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Introduction and Overview

This Case study is an introduction to the SME Cleone Foods Ltd who are a Birmingham based UK producer and distributor of Jamaican Patties of which they currently produce 100,000 to the Supermarkets across the UK using their Brand name of Island Delight accounting for 55% of market share according to their website. They also have expanded slightly into the ready meal market selling Jamaican ready meals. 

The reason why I chose this company is I have quite extensive knowledge within the catering industry although I haven’t been involved in it for a number of years I felt this assessment would fit the company perfectly as they seem to have stagnated and the market matured so it would be a good company to base the assessment on as it would mean having to think out of the box in order to help them achieve higher production rates which they are capable of and also to utilise their space at the factory to explore in to new areas for the business to grow rapidly. 
I worked there for a period of 14 years approximately starting by working on the production line and then making my way in to the despatch area and then becoming a delivery driver and finally being a the Sales Executive for them over this period of time I watched the company grow and put in a lot of input helping them expand on to the halal market as this is the feedback I was getting from the shops I would visit regularly and finally the company did got to halal food production. 
They hope to achieve this by keeping up to date with the latest trends and cultures in Jamaica with regards to local authentic food tastes especially by the M.D. keeping in touch with his mother and Aunt who specifically runs a local food stall over there and by using the most authentic food ingredients to try and keep the taste of the patties as close as it was back in Jamaica. 
They are using authentic ingredients and recipes from Jamaica and the methodology of cooking the actual products also they are trying to keep as close to the original products are possible. 
They have had an increase of 15% since last year and have heavily invested in a new production line, new cookers, and a warehouse extension. They have also launched a new Pattie which is the jerk chicken flavour since last year and claim that sales are going up and away from traditional core markets such as Caribbean. 

Their operations began in 1988 with the owner Wade Lyn opening the new business and in 1989 Cleone Foods Ltd was born producing approximately 5000 patties per week and supplying distributors and warehouses across Liverpool Manchester and Leeds. 
In 1987 they moved to a purpose-built warehouse within line machinery and have been there for the last 27 years. At this time, they also secured contracts with Asda and later with Tesco enabling them to be available in over 100 supermarkets within 3 years for quite rapid expansion. 
The Owner Wade Lyn is recognised as a leading business figure in ethics and the Afro-Caribbean business community and has also received a CBE from her majesty the queen in 2013.  
The company does not have it seems a defined marketing strategy however they do have their website produced by AIM internet a digital agency their advertising on the billboards partnering with Lloyds bank and the advertisements on their vans as well as attending food festivals/shows regularly and carnivals and charities which are linked to black history. 

The company does have a human resources department however it is difficult to assess how the firm operates internally however they do advertise for careers through their website. 

Appraisal of the organization’s current strategic direction.

Whist the organisations objectives and goals are clear in terms of bringing authentic Caribbean taste to the UK the firm doesn’t have any plans for current strategic direction although it seems they are up to date on environment and packaging etc their objectives remain unclear in terms of providing the customer with more value. 
The company seems as though the managers are handling what they are asked however there is no objectives in helping the company grow to its maximum potential. 
The current strategic direction is ok in terms of promoting the company and all the good things they stand for however more focus is needed in terms of providing the customer value and or more research and development regarding products or new opportunities that may be available in the market. The company needs to invest heavily in these areas also including investment in innovation and technology. The company also remains static in the UK whilst sales across to Europe and the rest of the world are increasing by as much as up to 16 percent as mentioned by (Santander.com2022, online). They also mention that the international population is a heavy consumer of products made in Britain however the complexity marks highlights for expansion abroad.
The Halal market is also another area which could be exploited as it is expected to grow to 9.71 trillion by 2025 Worldwide according to (Rae Oliver,2022 online).
As the firm is already providing halal products and this market is growing exponentially the firm needs to investigate the Halal area with much more detail and understanding. 
The firm needs to understand what the halal market entails and what are the most popular products in these ranges which will open a plethora of different manufacturing for them helping them to scale up the company in many different areas and they could also consider going into the drinks manufacturing also considering the profit margins are higher in this area of manufacturing. The company should consider validating the halal products through a recognised halal authority which Muslim customers would be more likely to trust rather than just using run of the mill halal authorities.  The current trends in the halal food market especially the changing tastes they are beginning to experience is truly intriguing from Malaysian to Portuguese to Brazilian and even Chinese or Italian, of course it can’t be expected that Cleones could cover all of these at the same time however If they concentrated the stable south Asian foods in the first instance which are most popular in the market this would then help and launch them into the market which is growing at a great rate. 
The companies R&D department would play a crucial role and should consist of experienced staff maybe from around different parts of the world who are able to keep up with the latest trends whilst fully being able to understand the halal markets and worldwide food trends as they expand. 
The research in a food blog by nutritionist (Kalhegi 2022, online) suggests that most Muslim customers in the UK do trust HMC as their go to for halal authority whilst HFA and others are considered run of the mill this would help Cleone be in a much better place with its halal customers before carrying out r and d in order to expand on this side of the business and help them grow within this market. 
Based on the statements above the firm needs to understand the importance of the halal market within their organisation such as looking in to halal accreditation also being able to export worldwide and how to exploit those opportunities also creating firmer objectives to create value for their customers or end users. 










Environmental Scanning

We will now examine the organisations external environment with the aim of identifying the bigger picture for the organisation including any opportunities and threats. 
Below is a P.E.S.T.L.E analysis followed by Porters 5 forces and finally The VRIO based on the above for Cleone Foods Ltd. 
This will give an analysis of the organizations threats and opportunities by looking at the bigger picture 
[image: Image with no description]


Political Factors for Cleone foods could involve their products via trade restrictions or guidelines for international export of manufactured foods.
Economic Factors currently affecting the uk such as disposable income and decline of the economy due to the current war situation between Ukraine and Russia could also affect the company’s stance for future profit. 
Social Factors could affect the organisation as their products are not considered health conscience so this is again another area where research and development could get involved. 
Technological Factors play a big part for the organisation as they need to rapidly increase their rate of new product development to keep up with trends. 
Environmental Factors could include looking at UK trends for weather patterns to come in the coming years to determine working conditions within the factory. 
Legal Factors are laws relating to health and safety which could include working conditions as above.
[bookmark: _Hlk110290081]





Porters 5 Forces 
The report will analyse how Porters 5 forces also affect the company by taking into account how they will affect the company. 

Competition in the industry
Cleone foods has competitors in the market such as Port Royal who I would consider their biggest competitor however most other competitors are relatively small but again this doesn’t mean the company should not investigate more R and D as suggested to innovate and grab larger market share. 
Potential of new entrants
Cleone foods are a well-established business, so the threat of new entrants is relatively low thus giving them the advantage of charging higher prices and negotiating better terms with retailers. There are strong barriers for entry into this market as start up costs and locations and machinery would mean quite a large investment. 

Power of Suppliers
Cleone Foods has a few varied suppliers for their goods however they can expand this further by looking at alternative suppliers for the products they use thus giving them more choice and helping them to enhance their profit margins. 

[bookmark: _Hlk110881935]Power of Customers 
Cleone foods are largely unaffected by this as they have quite a broad range of individual customers however, they have the potential as suggested in the report to reach new markets within the UK and abroad also. The company must remain vigilant in terms of monitoring this regularly to keep ahead of any changes. 
[bookmark: _Hlk110881961]Threat of Substitutes
Cleone foods main rival is Port Royal as mentioned in the report and this is the main substitute product the customers can buy, and Cleone foods have reacted to this by introducing a flaky pastry patty to their brand to counteract this showing they are pro-active in this area to hold maximum coverage across the UK.

Sub – Summary  
Porters 5 forces are considered quite old in this current day and age as it was developed over 40 years ago and may not apply to some companies in current times however there is a clear example where Cleone foods have used this above by reacting to a competitor’s new product by introducing their own version. This shows the company is very good to reacting to potential competitors by still holding the largest market share in the UK however there is so many different markets which they could expand in to especially international and different sectors within the food industry. 

	VRIO FOR CLEONE FOODS LTD

	Is it valuable?
	Is it rare?
	Is it difficult to imitate?
	Is organisation organised around?
	What is the result?

	Yes 
	Yes
	No
	
	Competitive Disadvantage

	Yes

	No

	No
	Yes
	Competitive Equality/ Parity

	Yes
	Yes
	Yes
	
	Temporary Competitive Advantage 

	Yes
	Yes
	Yes
	No
	Unused Competitive Advantage

	Yes
	Yes
	No
	Yes
	Long-term Competitive Advantage

	
	
	
	
	



Above is a Vrio for Cleone foods showing how the different aspects of how it may affect the company.   In terms of Value the company adds value to the product by going through the manufacturing stages such as raw ingredients then cooked ingredients then cooking the products then packaging them then boxing them, this could be how the value chain of the company is described. 
Rarity is an advantage for the company as the product is quite rare and there is only one other real competitor giving them an advantage of other firms however their objectives and strategies could be looked at in more detail as suggested in the report. 
Imitability is where Cleone foods are doing reasonably well however there is room for improvement as suggested in the report to give themselves longevity to keep competitive advantage over their rivals.  Cleone foods have responded well to this part of the vrio as they have shown they are able to deal with direct competition. 
Organization as suggested by (Barney & Hesterly,2011) means the polices and procedures must fit with the vrio for the firm to exploit the resources it does have so that the strategies align with the objectives again as the report suggests there may be a few areas where they need to align the strategies with the objectives.  
The Strategies and objectives must work together to create the perfect plan in order for the company to achieve its goals, the strategy is the approach they take, and the objectives are the steps they would take to achieve it. 

As the chart above shows where the firm may need extra help and support in a few areas. 







[bookmark: _Hlk110882005]Stakeholder Analysis
A stakeholder analysis is being carried out for Cleone foods in order to identify the relevant stakeholders and they prioritise them by showing them in a mapping table to understand them more clearly. The stakeholders for Cleone foods include the directors board, the employees the customers the supermarkets the wholesalers, the suppliers, the council, and the government

The directors board have an interest in keeping the company profitable and increasing its assets to help them obtain maximum funds to keep the company moving forward and grow to its full potential.
The employees also have an interest in terms of how they are manged and trained and how the working conditions and living wage would affect them. 

The customers themselves are obviously stakeholders and have many different interests including making sure they buy from companies who are ethically and environmentally placed thus putting the onus for Cleone to show they are also a part of this bigger picture.
The supermarkets are also a stakeholder as they are the channel through which cleone reach their end customer so they would be quite high up on the list of importance.

The wholesalers are also a channel through which they send to reach 3rd party retailers who then sell on to the end user so again are quite important on the list. 

Suppliers also play an important role in this list as they too can make a difference as they could work together with Cleone to find new and different sources of supplies. 

Finally, the local Council or government bodies importance is obvious as they combine with the local business chambers and also the food and hygiene and environmental departments.






Stakeholder Map

Power of stakeholders 

	
Meet Needs of 

Customers 


	
Local council and Government 
	
Key Players

Managing Directotrs

Supermarkets 

	Least Important

Employees 
	Show Consideration 

Wholesalers 

Suppliers 


Influence of Stakeholders --------------------------------------------

As you can see from the map above the stakeholders all share different positions within the map of the organisation to help describe whether they hold more influence or power however in an ideal world you would not have any of them in the least important box. 
New and Sustainable Strategy
Currently, Island Delight focus only in some supermarkets across the UK. To find out which supermarket is closest available to you; they have a store locator on their website. This is so the customer can locate which store is closest to them, so they are able to order any patties from the company. The downside to this, however, is that some customers may have to travel further, as it is most likely the company only cooperate with supermarkets such as Asda, Sainsburys or Morrisons. This therefore means, you would not find any items from Island Delight in minority local supermarkets. Targeting customers who live in urban areas, this may be a hit, however, for customers who may live towards the countryside, this may not be the best option, as they may have to travel further. The solution for this could be to maybe start considering delivery options from door-to-door service, rather than just to supermarkets, as the more deliveries means the more sales and the more sales means the more the business is able to expand and reach its potential.   
Making sure you foster the right partnerships is also a way for strategic growth. Island Delight may not have thought about partnering with another SME, or to expand their own brand and gain access to their brands audience too.
Current trends show the Halal Market is growing exponentially within the UK and worldwide according to (OIC) Organization of Islamic Cooperation and published by Yahoo Finance 2022 the global halal market is set to grow with a CAGR compound annual growth rate of 10.83 % between 2020 to 2027.  This should mark for the company as an indicator for a growth sector where they should consider expanding in to this side of the market by looking at current trends and tastes from these regions of the world hence it would be recommended that they strongly look at the UK halal food manufacturing companies and try to incorporate what would be the best selling products although they may not match with the companies vision it is far too big of a market to ignore and local recipes from around the world could still be matched with authentication in other words just repeat what they are doing but from other regions of the world with most current trends as an example companies that concentrate on products from this market dominate snacks such as samosas, sheesh kebabs, chicken nuggets, popcorn chicken, chicken tikka and tandoori chicken. It is however recommended that further research should be carried out as current trends show in the fast-food market towards Portuguese, Brazilian, Mexican, and Chinese also. 

According to (Schalamansee, 2010 online) there are 4 different types of companies, and I would describe Cleone Foods as the matured market version out of the 4 as this shows where the company is currently at and it also shows the need for innovation and strategy from the company leaders to take it forward to new heights and markets around the world. 
According to (Kerry 2021, online) halal foods also appeal to non-Muslim customers as they perceive it to be more hygienic and healthier thus giving Cleone Foods the onus to go for Healthier and Halal foods as the way forward. 

However, finding the correct business to work with is a struggle, as a company in direct competition would not be useful to partner with. The business that is chosen to form a partnership with should be one that compliments yours, and vice versa. The partnership should be of benefit to both companies.
Making sure the existing customers can make the most of their time shopping with Island Delight is also a strategic growth choice, as customer retention and loyalty is the true key to expanding the brand. Whilst it is known that the more customers a business has, the more they expand – if companies are struggling to keep old customers, this could potentially result in a loss over time. Offering rewards after spending a certain amount of money with the company could be one way to stay loyal to existing customers. As Island Delight are a smaller sized company, they can instead create an email to stay in touch with the existing customers. Offers for discount codes and bargains could be mentioned here. 
By using an email to stay in contact with your valuable customers, you could send your audience updates about new products lined up in stock, any sales, or any events, which will ultimately help promote business. It is important to remember to ask customers about feedback through reviews or surveys (whilst thanking them kindly for their suggestions).
With patience and determination, a significant amount of growth can be achieved for a small business. Success may not happen overnight, but by staying committed to your business, the business will gradually grow and flourish. 


[bookmark: _Hlk110882063]Strategic Recommendations 
Strategic recommendation is being able to understand the theme in which helps to provide guidance and consistency to the decisions and actions of the business. (Grant and Jordan, 2015 online). There are many ways in which Island Delight are able to flourish. It is important that the company understand what sort of recommendations they need to start focusing on, and where they need to put more effort in. Strategic direction is very important for the company as it seems the market has saturated for the company within the UK therefore they should start to look at other markets outside of the UK  as well as having a robust and up to date research and development team to look at manufacturing trends and products from across the world and halal markets whilst keeping up to date on latest trends in fast food and manufacturing as these will be the key pointers in establishing further growth in the FMCG (Fast moving child goods) sector as the population grows there is also a need for healthy meals for the elderly population and convenience is also key. 
The company should start by hiring an efficient and up to date R & D department (Research and development) with great knowledge of products from around the world and how these can be implemented into a manufacturing process but keeping to the original recipes as close as possible, so quality is not affected.
There may be many challenges for the company to consider although they have a diverse workforce change will be inevitable and some staff may need retraining to cope with the huge changes the organisation may go through.
Other challenges may also be as the company has always stuck to its Jamaican roots and may find it difficult to accept other foods from across the world are selling much more along with new trends arriving regularly, but they must go with the flow and expand into all areas of manufacturing also including the drinks side which is another huge market to be exploited. 
Another challenge may be the area in which they are located. As the company focus mainly on Jamaican flavours, it is important they try to reach and hit their direct audience for a bigger sale, rather than the vast majority. For example, bringing in new flavours may help to exceed the sale, and thus put them in a better market share and position. Partnerships can come into place here, as focusing on the Caribbean flavour only may hinder their progress. Island Delight are a company which are based in the UK. However, the UK is filled with diversity, and lots of different cultures from all around the world. By bringing others cultures to the UK to make them feel at home, their sales could hit high skies. Flavours which include tastes from different continents such as Asia, South America etc could result in the company creating a much larger portfolio of products scoping different parts of the world and giving them a larger share of the food manufacturing business. 
International food sales are growing year on year, according to many different statistics, and the good part of that is also the Halal food market, as mentioned, Cleone Foods need to develop products to match this market, at an appropriate price, creating value for all its customers and having the correct accreditation to bring confidence from the consumers to their products. The company focus on delivering goods within the UK. The company needs to however consider selling their goods outside of the UK, slowly expanding from national to an international business. They may face many challenges whilst doing this but the numbers show that this is where the market is growing the most, so this is a must for the company. Many South Asian companies within the UK have already expanded into the international market and have developed contracts around the world. Cleone Foods needs to be bale to follow in their footsteps whilst being one step ahead of them and holding the correct accreditation – in other words, HMC approval and certification. This will give all their Muslims customers a strong sense of confidence to buy a genuinely Halal product and room for expansion within the Halal food market. The more the business focus on expanding their Halal food range, the better it will be for them, as a study by (Mirza, 2022 online)) shows there are 48% of Muslims who eat HALAL foods in the Middle East and Africa only. This is nearly Half of the Middle Eastern population. If the company start focusing on international starting with Africa and the Middle East, they can soon expand to their full potential. 
[bookmark: _Hlk110882107]Conclusion
To conclude the company will need to adjust its strategic position by positioning itself in the current climate to make the appropriate adjustments and implement a plan of action to change course and keep with the flow of the market as it changes rapidly.
They can achieve this by doing some of the things mentioned in this report to help them on that take that route to change and exploit the market trends giving them a bigger and more diverse portfolio of products within this market by taking up on more halal products and diversifying the product range whilst keeping up to date on current trends within this market. 
The company must start by creating a strong research and development team to help them take this plan of action and they must have knowledge of different food and drinks markets from across the world. 
The report suggests that the company must remain strategic and innovative in their approach within their market and must not remain stagnant in their current position as the market has been saturated.  The company must be careful as other competitors in their field may take advantage of this situation and push ahead of them by being innovative. 
The company needs to change its objectives in terms of innovation and being able to deliver value to the customer whilst they can keep part of their mission statement by providing authentic cooked foods and keeping as close to the original recipes as possible. 
They must look at international markets and halal foods also with an onus on more healthy meals as by pushing in these directions will make the company a great influencer with much more scope to expand whilst not forgetting the drinks market is also there to be exploited. 
The company is moving with the times in terms of environment and carbon footprint and electrical vehicles etc however it needs a team of innovators in the shape of a R & D department to help catapult them on to the world stage and beyond by growing its market share across many more areas. 
This will prove to be difficult to achieve however as the company has made changes before by going to purpose built facilities to increase expansion, they are in good stead also for any future changes as their past experiences will help them to achieve their goals much quicker and with less mistakes. 

REFERENCES

Penn, A. (2014). ‘Island Delight’ invests for new orders. [online] Island Delight. Available at: https://www.island-delight.co.uk/island-delight-invests-for-new-orders/ [Accessed 8 Aug. 2022].
Barney, Jay B and Hesterly, William S. Strategic Management and Competitive Advantage: Concepts. 2005 Pearson Education, Inc., Upper Saddle River, New Jersey, 07458.

Edwards, J. (2014). Evaluating the General Environment. opentextbc.ca. [online] Available at: https://opentextbc.ca/strategicmanagement/chapter/evhttps://opentextbc.ca/strategicmanagement/chapter/evaluating-the-general-environment/ [Accessed 8 Aug. 2022].
GOV.UK. (2022). Export or move food, drink and agricultural products. [online] Available at: https://www.gov.uk/guidance/export-food-and-agricultural-products-special-rules#export-or-move-POAO.
Island Delight. (2022). Cleone Foods History & Background. [online] Available at: https://www.island-delight.co.uk/jamaican-patties/ [Accessed 8 Aug. 2022].
Island Delight. (2022). News. [online] Available at: https://www.island-delight.co.uk/latest-news/ [Accessed 8 Aug. 2022].
Jhonson, G.(2019) Exploring strategy, text and cases. 12th edn. Harlow; Pearson. (Accessed on 4/8/22)
khuraaki.co.uk. (2022). Khuraaki. [online] Available at: https://khuraaki.co.uk/blog/when-is-halal-meat-not-halal-meat-hmc-vs-hfa [Accessed 8 Aug. 2022].
Morden, T. (2016) Principles of Strategic Management. Taylor and Francis. (Accessed on 3/8/22)
Oliver, R. (2019). UK’s Role in the $4.5 Billion Global Halal Industry - Fashion, Food & Finance. [online] Truly Experiences Blog. Available at: https://trulyexperiences.com/blog/global-halal-industry-fashion-food-finance/#UK-Halal-Market [Accessed 8 Aug. 2022].
Richard, L. (2018) Strategic management. Pearson 
Santander (2020). The UK Food Industry: opportunities for the future. [online] www.santander.com. Available at: https://www.santander.com/en/press-room/news/opportunities-ahead-for-uk-food-and-beverage-sector.
The Investopedia Team (2020). Porter’s 5 Forces. [online] Investopedia. Available at: https://www.investopedia.com/terms/p/porter.asp.
UK Finance (2022). Global Halal Food Market (2021 to 2027) - by Product, Distribution Channel and Region - ResearchAndMarkets.com. [online] Available at: https://uk.finance.yahoo.com/news/global-halal-food-market-2021-145200282.html?guccounter=1&guce_referrer=aHR0cHM6Ly93d3cuZ29vZ2xlLmNvbS8&guce_referrer [Accessed 8 Aug. 2022]
William, S. Hesterly,. Barney,B.  (2018), Strategic management and competitive advantage: concepts and cases. Pearson.  (Accessed on 4/8/22)
Kerry (2022). 4 Reasons the Halal Food Industry is Booming | Kerry. [online] Available at: https://www.kerry.com/insights/kerrydigest/2021/halal-food-industry.html [Accessed 8 Aug. 2022].






2 | Page

image1.png
Examining the general environment involves gaining an understanding of key factors and trends
nbroadersociety. PESTEL analysis s popular framework for organizing tese factors and trends
and solating how they infuence industries and the firms within thern. Below we descrbe each of
the sidimensions associated with PESTEL analyss: poitcal, economic, social technological
environmental and legal.

Poltca factors include elements such s tax polices, changes in
traderestrictons and tarifs and the stabilty of governments.

"+ Economicfactors nclude elements such as nterest ates,

- inflaionrates,goss domesticproduct, nemployment ates,

] levels o disposable income, and the general growth or decline
ofthe econorny.

Social factorsinclude trends in demographics such as population
size,age, and ethnic mix, as well a cultural trends such as
attitudes toward obesity and consumer actvism.

Technological factors include, for example, changes inthe rate of
new product development, increases in automation, and
advancements n service industry delivery.

Environmentalfactorsinclude, forexample, natural disasters
= andweather patters.

Legal factorsnclude aws involving sstes such as employment,
fealth and safety,discrimination,and antitust






1


 


| 


Page


 


 


 


 


S


tudent name: 


Khaled Khaliq 


 


 


 


Student ID number: 


1910864


 


 


 


 


 


Module code: 


 


BMSW 6104 


 


 


 


 


Lecturer: 


 


 


Dr Richmond 


Lamptey 


 


 


 


 


 


Assignment 


Title: 


 


 


 


Strategic 


Management 


for 


 


SMEs: 


Academic 


Report 


 


 


 


 


 


 


 


 


 


 


 


 




1   |  Page      

  S tudent name:  Khaled Khaliq        Student ID number:  1910864   

  

 

Module code:   BMSW 6104     

  Lecturer:     Dr Richmond  Lamptey     

    Assignment  Title:       Strategic  Management  for    SMEs:  Academic  Report     

   

           

