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Abstract 

The objective of this paper is to set out the strategic possibilities for a business during a period of economic distress.  Using current and available literature discuss the parameters of strategy and how it may help the business going forward.
The analysis will indicate the appropriate options and alternatives if any. The key principle of this paper is to ascertain whether the business should change tact and how so?
In this paper, both quantitative and qualitative methods were used to analyse the performance between the business (L. S. Wholesale Ltd) and its main competitor (Global Foods Ltd). 
The findings show that there are viable options of strategy that can be adopted by the business to mitigate future scenarios that may impact the business if pressure from an economic environment is not conducive to a competitive advantage. The study concludes that options are available but the competitor being the dominant player in the local market means some strategies will not be as effective and any competitive advantage will be short lived. As General Graf Helmut von Moltke famously said: “no plan survives first contact with the enemy” (Xypoltos, 2022). Ultimately, success will depend on the duration and severity of forces that act upon a strategy.
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1.0 [bookmark: _Toc119605974]Introduction

The student will set out the terms of reference for this report that will define the objectives and the scope and provide a description of the resources available.
[bookmark: _Toc119605975]1.1 Purpose and background

Many businesses are experiencing a difficult operating environment (Rabaiott, 2022). The past three years have been tumultuous. The world received its first taste of a global pandemic in the modern era. The connected world allowed the rapid movement of the Covid-19 virus that has resulted in millions of deaths and here in the United Kingdom the official death toll stands at over 200,000 (Gov.Uk, 2022). 
The pandemic has eased however, it still has frightening consequences for economies around the world. China’s zero-tolerance of Covid-19 transmission has had a profound effect on China’s economy and its people (Liu, 2021). The stance of the governing regime has shown no hints of changing tack (McKie,2022). The ongoing effect on the global economy and supply chain disruption looks like it’s here to stay at least for the medium term. (Curran & Hancock, 2022).
The rebound in the world economy brought on by pent-up demand has had unforeseen and unpredictable side effects. The cost of raw goods has increased significantly and prices for oil and gas have risen to historically levels (Gov.UK, 2022), (Trading Economics, 2022) as demand has picked up. The knock-on effects on business transportation costs have sky-rocked (Salisbury, 2022). The war in Ukraine has further compounded matters and until a resolution exists prices will remain volatile.
Nearer to home, Brexit has made life difficult for businesses with an increase in red tape, transportation costs and the loss of migrant employees who have decided to leave the United Kingdom (Sumption & Walsh, 2022). This has added to a tight employment market where there is a shortage of skilled workers or simply no workers to fulfil job vacancies (Leaker, 2022).
The above issues when combined are pushing up inflation (Gooding, 2022). Vis-à-vis spiralling wage demands are is pushing inflation higher (Boissay et al., 2022). To combat this, the Bank of England has raised interest rates to bring inflation down to its target level of 2% (Bank of England, 2022). This is adding to the cost-of-living crisis that has seen the average household food bill, heating, lighting and fuel rise (Gooding, 2022). Whilst wage inflation is falling behind (White, 2022). 
Overall, this paints a bleak picture and with the onset of a global recession likely (Guénette et al., 2022) the future looks foreboding. These recessions are defined as two or more consecutive quarters of falling gross domestic product (Loh & Scruton, 2018),
The student has produced Porter’s generic analysis which is located in Appendix B that indicates the strategic options available to the business concerning its competitor. Analysis indicates that there is limited scope for the business thus limiting its strategic advantage to niche changes. This strategic change is defined as “changes in the content of a firm's strategy as defined by its scope, resource deployments, competitive advantages, and synergy” in short, a realignment of the business's culture (Naghibi & Baban, 2011) and its incorporation in strategic management (Handy, 2007).
[bookmark: _Toc119605976]1.2 Statement of the problem

Predicting where all this will lead makes planning for the future difficult. So, to the crux of the matter. How does a business strategically structure itself to weather this storm? This is the predicament that has befallen a wholesaler supplying the catering trade and the public at large. The business experienced rapid growth before the onset of the Covid-19 pandemic and the current economic crisis. 
Current management feels these headwinds need navigating that require the business to adapt to place it on secure financial footing that is efficient, effective and sustainable. As the title of this report posits the idea is to create a strategic plan and this report aims to address this.
[bookmark: _Toc119605977]1.3 Research objectives

This leads to the inevitable question of how to evaluate any outcomes. This research proposal will set out the assorted options and alternatives that can aid any restructuring process. 
[bookmark: _Toc119605978]1.3.1 Limitations

The report will not provide any direction for the mechanisms used to conduct any recommendations contained within this report only provide a management overview.
[bookmark: _Toc119605979]
1.4 Research method and design

Below the student sets out the scope and resources of this report.
[bookmark: _Toc119605980]
1.4.1 Approach

The ontological approach of the report is naïve realism where reality is understood using appropriate methods. The epistemology adopted is one of objectivism where the objective is independent of the subject. The philosophical orientation of the report is deductive and positivist, where knowledge acquisition is deductive, value-free and general. Natural science methods are applied using an appropriate body of knowledge and theory (Patel, 2015).
This multi-vector method will triangulate and verify findings and add to academic learning. This will be descriptive and exploratory as the intent of the research question is to both clarify and understand the problem which is “a situation of subjective discomfort of a stakeholder mixed with a desire to do something about it” (Tagliaro & Hua, 2022).

[bookmark: _Toc119605981]1.4.2 Sources of information

Sources of knowledge will be both authoritarian and empirical. Only bona fide and relevant data both qualitative and quantitative from reputable sources including academia, ONS, online database, etc, are used to internally validate options and recommendations. 
[bookmark: _Toc119605982]1.5.3 Usage

Recommendations will be costed where applicable, and the impact on stakeholders including shareholders, employees, suppliers and customers will be addressed. Management will be informed of relevant approaches for any structural change that may include leadership, communication and organisational culture to name a few.
It is envisaged that the functionalist paradigm of business research (Greener & Martelli, 2018) will add value to the body of theoretical knowledge in leadership and management.
[bookmark: _Toc119605983]1.6 Ethics and risks

The axiology (Given, 2008) of the research embarked upon is independent of all sources of data, therefore, the student does not envisage any ethical issues and risks during this undertaking.





















[bookmark: _Toc119605984]2.0 Literature Review/Background/Research 

Section one sets out the issue at hand in short, the why? However, the purpose of this paper is to examine what can be done to remedy the situation, the what? and the how? For some scholars in the field of strategy, these are known as a plan and pattern respectively (Bindra et al., 2019). Doing so requires a completely different discussion involving change management. Discussions will solely be based on a business perspective for conciseness. 
The focus here will be what the management of the wholesaler can do going forward and the choices available to them. Considering what has been discussed, it seems the most plausible place to start is to develop a strategy and a plan that will try to mitigate future issues as and when they arise. The business's financial position places it in a weak position that needs a strategic remedy.
Most strategies are developed when a business is experiencing difficulties or anticipating future developments that may hinder it in some way. All stakeholders of any business must grow and generate profits to sustain it. 
It is for this reason that the business needs to partake in a strategic review to plan for the future. As discussed earlier the forces acting on the business necessitates this or it will place the business at a competitive disadvantage that will stifle growth and future profitability.
Strategies can be instigated proactively or reactively to expedite this requirement. Under the current economic woes, a combination of the two is merited. Even the most brilliant leaders can only anticipate the future based on the data available to them and those that can demonstrate anticipatory leadership (Al-Daaja, 2017). Often the data will be historical and can only inform of possible options. This places the business at a disadvantage as a young business entity, it does not have the historical data to call upon to make informed strategic decisions. Any strategy will not be guaranteed success. If anything, strategies are a form of risk evaluation to ascertain the best outcome (Montibeller & Franco, 2007).
Strategies require vision on the part of leadership. This intent formulates the future direction of the business and according to Kouses and Posner (2009) is essential to leadership. However, leaders are not clairvoyants thus, making them fallible. Data tends to be binary whereas the future is blurred and cannot be predicted with certainty. Any grand vision will always be susceptible to the beliefs, values, and biases of those that instigate strategy. Then there is the issue of why the business is not already prepared for change. This can be down to neglect on part of management as they may consider that the good times would not end. Why tamper with something that doesn’t require fixing? 
However, understanding this is just part of the learning curve of any organisation. Assessing all available options and deploying the appropriate corrective measures is the best strategy and stands the greatest chance of success. Bradley et al., (2018) have shown that the odds of a successful strategy can be between 0 to 80% dependent on the quality of the strategy and have identified ten performance levers if adopted improve success. 
[bookmark: _Toc119605985]2.1 So what is strategy?

Strategy is multifaceted and situational, conjoined with the organisation, the environment, and by design, difficult to define (Hambrick.1983). It is thought about as preparation for an uncertain future (Zook et al, 2020). However, that has not stopped people from putting forward definitions of strategy. According to Porter (1980), the definition of a competitive strategy for a business ‘is developing a broad formula for how a business is going to compete, what its goals should be and what policies will be needed to carry out those goals.’ 
Chandler (1962), describes strategy as ‘the determination of the basic long-term goals and objectives of an enterprise and the adoption of courses of action and the allocation of resources necessary for these goals.’ Sloan has a similar view on strategy as Chandler’s to which he adds that corrective measures should be undertaken if a strategy goes off course or in extreme cases, abandoned (Haywood & Brooker, 2018) to deal with emergent issues.
Mintzberg (1987) provides five definitions of strategy that include strategy as a plan, a ploy, a pattern, a position, and a perspective, otherwise known as the Five Ps of strategy. His thinking behind this is simply that strategy is multi-layered warranting a reciprocating approach.
Under the current climate, many businesses are considering adopting a survival strategy if they are going to be competitive in the future. This is a corrective measure even if it is reactive.
[bookmark: _Toc119605986]2.1 Background

Strategy is a business science that has developed over many years and has evolved to develop strategies for the future. We know the purpose of a business is to generate profit and the role of management is to guide the business to generate and maintain profitability. This is a reason for strategy. Its purpose is to aid management in dealing with challenges afflicting businesses and many tools, theories and models have been developed to do so. These have evolved and are constantly changing or adapting. Strategy is an intervention based on the current situation.
Strategy is a model of development analysis that has its root in S.W.O.T otherwise known as strengths, weaknesses, opportunities, and threats. Subsequently, P.E.S.T analysis, all standard tools for business management. Strategy is planning, and it is, for this reason, Shell the oil company developed their scenarios approach that was vindicated by the oil crises of the 1970s (Wilkinson & Kupers, 2013), and by the 1980s it was used by over 50% of the Fortune 500 Companies (Tagliaro & Hua, 2022). 
Then there are tools and models designed to aid strategic planning such as those of Boston Consulting Group's growth-share matrix (Reeves et al., 2014), that allows management to decide which investments are best suited for a business. You can obtain the services of consulting groups for this such as McKinsey and Company but for small and medium enterprises such as the wholesaler in question, costs warrant thoughtful consideration when financial resources are finite. 
This is critical and is dependent on the duration of an economic decline. Without knowing this, management is unable to calculate the time required to implement a strategy (Gandolfi, 2008).
In the context of this paper, the development of competitive strategies is nearer to home. The main proponents of this are Michael Porter, Henry Mintzberg, and Tom Peters. The latter developed the 7-S framework for McKinsey and Company (Peters, 2011) that they use to this day. Porter (1985) espoused benchmarking comparative sectors to gain a competitive edge through pricing strategies and differentiation whilst Mintzberg considered that strategy involved more and should include emergent strategies. The student considers this relevant as Porter’s accession is in the now and based on historical data. Whereas Mintzberg’s (1997) philosophy is to view it as a plan, ploy, pattern, position and perspective. 
The student views these as opposing views. There is truth in both positions. However, Porter’s perspective is based on past knowledge that although useful in strategic planning, means his version of strategy operates within the confines of a rigid framework. Mintzberg’s view is a proactive approach hence, the planning criteria. The other components add heft to strategy. Specifically, perspective as each strategy is incumbent on individual circumstances. That said, seeing a pattern in a strategy requires vision on the part of management which in this economic climate is difficult. For Ansoff (1991) this was not strategic formulation but a process and part of organisational learning. 
The above are concerned with external influences that dictate strategy. However, there is a school of thought that takes on board an internal perspective. Any strategic analysis needs as much data both qualitative and quantitative and should include tacit knowledge if an informed decision is to be made about strategy. This cannot be achieved if not used efficiently. The strategy should take on board the business's core competencies and culture that influences strategy, which is supported by many researchers including Gary Hamel and C. K. Prahalad (1994), Gerry Anderson and Kevan Scholes (2008) and Philip Selznick (2011). 
Then there are the outliers of strategic thinking and knowledge management. An example of this is Everette Rogers ‘Diffusion of Innovation’ which focuses on technological strategies. These tend to be adopted as Malcolm Gladwell would put it when the tipping point is reached. This can be considered an example of a reactive strategy. 
Another is the idea of Nassim Nicholas Taleb (Taleb. 2015). He links uncertainty to strategic decision-making and the consequences of any strategy. If the idea is to gain a future competitive advantage, then consequences should be noted in the planning of strategy. This is important as Rita Gunther (McGrath, 2013) suggests that the days when businesses gain a strategic advantage are over and that transient advantage is the best that can be hoped for these days. Gary Hamel has drawn a similar conclusion in his book Leading the Revolution in which he says, “The age of progress is over. It was born in the Renaissance, achieved its exuberant adolescence during the Enlightenment, reached a robust maturity in the industrial age, and died with the dawn of the twenty-first century” (Hamel, 2000). 
This nonlinear approach to strategy according to Levy (1994) is intertwined with Chaos Theory. This makes strategizing difficult and inherently has long-term implications. His solution is to adopt scenario planning akin to Shell’s model to circumvent this. 
Finally, this list should include John Kotter’s (2012) Eight-steps Model. Although primarily used for change management, however, it is a strategy for change and strategy is change. It contains many elements required for the strategy. In this instance, there is a sense of urgency that requires vision to implement a strategy. Then, there is the building of a coalition from which advocates are born without whom the strategy can and will encounter resistance, especially if it involves job losses. If you agree with General Graf Helmut von Moltke's view on strategy, then accelerating and sustaining strategic change will be difficult. The best that could be hoped for is to aim for quick wins to maintain momentum. This will require adaptability and creative thinking on the part of the business's leadership with all stakeholders being on board.

[bookmark: _Toc119605987]2.3 Planning

Knowing the tools and understanding the theories and models is part of the learning curve but, the strategy must be planned for according to Porter (1985), this is strategic thinking. Ansoff (1977) describes planning as a tool to identify the relevant strategies to obtain the desired competitive result. This interpretation is not too dissimilar to Kenneth Andrews's S.W.O.T tool to identify future trends (Porter, 1991) and by association, planning is time-bound and viewed as a long-term act. Pacios (2004) considers five years or more as long-term, medium-term as three years and short-term as one year or less. The student considers these time frames to be realistic and of practical use. The economic climate requires both a short and medium view, short because change is required now and medium to maintain the change. If management’s view is that the economic outlook will not return to its long-term trajectory, then the strategy will need amending to accommodate the new reality. Mintzberg's (1994) view is that strategies should not be planned for but thought through strategically with the data available to execute the business's long-term vision. For him, planning hinders thinking and the former is about analysis, the latter about synthesis, this is creative thinking. In effect, he is advocating preventive measures before a problem occurs akin to Shell’s scenario method. This allows for adaptability in strategic thinking and decisions. These decisions are only strategic if it results in change (Porter, 1996). 
The student’s view on this is, in the real world you can plan for every eventuality but that requires a lot of resources, time and money. These attributes that a small business will find difficult to muster. Mintzberg implies that all leadership and management are equal concerning intellectual capacity and can see the larger picture that strategy requires. The goal of the business has since inception been short-term profitability. Many in the management ranks have not experienced an economic decline of this magnitude and therefore, do not have the tacit knowledge or skillset to navigate it without some semblance of a strategy in place.
[bookmark: _Toc119605988]2.4 Models of Strategy

According to Chaffe (1985), there are three types of strategies that most if not all models, theories and tools fall under, namely, linear, adaptive and interpretative. From her standpoint, she considers linear to include planning, formulation, and implementation. When times are certain and the environment stable, this would be the approach to adopt. It offers businesses a clear definition of its needs over a longitudinal time frame.
Adaptive strategy is best explained by Hofer’s definition that this is ‘concerned with the development of a viable match between the opportunities and risks present in the external environment and the organization’s capabilities and resources for exploiting these opportunities’ (Chaffe,1985). This approach allows flexibility but is highly dependent on a business's capabilities and resources. Both can be finite when experiencing economic decline. 
Her last interpretation of strategy is Interpretive. In her view, these models complement adaptive ones and their foundation lay in a social contract between a business and its stakeholder. In times of change, this can be a powerful way to implement strategic change. The student views this in a positive light. If a business has a cohesive workforce that pulls in the same direction this will not only reduce or negate the effects of resistance to strategic change it will build resilience to see out any strategy. 
These require a behavioural change on the part of all stakeholders. Whittington (2001) has four perspectives on strategy, these are classical, evolutionary, processual, and systemic. Evolutionary and processual perspectives are interesting in this context because they seem to validate the above point. As Whittington suggests evolutionary strategies necessitate behavioural change that dictates the success or failure of a strategy whereas processual strategies according to Mintzberg and Water (1985) emerge with the interaction of stakeholders and an unpredictable environment. 
The strategy used is as always dependent on the situation and the desired goals of the business. John Childs (1972), described it as a strategic choice In the student’s view, to be successful will require the commitment of all stakeholders, a deep understanding of the situation through knowledge acquisition, the allocation of appropriate resources and the desire to see out the endgame. 
Strategic planning requires the requisite tools and techniques that are wide and varied that should cover most, if not all situations. Deciding the tools and technique of choice for the uninitiated can be daunting, however, the student would advise researching tools that are widely used, the higher the frequency of use the more valid it is. Further, any tools and techniques should offer the least amount of resistance and be simplistic in approach, characteristics useful for businesses that may be under financial duress. Moreover, the choice should increase the probability of success for the chosen strategy (Webster et al., 1989).
[bookmark: _Toc119605989]2.5 Tools of the trade

Using the above criteria,  Webster et al, were able to compile a list of thirty tools and techniques that merited their attention. Although the list was formulated some time ago, they are still relevant today. Strategy is an old discipline that harks back to the military strategy of old. In the context of this paper, where the reason for strategic planning is the economic climate, the United Kingdom has suffered three recessions of varying degrees and lengths (List of recessions in the United Kingdom, 2022). The reasons for each may differ but the results were the same, financial distress. 
As the strategy is forward-looking it seems sensible to discuss those that have practical applications for strategy. This is a simple exercise whose purpose is not to recommend a particular tool or technique, which is the how?. 
PIMS Analysis – The Profit Impact of Market Strategy is a project that uses data to determine which business strategies are successful or not. It is used for resource allocation and marketing and studies demonstrate that a higher market share yields efficiency gains that resulted in lower average costs (Buzzell et al.,1975. Drawbacks include the length of time to administer and costs both on short supply.
Benchmarking – The comparative analysis of competitors. This is a safe way to compare a business against another. It may be costly depending on the cost of data acquisition. However, one useful aspect of this technique is that it can be used in what Johnson et al (2008) termed Game Theory a form of strategic chess where each competitor's move is dependent on the others.
Future studies and multiple scenarios – The projection of alternative futures. This may have some bearing on future strategy development in the mould of Shell’s Scenario planning technique. However, this is long-term planning, and the author would argue this is akin to process planning, the refinement of operational matters as opposed to mitigating future problems. The ever-changing market conditions make it difficult for the business to adopt this approach in depth. If market conditions were dictated by a sole event then resources could be allocated but the economic forces acting on the business makes strategic planning more unpredictable (Rabaiott, 2022).
McKinsey 7-S Framework – Not a strategy per se but a process to implement one. However, each step in the framework will help to frame a strategy that “poses the kind of low frequency, high-uncertainty problems for which the human brain is least adapted” (Bradley et al., 2018) therefore, it has its merits. Some elements of the framework are not too dissimilar to Kotter’s Eight Steps framework.  It is useful in organisational design. If the business decides upon a strategy that requires for example restructuring, redeployment, and a change in headcount then the organisational design needs to be considered. Effective design will translate to efficiency gains that can add to the bottom line and sustainability. Important outcomes if the business is implementing a strategy that answers the question of this report. Coca Cola the non-alcoholic beverage company “ has always adjusted its strategy according to McKinsey 7S Framework results” (Weerasundar, 2021).
These are a few tools and techniques that can be used for the implementation of the strategy. What they do is enhance critical thinking, acquire data, understand the situation add rigor to the strategy and finally, foster a behavioural change in culture (Webster et al., 1989). These are traits required if the business is to implement an effective strategy (Neilon et al., 2009).
According to Geert Hofstede (1980), culture is “the collective programming of the mind that distinguishes the members of one group or category of people from others”, this culture is the values and beliefs, the shared assumptions and group norms (Groysberg et al., 2018). In Schein's (2009) view you cannot separate culture and strategy. 
The business ethnicity is Asian and their roots stem from economic migrants from the fifties and sixties. Indeed, the student's grandfather and father are prime examples of economic migrants who are of this generation. They arrived on these shores because they were poor and sought a better life. Financial support was minimal so a community grew to support business endeavors and it is this spirit that endures to this day. So, any strategy needs to take into consideration the culture of the business that it is founded on. As Mark Fields, former chief executive officer of Ford Motor Company put it “a strategy that is at odds with a company’s culture is doomed. Culture trumps strategy every time – culture eats strategy for breakfast” (Rick, 2013). Thus, a strategy that is in sync with culture is more likely to succeed than one that is not.
Johnson et al., (2017) termed this the Cultural web the basis of which are the stories and myths that formed the rituals and routines that over time became the bedrock of the business's structure. For a strategy to be effective, they advocated changing the control systems and power structure that can hold back strategy





[bookmark: _Toc119605990]3.0 Analysis 

Going forward any analysis would be wise to use as many methods as possible and approaches to narrow down suitable avenues for the strategic process. Case studies are a good option as these will allow the bridging of theories to practice. Analysis should identify what is the value proposition that the business can deliver. Anything that does not add value should be considered strategically nonplus. Whichever path is adopted should be holistic that considers the stakeholders, processes, and infrastructure, and be above all realistic and sustainable.
According to Zook et al (2020), past analysis has shown most strategies are based on four criteria: debt, decision-making, workforce management, and digital transformation. Increasing cash flow and reducing debt will help survive a downturn as studies have shown those businesses with elevated levels of debt are more vulnerable and likely to fail at 82 percent than those with lower levels of debt (Greene, 2022). The decisions made and the quality of management’s mental models have a direct bearing on the outcome of a strategy. According to Peter Scobilic (Zook e al., 2020), this strategic foresight is doubly important as decisions made may have ramifications for years. Workforce management is a cornerstone of all businesses as they are a valuable resource so their needs should always be considered in any strategic decisions. A digital transformation is only an option if it brings forward a benefit going forward, or provides a competitive advantage. 
The strategic process consists of four stages that include, situational analysis, strategic options, option evaluation, and implementation strategy. A general description of the situation has been discussed in section one, and, an analysis is provided by way of a S.W.O.T analysis (Appendix A) for the business and its main competitor to indicate possible strategic moves  that could be taken based on the analysis 
Stage two is covered by the assumption that corrective measures are required and that the issues have been identified. Questionnaires were provided to all members of the business to ascertain their views as to what strategic changes should be adopted to fulfil the business's strategic goal. The results are in Appendix C and D together with a brief analysis of the results. What are the criteria that should be used to interpret the results? Porter’s generic strategies (Porter, 1985) formulate options based on cost, leadership, differentiation, and focus. Using Porter’s Generic Strategies as a guide an analysis of potential strategic options available to the business is located in Appendix B accompanied by a description of the analysis. 
The results bear a striking similarity to a study conducted by Van Wanrooy et al in 2013 (Johnstone, 2018). 
The other option is the use of Ansoff’s matrix (Loredana, 2016). This is a market-orientated tool the decision-makers can use to decide whether to realign the business vision in a different market. The student has conducted an analysis using this framework which is found in Appendix E. The strategic choices point in the direction of market development through diversification. 
There is another option, acquisition, and joint ventures. The student feels this latter option is not a viable route as the intent of this paper is to resolve the situation afflicting the business in its economic environment. As the analysis will demonstrate the resources are simply not there to do so when compared with competitors. However, this does not rule out this option for competitors. 
Stage four evaluates the chosen options. Johnson et al, (2008) propose a process of strategic choice. Assessment is based on suitability, feasibility, and acceptability. 
The final stage of implementation ensures that the proposed strategy is suitable and viable for the business needs. Consideration should be given to the interconnectedness of any choice. As McKinsey's 7s model states if an element is changed it will affect another. Concerning competitors, this interconnection can dictate strategy according to Johnson and Scholes (Johnson et al., 2008) and the use of Game theory is a way to do so. Just as McKinsey’s 7s model it is concerned with the relationship and strategic movement of competitors. It has an element of brinkmanship in execution. Other considerations are timescales, leadership, culture, and communication.
Communication in strategy is important. It reduces uncertainty (Homburg et al., 2012) for stakeholders including employees and customers of the business. It also breaks down the resistance that strategic change may encounter. Further, not communicating effectively can have consequences for the business's reputation as it is an important strategic resource (Shulz & Johann, 2017).
The business undertook a strategic review involving all business personnel on their preferred option for restructuring. Patrick Daoust and Paul Simon (Zook et al., 2020) suggest that when management takes a bottom-up approach, cost cuts can be significant and realised quicker as employees are motivated and change is less likely to incur resistance. Research by Neilson et al., (2009) shows this will increase information flow and be directed to the right personnel and avoid any negativity. Employees are the business's knowledge reservoir that should be tapped into to obtain data at a granular level allowing for informed decisions. 
All relevant information was made to all including financial (Appendices D through to K) in the name of transparency. 
The merit of each option is discussed below.
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In the event of an economic downturn, businesses tend to follow the path of least resistance to increase cash flow. Repeatedly, studies have shown that this is the preferred choice of management (Schulz & Johann, 2017). Call it what you will, Stewart Johnstone (2018) provides an extensive list of euphemisms for downsizing, it inevitably involves a reduction in employee numbers. Whether it is ethical is a matter of debate. Cascio (2015), suggests that the mental models of management can be categorised as those that consider employees as costs or those that view them as assets. This is critical as it is a factor in deciding the number of employees to reduce. Intellizence.com (2022) has an extensive list of businesses that are downsizing,. This is likely to be exacerbated by the looming recession. The primary focus of downsizing is cost reductions and taking active steps to adjust to changing business needs. 
The results of the questionnaire indicate that this is not the option that the workforce agrees upon. Downsizing can lead to a reduction in headcount therefore, it is a natural human instinct to protect oneself even only for selfish reasons. 
Businesses with elevated levels of elasticity can downsize without affecting the quality of service and customer care. As Cascio explained “think through the potential consequences of restructuring on customers” with a headcount of twenty personnel the business has limited scope to do so (Homburg et al., 2012). Then there is the issue of knowledge retention. Employees of long-standing have accumulated many years of first-hand experience. This explicit and tacit knowledge is not easily replaced. Then there are side effects of lower productivity, motivation, and increased employee turnover (Sitlington & Marshall, 2010). The latter is the result of low job satisfaction, the loss of work relationships, low morale, and trust these are symptoms of survivor syndrome, and this can have an adverse effect post-downsizing (Kettley, 1995) and has been shown to negatively impact them (Appelbaum et al., 1999).
From a management point of view who decides who loses their job and on what criteria is this decision made? These are interdependencies that will have a direct bearing on strategy.
When a business returns to an expansion phase will there be the right personnel in place to sustain growth? Outsourcing is an option for employing agency workers to fulfil vacant roles. This may be a temporary measure. Consideration must be given to the cost implication of doing so. Then there is the training of such workers and imbuing them with the business culture will take time. 
Some businesses will benefit from the downsizing of the workforce as studies by Weitzel and Johnson have shown, however, other studies have shown that there is no conclusive proof that it benefits a business. On the contrary, studies show that there is an adverse effect on the financials of the business (Batra, 2019).
Vernon (Gandolfi, 2008) suggests six factors a downsizing strategy must consider, time, resources, budget, corporate culture, demographics, and the labour market. Depending on the situation these criteria can both be reasons to downsize or not.
Reducing employee numbers is only effective if there is a corresponding asset reduction otherwise business overheads will remain stubbornly high. Only a cost analysis will reveal how much and is business-specific (Bruton et al.,1996).
Cultural impact as research has shown negative connotations for strategy (Appelbaum, 1999).
Further consideration should be given to other factors. According to the Office of National Statistics, the first-year cost to replace an employee is £62,890, and to train them is £1,080 (British Business Bank, 2022). Redundancy packages may severely dent profitability and cash flow. Historically, these recessions have lasted one and a half years in the United Kingdom, but the depth and severity have increased (Turner, 2020). 
The current labour market is constrained with the employment rate decreasing and job vacancies declining (Leaker, 2022) suggesting that replacing employees will be difficult.
[bookmark: _Toc119605992]3.2 Reskilling, redeployment, contracted hours, and hybrid working

The results of the survey show that there is a desire and willingness to explore these options. Each has its merits and demerits. and are discussed below.
[bookmark: _Toc119605993]3.2.1 Reskilling

Ram et al, view reskilling as the management of human capital and for them, it should be just as equal to financial capital (Allas et al., 2022). As part of the strategic review, longevity is a critical issue. If management deems that economic recovery is not soon, then the is a good argument for reskilling. The results of a reskilling program will not be immediate. However, effective reskilling has shown productivity gains of six and twelve percent, and reskilling costs can be supplemented by government subsidies Allas et al., 2022).  The benefits; controlling wages, avoiding onboarding needs, diversifying employees' roles, and boosting morale. 
There are many examples where this has been done successfully and can include redeployment within and outside the business. Examples are Airline UK retraining cabin crews for other roles and Tesco repurposing and reskilling people to fulfil a demand in online sales (Allas et al., 2022).
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Redeployment in the workplace is the movement of an employee from one role to another. The role can consist of different duties in various locations with different pay levels and should be offered before any redundancy (Morris, 2021).
The reasons for doing so are as those discussed above, and the benefits are similar. The added advantage is that it will create a multi-skilled workforce. In 2008 BAE Systems adopted this method in tandem with LHH Penna to restructure the business. According to Paul Scofield Head of Employee Relations for BAE Systems, 1,300 employees have been redeployed with cost savings of £20 million in layoff costs and averted a brain drain by retaining 20,000 years of knowledge (LHH, 2022). The programme is based on three core principles, access, support, and organisation which are critical success factors, and has a 96% satisfaction rate and a 100% recommendation rate (O'Reilly, 2017) that has led many to become advocates in the process (LHH, 2022).
Redeployment within the business has an added benefit in that the relationship built up with customers stays as it has been shown that customers tend to form a strong emotional bond with their contact employee (Homburg et al., 2012) the result of which means customers are less likely to defect to a competitor.
[bookmark: _Toc119605995]3.2.3 Contracted hours and hybrid working

Contracted hours are problematic in the event of a downturn. Idle employees are not the best way to use a workforce efficiently. Then there is the issue of costs. Output per employee will be low depending on the key performance indicators used. This will inevitably place the business at a competitive disadvantage in comparison to a competitor. The market trend is moving towards a zero-hours contract to control employee costs. Their use has been increasing year after year except for the period covering the recent pandemic (Cark, 2022). It provides employees with the flexibility to have multiple jobs and work schedules. The questionnaire results indicate this is not acceptable for employees as it will not provide regular work or income. 
Hybrid working according to the Office of National Statistics (ONS, 2022) is on the increase. This option can be adopted by those who need not be on location for example those in administrative roles.. This can be put forward as a cost-saving measure. 
ONS (2022) figures show that hybrid workers' work-life balance has improved by 78%. With the onset of a recession, the well-being of employees should be taken into consideration and this option is a useful way to do so. 
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Benchmarking is a strategy tool used to compare one business against another to access and implement best practices. It is used by businesses for performance (49%) and best practice (39%) benchmarking (Jurevicious, 2022). In this instance, this is an external or competitive benchmark. This may encompass such things as processes,  products, leadership and financials. These dependencies are interlinked. Any changes in the parameters of one business can affect the strategy of the other. This is where brinkmanship comes into play. As with Game Theory, a strategic move by one decides the other's next move. Akin Newtonian law where with every action there is an equal and opposite reaction. 
However, when a direct comparison of the two businesses' financial data is made it becomes apparent this is a David verse Goliath encounter. For example, if the competitor decides to stage a large marketing campaign where promotions are on offer, will the business be able to compete? The financials of the business dictate that this is not a viable alternative. Equally, there is no need for the competitor to mount such a campaign as the financial benefits are minuscule as the dominant player in the market. Therefore, the logical choice for both parties is to maintain the status quo or in Game theory speech; equilibrium. 
Unfortunately, the accounts do not give any indication of management processes that can be compared to improve efficiency and adopt best practices. Thus, an internal benchmarking comparison is not possible. Hiring external consultants is an avenue that could be explored but any analysis  will be industry specific as opposed to competitor specific and too expensive. Would a competitor freely give information that would put it at a competitive disadvantage? Then there is the issue of metrics. On what basis will these be chosen?
The process of benchmarking is straightforward as demonstrated by Jurevicius (2021). The path taken is strategic to gain a competitive advantage. From the business perspective, it can offer huge gains, but the initial outlay can be exorbitant. As discussed, there is a need for a benchmarking partner willing to provide the relevant data to do so. 
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If the business were to adopt a reskilling and redeployment approach, then the utilisation of marketing may make sense. This would be the best use of human resources with the caveat that the dominant competitor may do likewise. As with game theory, a like-for-like strategy would not be in the interest of the business, it’s far better to target marketing resources as a low-key affair and do so in a way that matches the duration of the strategic plan. During economic downturns, 63% of businesses tend to reduce marketing and advertising expenditure (Greene, 2022), so if the business were to follow suit, then the reskilling and deployment path would be less successful. 
In 1965, Ansoff devised the Ansoff Matrix which contained the main elements of a strategy that related to products and the market. Looking at the business's current position doing nothing is an option, withdrawing is not. Owing to budget constraints it would be prudent to maintain the market position and diversify market penetration into a new customer base. Selling existing products to new market segments not being catered for by competitors would be a wise approach (Appendix E). This according to Porter (1980) is a focused low-cost strategy. 
Ansoff referred to this diversification approach as ‘new products, new markets.’ This would be a reactive ploy, a defensive posture, however, the cost of doing so would be minimal and less likely to attract the attention of the dominant competitor. Any competitive advantage will be short-lived once other players make a strategic entrance. A Boston Matrix analysis (Appendix F) was undertaken in parallel to the Ansoff analysis to validate this strategy.
This point can be validated by conducting a PIMS analysis, the financial disparity between the business and its competitor means the efficiency gains to be had would be negligible (Buzzell et al., 1975) and favour the competitor in the longer term.
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This may be considered counter-intuitive when an economic downturn is on the horizon, but this follows the adage of safety in numbers. Commonly known as portfolio restructuring, it can be considered a process and not a strategy. The student considers any process can be part of an overall strategic posture, therefore relevant to this discussion. 
The options are horizontal and vertical mergers whereby competitors merge with a supplier or customer, respectively. Other options include conglomerate, the merger between two distinctive businesses and concentric where businesses cater to the same customer base. This is not a joint venture where ownership is separate. The business does not have the financial firepower to mount an acquisition of its own, but these have a 70 to 90% failure rate (Kenny, 2020), so, the two viable options are to gain synergy with a friendly competitor or be swallowed up by a dominant competitor. All outcomes in scenario planning and game theory. 
However, it is the view of the student that none of these are palatable nor practical. Acquisitions are off the table by the lack of money and a merger is possible, but as proven repeatedly this will include a cost-cutting exercise that usually includes a reduction in headcount. There may be other synergies within the merger, but this is not a given.
The last option is a sale of the business to a competitor or investor, as with the above point this may have the same result as a merger but on a grander scale. If applying game theory, a dominant player could simply play a wait-and-see strategy in the hope that a minnow falls by the wayside and vacuums up the lost customers thereby, creating a more powerful player. As the questionnaire results show, management is not keen on any of these strategic moves. 
Furthermore, for outside investors such private equity funds business model is an anathema to price competition in the wholesale industry that works against a competitive advantage (Marketline, 2021).
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Analysis of the competitor's latest available accounts ending April 30th, 2021, throws up some interesting facts worth mentioning (Appendices G through to N).
Turnover wise the numbers were, £81,607,000 against £4,053,000 whilst reserves held were £12,590,000 against £339,000. These figures show a massive imbalance in capabilities. The business will find it difficult to compete on price and gain a competitive advantage. These figures make a sustained marketing campaign difficult. Marketing is a cost for both businesses and as discussed equilibrium is the best outcome. It must be noted part of the reason the competitor has such large reserves is that it has been trading for three decades compared to five years. Plus, the accounts do not show that the competitor retails alcohol. Alcohol has a gross profit margin of 53 percent and a net profit margin of 29 percent (CSIMarket, 2022) adding to a net profit margin of 17 percent compared to the business's 12 percent.
This only adds to the competitive edge in favour of the competitor. The business does not retail alcohol on religious grounds. As Muslims, management deems this against their religious beliefs and has based the businesses on halal products that are Shariah law compliant. This is ingrained in the business's culture. This may be considered a competitive disadvantage or viewed as a unique selling proposition. 
Delving further into the accounts the competitor employee headcount between the years 2018 through 2021 has been 117, 120, 118, and 111, respectively. Averaging 116.5 per annum, with a drop of 4.72% when the average is used as a baseline between 2020 and 2021. This is well within the average employee turnover of 15 percent (Monster, 2022). When looked upon in isolation, 2020 was the year of the Covid-19 pandemic so a drop in employee numbers was inevitable and many employees were retained on the government employee retention scheme. In comparison, the business averages 13.5 employees per year with 2020 to 2021 experiencing an 18 percent uplift in numbers brought on the expansion phase as the competitor closed during this period. The ratio of employees relative to turnover is high for the business when compared to the competitor and indicates there is ‘excess fat to be cut'.
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Businesses tend to make strategic changes due to what is known as strategic drift (Maund, 2018). This is where change and strategy are incremental at first, that later developes into a strategic drift that fails to keep up with changes in the environment that necessitates a strategic change.
This befell Japanese companies as their use of strategies was limited. Their focus was on incremental change in the process of running a business to acquire profits. However, competitors have narrowed the gap which has led to stagnation. Innovative approaches and therefore strategies need to be used. This is doubly important in the current economic climate. Strategic forethought is necessary if a business is to survive. (Porter, 1996). Not doing so can be considered an internal dysfunction and this can act as a break to strategic thinking and continued growth (Zook et al., 2020). 
Any strategy will always involve some trade-offs whether that is a reduction of headcount vs. expansion, growth vs. shareholder return, or increased cash flow vs. increased debt. It comes down to the vision of the business and what it deems sustainable. All businesses have a finite shelf-life, and the ever-decreasing life expectancy of a business is continuing to fall (Garelli, 2016) then with the right strategy in place a business may stave off the inevitable and the best time to do so is before any economic downturn (Zook et al., 2020). As, John Ferraro, the former COO of Ernst and Young said ”every company today is being disrupted and so must frequently reorganise to keep up with the incredible pace of change. Those that do this well will thrive in the current environment and be tomorrow’s winners.” Therefore, a good strategy equals competitive advantage but identifying it in uncertain times and taking the requisite action is difficult. (Zook et al., 2020). 
The adoption of any strategy needs to overcome the resistance of all stakeholders otherwise it is ineffectual. According to a McKinsey survey, it is a key reason they fail (Heidari-Robinson & Heywood, 2016). This is partly due to management's belief that the business has entered a mature stage, often referred to as the pre-decline phase where they perceive themselves and the business as successful and strategically ‘invincible’ (Carmeli & Sheaffer, 2009).
Effective communication as well as the belief that it will succeed is key. Therefore, transparency and strong leadership are paramount. This is all part of the preparation and those businesses that do this well are more likely to succeed in their strategic endeavour.
Becoming a lean business that improves cash flow means less debt. Studies have shown businesses with elevated levels of debt are more likely to fail, therefore, strategic planning should note this (Zook et al., 2020).
The business needs mean that any strategy requires a medium to long-term outlook. Downsizing has become the default choice of many businesses (Gandolfi, 2008) and for some, it has been beneficial although short-lived (Appelbaum et al., 1999) and this latter point is an argument against this approach. Then there are businesses such as Volkswagen AG which actively seek to avoid downsizing with the intent to try alternatives. For the business to adopt this German approach will require a culture change (Kothen et al.,1999). 
Gandolfi (2008) notes there are three reasons for downsizing. Organisation redesign and system strategies tally with the vision of the business. It makes sense in these tough times to implement a strategy that not only rehashes the business for it to becomes a well-oiled machine, but also takes a comprehensive approach to the macro environment. Gandolfi (2008) provides an extensive list against downsizing for both the business and those affected by it to back up his claims. If a business experiences an economic downturn it does not throw away its plant and machinery or its stock so, why cut the work force? This is the main reason businesses should be more forward-looking and think about preventative strategies instead. A successful strategy will reduce risk, increase operating efficiency, expand management capabilities and develop new avenues for growth. To improve the chances further, the use of probability theory is warranted. It’s purpose is to improve the decision-making of uncertainties (Klenke, 2013).
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The best strategy is the one with the highest chance of success. A trial-and-error strategy is possible as advocated by Mintzberg and Neilson et al., 2009) but time is of the essence. Another concern is the probability that any scenario planned will occur. As Lind et al, (2017) put it, you can “only assume a value of between 0 and 1 inclusive” making predictions is highly subjective and as a small-medium enterprise, it is subject to random occurrences. 
Courtney et al, (1997) approach to confronting uncertainty is dependent on the number of future scenarios. If you assume only a few, they recommend valuation models and game theory. If more scenarios are envisaged, their recommendation includes selecting the required posture and finally building a portfolio of strategic options. At its simplest level, the future is clear for strategic development and at the other end of the continuum, you have true ambiguity. Here it would be impossible to use game theory in strategies. These are levels one and four of their theory. According to them, most strategies fall in between. These involve scenario planning and evaluating each using a decision-analysis framework to identify the best option. Knowing the outcome of the results allows the business to adopt the relevant posture and moves. The postures range from shaping and adapting futures to reserving the right to play. This will decide the course of action the business will take. Whether, this is a big bet, the take up of options or no-regret moves.
Using Gandolfi's (2008) three stages of cost reduction as a framework, the first of which is short-range that advocates amongst others a temporary shutdown, hiring freeze, mandatory vacations, salary reductions and cost reduction ideas from employees.
The medium-term options include extended salary reductions, voluntary sabbaticals, redeployment and exit incentives. The long-term adjustments include rehiring bonuses, maintaining communication with laid-off employees and job fairs.
Using these as criteria the student observations are as follows,
· A temporary closure is not an option as fixed-cost premises costs mean that there are no cash reserves available to do so.
· The business headcount is at a minimum to maintain the business so hiring freezes and reduction in employment levels is not a practical option going forward. 
· Salary reduction is possible, but the results of the questionnaire indicate this is not favoured by employees. With the ongoing cost of living crisis, this is understandable so a wage freeze for the duration of the expected downturn is the best available option concerning employee costs. This is also likely to be greeted with the highest level of resistance. 
· Employee sabbaticals/holidays again are not practical due to minimum staffing requirements and are not favoured by employees.
· As suggested by the employee survey, redeployment and retraining is the best option. This will produce the minimum disruption to the business. The advantages include a stable workforce and higher morale and well-being. Employee flexibility is key. Warehouse staff can be retrained as sales and marketing personnel thus allowing them to be employed in the relevant departments. By entering and selling current products to the middle eastern market the business will gain the needed cash flow to sustain it. This diversification strategy should be aware of business constraints as diversification beyond optimal levels can hinder any competitive advantage gained (Johnson, 1996). Cross-training is a suitable method (Ninian et al., 2019) that can be attained in-house by shadowing existing employees or through coaching and mentoring. In effect, these employees become advocates of strategic vision. An added benefit, it will contain cultural knowledge within the confines of the business thus avoiding outsourcing knowledge or “organisational memory loss” (Appelbaum et al., 2008). This avoids employing new personnel that will use valuable resources to train. Game theory suggests that the primary competitor is less likely to make a strategic move to counter this as it will be experiencing the same predicament although by varying degrees. Thus, maintaining an equilibrium posture. As Vernon pointed out, the factors that need consideration for downsizing are met by the business for it to avoid this course of action. In short, it does not have the time, resources, budget, business culture and labour market flexibility to downsize. 

The student proposes three steps to reskilling employees, firstly conduct a review of workforce planning, two, improve training by tailoring to the needs of both the employer and the employees and finally, fostering a culture of lifelong learning. The latter is about sustainability. If both the business and its employees are to mount a successful strategy, then they will need to change their mental model and ingrain it into a system-thinking approach. By doing so, the business will become a learning organisation (Senge et al., 2011).

The business diversification strategy should in the medium to long term include the addition of local delivery to non-commercial customers. This is a market segment not covered by the business's main competitor. It would be a way to gain a sustainable form of revenue as these customers will be pay-as-you-go customers. 

As the goal of the business is to implement a medium to long-term strategy it would be prudent to use this time to plan the next step. As alluded to previously, the business cultural ethos is Islamic and trade is for this market. Indeed, as per the recommendations, expansion into other revenue-generating markets should include the Turkish and Arabic demographics, all of the Islamic faith. The market for home delivery of groceries is expanding with entrants such as Deliveroo, Uber Eats and Getir to the fore in the United Kingdom. Convenience is the core benefit for both customers and the business. This is a market that both businesses have not considered. Uber has demonstrated that there is an appetite for this service with revenue and user growth year on year between 2017 and 2021 increasing and is now the most popular food delivery service globally (Curry, 2022).

This is all part of a growing trend of technology and home delivery combining (Marketline, 2018). Entering this market has the added benefit of allowing the business to redeploy and reskill employees for the digital age.

Initial start-up costs will be minimal as infrastructure is in place. Uber Eats allows dual pricing of items. This allows the business to absorb Uber’s commission rate of 34 percent if utilising their drivers and 14 percent if using your own. Again, this would bring additional income and should be adopted.
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S.W.O.T
ANALYSIS

	
LS WHOLESALE LTD

	

	
Strengths
	
· Local business
· Adaptable business
· Cohesive Workforce

	

	

Weaknesses
	
· Local business
· SME – Small
· Financial resources
· High debt
· Tight labour market

	

	

Opportunities
	
· Market expansion
· Reskilling/Training
· Digitising
· Remove waste and become lean

	

	
Threats
	
· Larger competitor
· Distress sale of business
· Customer failure rates

	




	
S.W.O.T
ANALYSIS

	
GLOBAL FOODS LTD

	

	

Strengths
	
· Local business
· Large capital reserves
· Low debt
· Product range

	

	

Weaknesses
	
· Large capital reserves
· Lack of creativity 
· Inert leadership
· Large Workforce

	

	
Opportunities
	
· Market expansion
· Acquisitions

	

	
Threats
	
· Recession
· Customer failure rates

	



[bookmark: _Toc119606004]Synopsis

A SWOT analysis is a tool for documenting the internal strengths (S) and weaknesses (W) of a business, as well as external opportunities (O) and threats (T) that affect the business. The analysis will be business and market-specific which the business needs to take into consideration when formulating a strategy.

As a local business, it has a well-defined customer base. However, there are opportunities to expand further afield in terms of new market segments and geographic location. This will help the cash flow. Before doing so there is an opportunity to reskill the workforce and redeploy within the business into various departments such as those of marketing and accounting. Front-line services delivery and distribution would benefit from a deployment process. The cohesive nature of the business means the adoption of the business is less likely to receive any resistance or the very least minimal resistance. The size of the business and workforce means any strategic vision can be communicated effectively due to the lack of management layers. Further, the size of the workforce allows a reorientation of the workforce culture and the embedding of adaptability a necessary trait needed in an economic downturn.
Financial resources are a bone of contention if a marketing campaign is to be launched. The lack of finance will make for a short campaign and can easily be countered by the competitor.  So, the opportunity to make a strategic plan hinders the competitor not following suit. Market opportunities discussed in the main body of the text suggest entering Arab and Turkish markets that the business does not cater to, but the competitor does. Any revenue growth will rely on conquest sales. This in turn may require credit facilities to be offered a service the competitor does not offer. Increased debt may require cost-cutting measures to put place at a later place thus destabilizing the business if a reduction in the workforce is required. Worse still, this may force a sale of the business and would be an opportunity for the competitor to expand itself. 
The digitising drive of the economy is well documented with various government initiatives on offer (Gov.UK, 2022). So, it would seem prudent to investigate such measures and strategically plan for what is next after the downturn. Digital sales both online directly and using third-party online platforms such as Uber Eats would give the business opportunity to expand quickly with minimal costs and disturbance to the business in terms of operating structure and headcount. The competitor as a larger business may consider this market not worth entering as per game theory. 
Both businesses are susceptible to a recession and the inevitable business failure rate that comes with it. If the competitor needs to change it will in the view of the student be slow to change. Management has been in place for years and has not changed tack and sought new opportunities. Its size means the speed of strategic change will be slow and the management of its workforce more cumbersome to deal with. It will statistically likely experience more resistance to strategic reorientation. 
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Broad Target
	
COST OF LEADERSHIP




Be the most competitive supplier in the local market






	
DIFFERENTIATION




Become a distinctive business that is unique amongst its competitors

	





Narrow Target
	
COST FOCUS



To be competitive in both price and product range






	
DIFFERENTIATION FOCUS


Have differentiated market product or segment



                                                        Lower Cost                         Differentiation

Adapted from Porter, M. E. (1985)
Cost of Leadership –  the business targets the local market but offers a low price. The first option is to reduce the selling price to obtain market leadership is unattainable simply due to the fact the competitor has the greater bargaining power and therefore, economies of scale. The second option is to maintain price parity and focus on cost reduction. Using game theory the competitor can afford to wait and see what the business's next move is likely to be.
Cost focus – the business would need to offer products and services that are unique at a low cost. Going down this avenue is not without risk. If the competitor were to follow suit then the financial resources at its disposal mean it has the marketing, buying power, and market size to dominate and remove any competitive advantage the business may have. 
Differentiation – the business focus is to demonstrate that its product or service is unique compared to the competitor. The markets for which the business and its competitor cater are the same, selling similar lines of products. There are no unique selling points for both businesses.
Differentiation focus – differentiation of products is difficult as mentioned above. Therefore, the option here is to focus on a niche market as yet not catered for by the competitor. The service will need to add value to both the business and the customers and be responsive to their needs. It will need to at such a cost advantage for the business that the competitor deems it not financially worthwhile to enter
The analysis should be used in conjunction with a S.W.O.T analysis to decide on the correct strategy. However, it is in the student's view focusing on a single strategy removes flexibility from the equation. Therefore, under the fast-moving economic climate, a hybrid approach should be adopted. 
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This questionnaire sets out options/alternatives that are being considered as part of a strategic review. The list is not definitive and is subject to change during the review. 
Your answers are confidential. Please mark a number for each option/alternative.

1=No, 2=Mostly No,   3=Not Sure or Uncertain,  4=Mostly Yes,  5=Yes.
A. 1   2   3   4   5  Redundancy

B. 1   2   3   4   5   Redeployment

C. 1   2   3   4   5   Reskilling

D. 1   2   3   4   5   Sabbatical

E. 1   2   3   4   5   Pay/hours Reduction

F. 1   2   3   4   5   Zero contract hours

G. 1   2   3   4   5  Acquisition

H. 1   2   3   4   5  Merger

I. 1   2   3   4   5  Sale of business

J. 1  2   3   4   5  Benchmarking

K. 1  2   3   4   5  Marketing

Results 
	Question
	A
	B
	C
	D
	E
	F
	G
	H
	I
	J
	K

	Total
	25
	12
	16
	5
	17
	25
	6
	5
	5
	45
	38



Analysis
The questionnaire respondent number was five out of a total of five management-level positions.
The results show a clear indication that management leans towards quick-fix solutions of strategy that will give the business a competitive edge. Hence, the high scores for redundancy, sabbaticals, and zero contract hours. The latter would place the burden on employees as they would indirectly be subsidising the business costs by eliminating payroll costs. 
The results for acquisitions, mergers and sale of business indicate both reality and self-preservation on part of management. Acquisitions are effectively excluded by financial resources being limited. The results for the merger and sale of the business indicate that management feels that their jobs would be at risk if either option is implemented strategically. 
An increase in marketing as a strategic tool occupies the middle ground in strategic thinking on part of management. There seems to be a reluctance to either deploy this option or not. Game theory is a possible factor here that indicates that management prefers the status quo.
In a similar vein benchmarking seems to be frowned upon by management. The difficulty of obtaining sensitive information from the primary competitor makes this option difficult. Benchmarking comparisons can be made from industry-wide data but this will be generalised and specific to the business.
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This questionnaire sets out options/alternatives that management is considering implementing as part of a strategic review. The list is not definitive and is subject to change during the review. 
Your answers are confidential. Please mark a number for each option/alternative.
1=No, 2=Mostly No,  3=Not Sure or Uncertain,  4=Mostly Yes,  5=Yes.
A. 1   2   3   4   5   Redundancy

B. 1   2   3   4   5   Redeployment

C. 1   2   3   4   5   Reskilling

D. 1   2   3   4   5   Sabbatical

E. 1   2   3   4   5   Pay/hours Reduction

F. 1   2   3   4   5   Zero contract hours
Results
	Question
	A
	B
	C
	D
	E
	F

	Total
	15
	70
	68
	15
	16
	17



Analysis
The questionnaire respondent number was fifteen out of a total of fifteen employees.
The results are the opposite of the management questionnaire regarding strategic thinking. Redundancy and sabbatical numbers show a strong desire to forego these options. The implication for management is that if forced redundancy is pursued then the cost implications need considering. 
Reskilling and deployment scored highly with the respondents. This indicates a willingness to be flexible and demonstrates a long-term commitment r=towards the business. 
Pay and hours reductions and zero contract hours scored low and show a clear indication that employees are reluctant to reduction in income that will not benefit them.
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                                    Low-risk                                                      Relative low risk
	


High






Market
	Question

· Identify new markets
· Build selectively
· Risk product/service
· Build

	Star

· Niche markets
· High market growth
· Cash neutral
· Hold

	Growth


Low


	Dog

· Low market share in a low market growth
· Divest
	Cash cow

· Use cash generated by Stars
· A declining market equals lower profits
· Cash neutral
· Hols position


	
	
Low
	
High



                        Relative Market
                                                     

Analysis – Identifying new market segments to diversify into, that have high market growth and profitability, and cash neutral is the best strategy. Profits generated can be used to support the business and improve cash flow.
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High






Market
	Question

· Identyfiy new markets
· Build selectively
· Risk product/service
· Build

	Star

· Niche markets
· High market growth
· Cash neutral
· Hold

	Growth


Low


	Dog

· Low market share in a low market growth
· Divest
	Cash cow

· Use cash generated by Stars
· A declining market equals lower profits
· Cash neutral
· Hols position


	
	
Low
	
High



                        Relative Market
                                                     

Analysis – Identifying new market segments to diversify into, that have high market growth and profitability, and cash neutral is the best strategy. Profits generated can be used to support the business and improve cash flow. As with the Ansoff analysis (Appendix D), this can be short-lived.
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Cite the source you are evaluating: 
Maund, A. (Ed.). (2018). BA in Leadership and Management: Skills for the Workplace Student Yearbook, Final Year. SAGE Publications Limited
. Currency: the timeliness of the information
· When was the information published or posted? 2018

· Has the information been revised or updated? NO

· Is the information current or out-of-date for your topic? CURRENT

· Are the links functional? n/a
Relevance: the importance of the information for your needs
· Does the information relate to your topic or answer your question? YES

· Who is the intended audience? UNIVERSITY LECTURER

· Is the information at an appropriate level (i.e., not too elementary, or advanced for your needs)? YES

· Have you looked at a variety of sources before determining this is one you will use? YES

· Would you be comfortable using this source for a research paper? YES
Authority: the source of the information
· Who is the author/publisher/source/sponsor? Andrew Maund, SAGE Publications Limited, UNIVERSITY OF WALES, TRINITY ST DAVID

· Are the author's credentials or organizational affiliations given? NO

· What are the author's credentials or organizational affiliations given? YES

· What are the author's qualifications to write on the topic?  MBA MSc BA (Hons) PGDE DMS DipIM MIMC, CMC FInstLM FCMI.

· Is there contact information, such as a publisher or e-mail address? YES – SAGE PUBLICATIONS LTD 

· Does the URL reveal anything about the author or source?  n/a
Accuracy: the reliability, truthfulness, and correctness of the content 
· Where does the information come from? UNIVERSITY OF WALES TRINITY ST DAVID 
· Is the information supported by evidence? YES, CITATIONS INCLUDED

· Has the information been reviewed or refereed? PEER REVIEWED

· Can you verify any of the information from another source or personal knowledge? YES – GOOGLE SCHOLAR

· Does the language or tone seem biased and free of emotion? NEUTRAL TONE AND UNBIASED

· Are there spelling, grammar, or other typographical errors? NO
Purpose: the reason the information exists
· What is the purpose of the information? to inform? PUBLISHED AS AN ACADEMIC REFERENCE BOOK

· Do the authors/sponsors make their intentions or purpose clear? YES

· Is the information fact? opinion? propaganda? BOTH FACT AND OPINION

· Does the point of view appear objective and impartial? YES

· Are there political, ideological, cultural, religious, institutional, or personal biases? NO

After evaluating this source, do you think you will use it for your paper? Why or why not? If you are not sure, explain why.
I consider the article to be relevant to my assignment as I feel it to well written and points argued in an unbiased manner. This is backed up by what I consider to be well-authored reference works by others. 
CRAAP Test Evaluation Sheet available from Library: BENEDICTINE UNIVERSITY (2019) 
Weblink: The CRAAP Test - Evaluating Sources - Research Guides at Benedictine University Library
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Date: 28/10/2022 LS WHOLESALE LTD Page: 1
Time: 12:49:45 Profit and Loss


Month 1, February 2020
Month 12, January 2021


From:
To:


Default Layout of AccountsChart of Accounts:


Period Year to Date


Sales
Product Sales  3,956,565.59  3,956,565.59
Other Sales  96,688.83  96,688.83


 4,053,254.42  4,053,254.42
Purchases
Purchases  3,296,771.49  3,296,771.49
Purchase Charges  180.00  180.00


 3,296,951.49  3,296,951.49
Direct Expenses
Labour  660.00  660.00
Sales Promotion  1,353.00  1,353.00
Miscellaneous Expenses  546.36  546.36


 2,559.36  2,559.36


Gross Profit/(Loss):  753,743.57  753,743.57
Overheads
Rent and Rates  24,158.28  24,158.28
Heat, Light and Power  33,786.84  33,786.84
Motor Expenses  65,508.25  65,508.25
Travelling and Entertainment  21,495.65  21,495.65
Printing and Stationery  5,865.37  5,865.37
Telephone and Computer charges  1,023.87  1,023.87
Professional Fees  7,769.00  7,769.00
Equipment Hire and Rental  11,699.63  11,699.63
Maintenance  21,627.58  21,627.58
Bank Charges and Interest  22,234.94  22,234.94
General Expenses  10,959.72  10,959.72
Suspense & Mispostings  (9,691.51)  (9,691.51)


 216,437.62  216,437.62
Net Profit/(Loss):  537,305.95  537,305.95








Date: 28/10/2022 LS WHOLESALE LTD Page: 1
Time: 12:48:10 Profit and Loss


Month 12, January 2021
Future


From:
To:


Default Layout of AccountsChart of Accounts:


Period Year to Date


Sales
Product Sales  10,490,262.29  14,053,693.84
Credit Charges (Late Payments)  (748.26)  (748.26)
Other Sales  3,809.44  100,498.27


 10,493,323.47  14,153,443.85
Purchases
Purchases  8,944,211.34  11,878,291.95
Purchase Charges  0.00  180.00


 8,944,211.34  11,878,471.95
Direct Expenses
Labour  5,510.00  6,170.00
Sales Promotion  3,387.73  4,740.73
Miscellaneous Expenses  87.76  634.12


 8,985.49  11,544.85


Gross Profit/(Loss):  1,540,126.64  2,263,427.05
Overheads
Gross Wages  35,510.23  35,510.23
Rent and Rates  73,344.00  95,409.28
Heat, Light and Power  73,439.84  105,402.08
Motor Expenses  155,052.01  205,650.71
Travelling and Entertainment  50,879.14  69,894.11
Printing and Stationery  5,615.38  10,828.71
Telephone and Computer charges  8,501.41  9,441.44
Professional Fees  12,311.00  18,994.00
Equipment Hire and Rental  11,217.96  20,939.31
Maintenance  35,749.91  55,547.85
Bank Charges and Interest  14,749.68  36,087.78
Bad Debts  5,174.00  5,174.00
General Expenses  18,698.36  26,879.99
Suspense & Mispostings  (3,975.00)  (13,666.51)


 496,267.92  682,092.98
Net Profit/(Loss):  1,043,858.72  1,581,334.07






image20.emf






image2.jpeg




image21.emf






image22.emf






image23.emf


























image24.emf






image25.emf






image26.emf






image27.emf






image28.emf






image29.emf






image30.emf






image31.emf






image32.emf






image33.emf






image34.emf






image35.emf






image36.emf






image37.emf






image38.emf






image39.emf






image3.emf






image4.emf






image5.emf






image6.emf






image7.emf






image8.emf






image9.emf






image10.emf






image11.emf

