting them with promotions and providing competitive pricing to ensure a strong in-store presence.
· Local community (Low Power/ Low Interest) cares about Pip & Nut’s environmental impact. Although their power is low, they can influence public opinion. Engaging in social programs that benefit local communities and ensuring environmentally friendly practices would mitigate potential negative impacts.

[bookmark: _Hlk181478936]5. Pip & Nut’s strategic growth options
Although Pip & Nut is a well-positioned brand and holds a notable share of the premium nut butter market in the UK, to ensure its long-term success in a dynamic food industry, the company needs to focus on strategic growth options. 
A growth strategy is a comprehensive plan focused on expanding a business's size, revenue, and overall value. It involves defining, from a broad perspective, how to outpace competitors and determining the most effective path to achieve that goal. Ansoff strategic opportunity matrix (Ansoff matrix) is one of the management tools for identifying various business growth strategies (Zugay and Zakaria, 2023), and includes four options: market penetration, product development, market development, and diversification.
The potential strategic growth options, that would enable the company to maintain or expand its market share and increase profitability are: 
· Market penetration, which focuses on increasing sales of existing products in the current market and tries to attract new customers or encourage existing ones to buy more. By using efficient market penetration techniques, the business could tap into new markets, increase its market share, and keep a competitive edge in an increasingly competitive field (Nwosu et al., 2024). 
In the UK, demand for healthy, natural foods is growing, which supports Pip & Nut’s products. However, competition is strong, with many brands offering similar products and this pushes the company to stand out and maintain customer loyalty. A market penetration strategy allows Pip & Nut to capitalize on this demand, leveraging its reputation for quality and natural ingredients to attract new customers and expand in existing segments.
   Figure 2. Global nut butter market
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(Source: Marker Research Future, 2024)
On the other hand, the company has a loyal customer base, solid brand identity, and established distribution channels in the UK. It also has a good track record in digital marketing and partnerships with major retailers, which could be further leveraged to reach a broader audience. These internal strengths provide a solid framework for expanding their presence without the need for new products or markets.
Over time, this low-risk strategy would help the company generate more revenue, which could be reinvested into other areas like research and development or sustainability projects and this would make the business more resilient in the long run.
· Product development, which involves expanding the current product portfolio to include new categories that appeal to existing or new market segments (Clarissia, 2020), and it is used as a strategy to increase the overall sales and profitability of a product line.
Social trends show that consumers are progressively interested in healthier snacks and plant-based food (Statista, 2024), and expanding its product lines would help the company stay relevant. 
     Figure 3. Attitudes towards food in the UK as of September 2024
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(Source: Statista, 2024)

Pip & Nut has valuable resources like brand recognition and strong customer loyalty, and expanding the product line would leverage these internal strengths, while the company’s current focus on natural ingredients gives it a competitive advantage that is rare and difficult for competitors to copy. 
By implementing this strategic option, the company would reduce dependency on a single product category (nut butter) and make use of new revenue streams. Also, product diversification improves operational efficiency and maximises resource utilisation (Thomas et al., 2021). Pip & Nut might launch new goods with possibly lower costs and risks by utilising its current supplier networks, production capabilities, and brand recognition.
Diversifying products also spreads financial risk, if one product or category sees a decline in demand, other products could compensate for it. This makes the company more resilient, adaptable, and competitive in a changing market, as well as strengthening its position in the long term.
· Market development means expanding into new geographical markets, including out of the UK or targeting a new customer segment (e.g. Millennials, Gen Z). 

Figure 4. Nut butter market share by region
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(Source: Marker Research Future, 2024)

For Pip & Nut Ltd (UK), this could mean expanding beyond the UK to markets where demand for natural, healthy foods is growing, like Europe and North America (Figure 4). Market research has shown that consumers globally are increasingly interested in healthy, plant-based foods (Ruiz, 2023) and this trend aligns with Pip & Nut’s natural and sustainable brand image.
To succeed, Pip & Nut could form partnerships with local retailers in these new regions or sell directly through online platforms. The company would need to understand and adapt to each market's preferences and regulations, possibly adjusting flavours or packaging to fit local tastes. Expanding internationally diversifies Pip & Nut’s revenue streams and reduces dependence on the UK market alone.
This strategy could support the company’s long-term sustainability by reaching more customers, increasing brand awareness globally, and providing stability against UK market changeability. By establishing a broader customer base, Pip & Nut secures a stronger foundation for continued growth and resilience in changing market conditions.



6. Competitor reactions and responses
If Pip & Nut focuses on increasing UK sales, competitors, such as Meridian Foods and Whole Earth, which also offer natural nut butter and spreads, may similarly increase their marketing efforts. They might launch campaigns to highlight their product benefits, offer more discounts, or introduce loyalty programs to keep customers. Competitors could also try to secure more retail space to make their products more visible. The company would respond by focusing on what makes its brand unique, like quality ingredients and eco-friendly values. Using social media and influencer partnerships, Pip & Nut could keep its brand image strong and maintain customer loyalty.
If Pip & Nut introduces new products, competitors may quickly follow with their own new flavours or product lines. They may also release limited-edition products to attract attention. The firm could stay ahead by testing unique flavours or snack ideas that reflect its values. Conducting regular market research and listening to customer feedback would help them stay one step ahead of competitors' new products.
If Pip & Nut enters new countries, global brands like Justin’s or Nutiva could respond by expanding their presence in those markets. UK competitors might also try international growth to avoid losing ground. The company could focus on markets with high demand for natural products and keep its messaging clear on quality and sustainability. Forming partnerships with well-known retailers abroad might also help Pip & Nut build a loyal customer base faster.

7. Key strategic recommendations for Pip & Nut for long-term sustainable growth
· Investing in recyclable or biodegradable packaging materials (sustainable packaging) would build a competitive advantage and align with the environmental values of consumers.
· Source ingredients from fair-trade suppliers and ensure supply chain transparency could enhance brand reputation, attract ethically-minded customers, and build long-term supplier relationships.
· Developing products (expanding product line) with functional ingredients like superfoods, protein, or low-sugar options would dress growing health trends and attract new customer segments.
· Product innovations such as new snack formats (e.g., squeezable packs, on-the-go bars), could help the company to stay relevant and fresh and retain its loyal customers.
By using Force Field analysis, which is a decision-making tool for analysing the forces that support or resist change in a situation, the company could evaluate the factors that will drive or hinder the successful implementation (Shafaghat, 2021) of these strategies. 
Implementing eco-friendly packaging would strengthen Pip & Nut's brand with eco-conscious consumers. Force Field analysis shows driving forces like consumer demand for sustainability and regulatory benefits while restraining forces include higher costs and supplier changes. Effective change management would require negotiating with suppliers to secure affordable, sustainable materials and communicating the benefits to the customers.
Sourcing from fair-trade suppliers aligns Pip & Nut with ethical consumer values. Driving forces include positive brand image and increased consumer trust, but restraining forces could involve higher sourcing costs and potential supplier limitations. Pip & Nut should focus on finding reliable suppliers and communicate the benefits of transparent sourcing to the customers to overcome these challenges.
Sustainable packaging and ethical sourcing would enhance brand loyalty and meet sustainability goals, helping Pip & Nut stay competitive, while after fully integrating sustainable practices, new products can attract additional customers without overextending resources.
Introducing new nut-based products, like protein spreads or snack bars, can attract a broader customer base. Driving forces are rising consumer interest in variety and the potential for higher sales, but restraining forces include additional costs for research and development and potential shifts in production. To manage this change, Pip & Nut can start with small-batch product testing and gather customer feedback to refine offerings.
Table 5. Pip & Nut’s Force Field analysis
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Prioritizing sustainable packaging and ethical sourcing could help to enhance brand loyalty and sustainability. Expanding the product line can be a secondary step once sustainable practices are fully integrated, ensuring Pip & Nut remains competitive and eco-conscious.

8. Conclusion
In conclusion, Pip & Nut’s strategic plan aims to strengthen its position as a leader in the premium nut butter market by focusing on sustainable and ethical business practices. Leveraging tools like Porter’s Five Forces, PESTLE, and VRIO analyses, the company identifies market opportunities and threats while emphasizing eco-friendly and health-conscious branding. Key growth strategies include market penetration to enhance brand visibility in existing markets, product development to diversify offerings, and market development to expand internationally. Strategic recommendations focus on sustainable packaging, ethical sourcing, and product innovation, which align with Pip & Nut’s mission to cater to health-conscious, ethically-minded consumers.
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Government health policies promoting natural, healthy foods favor Pip & Nut's product line.

Compliance with food safety and packaging regulations is essential.

Rising inflation and costs of raw materials may impact profit margins. However, there is

steady demand for premium, healthy products, offering a buffer.

Growing consumer preference for healthy, plant-based, and natural products boosts
demand for Pip & Nut. Strong social media presence helps engage health-conscious

audiences.

Advances in automation can increase efficiency. E-commerce and digital marketing channels
offer expansion opportunities. Innovations in eco-friendly packaging resonate with

sustainability trends.

Compliance with UK and EU food labeling, safety standards, and marketing regulations is

critical. Breaching laws can lead to penalties or damage to reputation.

Consumer demand for sustainability benefits Pip & Nut. However, environmental impact
from sourcing ingredients like almonds is a concern. Opportunities exist to offset

environmental effects by sourcing locally or improving eco-friendly practices.
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