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In this report, the critical appraisal of the strategic decision of the Norton Hook brewers Company limited will be done by analysing the mission statement, vision statement and through measuring the SMART objectives of the company. Then, the macro and microenvironment analysis tools such as SWOT and PESTEL would be used to further analyse the internal and external environment and detect potential threats to the company. Afterwards, the stakeholder analysis by power interest matrix will be carried out to rule out potential stakeholders and new strategies will be suggested for the company based on BCG and Ansoff matrix to check how these strategies can contribute toward the success of the company as an SME. Lastly, concluding remarks will be added in the report for the strategic analysis of the company as SME.
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SME is known as the acronym which stands for the small and medium sized enterprises or small and medium sized companies. Such organisations have limited employees and SME sectors are crucial for a modern company. The chief executive officers (CEOs) of small and medium sized serve as both owners and founders and carefully invest their energy, time, and resources to manage the company. Their pivotal role determines if the small and medium sized enterprises will falter or thrive in market (Al-Herwi, 2019). The chosen SME for the academic report is Hook Norton Brewery. The Hook Norton Brewery started its journey in 1847 with John Harris. The post office trade directory stated him as “Harris John, Maltster, Scotland”. He rented a farm in Scotland and after the death of his father, the responsibility of the farm rested on John and his brother. The availability of the farm in the Scotland End provided him with fruitful opportunities to start his business. The activities were centred on malt production and farming, with barley grown on the farm throughout the summer and them being malted in late winter. The other local businesses and farmers supported their own maltsters but as john was relatively new, isolated position in Hook Norton was restricted by nearby villages, immediate village, and other outlying farms. It was a custom to deal in brewers’ materials or associate business in case of entering brewing business. The entry of Harris was natural extension of the farming and malting business which offered him round the year commercial activities. It is very much likely that he started brewing for the farm workers during haymaking and harvest time and as the family tradition recalls, it may have been on semi-commercial basis in order to assess the demand of the brew itself to sustain brewing as full time. Initially he rented fifty-two acres from John Parish and in 1852, he purchased the land for Scotland end site (Harris, 1982).
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According to (Johnson et al., 2020), strategy is defined as “the long-term direction of an organisation”.  According to Chandler, t is defined as “the determination of the long run goals and objectives of an enterprise and the adoption of courses of action and the allocation of resources which are necessary for carrying out these goals”. Mintzberg defined it as “a pattern in a stream of decisions” and Drucker cited as “a firm’s theory about how to gain competitive advantages”. The strategy of a firm includes the vision, mission, and objectives of a company. A mission statement is the first step towards formulating strategic management for a company. It is defined as an enduring document of purpose which distinguishes an individual business from other businesses of the same type. It is known as the declaration of an organisation’s “reason for being” or business. A clear statement is essential in order to effectively formulate the strategies, establish company objective, set goals, allocate resources. Devise policies and motivate the employees (Cochran et al., 1970). The mission statement of the Hook Norton Brewery Co Ltd is “Sitting in its beautiful, mellow Cotswold Hills Landscape, Hook Norton is a proudly independent and passionate family business that takes the very best of its handcrafted brewing heritage and combines it with a thoroughly modern approach, to create a range of real ales for today’s drinkers to enjoy (The Hook Norton Brewery, 2021). The mission statement of the company describes their dedication to traditional brewing procedures with strong heritage sense. The company produces high quality ingredients in order to create their award-winning brew with historical techniques. The company also emphasizes the well-being of the environment through sustainability commitments and employees through the use of 25hp steam engine and shire horses. 

Then comes the vision statement. The visions statement is a prominent concept in case of improvement, talent management and change management models and frameworks. The international society for performance improvement’s human performance technology models states that the performance improvement of an organisation begins through the mission, vision, goals, values, and strategy which the organisation wants to achieve. That being said, without the awareness and understanding of crucial contextual matters which help define the organisation’s desired future state, it is quite impossible for the organisations to measure and specify how it aims to improve these (Kirkpatrick, 2016). The vision statement of the company is “A Victorian brewery still brewing traditional ale” (The Hook Norton Brewery, 2021). The vision statement is quite simple yet striking where the company indicates that it would keep its future brewing techniques same as their traditional approach making it unique in terms of their product offering.

The goals and objectives are known as the base for the entrepreneurs as they help in describing the company’s mission and aid the critical analysis of the operations. The goals are general assertion that the company can accomplish anything, and the objectives are specific actions or steps which the company would be performing in order to attain the goals.  Both of these components need to be quantitative and specific. For example, prosperity, client service and development are some instances of the goals which may be achieved through number of purposes (Singh & Singh, 2021). In the official website of the company, the company states that they are a value driven association. The company is based on their fundamental beliefs and the belief that places matter too in context of Britain’s historic houses which are magnets for tourists’ attraction and an essential part of its tourism industry. They acknowledge that this sector is vital in contributing to the community and economy. The stated core beliefs include: 1. Independent is best, 2. We’re strong together, 3. Everyone benefits and, 4. Beauty is to be enjoyed by all (The Hook Norton Brewery, 2021). In 1981, Doran first introduced the concept of SMART method for effective management goals which included specific, measurable, assignable, realistic, and time-related method of writing the goals (Bjerke & Renger, 2017). To write objectives as per SMART statement is known as the gold standards for goals stetting because it provides clear direction for the logical action planning and implementation (Adewale, 2023). The SMART objectives for the Norton Hook Brewers Co Ltd are given below: 

	SMART Components:
	Relating it to Hook Norton Brewery:

	Specific Outcome:
	The company aims to contribute to the economy with their unique product offerings, or ales through the retail and online channels. The company has various products such as hooky or original cider, pale ale or oat sower, brewer’s choice pale ale, classic range best bitter ale and their ironstone lager. The gross profit margin of the company remains as 41.9% for 2022 and the profit before taxation has been £278,675 for 2022. The operating performance of the company is far better than the previous year because there had been gains of £464,050 on asset-based sales in 2023 (The Hook Norton Brewery company Limited, 2023).

	Measurable:
	The company utilises target marketing through online and offline promotional activities. The company uses retail distributors and online promotional tactics in order to promote their ale.

	Assignable:
	The company owns many assets. Their total assets are 15.82 million and total liabilities are -3.47 million (Endole, 2024). The company prefers to keep their brewing site same as a part of their heritage and invite for attractions and unique brewery experience to the customers. In their main brewery building, they have kept a microbrewery which provides limited edition crafted ales. They also have kept malthouse kitchen serving lunch, tea, breakfast, light bites, coffee, and their specialty beers (Cotswolds, 2024).

	Realistic:
	The company’s values include their commitment to sustainable initiatives and their commitment to people meaning their employees and the community in which the company’s serves. The company emphasises on “environmentally aware brewing”. The company uses their by-product of the brewing and try to re-use them in the process, the spent grains are used as cattle feed and spent hops are used as fertilisers. The water produced during brewing is also re-used in every aspect possible (Environment by Hook Norton Brewery, 2024).

	Time related:
	The bottled beers in the company were introduced in the year 1892 and the sales were increased by 105% in Hook Norton for the first decade. The company also changed their brewing years bringing it in line with their agriculture year which was October to September. The company finishes their respective malting season when the supply of the barley runs out (Woolley, 2013).
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SWOT analysis in known as the method for positioning and analysing the organisational resources and environment in four distinct regions such as strength, weakness, opportunities, and threats. The strength and weaknesses are known as internal or more controllable factors which support and obstruct the mission of the organisation while opportunities and threats are uncontrollable or external factors which disable or enable the organisation from accomplishing the mission. Through the SWOT measure, the company can recognise the core competencies for planning, decision making and building strategies (Phadermrod et al., 2019). SWOT analysis for Norton Hook Brewers co. limited is given below:

	Opportunities:
1. They have estates which are part of the brewing sites, and these are potential tourist attraction for the customers to enjoy a fine dining experience with their unique beer experience.
2. The beers in the Norton Hook are crafted such as ciders made apple. These crafted beers are on demand and popular currently amongst customers.
3. The company has diverse product range such as their original hooky range, lager, bitter ale, and oat ale etc. This provides the customers with unique options to choose from as per their preference.
	Threats:
1. The major threat the company faces include competition from larger brewing companies which offer cheaper alternative and companies who have better advertisement strategies for promoting their beers.
2. The company pays taxes and this in turn determines the amount of alcohol content in their products. This limits the production, sales and distribution of the products which attribute to cost measures as well.
3. The company faces environmental challenges which impacts the growth of barley and hops and could potentially limit their supplies for ale (Schwarz & Li, 2011).
4. There is market saturation already existing in the market and it is hard for the customers to pick from companies which “stand out” in the market for their offering (Dunn & Kregor, 2017).



The PESTEL framework is known as the strategic analysis tool which is used for analysing the macro environment of a business and has defined segments such as political, economic, social, technological, environmental, and legal aspects. It allows a structured diagnosis of the macro environment which corroborate to identify the threats and opportunities for creating competition in any market (de Sousa & Castañeda-Ayarza, 2022). PESTEL analysis for Norton Hook Brewers Co. is given below:

	Components of PESTEL:
	Relating it to Hook Norton Brewers Co Ltd.

	Political:
	The Monopolies and Mergers Commission (MMC, 1989) held that, the small breweries in the UK were disadvantaged by increased barriers to market entry which arose from the complex monopoly nature of the brewery industry. There have been increased taxation, no change for profitability (Wyld et al., 2010).

	Economical:
	It was seen during COVID pandemic, that the small craft brewers in the UK saw production plateau, faced restrictions for movement and had support from the government as Coronavirus Job Retention Scheme (CJRS) and Bounce Back Loan Scheme (BBLS). However, this all changed after the post COVID period, and the government reduced the fiscal incentives and ceased support. There have been reduced investments and shortages for supplies and more business closures along with rise in inflation and energy prices for production (Cabras et al., 2023).

	Social:
	The Norton Hook Brewers co. LTD supports the community in which it serves. The company has Hook Norton brass band which is a friendly musical band which leads armistice day parade. The company has a range of retained fire fighters who even today go for duties to work as retained fire fighters from Hook Norton voluntary fire brigade. The company supports leukaemia and lymphoma research as a part of their charitable activities. It also supports the military charity baton (In the community by Hook Norton Brewery, 2024).

	Technological:
	The company uses traditional approaches for brewing which includes water pumping, crushing malt, malt transferred to grist hopper, mashing through traditional steel masher used for 100 years, hop being added to copper, the hop back after copper is cast, heat exchange cooling system, fermentation for 7 days, storage tank and the final step, cask raking. All of these processes are done manually with little technological aid (Brewing process by Norton Hook Brewers, 2024).

	Environmental:
	The company’s beers are SALSA (safe and local supplier approved), food safety and quality enrolled and supports local farming in order to produce beers (Provenance by Norton Hook Brewers, 2024).

	Legal:
	There are many legal barriers for the company such as beer’s duty, local producer’s license, health and safety regulation for production, spirit duty, cider duty, strict advertisement rules and lastly, packaging, and labelling regulations etc (NI business Info, 2024).
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The first stakeholder matrix was “power dynamics” matrix which was proposed by Mendelow in 1981 and it had consisted of four quadrants formed by dividing each axis in to two distinct portions higher versus lower power axis and dynamic versus static dynamism axis. Later, Johnson and Scholes in 1999 further simplified the Mendelow model proposing a power/ interest matrix where the interest axis replaced the dynamism axis. By using this matrix, the project managers could gather a better understanding on how to communicate and create relationships among the stakeholders which can affect the project and in the long run, their operations (Nguyen & Mohamed, 2018).

The power/interest matrix-based stakeholder analysis for Norton Hook Brewers Co. Limited is given below:

1. Higher power and higher interest group (keep players):  They include the key investors of the business, the executive management team, or the private family business owners in case of Norton Hook and long-term clients of the company.
2. Higher power and lower interest (keep satisfied): This group has power to influence through introducing different regulations but are not interested in day-to-day activities. Such as government applied regulations, the banking partners for managing finances etc. 
3. Lower power and higher interest (keep informed): This group includes all the employees and the community which Norton Hook Brewers Co. serves. The employees do not possess high power but together, they are essential and through different measures such as better work policies, working environment and job security, they can be sustained.
4. Lower power and lower interest (minimal effort): They do not have much impact on the performance of the company as compared to major key players, but they must be monitored regardless. For example: minor customers who occasionally buy the Norton Hook beers.
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The long-term suggestion for the Hook Norton brewers company limited is to dispose their pubs and focus on their seasonal product offerings. Ansoff matrix is known for strategic planning and portrays the growth of the business options as 2x2 matrix with axes being products such as existing and new: and markets such as existing and new. Through market, Ansoff meant the mission of the product or the job which the product is aimed at performing. Combining the 2x2 axes created four strategies such as market penetration, market development, product development and diversification (Dawes, 2018).

Ansoff matrix for Norton Hook Brewers Company is given below:

1. Market penetration strategies: The company should expand their distribution channel and increase the engagement of the customers through online and offline reach out strategies. 
2. Market development: The company can increase their international sales and make target for health-conscious customers who prefer non-alcoholic beers. 
3. Product development: Norton Hook could improve their packaging so as to appeal to new customers and improve their ale quality further by introducing modern technology, new flavours, seasonal brewed beers, new packaging strategy such as canned beer could be some new product development ideas for the company.
4. Diversification: The company diversified through new cider production measures, but it can also focus on other areas such as tourism dependent on brewing site seeing, creating pubs for tourist attraction by conducting market research in order to enter market and diversify their company further.

BCG matrix for the Norton Hook Brewers Co. Limited:

BCG matrix is famous portfolio analysis matrix developed by Boston Consulting Group (BCG). It includes four products and balancing between them provides scope for strategy management for any company. These products include question mark, cash cows, star and dogs respectively (Hossain & Kader, 2020).
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1. Stars: The star product of Norton Hook Brewers is Hooky or original cider. 
2. Question marks: Their twelve days (5.5 cider) or greedy goose (winter ale) beer can be considered question mark product which does not generate much profit but is a unique offering.
3. Cash cows:  The award winners or classic beers such as hooky 3.4%, old hooky 4.6% and hooky mild 2.8% are cash cows or traditional beers preferred by the customers. 
4. Dogs: Their ironstone lager (4.4%) is dog. It provides constant profit and is a unique offering to the market.

Norton Hook brewers should follow these strategies because in case of their most recent development in 2014, the company had made an installation for five-barrel brewing plants which provided a new range of niche beers which are only available to visitors centre which complement the brewer’s full range of sessions of beers (Harris, 1982). By attracting more investors, expanding their retails, disposing their pubs, and making more online and offline advertisements, the company can promote their unique offerings and attract more customers. This would in turn increase their profits further.
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To conclude, it can be analysed that Norton Hook Brewery Company limited has been doing well off in terms of their strategy management. The suggestions such as increasing their retail distributors, disposing their pubs, increasing the seasonal and catered brewing, advertising the products more so that it reaches the customers and attract them could help the company further regulate their sales. The company should eliminate the threat of competition by reaching out to customers through better adverts, tackling any environmental challenges and by providing a variety of products in order to reduce market saturation. Weaknesses such as strong local presence should be turned into strength through global reach, and this could be done by exporting the ales or beers in international markets for further profit and integrating modern technologies for effective and fast brewing procedures. The company can also focus on modern packaging types such as canned beers or ales rather than traditional glass bottles. If the company focuses on their cash cow and star products further, it can have more sales comparing to seasonal offers such as question mark products or beers. As an SME, the company is doing excellent with profit line in the current brewing market. However, if the suggestions are followed, the company could have more scopes to improve on their profit retaining measures which is the ultimate goal of the company, provided that they are already focused on catered experience and better customer service and satisfaction.
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