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Executive Summary 
Strategic management is a crucial tool when it comes to planning. In this report, I will be covering the basics of strategic management, looking into fords strategy, and applying some strategic management tools to Ford to gain a clearer personnel understanding of their strategy. I will be conducting a SWOT, PEST, and stakeholder analysis as well as positioning Ford onto Bowman’s clock and making a comparison with some of its competitors. Using these tools will allow me to gain a general overview of their strategy, allowing me to see what they want to achieve, how they are going to achieve it and where they want to be. 
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To be a successful organisation, it is imperative that an organisation has an effective strategy in place, but what is strategy? It is not possible to have one overarching definition for strategy as it can be interpreted and explained in many ways. This is backed up by a leading theorist in strategy, Henry Mintzberg, he suggested that “the field of strategic management cannot rely on a single definition of strategy” (Mintzberg, 1987). Therefore, Henry Mintzberg created the five Ps of strategy, each “P” has its approach and definition of strategy, the five Ps are plan, ploy, pattern, position, and perspective (Mintzberg, 1987). Michael porter defines strategy as “How an organisation is going to win in its environment” (Porter, 2014). Another definition of strategy is “the direction and scope over the long term, which achieves advantage in a changing environment through its configuration of resources and competencies to fulfil stakeholder expectations (Johnson, Scholes, & Whittington, 2007). Of these definitions, the one defined by Johnson, Scholes and Whittington is the best in my opinion as it's detailed bet also easy to understand. 
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Ford is an American multinational automobile manufacturer founded in 1903 by Henry Ford. His first aim when creating the company was to “put the world on wheels”, which he made his first step towards by releasing Ford’s first automobile the Model T in 1908, which retailed at $260, a reasonable price for the time (Fords Founder: The Henry Ford Story, n.d). According to Ford Heritage: The Ford Motor Company Story, (n.d), prior to the introduction of the production line, it took workers twelve hours to build the model T, after the introduction of the production line this was cut down to just one and a half hours. In the 1960’s Ford Europe was created, and this was a merger of Ford of Britain, Germany, and the Irish Henry Ford & Son Ltd. The first vehicle created by Ford Europe was the Ford Transit van in 1965, which has since become the best-selling commercial vehicle in many European countries. Ford has long been focused on sustainability by creating more fuel-efficient engines such as the eco boost engines and are now turning their attention to electric-powered vehicles with a $30 billion investment into this area in 2021 (Ford Heritage: The Ford Motor Company Story, n.d).

Ford’s mission statement is currently, “to help build a better world, where everyone is free to move and pursue their dreams” (About Ford: Our values, history & awards, n.d). Their mission statement is very much focused on improving people's lives and making transport more readily available and affordable (Thompson, 2019). A mission statement is very much focused on what the company wants to achieve whereas a vision statement is what you would like an organisation to become (Meyer-Cuno, 2021). Ford’s vision statement is “to become the world’s most trusted company, designing smart vehicles for a smart world” (Thompson, 2019). Simon Sinek says that a vision statement must have three key characteristics: it must be resilient, inclusive, and service-orientated (Sinek, 2020). A mission statement differs as this demonstrates what the organisation's purpose is and what it is passionate about. 
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In an organisation there are usually three levels of strategy, these three levels are explained by Cook, (2022). The three levels are the functional level strategy, business level strategy and corporate level strategy. Within an organisation strategic decision-making is completed at three different levels, the difference between these three levels is the level at which they operate within the business. These three strategies allow an organisation to set goals from the highest corporate level to the functional level, this ensures that the companies overarching values and goals are met. The corporate-level strategy is responsible for ensuring the business's main goal is achieved as well as the other goals set throughout the organisation. At the business level, the leaders are tasked with developing and implementing strategies that allow that business unit to compete within its market. Each unit will require its unique strategy in large organisations with many business units. Finally, there is the functional level, at this level a strategy is implemented to ensure that they adhere to the organisations overarching goals as well as achieving its own goals and enhancing its operations (Cook, 2022). Chengwei Liu, an associate professor of strategy and behavioural science at ESMT Berlin states, the three levels within an organisation are important as they “enable a clear division of labour and accountability” (Cook, 2022).
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When it comes to strategy there are two main theorists that are leaders in strategic thinking, these are Henry Mintzberg and Michael Porter (Moore, 2011). Each of these theorists has their views on strategy, Michael Porter opts for a more traditional strategic approach whereas Henry Mintzberg focuses on a more emergent strategic approach (Moore, 2011). According to research from Mintzberg & Waters, the difference between emergent and traditional strategy are, the traditional strategy is focused more on control and direction whereas, the emergent strategy is more focused on strategic learning (Mintzberg & Waters, 1985). Mintzberg goes on to say that emergent strategy does not have to mean that there is chaos, but ‘unintended order’ and that emergent strategies are open, flexible, responsive, and willing to learn which is vital in an 'ever-changing reality rather than a stable fantasy’ (Mintzberg & Waters, 1985). 

The traditional strategy does also have its uses as it provides a sense of direction and allows managers to manage. Where environments can be predicted or controlled the traditional strategy will be valuable. Ultimately organisations tend to use what's known as a realised strategy which stems from a mixture of both an intended strategy and an emergent strategy, they start with an intended strategy and then use characteristics of an emergent strategy to overcome unforeseen obstacles which leads to the use of a realised strategy (Mintzberg & Waters, 1985). I don’t believe organisations should solely use the traditional strategy as we are currently living in a volatile, uncertain, complex, and ambiguous world known as VUCA (Baldwin, 2022). This VUCA world we live in causes more uncertainty, making it more difficult to predict the future and casues fast-paced change meaning strategy is more important than ever (Baldwin, 2022). 
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Ford's strategy uses Michael Porter’s, generic strategy model as its basis, initially, Ford used Michael Porter’s cost leadership strategy in the early 1900s to attract the American consumer by offering low prices (Meyer, 2017). To enhance this method Ford implemented the assembly line method to help reduce production costs and increase productivity (Meyer, 2017). Although successful, it proved not enough with Ford losing its title as America’s largest automobile manufacturer to General Motors in 1927 (Meyer, 2017). By the 1930s the average American consumer had greater disposable income and was not only focusing on low-cost products, hence why General Motors surpassed Ford in terms of market share as they used the broad differentiation strategic plan, offering a wider array of products rather than simply focusing on the low cost (Meyer, 2017). Ford has begun to alter their strategic plan to highlight differentiation to increase its competitive advantage and is now using the broad differentiation strategy. This change in strategy was largely down to strong competition from manufacturers such as Toyota, Volkswagen, and Honda to name a few (Thompson, 2019). 
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Strategic tools will allow an organisation to gain a greater understanding of its internal and external environment and allow them to plan by creating long-term goals and objectives (Teeboom, 2019). Each business will decide on management tools that allow them to conduct the most suitable analysis in line with their strategic ideas, there are many tools to choose from and it is important for an organisation not to limit themselves to just one tool, by using multiple tools, it will allow the organisation to conduct a broader analysis, allowing them to create an improved strategic plan (What is strategic analysis? 8 best strategic analysis tools + examples, 2022). 
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The first tool I will be looking at is the SWOT analysis tool. SWOT stands for strengths, weaknesses, opportunities, and threats (Madsen, 2016). A SWOT analysis is crucial as it allows organisations to analyse both internal and external factors that may influence the business (Madsen, 2016). It is important to ensure that when conducting a SWOT analysis you avoid being vague, be realistic and use another management tool to complement it, such as a PEST analysis (Madsen, 2016).
	Strengths 
	Weaknesses 

	1. Worldwide brand recognition 
2. Large market share in North America with a 14.3% share of the market at the end of Q4 in 2021
3. Wide range of products to reach a large market 
	1. Dependence on the North American market
2. Very small market share in the Chinese market with a share of just 2.4 % at the end of Q4 in 2021 
3. Poor reputation regarding quality compared to some competitors 

	Opportunities 
	Threats

	1. Opportunity to enter the electric vehicle market 
2. Potential to increase market share in large markets in China and India
3. Ability to reach a wider market using digital marketing
	1. Very competitive market with competition from General Motors, Toyota, Honda, Volkswagen, and Hyundai to name a few (Bhasin, 2018)
2. Introduction of the ban of new petrol and diesel cars by 2035 (Campion, 2022)
3. Economic uncertainty and volatility  



All statistics were obtained from (Tracking Ford Global Vehicle Sales and market share, 2022).

Ford is one of the most well-known automotive manufacturers in the world and is the eighth largest in the world when it comes to value, with a revenue of $136.34 billion in the year 2021 and an estimated net worth of $125.56 billion as of 2021 (Dennison, 2022). According to Tracking Ford Global Vehicle Sales and market share (2022), Ford’s three largest markets are North America, Europe, and China, these three regions accounted for 80% of Ford’s annual sales. Of these regions, North America dominates their sales with 1,906,000 vehicles sold in 2021 compared to 879,000 in the UK and 624,000 in China (Tracking Ford Global Vehicle Sales and market share 2022). Based on these figures it's clear Ford is highly dependent on the North American market which could be seen as a weakness, especially with such strong competition from manufacturers such as General Motors and the VUKA world we live in, it could prove costly to be so reliant on one market. To ensure an organisation can utilise a SWOT analysis effectively its recommended to conduct regular SWOT analyses as change is frequent (Madsen, 2016). Ford could further venture in do growing markets that would allow them to generate another revenue stream reducing the reliance on the North American market. With the ban on new petrol and diesel vehicles brought forward to 2035 (Campion, 2022), this will open an opportunity for Ford to enter the Electric vehicle market, which is something they have already begun doing, however, this will be an extremely competitive market potentially more competitive than it currently is. 
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A great tool to use alongside a SWOT analysis is a PEST analysis. PEST stands for political, economic, social, technological, legal, and environmental (Peterdy, 2022). A PEST analysis is used to allow organisations to evaluate the external environment in which they operate, using this alongside a SWOT analysis will provide an organisation with a comprehensive analysis of both their internal and external environments (Peterdy, 2022). As Ford operates in many different markets, they need to consider certain markets' varying cultures and beliefs. This is where corporate social responsibility (CSR) gets put into practice. If a business practices CSR, it means that they are having a positive impact on society as well as the environment (Fernando, 2022). Ford has created many initiatives to provide better care for their staff, to be more inclusive, build a diverse and resilient workforce, create ethical supply chains, help local communities, and create the best products possible whilst being as sustainable as possible, with the aim of being carbon neutral by 2050 (Helping build a better world, 2022). Alongside the social factors, Ford must also consider the political, economic, and technological issues they may face. Like a SWOT analysis, a PEST analysis must be conducted regularly to achieve maximum effectiveness. 
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Bowmans Clock was created by Cliff Bowman and David Faulkner in 1997, it allows organisations to determine their current market position (Bowman & Faulkner, 1997). The Clock aims to provide a visual representation suggesting that product positioning is based on price and perceived value (Cuofano, 2022). Unlike other tools such as a SWOT or PEST analysis, Bowman's clock does not need to be regularly updated as it provides more of a starting point for an organisation's strategy (Bowman & Faulkner, 1997). Cliff Bowman created the tool in response to Michael Porter's generic strategies as he felt they were too vague and wanted to create a tool that provided more detail (Cuofano, 2022). Bowman's clock consists of eight different strategies, each having its own competitive strategy. It’s important to note that an organisation must decide on one of these strategies based on its own specific strengths and weaknesses (Bowman & Faulkner, 1997). Anything beyond the focused differentiation strategy is a recipe for failure as these strategies are primarily focused on achieving profits whilst offering little to no value (Cuofano, 2022). 
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(Bowman's Strategy Clock, n.d)

I have used Bowman’s Strategy clock to identify where I believe Ford, as well as other car manufacturers, are on the Clock. As seen on the diagram I have placed Ford onto the Hybrid point of the Clock, the reasoning behind this is Ford tends to offer higher quality and higher priced products compared to cheaper alternatives such as Vauxhall for example, however, they do not offer the premium quality and high price tag that say a Mercedes would offer which is why I have placed Mercedes at the differentiation point of the clock as they offer greater quality products at a higher price point than say a Ford, Volkswagen or Toyota for example. An example of a company that uses focused differentiation would be Ferrari as they offer the very best products at the highest price points.
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(Adapted from Mendelow, 1981)

Above I have identified Ford’s stakeholders and placed them onto the matrix based on their interest and their power. The most important stakeholder in terms of the organisation's overall operation is the employees. When implementing a new strategy it’s important to get the employees onside as the biggest obstacle in implementing a new strategy is getting others to buy into the strategy. Kurt Lewin suggests, to be successful you need to take the people with you and the best way to do this is to have open communication, make them feel they are being listened to, and have meaningful consultation (Burnes, 2004). The best way to implement change is to minimise the concerns of the people that are resistant to the change (Burnes, 2004). Within an organisation culture is crucial and a big advocate for this is Charles Handy, so much so that he created his own model of culture, named Charles Handy’s model of organisational culture (Handy, 2007), the model identifies four types of culture, these are role, task, power, and personnel culture (Handy, 2007). Of these cultures, I believe that Ford utilises aspects of both role and personnel culture. 
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All tools have their strengths and weaknesses, there is no single management tool that can be used to highlight all strengths and weaknesses, which is why organisations use multiple tools to cover a larger basis to highlight as many strengths and weaknesses as possible. No single strategic management tool is the best as each one has its unique uses for different organisations and this is also the case for Ford, it's important that Ford use a range of strategic tools to create the best strategy possible. 
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