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1. Executive Summary

UACA, an SME producing organic food and various services, is analysed to find that it has only a general strategic management process and, according to a survey of directors, a lack of focus and understanding in their perception of strategic risks and opportunities.

A variety of techniques are applied to establish global positioning for competitiveness including centrality-distinctiveness and Bowman, Porter and Ansoff, which suggest an aspirational niche market would yield greater profit than a hybrid, middle of the road branding currently deployed.

The company’s approach to strategic management could be developed by taking on Kotter’s model and moving with more focus towards change leadership. It is important to address differences in personality and leadership through Mendelow’s matrix, rather than risk failure through these matters which many SMEs are vulnerable to. 

A summary of recommendations is given on pages 32-33. 


2.	Main Strategic Issues
UACA is a small urban agriculture limited company trading in the West Midlands of England. Business includes quality, organic food production in a local urban setting. Garden services are also provided through a store, café, and allotment management services by contract to the local government authority. Educational provision, solar generation and public events management are complementary spin offs. A board of directors make strategic decisions, accountable to shareholders through an annual report and meeting. As a business registered as a horticultural producer, the company has interests in a wide variety of different trades, making it a broad platform. It may be a challenge to provide focus, brand identity and efficiency savings in such a structure, although such diversification spreads risk. 

ACCA (2015) explains the importance of developing strategic governance in SMEs, and the challenges of doing so in smaller enterprises where operating culture and personal, emotional concerns may hold heavy influence. It is a strategic challenge to obtain cost effective change management advice, to make informed decisions about change management modelling. Can be better achieved through external consultancy or in house, bearing in mind the level of expertise needed and cost constraint? Change management is currently only a vaguely structured process through focused on UACA’s Annual report to Shareholders (UACA, 2018). Making change a structured process brings with it the challenge to choose and apply suitable models appropriate for the size of business and user friendly for the current range of expertise of directors.

The Economist (2016) technology quarterly analyses in details trends in agriculture. Agriculture needs to become more like manufacturing. Increasing use of IT systems to monitor and control farming systems will favour large corporations, as are operating in the USA, which have the financial power to invest. These also provide security of supply. In the traditionally labour intensive organic sector, robots can now undertake many of the unattractive jobs such as weeding. For a small, urban producer this is a challenging environment to compete in, to raise capital to invest or to attract labour. 
[image: ]
Figure 1: A high tech, solar-battery powered organic farm weeding robot. (Source: The Economist, 2016)
Cronin’s (2015) statistical research into the organic sector found that sales are still increasing, but at a lesser rate than 10 years ago (figure 2). However, a healthy profit margin can be enjoyed, which is increasing (figure 3) suggesting strong consumer value and perhaps loyalty to the organic cause. UACA’s strategic challenge is to position to maximise profit by appropriate pricing and attract new custom in a growing market which is likely to become more competitive as growth slows.

[image: ]
Figure 2: The annual increase in sales of organic foods (Source: Cronin, 2015)
[image: ]
Figure 3: The Price Premium paid for Organic foods. (Source: Cronin, 2015)

Chang and Shuster (2015) found that vertical integration was a key trend in the organic farming industry. Whilst overall it is still relatively small, economies of scale are difficult to achieve. Other ways of lowering costs and achieving more efficient practice need to be found. Sources of supply can be unstable, and exposure to a niche market of consumers can be challenging. Vertical integration can help to address this by forging strategic alliances, long term partnerships and alliances. UACA need to make the most of this to ensure stability of operations and make logistics efficient – with an eye on competitor’s efforts to do likewise.

PWC (2018) analyses the UK economic outlook in which growth has slowed down considerably since the Brexit vote, making sales, particularly in organic – seen as something of a dispensable luxury by some – more challenging. The West Midlands region is forecast to receive a boost from the HS2 rail effect, with businesses relocating from London to Birmingham, but at the same time a slowdown in manufacturing, a traditionally strong area for the region, which might be hard hit by Brexit. UACA has some contracted service work with a local authority. Elkes (2013) problems of local authority contracts in Birmingham and the need for cutbacks in the cash trapped local government sector. So there may be pressure for cost savings here. 

In the analysis below, reference will be made to Able and Cole and GrowUp Urban Foods for comparison. Both also compete in the organic food sector: Able and Cole supplying food boxes and products nationwide, on a larger scale than UACA; GrowUp Urban Foods a somewhat similar business based in a different geographical area. These two different comparable businesses may help to highlight issues and solutions in strategic management for the chosen company here.


3.	SWAT Analysis
A SWAT analysis of the strategic position of the company and its strategic management decision making processes is made here. It could be argued that as a relatively young and enthusiastic small business, a SOAR analysis might be more appropriate. Morrison (2017) talks of SOAR as a positively reframed SWOT analysis. SOAR stands for Strengths, Opportunities, Aspirations and Results. However, this positive approach ignores weaknesses that can lead to opportunities. Hindle (2008) credits Albert Humphrey with the SWOT analysis in the 1960s, which since then has become the preeminent well known analysis, easily recognisable and understandable, and that in itself a great advantage when presenting plans to shareholders. SWAT is intended to analyse internal weaknesses: factors which may inhibit the organization from delivering its promise, more than externally who might outperform the company. Therefore SWAT is used here as a preferable tool for delving into the strategic management qualities of UACA. 

In order to conduct the SWOT analysis, a series of interviews was conducted with directors of the company (appendix 1), visually displayed in figure 4. An estimation of the seriousness of each issue has been made according to the number of directors who identified it and the emphasis they gave (indicated by the stars in the appendix), reflected by the position of circle on the chart. Positioning near to the borderline between strengths and weaknesses is a reflection that the issue is marginally one way or the other; positioning high within strengths or low within weakness shows the issue is at the extreme end.

An analysis of the Company’s Annual Report to Shareholders, and relevant literature about the sector, was used to identify further strengths and weaknesses, opportunities and threats. UACA’s (2018) Annual Report to Shareholders describes existing strategic priorities to forge local partnerships; develop the educational services and expand store and café offer. An organic vegetable products offer remains core. Figure 4 shows that directors have identified many different areas of strength and weakness, bringing to the board their different experiences and perspectives, demonstrating the diversity and affiliative freedom which they themselves identify as strengths of the company. At the same time, also identified, is a lack of focus and competitive drive in prioritised areas. 

In regards to the Urban Food sector, GrowUp Urban Foods, a similar outfit in London, identifies ethical issues and causes as an opportunity for marketing and a strength (EIT, 2015). A similar diverse range of products is available. Kate Hoffmann, founding entrepreneur, has taken care to avoid the weakness of New York based Urban food company Aqua Vita (Callie, 2015) which entered a crowded market and failed to sell enough products to succeed. So GrowUp first took the opportunity to pilot and sold the idea before launching the product on any scale (GrowUp Urban Farms, 2016). Building on strong ethical principles, orders were pre-negotiated with high end restaurants. Then, following a step by step strategic plan, GrowUp launched a new Fish range and developed their education and training offer. The stages of opportunity enabled them to always stay ahead of the curve of improvement (Power, 2014) and pre-empt threats from local stores moving into GrowUp’s market share. UACA could note the threat of competitors to Aqua VFita’s supply line and the opportunity for ethical marketing, modelling before scaling up and diversification into fresh fish from GrowUp.

Able and Cole did not foresee the importance of competitive positioning in their rocky past decade, before the threat of takeover became reality (Benjamin, 2013). Now restructured, every part of their supply line is focused to add value. Expertise is driven from parent company Jackson Food Group, who have the resources to input management expertise in house and invest in technology for marketing and logistics. UACA should note the threat of takeover, should they fail to exploit their position effectively.


Figure 4 SWAT analysis using Directors interviews
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4.	Evaluation of Corporate Strategic Decisions to date 
Do UACA make any strategic decisions? The question could be posed given the breadth of comment in figure 4. According to Alfred Chandler: “strategic planning involves the articulation of long-term goals and the allocation of the resources necessary to achieve those goals,” (The Economist, 2007). Igor Ansoff (The Economist, 2008) pointed out the difference between strategic planning and what he called strategic management, which turns plans into reality, and manages resistance to change. Porter distinguishes between steps and strategy: many companies mistake the steps they take, such as to internationalise, with the strategy itself, which should be to gain competitive advantage (Porter, 2010). A detailed strategic plan broken down in this way is not present for UACA. Reeves (2014) suggests that strategy takes 3 months to create and then is obsolete within a month, so perhaps for a small business in a fast changing market there is no need to set out a strategic plan. But this does not mean no strategy. “Strategy is more important than ever, but we need to adapt the right approach to the right situation.”

Mintzberg accepts there is no agreed definition of strategy and to some it is just a corporate level approach leading to a culture of success (Mintzberg, Ahlstrand and Lampel, 2009). Mintzberg defines the 5Ps of strategic planning: plan; ploy; pattern; position and perspective. Frank Bruce considers the 5Ps applied to UACA (Bruce 2018, 1) and is critical of the extent to which they are present in the company. It is not that they don’t exist or that the company is failing: the nuts and bolts of finances are strong. But the strategic management process to define and analyse these parts is lacking. UACA may be missing meaningful analysis which could bring future growth. 

The company took advice from financial consultants as well as a business research exercise from the University of Aston. A consultant was contracted, experienced in business enterprise start-ups and ‘green’ and ethical projects. The Economist (2005) concludes: “firms do need to spend as much time thinking about the consequences of outsourcing as they do about where their business is going. You cannot outsource strategy.” Regenwetter (2018) emphasises the importance of getting value for money: consultants are not cheap. But given the concern about lack of business experience (figure 4), external advice on strategy was a sensible move. Bruce (2018, 3) considers that even with unknown uncertainties, consultants chosen with care, who know the values of a business, can add valuable experience which would otherwise take time and much more expense to develop in house. 

Stakeholder involvement is a strength; but personnel issues a threat; this and the many different views in figure 4 suggest that the valued affiliative leadership giving everyone a say is resulting in a lack of focus and drive. Bruce (2018, 4) considers this company to have robust governance through shareholder scrutiny. This favours the Porter cost leadership and cost focus, and a Resources based approach (RBV). It can be a deterrent towards long term vision; shareholders are not so familiar with the daily processes and work patterns that stakeholder governance would bring out. Short term financial return approach is not necessarily the best focus for strategic long term planning.

Ferris and Treadway (2012) explain that economics based theories have become preeminent over sociology based theories in strategic planning. Resource based review (RBV) is rooted in economics and Knowledge based review (KBV) in sociological perspectives. RBV is better for evolutionary development whereas KBV focuses on less tangible skills and knowledge. The two theories can complement each other and help an organisation see the full picture and value all of its parts. Overall, UACA addresses shareholders using RBV information but directors have a bias of interests towards KBV. This inconsistency needs addressing. The company is based around ethical production which customers choose partly for quality and partly out of belief in the system it supports. Ferris and Treadway (2012) argue that KBV is favourable for firms wishing to gain competitive advantage and differentiation, whereas RBV may produce a race to the bottom, so the less tangible KBV approach is the right one for this company.



5.	Strategic Options for Global Competitiveness
Considering the current state of food markets (CBI, 2016), global competitiveness for UACA would be best achieved in a niche. A broad brush approach or a mass, low price appeal would be very difficult to achieve against larger competitors. As an SME, UACA should therefore concentrate on its quality, organic, ethical niche.
[image: ]
Figure 5: Segmentation of fresh food retail markets (CBI, 2016)

In a similar enterprise in London, GrowUp Urban farms have used involvement with environmental outreach projects and social media, interviews, attendance at conferences to promote the brand, differentiating their position against larger, cheaper rivals (Austen, 2016). Abel and Cole use a “digital trident” (Holt, 2015) to corner online organic sales. Blythman (2017) shows how in the UK, Lidl and Aldi have provided cut price organic produce for the mass market. As the novelty wears off and organic foods become mainstream, local suppliers who could previously charge a premium might be squeezed. Winkless (2016) finds that many Urban farmers are doing so more for social and educational reasons than profit as overheads are higher in terms of energy use and paying for land, it is difficult to compete with large scale rural farming. Nevertheless, urban farmers may be futureproofed by more innovative, controlled farming environments from climate change, drought and flood, as identified by the Food and Agriculture Organization of the United Nations (2017).

KelloggInsight (2018) discussed the current trend towards vertical integration. Uncertainty about which layers of business might generate value in the future make contracts uncertain. Amanda Starc comments that if it is too difficult to write a clear contract because of this, then that’s the time to vertically integrate instead. In the organic food industry, many customers believe traceability is essential and will pay a premium for products such as organic infant nutrition where they feel secure about that. In the small company Herba Ingredients they see vertical integration as a positive for supplying this confidence to the consumer (Herba Ingredients, 2018). Chang and Shuster (2015) found vertical integration a trend in the organic food industry with similar benefits. In UACA, figure 4 shows local partners identified as both a weakness and an opportunity. Local supplies for the store have been put in place, perhaps due to convenience rather than strategy (UACA, 2018). A strategic plan to form closer vertically integrated supply lines might yield more reliability and help shield the business from disruption or in times of critical incident.


6. Frameworks to achieve global competitive positioning
Porter’s Value Chain model works when a firm is able to focus on making each part of its value chain simpler and cheaper, thereby undercutting competitors. Each part of the chain, including primary activities such as operations, logistics and marketing; and support activities should add more value than their cost. Bajpai (2017) argues it is relevant for major corporations aiming to keep market share and squeeze out start-ups. Industry trends suggest consolidation into larger farms with cost cutting efficiency (The Economist, 2016). For a small, organic start-up, Porter’s value chain cannot be ignored but may not be the best approach. Figure 6 shows UACA has a reasonable position but does not necessarily focus the company in the most profit making niche market direction.

Figure 6: Porter’s Five Forces Model applied to UACA organic Vegetable sales
	Rivalry
	Threat of substitutes
	Buyer Power
	Barriers to entry
	Supplier Power

	Few local Urban Farm competitors
Strong competition from organic producers supplying directly (Able & Cole) or to Supermarkets
	Less likely due to being a niche in the local area; possibility with growth in this sector although growth is declining. Changes in shopping habits to online could mean substitutes are able to grow more quickly.
	Loyalty built up with consumers who value organic range for ethical reasons and are prepared to differentiate on those grounds more than price, so pay a premium


	Local market secured but barriers to wider geographical market include logistical issues and advertising, particularly as an SME with a loyal local following and less well known/ unknown outside the local area
	Increasing for products not grown in house, depending on the supplier:
Local – less power, good relations
Exotic suppliers – considerable power as they can sell large quantities more easily elsewhere


(Based on Porter’s Competitive Strategy, Porter: 1980)


Dawar and Baggar (2015) propose a C-D Centrality Distinctiveness map to help visually display brand positioning. Brands are mapped according to four quadrants: aspirational, mainstream, unconventional and peripheral. Instead of narrowly focusing on organic, companies can compare many different products and make decisions about appropriate pricing and profitability according to how distinctive a product is. Figure 7 shows that UACA may not have sufficiently differentiated their organic range. The company does not price as highly as Able and Cole, online competitor, and may be regarded as unconventional for the ethical, green standards, but not so much aspirational, for the higher pricing and mark up benefit, so fails to take advantage of the organic foods premium (figure 3).

Figure 7: Centrality-Distinctiveness Map for food retailing in West Midlands
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Figure 8: Bowman’s Strategic Clock. Source: Bowman and Faulkner (1997)
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Figure 9: Adaptation of the Strategic Clock for small businesses
Source: Haselwanter, Muskat and Zehrer (2016).



Bowman’s strategy clock is another tool for competitive positioning. This simple, visual tool is helpful for UACA especially as adapted in figure 9, appropriate for an SME. Bruce (2018, 7) advises a shift from the current hybrid strategy of the company evaluated here, to more differentiation and move further clockwise in strategy so that focused products emerge to take advantage of the quality organic niche. Consistency across the diverse range of products and a move towards focused differentiation pricing might better position the company more clearly away from lower cost rivals.

Figure 10: Ansoff’s Growth matrix applied to UACA Organics

	Market Penetration of existing products

Strategic:
Increase market share of local organic consumers, targeting share of sales currently taken by Lidl, Sainsbury and Able and Cole
Administrative:
Requires marketing and promotion amongst customers which the company has little exposure to
Operational:
Nudge into the competitive supply market for supermarkets with just in time guaranteed product production


	New Product development


Strategic:
Develop new ranges including organic cosmetics and ready meals to increase average order by existing customers
Administrative:
Marketing alongside existing deliveries/ sales; new supply lines and operational production
Operational:
Existing supply operations but new product production lines need to be set upRisk > 



	Market development of existing products into new markets

Strategic:
Define geographical area for targeting, set goals and research competition
Administrative:
Copy over operations to new area; organise partners and administration
Operational:
Logistics of supply and upscale existing operation lines

	New product diversification in new markets

Strategic:
Develop new ranges including organic cosmetics and ready meals sell online or through new local retail partners
Administrative:
Set up new web presence and organise structures and contracts of partnerships with new sales outlets
Operational:
Set up whole new lines for product production




Ansoff produced a growth matrix as a tool for market penetration and planning. Dawes (2018) questions how logical Ansoff’s matrix is. Can organic vegetable products really be ‘new’ to UACA? If really ‘new’ this automatically implies an unfamiliar market and the diversification square is unnecessary. However, new products in the existing organic specialism may not really be perceived or differentiated as all that ‘new’ by consumers. Hindle (2008) criticises Ansoff for over-elaboration, slowing down the process, but with flexible application, this matrix can be very useful for UACA to focus on developing the organic range and spreading the geographical as well as consumer sectors of their market, as advised in figure 10. Ansoff’s division of planning into strategic, administrative and operational is a practical guide to section and chunk development in a manageable way for companies and has been widely adopted (The Economist, 2018).

An alternative to Porter’s Five Forces is the Blue Ocean Thinking model. Five Forces is about competition: how to become the most competitive in class. It can involve cut throat efficiency driving, rather than innovating new products. Blue Ocean is about innovation to create new markets. But doesn’t that inevitably lead to the need to follow five forces once those new markets become crowded? Burke et al (2010), in their analysis of Dutch retail, found that Blue Ocean techniques grew the market for all entrants over a 10 year period, not just some at the expense of others. However, as Lee Mullins discusses, Blue Ocean does not necessarily lead to truly innovative products being developed, and can be time consuming and laborious as a process (Mullins, 2018). For this reason UACA might not be in a position or have the expertise to steer through Blue Ocean at this point in its development, but could consider it for developing innovative products 2-3 years down the line. Another model is the 7 step staircase for growth Baghai et al (2000). Some of the same principles of Ansoff are applied in steps building in complexity. This may produce a simple, linear approach of advantage to an SME, but with a diverse range of activities at UACA the approach cannot be linear (Bruce, 2018, 6).


7. Implications for strategic management decision making
Two of the main change management models used today are the McKinsey 7-S model and Kotter’s 8 step Change Model. A third, old model proposed by Kurt Lewin model has not been considered here. This suggests it is necessary to unfreeze staff, change then refreeze into a new stable state (Lynch, 2015). However, given the dynamic and continually changing world business now faces, and the complexities to be negotiated, the more detailed steps outlined by Kotter and McKinsey are used here for more guidance. An application to UACA is shown in figures 11 and 12 below. 

Going through a process such as this might help structure strategy making, although with both strategies the time taken in working through might slow change down. Since change is not urgently, the company evaluated here might do well to follow one of them. McKinsey might be easier to fit into as it is cohesive and allows all staff to become involved in the formation of shared values (Monahan, Murphy and Johnson, 2016) – in keeping with practice at UACA. However, Kotter might have the edge in facilitating a clearer vision and promoting a path towards leading from the front whilst bring staff along the way. Though UACA might be less comfortable with this initially it is advised that this would be a good stepping stone towards change leadership and faster, more focused change which this SME would benefit from.


Figure 11: McKinsey applied to UACA.
	McKinsey 7-S Model – 
7 factors
	Strengths
	Weaknesses

	Hard elements: 
Strategy

	Broad agreement and encompassing of many different interests/ lines
	Organic growth; not well defined in steps/ stages

	Structure


	Relatively flat structure, not a top down approach; suits small size of company
	Does not promote specialism in change management

	Systems


	Shareholder accountability cycle / discipline
	Copy-paste structure – may not be so appropriate for SME

	Soft elements:
Shared Values

	Consensus around organic products, ethical working
	These values are not always emphasised or pre-eminent – in the background

	Style

	New chair has affiliative style popular amongst staff
	Lack of leadership management; lack of focus

	Staff


	Opportunity for best minds to be critical and involved in suggestions for strategic planning
	Turnover/ recruitment issues; not up to speed with company changes/ involved until established in company

	Skills


	Breadth of experience represented at strategic planning
	Directors experience lacking of business models for strategic improvement



Figure 12: Kotter applied to UACA.
	Kotter’s 8 Step Change Model
	Strengths
	Weaknesses

	1. Increase the urgency for change

	Annual cycle including report to shareholders creates time discipline
	Since sales are reasonable there is no pressing sense of immediate need for change

	2. Build a team dedicated to change

	Dedication to the principles around which the company is based
	Personal power issues dividing directors

	3. Create the vision for change

	Strong ethical commitment and local vision for growth and partnership
	Weak articulation of that vision

	4. Communicate the need for change
	Number of consultation events occur 
	‘Need’ is not the main focus

	5. Empower staff with the ability to change

	Training available; suggestions welcomed
	Staff turnover, recruitment and training an issue for commitment

	6. Create short term goals

	Within annual cycle financially driven targets
	Steps for developing important strategic plans not in place

	7. Stay persistent


	Directors have strong views they are committed to, persistently
	Lack of focus for persistence

	8. Make the change permanent

	Relatively stable company position in which change can be embedded
	Multiple foci effecting business overall make permanence difficult
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Figure 13: The Change Kaleidoscope. Source: Balogun et al. (2008)

	Figure 14: The Change Kaleidoscope applied to a shift 
to a focus differentiated strategy

	Time
	Important longer term shift building on current success and avoiding threat of competitors eating into margins at current positioning of quality products

	Scope
	Scope involves developing branding across organisation and particularly with the organic food range. Although focus will be more on marketing since logistics with local suppliers is satisfactory (though may be targeted to become more vertically integrated for other reasons)

	Preservation
	The ethical and organic character of products; strength of listening to employees and involving them in strategic planning

	Diversity
	Staff are, if anything, too diverse with too many different interests, not focused on strategic leadership but contentedly involved in strategic management

	Capability
	Whilst there is a range of business expertise amongst the directorate, more support, perhaps through external consultancy, is needed; particularly to work through the differences between different leaders

	Capacity
	Finances secure; staffing OK but insecure in some ways due to turnover and recruitment issues. Limits to the amount of time available given the wide range of activities the business supports which need to continue alongside.

	Readiness for change
	Vague awareness of the need to change but not the importance or urgency of it. Vision not articulated clearly.

	Power
	There is vested interested against change by the previous Chair and allies within the organisation





The Change Kaleidoscope represents a full model for strategic management. Could this provide the extra guidance and structure needed for an SME? Within the outer ring of context, the inner ring provides options, analysed here as a table. Here this is further focused on one particular issue, following on from Bowman’s strategic clock analysis to move from hybrid towards a more focus-differentiated strategy. Figure 14 shows the Change Kaleidoscope applied to a change to a focus differentiated strategy. The Change Kaleidoscope might help build capacity for strategic management within the organisation and help directors work through aspects in detail, though it could be criticised for being too complicated to manage, taking too much time for an SME with limited capacity.   

ACCA (2015) advises building capacity and expertise in small businesses with professional advisers, about implementation of governance. Corporate governance frameworks and implementation were developed for large businesses and this can be a barrier to their effective implementation in SMEs. Frameworks need to be applied flexibly. It may be that this company has imposed the shareholder structure governance more suited to a larger enterprise and has this has nudged the company towards Porter- style strategy, focused on best value, rather than niche marketing and innovation.

Behind the SWAT analysis based on director’s interviews, displayed in figure 4, lies some conflicting interested as identified in the raw data from those interviews summarised in appendix 1. Mendelow’s matrix is a tool which might help to understand the different demands of stakeholders by helping to establish political priorities. Kaplan (2012) explains that the process involves deciding the balance between the power and interest of the stakeholder and is normally applied with regards to a particular strategy. The purpose is to assess whether stakeholder resistance is likely to inhibit the success of the strategy and what policies may ease the acceptance of the strategy.
	
	
	Level of Interest


	
	
	Low
	High


	








Power
	



Low




	Box A

Customers
	Box B

Chair, Board of Directors – gentle, has affiliative style, does not lead from the front

Environmental groups
Committed workforce
Need to convince to keep on board, committed, or they could try to gain power and disrupt
Chair needs to assert power and displace previous Chair in Box D


	
	



High




	Box C

Local government due to various contracts and legal land ownership rights 

Need to be kept satisfied, reassured; strategy as effects them explained

	Box D

Consultant, former Chair – pulls the strings with other stakeholders; back seat driver; blocker of some changes

Shareholders; keen interest in management accountability; could stop management if not satisfied. Management needs to communicate plans and discuss implementation.



Figure 15: Mendelow’s Matrix applied 


Bruce (2018, 5) considers the power of the former chair to be an issue for the future strategic direction of the company. Ideally interest may remain high but not power. An examination of a particular issue and positions taken, rather than personalities, could be a way forward for the company, using Mendelow’s matrix. This could help to work through the positions taken and enable people to find a structure to resolve issues for the strategic good of the company, rather than fight out personal power plays.

The power play issue suggests the company should consider the cultural web of factors which control the environment within which strategic planning takes place. Control systems, symbols, rituals, routines, stories and organisational structures all play a part. The best leaders are expert and referent, according to French and Raven’s Five forms of power (Aiello et al, 2017). Bruce (2018, 5) considers it important for the Chair of Directors to be more assertive. Currently respected as an expert holding quiet skills and knowledge, her perceived power needs to be enhanced so that she can operate as a referent. In exercising strategic leadership it may be that too much has been done to listen, but not enough to move on from that and lead.

Eisenhardt (2016) argues that Corporate Social Responsibility (CSR) has had its day. The focus on corporate large businesses is limited whereas most businesses like this company are smaller. Human social responsibility (HSR) is a new term which is all encompassing and more applicable. Those committed to the ethical and environmental values of the company are likely to agree with HSR, helping workforce satisfaction and therefore well-being and productivity. This is also a good advert for consumers who choose organic because they believe in responsibility. By involving workforce in consultations for strategic direction, a more holistic approach is created at UACA. 

Figure 16 Reasons for failure of Change Management
Monahan, Murphy and Johnson (2016)

· research shows 70% of large-scale change initiatives fail to meet long-term goals
· employees experience change fatigue
· many executives recognize the need to change management, but still recommend traditional techniques, like pay-for-performance, which reinforce old ways
· Power dynamics, contextual considerations, and resistance to change are underestimated
· emotional and office politics preoccupy real people in organizations and are overlooked
· organizational change means changing human behaviour which is difficult
· since the 2008 financial crisis, change has focused on efficiencies not growth – so the focus is on cuts and restructures which can be negative and wearing


Monahan, Murphy and Johnson (2016), writing for Deloitte Review, comment that: “research shows that most large change management efforts fail. Why? Something’s been left out of the equation: the human element.” Some CEOs lead from the front without getting vital leaders in their organisation committed. On the other hand, some organisations operate “change management” rather than “change leadership”, lacking a clear, focused plan and taking too long to follow through mechanical steps of process without taking strident steps to disrupt current practices to create new value. Key reasons for failure are summarised in figures 16 and 17. In this assignment, the company is at risk of failure through “change management” and lack of focus amidst issues regarding different personalities, particularly present and former Chair. Following a change management model could yield considerable benefits in bringing key personalities together and on board. By contrast, The Economist Intelligence Unit (2008) in a survey of major firms found that only 18% labelled employee resistance as a major factor in the failure of change management. Lack of clearly defined and/or achievable milestones and objectives to measure progress was the most significant factor. Change management models could help to address this also.

Figure 17: Reasons for differentiation of small business strategy making
Source: Haselwanter, Muskat and Zehrer (2016).

· Prominent role of the owner-manager in decision-making
· No separation of ownership & management 
· Entrepreneurial orientation and intuition 
· Emotions, personality, prior experiences, skills & competencies 
· Structural and size-related factors of micro firms • Limited financial & human resources 
· Smaller market share 
· Operation orientation of micro firms • 
· Rather daily business oriented 
· Not aware of strategic competitive advantages 
· Lack of market knowledge 



Arnold (2016) argues for firms having their own change management departments, permanently part of the firm for an on-going process of change, exercised more flexibly than Kotter’s rigid stages. The concept of organisational change management (OCM) and constant change is becoming more prevalent. UACA may not be large enough for an in house department. But a continuous process has two advantages: it would avoid the resistance to change building up at the time of change in key leaders, and it would embed change within what is anyway a changing marketplace, normalising the process for employees. OCM could be organised using the main principles from Kotter of McKinsey. Kotter believes that combatted with: “Get ‘em out of the way” (Kotter, 2011). But Monahan et al (2016) argue that there has been a failure to recognise the psychological effects. Resistance to change could come from Kotter’s model ineffectively applied. Constructive criticism by some of the best brains in an organisation can lead to innovation: these are valuable staff to be retained. Therefore the company would be wise not to take Kotter too literally Bruce (2018, 9). 

Which strategic management practices are applicable to small businesses such as UACA? Most research has focused on larger firms whereas small and micro businesses are a rather new area of research (Kelliher & Reinl, 2009). It has been shown that methodical strategic planning in small businesses reduces failure rates, and is vital for long term success (Pe’er, Vertinsky & Keil, 2014). Haselwanter, Muskat and Zehrer (2016) identify the factors, shown in figure 6, as necessitating adaptation of strategic management approaches. Applied to the Strategic clock, this existing strategy is seen as easy to use and appropriate. Figure 7 above shows an adaptation of this which removes the no frills and monopoly pricing sectors leaving simplified sector terminology, easier to apply by small business directors themselves. Adaptation and flexibility are key to success.



8. Summary of recommendations for a new strategic approach
The main recommendations contained in the above texts are summarised here, in order of priority:
1. beware of the personality issues which lead to failure of change management in many SMEs in particular, and work through these using Mendelow (page 30)
2. with some urgency, focus on Mendelow’s matrix to resolve personality disputes behind lack of focus amongst directors, as a process for developing understanding and bringing directors on board (page 27-8)
3. be aware much change management fails due to failure to articulate clear goals and work on expressing and communicating them for UACA (page 29)
4. deploy Kotter as a stepping stone to draw directors and employees into a more formalised change management process (rather than Mintzberg which is too drawn out given the already loose processes of UACA) and move on towards change leadership, with clearer, focused sharing of the vision (page 23)
5. make products more distinctive according to the Centrality Distinctiveness index to profit from the premium consumers will pay for aspirational, distinctive organic products (page 18)
6. turn from hybrid to focus differentiation according to Bowman’s strategy clock (page 19)
7. promote HSR (rather than CSR) as it is in keeping with the company’s values (page 28)
8. balance the current emphasis on Porter/RBV (in reporting to shareholders) with more emphasis on KBV, which better suits the company’s ethical values and interests (page 17)
9. if considering Ansoff, apply it flexibly so as not to delay pressing change through drawn out change management process (page 20)
10. consider Blue Ocean for Innovation after 2 years. In the short term more focus is needed to build capacity and urgency for change (page 21)
11. consider using the change kaleidoscope for a particular area, such as the moved to focus differentiation for product competitive positioning, but adapt it for simplicity given the size of this SME (page 26)
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10. Appendices

Appendix 1: Summary of Interviews with Directors

	Director

	Strategic Priorities and Issues

	Strength
	Weakness
	Oppor-
-tunity
	Threat

	A
	Local government contracts
	**
	
	
	

	
	Recruitment
	
	***
	
	

	
	Quality store sales
	
	
	***
	

	
	Café range
	
	
	***
	

	
	Shareholder engagement
	**
	
	
	**

	B
	Organic quality
	
	
	****
	

	
	Niche market
	***
	
	
	

	
	Shareholder interest
	
	
	***
	

	
	Regulation
	
	
	
	*

	
	Local government
	
	
	
	**

	C
	Supermarket competition
	
	
	
	***

	
	Shareholder accountability
	***
	
	
	

	
	Investment 
	
	**
	
	

	
	Local partnerships
	**
	*
	****
	

	
	Personnel issues
	
	
	
	**

	D
	Involvement of all stakeholders in action planning
	**
	
	****
	

	
	Reaction to market conditions rather than forward planning
	
	**
	
	

	
	Volatility amongst suppliers
	
	
	
	**

	
	Difficulty in calibre recruitment
	
	
	
	***

	
	Education and training services
	***
	
	****
	

	E
	Flexibility to pursue different lines of business
	***
	
	***
	

	
	Investment in strategic operations/ new technologies
	
	
	***
	

	
	Strong financial consultancy
	***
	
	***
	

	
	Affiliative leadership style
	*
	
	
	

	
	Robust shareholder accountability
	**
	
	
	

	F
	Innovation
	
	*
	
	

	
	Annual cycle of strategic planning
	*
	
	
	

	
	Competition
	
	
	
	*

	
	Local government
	
	
	
	*

	
	Business modelling knowledge
	
	***
	
	

	G
	Strong ethical principles
	****
	
	
	

	
	Marketing
	
	**
	
	

	
	New business lines
	
	
	***
	

	
	Specialist business expertise
	
	**
	
	

	
	Focus and prioritisation
	
	**
	****
	





Appendix 2: Discussion Forum Industry Analysis

Applying this to an Urban Organic Food company and looking at the organic food sector in general:

Board roles and relationships
There is considerable Director experience from within the sector and more generally as accounting, director and Managing director experience from other prior employments

What will be your level of engagement and contribution to board dynamics? 
High – as a member of the board myself and Company Secretary with organisational role but I attempt to ensure I’m not just organiser but also contributor to strategic policy planning as well as realistic moderator and legal advisor to some ideas mooted by other members of the board

Does the CEO hold the board at arm’s length or actively solicit the board’s guidance? 
Actively seeks the boards guidance perhaps too much because there are competing interests and personalities; these need to be kept in check and focused otherwise internal competition becomes unfocused division

Do directors regularly challenge management’s point of view? 
Robustly. However there is sometimes a tension between director’s emphasis on financial return and management’s long term strategic aims. 

How much time does the average director spend on board matters and do they feel it is sufficient? 
Varies. Directors have commitments as directors elsewhere too, some in partner/ supplier organisations which helps smooth functioning. 

How will you proactively shape key relationships? 
There are personal and professional relationships between the ‘old guard’ around the former chair, no longer a member of the board but continues to offer consultancy, and has influence, and the new Chair, who is attempting to exert her influence. I will proactively support the new Chair and attempt to reason with competing views.

Industry and company context
How is the competitive context evolving? 
Competitors such as Able and Cole are gaining loyalty, have strong marketing, and now as part of William Jackson Food Group a degree of vertical integration with their supply and marketing divisions. We can’t match them but can create more distinctive niche.

Where are the priority opportunities for the company? 
Higher quality products through existing channels.
Educational services and consultancy. (including new and existing products expanded to wider geographic market)

Which uncertainties could cause disruptions or opportunities for the company? 
Changes to market with other competitors
Recession or equivalent causing a decline in the quality market
Regional uncertainties
BREXIT disrupting supply chains

Strategic Direction
Does everyone have a consistent understanding of the corporate strategy? 
No. The division between past and new Chair is taking time to work through and this has an affect on peoples understanding of corporate strategy – however I believe new Chair wants to get people on board with some listening and persuasion first so when she does say that’s it, people will be less likely to disrupt

Are resources dynamically aligned with opportunities? 
More or less although there are resources to play with and if the board chose to be bolder they could secure more financial backing to make bolder initiatives into new markets


Organisational Health
Is the board’s dashboard value-driven and does it cover non-financial metrics? 
Provided externally through partners/ consultancy – yes but not always scrutinised enough by directors

I have commented above about some of the personalities/ delicacies with change of Chair.

The context of the organic industry is that it has ‘grown up’ to some extent. The quality end, Able and Cole and the like, have tried to forge out their distinctive boxes and worked hard on loyalty of customers but are being eaten away by the mass market discounters like Lidl who stock some organics at half the price. Whilst some firms are going for vertical integration to ensure traceability to satisfy demands, our experience of close links with suppliers of similar values works easier but it means that at strategic policy level directors must ensure they are well informed about them. 

Source: Bruce (2018, 8)




	MASTERS DEGREE ASSIGNMENT SPECIFICATION 



	Student name:
	Frank Bruce
	Student number:
	1602754

	Programme:
	eMBA

	Module:
	Strategic Management
	Module Level:
	7

	Module code:
	SBMA71032D
	Contribution to Overall 
Module Assessment (%):
	

	Lecturer:
	
	Internal Verifier:
	

	Assignment Title:
	Strategic Management
	Assignment No (1 of 1):
	1 of 1

	Hand Out Date:
	February 2018
	Submission deadline:






Feedback deadline:
	10/08/2018

[bookmark: _GoBack]




	Referencing:
	In the main body of your submission you must give credit to authors on whose research your work is based. Append to your submission a reference list that indicates the books, articles, etc. that you have read or quoted in order to complete this assignment (e.g. for books: surname of author and initials,  year of publication, title of book, edition, publisher: place of publication). 

	Disclosure: 

	I declare that this assignment is all my own work and that I have acknowledged all materials used from the published or unpublished works of other people. All references have been duly cited.

	Student’s Signature:

	[image: ]
	
Date:
	08/08/2018




44

image2.png
25

20

15

10

Percent Increase in Organic Sales

Over Time

y=-1.0134x + 22.779
wmSeries1
—Linear (Series1)

SN mEmeoen o N m

S 09090909090 9093 oo =

SO0 9000009 S 9 0 S0 o

NN NN AN AN NN NN NN NN





image3.png
Organic Price Premium

y=0.0105x + 0.3487

@ Series1

— Linear (Series1)





image4.png
©MBA Marketing - X { () The Segmentatior X { & Market Segment= X | 7 Global Fresh Foor X /[ Titel 1 X\ G aquaponics mark- X | NewTab

016.pdf

rmation/researches/market

C | @ Secure | https;//www.cbi.eu/sites/default/files/mark

hannels-segments-europe-fresh-fruit-vegetables-

Apps J Bookmarks RM CIEPortal G Image result forgerr, [

Figure 5: Retai

segmentation of the fresh fruit and vegetable sector

For example ready  Class 1 and additonsl qualty standards, minimally

s i " procatid o coanianc, sairabiy, fuk-srade,
Satu, i i, g
i an e T products are gaoaal s axpensie,
Premium / rade, are haty o o ko, bt s v T
convenience parapiny ot ket ad o ot
mmeiote  Fll savis uparmarka and pecait tres

For example Class 1 and standard reailrequirements,

beries, in-season,  Consumers pay for good qualty, although
‘competiton (especialy nwseason) isncreasing.

‘Supermariet and specilist stores

Middle range

Class T and 1, low price.
Main bulk products are sod in lrge quantities
prices and margins are generally quie low.
Discount supermarkets, street mariets.

Low price

= market-channels-s...pdf A Showall | X





image5.jpeg
Difterentation
High 4

Focused
5 difierentition

Perceived
value to the
consumer

Low price. Risky, high margins

7
Low pricel Monogpoly pricing
lowadded value g

Loy Loss of market share.

Low High

Price




image6.png
" 2016HaselwanterMuskatZehrerStrategicPlanningEURAM.pdf - Adobe Acrobat Pro DC
Fie Edit View Window Help

Home Tools Document ® B Q DO =/ © &2 @ signin

The Strategic Clock for Micro Businesses

Differentiation strategy

Hybrid strategy Focused
differentiation

strategy

> Perceived
Product/service
benefit

Low-price strategy High-price strategy

Non-competitive
strategy

Price

H O Type here to search rator summary 4




image7.jpeg
Organisational

Readiness i
Besign choice:

Change path
Change start-point
Change style

Change target
Change levers
Change roles

Preservation

Capability

Diversity

Change Context




image8.jpeg




image1.png




