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[bookmark: _Toc175498110]INTRODUCTION
The aim of this report is to understand the concept of strategic management through choosing and small or medium company which using tools such as PESTEL, VRIO, SWOT, PORTER’S FIVE FORCES, PRODUCT LIFE CYCLE MODEL, VALUE CHAIN MODEL, ANSOFF MATRIX MODEL to analyse the company and, the goal is to provide key strategic recommendations for future developments and implementation, considering the challenges SMEs encounter implement strategic direction.

The company chosen is crosstown. Through this company the report will cover a brief introduction of the company, critically, appraise the organization current strategic direction, provide an external and internal organization environment, search strategic growth in markets and propose a new sustainable strategic for the long – term future of the organization using techniques to identify potential growth choices and for the final step a conclusion of the report.

The company chosen is crosstown which is a London – based bakery known for its handcrafted doughnuts made from scratch using high quality ingredients. Founded in 2014, crosstown started as a market stall on leather lane and has since expanded to multiple locations across London, Cambridge, and Oxford. The company prides itself on innovation, offering unique flavours, and signature hybrid sourdough doughnut, which is the first of its kind. Crosstown also emphasizes sustainability and community, sourcing ingredients responsibly and supporting local businesses (crosstown, 2024).

The reason of why I choose this organization is because I strongly believe that this company has potential to become a reference in the food bakery sector, due to its innovative business model, strong brand identity, and adaptive strategies, but also provide key strategic recommendations for future developments and implementation.



1. [bookmark: _Toc175498111] STRATEGIC DEVELOPMENT PROCESS

To develop the concept strategy development is essential to understand the strategic management in an organization, involves managing a company’s resources, analysing internal and external factors, and establish strategies to reach goals and objectives (Coursera,  2024),

From figuring out the strategy development meaning, we can have a clear overview of vision, mission, values, goals and objectives of crosstown company to identify its current strategic direction.


[bookmark: _Toc175498112]Mission and vision of crosstown company 

Crosstown’ s vision is to be a leading brand in the premium doughnut and especially coffee market, known for innovation and quality. Company mission is to deliver unique high-quality products and experiences to their customers expanding their reach both domestically and internationally (crosstown, 2024).

[bookmark: _Toc175498113]Values 

Crosstown values quality, innovation and customer satisfaction. Organization emphasizes internal product to enhance the quality, continuously innovation by introducing new flavours and products to keep the brand fresh and exciting, sustainability is applied by crosstown to emphasized with environmentally friendly practices and providing an excellent service and creating memorable experiences for customers.

[bookmark: _Toc175498114]Goals and objectives

Current strategic goals and objectives of the company are expansion, grow nationally and internationally, innovation new products such as the new introduction of luxury small – batch ice cream alongside their doughnuts and coffee, invest to support their growth ambitions and enhance their operational capabilities, engage customer by launching campaigns and events to celebrate milestone and engage with their customer base, such as their ‘decade of dough’ campaign. 



2. [bookmark: _Toc175498115] Internal and external analysis

To provide and have a clear understanding of the insights and outsights factors of Crosstown company I will use tools such as SWOT analysis, Porter’s value chain model, product life cycle model, and PESTEL. 
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[bookmark: _Toc175498116]SWOT ANALYSIS
A planning tool technique that identifies internal factors such as strengths, weaknesses, opportunities, and threats of a business or a project. It is used for strategic planning, evaluation, and decision-making (Peterdy, 2024).



	Strengths
	Weaknesses
	Opportunities
	threats

	Brand reputation:
Crosstown is known for its high – quality, artisanal doughnuts and coffee, which helps attract a loyal customer base
	High prices:
The premium pricing of crosstown products may limit its customer base to high income segments 
	Market expansion:
There is significant potential for expanding into new geographic markets, both within the UK and internationally
	Intense competition:
The food and beverage industry is highly competitive, with many players offering similar products

	Innovative offerings: 
the company continuously innovates with new flavours and products, keeping the menu exciting and appealing
	Limited geographic:
Currently crosstown’s physical stores are primary located in London, Limiting its market reach
	Health – conscious products:
Introducing healthier options, such as low sugar or vegan doughnuts, can attract a broader customer base 
	Economic downturns:
Economy instability can reduce consumer spending on premium products

	Strong online presence: 
crosstown has a robust online presence, which has been crucial during the covid 19 pandemic and continues to drive sales 
	
	Partnerships and collaborations:
Collaborating with other brands or entering partnerships can help Crosstown reach new audiences and enhance its products offerings
	Supply chain disruptions:
Any disruptions in the supply chain, such as those caused by Brexit or the covid 19 pandemic, can affect product availability and costs.






[bookmark: _Toc175498117]Value chain model

Porter’s value chain model divides a company’s activities into primary and support activities, each contributing to the company’s overall value creation (Tardi, 2024).

Primary activities

· Inbound logistics: their efficient supply chain management minimizes delays and maintains freshness, but dependency on specific suppliers could pose risks if there are disruptions in the supply chain.
· Operations: crosstown productions process is streamlined, allowing for consistent product quality and efficient operations. Their use of technology in production ensures precision and reduces waste, by other hand scaling operations to new locations might present challenges in maintaining the same level of quality and efficiency.
· Outbound logistics: the company has a robust distribution network, including physical stores, trucks, and market stalls, ensuring wide reach and accessibility, in weaknesses expansion into new markets may require significant investment in logistics infrastructure.
· Marketing sales: crosstown has a strong brand presence and effective marketing strategies that resonate with their target audience. Their use of social media and collaborations enhance brand visibility, cons high marketing costs could impact profitability, especially in new markets where brand recognition is low.
· Services: excellent customer services and engagement, with a focus on customer satisfaction and loyalty, feedback mechanism help in continuous improvement. The weakness is maintaining high services standards across all locations can be challenging as the company expands. 

Support activities 

· Firm structure: strong leadership and strategic vision, with a clear focus on growth and innovation but, rapid expansion may strain existing infrastructure and require significant upgrades.
· Human resources management: skilled workforce with expertise in culinary arts, customer services and management, continuous training and development programs enhance employee capabilities. High turnover rates in the food services industry could impact workforce stability and increase recruitment costs.
· Technology development: use of advanced technology in production and operations ensures efficiency and quality. Online presence and e-commerce capabilities are strong. Keeping up with technological advancements requires continuous investment and innovation.
· Procurement: effective procurement strategies ensure high quality ingredients at competitive prices. Strong relationships with suppliers help in securing reliable supply chains. But dependency on specific suppliers could pose risks if there are disruptions in the supply chain. 




[bookmark: _Toc175498118]PESTEL
A framework that involves external factors such as political, economic, social, technology, environmental, and legal that influence an organization. It can be used for marketing planning, product development, organizational change and strategic business planning (on strategy, 2024).



	POLITICAL 
	ECONOMIC
	SOCIAL
	TECHNOLOGY
	ENVIRONMENTAL
	LEGAL

	Regulations and policies:
Crosstown operates in the UK, where food safety and health regulations are stringent. Compliance with these regulations is crucial to avoid legal issues and maintain customer trust
	Economy stability:
The UK economy has shown resilience, but inflation and economic downturns can affect consumer spending on non – essential items like gourmet doughnut 
	Health trends:
Increasing health consciousness among consumers could be a threat, but it also presents an opportunity to introduce healthier options
	Ecommerce growth:
The rise of online shopping and delivery services presents an opportunity for crosstown to expand its digital presence and reach more customers
	Sustainability:
There is increasing on business to adopt sustainable practices. Crosstown can leverage this by promoting its used of sustainable ingredients and packaging
	Food safety laws:
Compliance with food safety and hygiene regulations is mandatory to avoid legal repercussions.

	Brexit impact:
The UK’s exit from the EU has led to changes in trade policies, which could affect import of ingredients and equipment, potentially increasing costs.  
	Exchange rates:
Fluctuations in exchange rates can impact the cost of imported ingredients, affecting profit margins
	Consumer preferences:
There is a growing trend towards artisanal and high – quality food products, which aligns well with crosstown’s premium positioning 
	Innovation in food technology: 
Advance in food technology can help crosstown improve product quality and introduce new offerings
	Climate change:
Changes in climate can affect the supply chain, particularly the availability and cost of ingredients
	Employment laws:
Adhering to employment laws, including the minimum wage and working conditions, is essential for maintaining a positive work environment and avoid legal issues





3. [bookmark: _Toc175498119]Strategic growth choices for SMEs

Small and medium enterprises (SMEs) like crosstown have several strategic growth options available to them. These strategic can be analysed using frameworks such as Porter’s generic strategies, the Ansoff Matrix, and Bowman’s strategic clock. Each framework offers unique perspective on how SMEs can achieve sustainable growth.

Porter’s generic strategies
 
Michael Porter’s generic strategies framework identifies three primary strategies for achieving competitive advantage (Opinaldo, 2023):

· Cost leadership: competing on price by becoming the lowest – cost producer in the industry
· Differentiation: offering unique products or services that are valued by customers.
· Focus: targeting a specific market niche with either cost leadership or differentiation.

For crosstown, the differentiation strategy is most relevant. Crosstown is known for its high – quality, artisanal doughnuts and coffee, which sets it apart from competitors. By continuing to innovate and offer unique products, Crosstown cam maintain its competitive edge.

Ansoff Matrix
Is used in strategic planning process to get an overview of potential growth opportunities and threats (Joshi, 2024).

Ansoff Matrix provides four growth strategies based on product and market dimensions: 
· Market penetration: increasing market share in existing markets with existing products
· Market development: entering new markets with existing products
· Product development: introducing new products to existing markets
· Entering new markets with new products

For crosstown company, a combination of market development and product development could be effective. Expanding into new geographic markets, such as the Middle East, while also introducing new product lines example healthier options or seasonal flavours, can drive growth.

Bowman’s strategic clock
Comprehensive framework for analysing a company’s competitive positioning (growth shuttle, 2024).

Bowman’s strategic clock offer eight strategic positions based on price and perceived value:

· Low price / low value: competing on price with low – value offerings.
· Low price: offer low prices with reasonable value
· Hybrid: combining moderate price with high value
· Differentiation: offering high at a premium price
· Focused differentiation: targeting a niche market high – value offerings
· Increased price / standard product: increasing price without increasing value
· High price / low value: charging high prices for low – value offerings
· Low value / standard price: offering low value at standard price

Crosstown’s current strategic aligns with focused differentiation. By targeting a niche market that values high – quality, artisanal products, crosstown can justify premium pricing.

[bookmark: _Toc175498120]Proposed strategy for crosstown
Based on the analysis using the above frameworks, the proposed strategy for crosstown is a combination of market development and product development with a focus on differentiation and focused differentiation.

· Market development: International expansion: crosstown should continue its efforts to expand internationally, particularly in markets like Middle East. Where there is a growing demand for premium products.
· Product innovation: invest in product innovation to create unique offerings that stand out in the market. This could involve incorporating advanced technology, sustainable materials, or customization options.
· Branding and marketing: utilize targeted marketing strategies to reach the niche audience effectively.
· Customer engagement: focus on building relationships with customers through engagement initiatives such as loyalty programs, feedback channels, and personalized communication.

Here why this strategy is sustainable for crosstown’s long-term future

· Unique value proposition: crosstown can build strong brand loyalty. This fosters customer retention and enhance market presence.
· Market niche: allows crosstown to limit competition and create a loyal customer base. This helps establishing a strong market position without the pressures faced by larger competitors.
· Adaptability: this flexibility is essential for long – term sustainability. Focus on differentiation let crosstown to adapt its products to emerging trends and customer preferences.
· Brand loyalty: offering unique products can enhance brand loyalty, making it harder for competitors to attract customers. This stability is key for sustained growth.


[bookmark: _Toc175498121]4. Stakeholders’ analysis 
The contribution and collection of knowledge between stakeholders is essential in modern businesses to continually improve its service. operations, the participants can be divided into two groups and each of them plays a crucial role in the knowledge management process.


Primary stakeholders

Owner / investors: owners and investors primarily seek profitability and long term. They Favor strategies that enhance market share, improve operational efficiency, and increase return on investment, is likely to support expansion strategies, cost management initiatives, and product innovation that promises to boost sales and margins. 

The power is high as they have financial control and decision – making authority. Their support is essential for approving major strategic initiatives, particularly those involving significant capital expenditure or changes to the business model.

Employees: employees expect job security, competitive wages and positive work environment. They value opportunities for career development and fair treatment. Strategies that enhance job stability, improve working conditions or offer professional growth will resonate well this group. 

Employees have moderate to high power, especially in critical operational roles or in organized labour environments. High turnover or dissatisfaction can disrupt operations, making employee buy in crucial for strategy implementation.

Customers: customers demand high quality, fresh products with excellent taste and aesthetic appeal. They also expect good customer services, convenience and fair pricing. Increasingly, customers are also looking for brands that align with their values, such as sustainability and ethical sourcing

Customers have high power as their purchasing decisions directly impact the company’s revenue and market position. Maintaining customer satisfaction and loyalty is key for sustained business success.

Suppliers: suppliers expect timely payments, stable orders, and long-term partnerships. They prefer predictable demand and clear communication regarding any changes in orders or products specifications.

Suppliers hold moderate power, particularly if they provide unique or high-quality ingredients that are crucial to crosstown’s product offerings. The power dynamic also depends on the availability of alternative suppliers

Government: regulators expect compliance with food safety standards, labour laws, environmental regulations, and fair-trade practices. They also look for businesses to contribute to the local economy through employment and tax revenues.

Government have high power due to their authority to enforce compliance through inspectors, fines, and other legal actions. Noncompliance can result in significant financial and operational repercussions.

Secondary stakeholders

Local communities: local communities expect businesses like crosstown doughnuts to contribute positively to the local economy by providing jobs, supporting local suppliers, and engaging in community activities. They also expect the company to operate responsibly, minimizing any negative environmental impact.

Generally local communities have low to moderate power, but their influence can increase if they mobilize collectively or align with other stakeholders like NGOs or media. Community support is essential for maintaining a positive local presence.

Media: transparency, access to information and ethical business practices are the expectations. In terms of power is moderate as media coverage and influence customer behaviour.

Competitors: market share and competitive advantage are the expectations, about power is indirect but significant, as competitor’s actions can influence market conditions and strategic decisions.


[bookmark: _Toc175498122]Strategic options

For Primary and secondary stakeholders here are some strategic options:

· product diversification: introducing new product lines (gluten – free or vegan doughnuts) is suitable and feasible, aligning with trends and potentially increasing market share. Investors will support this if it promises revenue growth.

· Workplace improvement initiatives: ergonomic workspaces or better employee benefits, are suitable and acceptable but also investing in employee by providing training and career advancement opportunities aligns with employee expectations and can improve productivity and loyalty

· Product quality enhancement: improving the quality and variety of doughnuts offered is highly suitable, feasible and acceptable, customer experience improvements by better services, loyalty programs or digital engagement as it meets the growing demand for convenience and personalization.

· Strengthening suppliers’ relationships: establishing long-term contracts or partnerships with key suppliers ensure consistent quality and supply, also sustainable sourcing such as ingredients that meets sustainable standards can enhance company’s reputation.

· Compliance and risk management: ensuring strict compliance to all relevant regulatory requirements is essential for avoid legal risks.


 
[bookmark: _Toc175498123]5. Key strategic recommendations for future development

Crosstown doughnuts company is a well – establish SME in the artisan doughnut market, however, like many small and medium sized enterprises (SMEs), it faces challenges in sustaining growth and responding to market changes.
 
Strategic development is crucial for ensuring that crosstown not only maintain its competitive edge but also expands its market presence effectively. This report will provide key strategic recommendations for the company’s future development, considering the specific challenges SMEs face when implementing strategic directions. It will also explore the potential consequences of not adhering to these recommendations (Martins, 2024).

Before delving into specific recommendations, it is essential to understand the broader challenges SMEs like crosstown doughnuts face when implementing strategic initiatives.

Limited resources
SMEs often operate with constrained financial, human, and technological resources, making large – scale strategic initiative difficult to implement.

Market competition
SMEs face intense competition from both larger companies with more significant economies of scale and other small businesses that may be more agile.

Brand identity and positioning
Maintaining a distinct brand identity while scaling operations can be challenging, especially in a crowded marketplace.

Regulatory and compliance issues
As SMEs grow, they must navigate increasingly complex regulatory environments, which can strain limited resources

Digital transformation
While digital tools offer opportunities for growth, SMEs may struggle with costs and expertise required for successful digital transformation.

[bookmark: _Toc175498124]Strategic recommendations

1. Focus on product diversification and innovation 
Principle: crosstown doughnuts has built its reputation on a unique and high-quality product offering. However, relying solely on doughnuts could expose 

implementation:
· Expansion into complementary products: introduce complementary products such as pastries, or seasonal products like ice cream in summer or hot chocolate in winter. These additions can enhance the customer experience and increase the average transaction value.
· Limited – edition offering develop limited – edition doughnuts that capitalize on seasonal trends or collaborate with local chefs or celebrities. This approach not only creates buzz but also allows for testing new flavours and concepts without a long term commitment.
·   Healthy Options: Introduce healthier versions of doughnuts, such as those made with whole grains, lower sugar content, or vegan ingredients. This caters to the growing demand for healthier indulgences.

Challenges:
· Resource Allocation: Diversification requires investment in new ingredients, training, and potentially new equipment, which may strain resources.
· Brand Dilution: Expanding into too many areas could dilute the brand’s core identity as a premium doughnut maker.

Consequences of Not Implementing:
· Stagnation: Failure to innovate could result in stagnation, with the brand losing relevance as competitors introduce new and exciting products.
· Market Saturation: Continued reliance on a single product line increases the risk of market saturation, leading to diminished sales.

2. Enhance Digital Presence and E-commerce Capabilities
Principle: the COVID-19 pandemic has accelerated the shift toward online shopping, and this trend is likely to continue. Strengthening digital capabilities is crucial for reaching new customers and providing existing ones with convenient purchasing options.


Implementation:
· Website Optimization: Improve the user experience on the website, making it more intuitive and mobile-friendly. A seamless browsing and checkout process can significantly boost online sales.
·  E-commerce Platform Expansion: Expand e-commerce capabilities by offering delivery across a wider geographic area. Partner with delivery platforms like Uber Eats, Deliveroo, or even explore setting up an in-house delivery system.
· Social Media Marketing: Increase engagement on social media platforms by creating visually appealing content that highlights new products, promotions, and customer stories. Use targeted ads to reach potential customers based on their demographics and interests.
·  Data Analytics: Utilize data analytics to gain insights into customer preferences, purchasing behaviour, and market trends. This information can guide product development and marketing strategies.

Challenges:
· Cost: Developing a robust e-commerce platform and executing a comprehensive digital marketing strategy can be expensive.
· Technical Expertise: SMEs often lack the in-house expertise needed for effective digital transformation, leading to potential implementation challenges.

Consequences of Not Implementing:
· Missed Growth Opportunities: A weak online presence could result in missed opportunities, particularly among younger, tech-savvy consumers who prefer online shopping.
· Competitive Disadvantage: Competitors with stronger digital strategies could outpace Crosstown Doughnuts, capturing a larger share of the market.

3. Strengthen Brand Identity and Customer Loyalty
Principle: A strong brand identity and loyal customer base are vital for long-term success, particularly in a competitive market. Crosstown Doughnuts should continue to build on its brand strengths while fostering deeper connections with its customers.

Implementation:
· Brand Storytelling: Emphasize the brand’s unique story, highlighting its commitment to quality, craftsmanship, and local sourcing. This can be communicated through packaging, in-store experiences, and online content.
·  Loyalty Programs: Develop a customer loyalty program that rewards repeat purchases with discounts, free products, or exclusive access to new releases. This not only encourages repeat business but also provides valuable data on customer preferences.
· Community Engagement: Engage with local communities by participating in or sponsoring events, supporting local charities, and collaborating with other local businesses. This strengthens the brand’s local presence and fosters customer goodwill.
· Customer Feedback Mechanism: Implement systems to regularly gather and analyse customer feedback. This allows for continuous improvement and shows customers that their opinions are valued.

Challenges:
· Consistency: Maintaining a consistent brand identity across multiple channels and touchpoints can be challenging, especially as the business grows.
· Program Management: Designing and managing an effective loyalty program requires careful planning and ongoing management.

Consequences of Not Implementing:

· Weak Brand Recognition: Without a strong brand identity, Crosstown Doughnuts could struggle to differentiate itself from competitors, leading to decreased customer loyalty.
· Customer Attrition: Failure to engage customers effectively could result in higher attrition rates, with customers opting for alternative brands.

4. Expand Physical Presence through Strategic Partnerships
Principle: While digital expansion is crucial, maintaining a physical presence is still important for brand visibility and customer experience. Strategic partnerships can facilitate this expansion without the high costs associated with opening new standalone stores.

Implementation:
· Pop-Up Stores: Collaborate with popular retailers, markets, or events to set up temporary pop-up stores. This can introduce the brand to new audiences and generate excitement without a long-term commitment.
· Retail Partnerships: Partner with complementary businesses such as coffee shops, cafes, or grocery stores to sell Crosstown Doughnuts products. This extends the brand’s reach while sharing the costs of retail space.
· Franchising: Explore franchising opportunities to expand the brand in new geographic areas. This approach leverages the investment and local knowledge of franchisees while providing Crosstown Doughnuts with a steady revenue stream.

Challenges:
·  Quality Control: Ensuring consistent product quality and customer experience across different locations can be challenging, particularly with franchise or partnership models.
· Brand Integrity: There is a risk that expanding too quickly or partnering with the wrong businesses could dilute the brand’s premium image.

Consequences of Not Implementing:
· Limited Market Reach: Without physical expansion, Crosstown Doughnuts may struggle to grow its customer base, particularly in areas where online delivery is less effective.
· Missed Revenue Opportunities: Failure to capitalize on partnerships or franchising could result in missed opportunities for revenue growth.

5. Focus on Sustainable and Ethical Practices
Principle: Consumers are increasingly prioritizing sustainability and ethical practices in their purchasing decisions. By aligning with these values, Crosstown Doughnuts can enhance its brand appeal and attract a broader customer base.

Implementation:
· Sustainable Sourcing: Commit to sourcing ingredients from sustainable and ethical suppliers. This can be communicated through packaging and marketing materials, emphasizing the brand’s commitment to environmental responsibility.
· Eco-Friendly Packaging: Transition to eco-friendly packaging solutions, such as compostable or recyclable materials. This not only reduces environmental impact but also appeals to environmentally conscious consumers.
· Waste Reduction Initiatives: Implement waste reduction strategies, such as donating unsold products to local charities or composting organic waste. This can be part of a broader corporate social responsibility (CSR) strategy.
· Transparency and Reporting: Regularly report on the company’s sustainability initiatives and progress. These builds trust with consumers and demonstrates a genuine commitment to ethical practices.

Challenges:
· Cost: Sustainable practices often come with higher costs, which may be difficult for an SME to absorb without impacting profitability.
· Supply Chain Complexity: Ensuring that all suppliers meet the necessary ethical standards can complicate the supply chain.

Consequences of Not Implementing:
· Consumer Backlash: As consumer awareness of sustainability grows, failure to adopt sustainable practices could lead to negative publicity and loss of customers.
· Regulatory Risks: Future regulations may mandate certain sustainable practices, and businesses that have not already adapted could face compliance challenges.


[bookmark: _Toc175498125]6. Conclusion 
Crosstown Doughnuts, like many SMEs, faces the challenge of balancing growth ambitions with the constraints of limited resources and an ever-changing market landscape. By adopting agile strategic planning, leveraging digital transformation, forming strategic partnerships, enhancing financial management, focusing on customer-centric strategies, and building a resilient organizational culture, Crosstown Doughnuts can overcome these challenges and position itself for long-term success.

These strategic recommendations are designed to ensure that Crosstown Doughnuts can not only survive but thrive in the competitive market. With a focus on adaptability, innovation, and customer satisfaction, the company will be well-equipped to navigate future developments and sustain its growth trajectory.

Strategic management is crucial for small and medium-sized enterprises (SMEs) aiming to thrive in a competitive market. Unlike large corporations, SMEs often face unique challenges such as limited resources, constrained financial capacity, and less formalized processes, which can hinder their ability to implement strategic initiatives. This report provides strategic management recommendations for SMEs to effectively develop and implement future strategies, considering the common obstacles the organization face.
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