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1. Introduction.
Overview of Organisation
Spice Lounge is a restaurant that offers Indian and Bangladeshi cuisine. They have served the community for over 30 years. Over the years they gained an excellent reputation for service and quality. They Currently employ 9 full time staff.  As the first Indian/Bangladeshi restaurant in the area they have a lot of good will amongst the locals. This gives them a huge advantage over the other restaurants in the area. Core clientele consists of working and middle-class customers. However, due to the current pandemic, tough immigration laws and many online ordering platforms has led to difficulty in attracting new customers.


[bookmark: _Toc66473024]
[bookmark: _Toc66481600]The aim of this report is to identify and develop a strategy for sustainable growth. According to Barney & Hesterly (2008), strategic management not only increases competitive advantage, it also increases sustainability. Kotter (2014), is also of the opinion that sustainability ensures current business needs, whilst also securing the future profitability of the organisation.
[bookmark: _Toc66473025][bookmark: _Toc66481601]A combination of analytical tools is utilized to analyse the current strategic direction and position within the industry.
“Balanced score card Analysis” will evaluate if objectives, targets and Initiatives are aligned with the organisations vision and mission. Furthermore, “Porter’s Value chain” will be applied to understand the different activities involved in creating value. “Porter’s 5 Forces” will recognize the competitive rivalry within the industry. A combination of the above frameworks will determine the current strategic position of the organisation.
“SWOT and “Advanced SWOT”  will identify strengths, weaknesses, opportunities and threats and classify them in order the importance. “Mckinsey’s 7s” analyses 7 key elements, that can help shape the future of the organisation. 
“Advanced PESTEL”, and “V.R.I.O” frameworks, will identify the external forces, opportunities and threats that affect competitive advantage. (Barney and Hesterly, 2008). These must be considered when formulating a strategy. 
“Stakeholder Mapping” will identify the stakeholders with power and influence within the organisation, whilst also assuring key stakeholder expectations are met. 
Furthermore, “Porter’s Generic strategies” and “Ansoff’s Matrix” will help identify sustainable growth options. The application of “Lewin’s Force Field Analysis” and “SAFe” frameworks will indicate a viable strategy for sustainable growth. 
Lastly, to facilitate the implementation of the chosen strategy, “Kotter’s 8 steps for organisational change” framework will be applied. All the frameworks that are utilized will help create a sustainable future for the organisation.

2. Organisational Structure and Analysis of Strategic Position.


This section will identify the organisational structure and discuss the current strategic direction by analysing the vision, mission and objectives of Spice Lounge.

2.1. Organisational structure of Spice Lounge.
Organisational structure shows the roles and responsibilities associated with each position in the organisation. This facilitates the effective flow of information from strategic level management to functional level employees (Cummings and Berger, 1976).

[image: ]



                                                  Fig 1 depicts the organisational structure of Spice Lounge.

The organisational structure of Spice Lounge is a hierarchical structure. The power flows from the owner as shown in figure 1. Employee roles are identified, allowing for clear communication between different business levels, whilst also identifying positions of authority and influence.
Figure 1 shows the owner is in overall control, the restaurant manager oversees the front of house staff and the day to day running of the business. He has direct access to the owner. The head chef over sees the back of house staff. They both have authority over their sub ordinates. However, the head chef must report to the manager if there are any issues.
This structure clearly identifies roles and responsibilities, and all staff know who to report to.
2.2. Vision, Mission and Objectives of Spice Lounge.
When the business was established, the owner didn’t consider having a written mission or vision statements, the original idea was to build the business and make a comfortable life for his family. He didn’t consider developing strategies for future sustainability.  However, due to management deficiencies, the business started to decline. According to Deming’s (1982) 80% of problems in an organisation is attributed to management. 
To help manage the business, an experienced restaurant manager was recruited. With new people comes new ideas, the manager decided a complete change in strategy was needed.
He relaunched Spice Lounge, this paved the way for a new beginning and a new vision was created to propel the business into the future. The new vision was introduced:
“Connecting the world through beautiful food”. 
Thus, a powerful mission statement was also created to inspire employees and to attract to the new generation of loyal customers.
“Bringing Indian & Bangladeshi food into the 21st century by creating beautiful and healthy food, whilst providing exceptional customer service”.
A quality vision and mission statement attracts new interest to the organisation (Cueva, 2019). The aim of the mission statement is to create an ethical culture, where staff can enjoy their work and where employee needs are satisfied, resulting in employee engagement (Osborne and Hammoud, 2017). According to Hanaysha (2016), employee engagement increases productivity and loyalty, resulting in reduced staff turnover. 
To accomplish the mission statement, modern equipment and training employee’s in modern cooking techniques is vital. The availability of more exotic ingredients will not only challenge the employees to make beautiful food, but also reinvent the idea of Indian and Bangladeshi cuisine. 
The above strategy helped rebuilt the brand and increase profitability, whilst also working towards the mission and vision. However, to future-proof the organisation from similar uncertainties, a more in-depth analysis is required. 
Below the current business strategy is analysed. “Porter’ Value Chain”, “Porter’s 5 Forces” and “Balanced score Card” analysis tools will identify the current position of the organisation,  the attractiveness of the industry and the competitive forces that effect the organisation. 




2.3. Porters Value Chain.
The utilization of the value chain model (see fig 2) can help identify the core capabilities and performance of the organisation. Michael Porter (1985), designed the Value Chain he identified 9 different activities involved in creating a product or service. Value is created by improving procedures and strengthening the linkages between activities. (Johnson, Scholes and Whittington, 2008). Application of Porter’s Value chain will identify the core capabilities of Spice Lounge. Although value can be added through primary and secondary activities, maximum value can be added by improving the processes in primary activities (Jackson, 2012). For this reason, only relevant activities will be analysed.
[image: Value Chain]Fig 2 depicts the 9 activities of the value chain (Porter, 1985).

Primary Activities Analysis.
2.3.1. Inbound logistics.
Spice Lounge has dealt with many suppliers over the years and have built a valuable eco-system with their network of suppliers. This has led to favourable rates from numerous suppliers. However, buying supplies on a larger scale will increase the value of the product (Jackson, 2020). Horizontal and Vertical integration are options, departments can be combined to become more efficient, or smaller suppliers can be absorbed thus guaranteeing goods and favourable prices, however this requires large capitol and is not recommended for such an organisation. Furthermore, consideration must be given to the unbalancing of the eco system, as this has been achieved and maintained over the years. 


2.3.2. Operations.
Operational activities for Spice Lounge include packaging, cooking processes, food storage, energy consumption, handling and preparation of the raw ingredients into food i.e. Curries, rice etc. Effective operational management increases productivity by improving the efficiency of systems and processes, this decreases waste and maximises value (Weissenrieder, 1999). Options to increase value is to further invest in energy efficient equipment, thus saving cooking times and training employees new efficient cooking techniques. However, all consideration should be given to maintaining the quality of the product. 
2.3.3. Outbound Logistics.
The main outbound logistics for Spice Lounge is the process of transferring the product i.e. food, to the customer. This could be via customer collection which is favourable, as no extra costs are incurred or delivery to the customers home. However, delivery options require resources i.e. delivery drivers, vehicles, insurance and fuel costs etc. Currently the organisation employs delivery people and is absorbing these high delivery costs. However, analysis indicates that delivery to customers’ homes via external delivery drivers adds value to the product because this option passes the delivery costs to the customer. This option removes the necessity of employing its own delivery people, thus saving valuable resources whilst adding value. However, careful consideration must be given to, external personnel representing this organisation as it may affect their reputation, also passing on high delivery costs to the customer may de-value the product, if customers prefer to pay lower costs. 
2.3.4. Marketing and Sales.

The main objective for any marketing and sales team is to make the consumer aware of the brand. This can be achieved via promotion, advertising or pricing, all these add value to the product. In the case of Spice Lounge Marketing and sales activity needs to split, ideally marketing needs to be the first activity in the matrix, food production requires marketing before inbound logistics, as fresh ingredients needs to be purchased beforehand, so orders are  fulfilled. Value increases because ingredients are only purchased when needed. However, if marketing is not done adequately then wastage will occur, and value will decline. 
Sales activity needs to be the third activity, after inbound logistics. This will allow waiters to promote certain products whilst still fresh, this will again result in less wastage and increase value. Marketing and salespeople are vital, they can either add value or decrease value.
2.3.5. Services Activity.
Training staff is vital, dealing with customers in a professional manner is paramount. The current system of customer service is adequate. However, to add value to the product, every employee must go the extra mile. Employees must be able to deal with all situations. . The quickest way to get a positive reputation is via word of mouth and recommendations. Customer satisfaction is vital in the hospitality sector. An option to develop customer service is to train staff in conflict management and emotional intelligent. Furthermore, a specialised customer relations manager can be trained to solely deal with customer complaints. All touchpoints must be a positive experience, this adds value and competitive advantage gained.
Secondary Activities.
2.3.6. Procurement.
The organisation has excellent relations with many suppliers and always insist on quality and best price. The owner and manager oversee all procurement. Economies of scale adds high value especially if a valuable eco system is maintained.
2.3.7. Technology and Product Development.
The manager and head chef deal with the integration of new technologies and development of new ideas. Furthermore, technologies should be implemented in all activities, so overall value can be added. EPOS systems and ordering platforms help create databases for  customer relationship management (CRM). This will aid targeted segmentation, providing information for promotion purposes, thus adding value.  
2.3.8. Human Resource Management.
The owner and manager oversee HR. They recruit and train people, they oversee employee appraisals and rewards. Hiring highly skilled and motivated staff adds value and ensures quality. 
2.3.9. Firm Infrastructure.
The current infrastructure is stable and provides a protective shield, so all activities can perform optimally to increase value. However, the owner should himself and encourage staff to be more participative, this can only improve staff morale, thus adding value because happy staff leads to productivity. 
The above analysis has identified core capabilities and options to increase value by optimizing processes and systems, whilst also creating better linkages between activities. The primary activities of inbound/outbound logistics and operation offer many options to increase value. 
2.3. 
[image: Graphical user interface, text

Description automatically generated]

2.5. Balanced Score Card (BSC) for Spice Lounge.
Balanced score card helps align business activities with the vision & mission, whilst improving communication and guides internal and external stakeholders to the importance of organisational performance aligning with organisational vision & mission (Kaplan and Norton, 1996).
“Connecting the world through beautiful food”. 


VISION



“Bringing Indian & Bangladeshi food into the 21st century by creating beautiful and healthy food, whilst providing exceptional customer service”.

MISSION



Improve processes.          Improve energy efficiency.         Incentivise & train employees.
STRATEGY


Increase company value & improve excellent customer loyalty/satisfaction.
DESIRED RESULT



[image: Text, table, email

Description automatically generated]Fig 4 Balanced Score Card for Spice Lounge

2.5.1. Summary of BSC Analysis.
BSC analysis indicates alignment between vision/mission and objectives. The four   perspectives have strategic related objectives, thus leading to measures to achieve objectives. The measures are further-more shown as numerical targets. To accomplish the target a set of initiatives are provided. This allows for clear communication between all levels of the organisation.

3. Analysis of Micro Environment.


To further understand the strategic position of Spice Lounge, an analysis of the micro and macro-environment is conducted below. S.W.O.T and Mckinsey’s 7s frameworks will identify internal competencies, strengths, Weaknesses, opportunities and threats, also identifying any strategic changes that need to be implemented (Barney and Hesterly, 2008).
[bookmark: _Toc65184461] 3.1. SWOT Analysis for Spice Lounge.
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3.2. Advanced SWOT for Spice Lounge.
	STRENGTHS
	IMPORTANCE           1-10 

	RATING 
	SCORE

	Location / Parking 
	5
	3
	15

	Loyal Customers
	3
	2
	6

	Great Customer Service
	2
	1
	2

	WEAKNESSES
	IMPORTANCE

	RATING
	SCORE

	Low Staff Retention
	4
	1
	4

	Many Restaurants Locally
	6
	2
	14

	OPPORTUNITIES
	IMPORTANCE
	RATING
	SCORE

	Opportunities to expand
	4
	1
	4

	Availabilities of Loans
	6
	2
	12

	THREATS
	IMPORTANCE
	RATING
	SCORE

	Weak Economy
	6
	2
	12

	Brexit Uncertainties
	4
	1
	4


Fig 5 Advanced SWOT for Spice Lounge

3.2.1 Summary of SWOT Analysis. 
The SWOT analysis in Fig 4 indicates the organisation has many strengths, organisational weaknesses include the high number of restaurants, shortage of skilled workers and unsocial working hours, this may also be a threat because younger people prefer not to work unsocial hours. Opportunities to expand will require substantial loans from banks or partnerships for investment. If advantage of the opportunities is taken, this will increase market share. Threats are identified as weak economy and Brexit. 
However, the SWOT in fig 5 is an advanced version of fig 4 and only includes the major points identified in fig 4. Advanced SWOT Analysis indicates the importance of each point by giving a numerical value and score. 

Fig 5 shows the score value for identified points, according to fig 5,
· the main strength is location and on-site parking. 
· the major weakness is the high number of restaurants locally.
· the favourable opportunity is taking advantage of loans, this may aid improving processes and expansion.
· the biggest threat is the weak economy.















3.3. Mckinsey’s 7s Framework.
Mckinsey’s 7S framework (figure 5) analyses the core competencies in any organisation, this report will use the framework not only to identify performance and processes, but also to help identify inefficient processes and facilitate any recommended change or implementation of strategies. Figure 5 demonstrates how the 7 elements can be utilized to achieve strategic objectives 
[image: ]
3.3.1. Strategy: Compete ethically. Do not engage in loss inducing promotions. Wow customers will quality of service and food. Empower staff to go extra mile.
3.3.2. Structure: Autocratic leadership, Hierarchal structure in place. Owner in control, manager reports to owner. Chef in charge of kitchen but major decisions go through manager and owner.

Fig 6 shows the 7 elements of Mckinsey’s framework. (Strategic Management, 2020).


3.3.3. Systems: Kitchen Equipment is outdated; energy efficient equipment is required. Investment in new ordering systems also required.
3.3.4. Style: Management style is outdated and not inducive to participation. To achieve employee engagement more participative style must be adopted.
3.3.5. Staff: Highly skilled workers are required to achieve objectives and high standards. Recruit as many skilled workers as possible and empower them to be creative and engaged.
3.3.6. Skills: Utilize skills and knowledge of experienced staff. They have great experience and can be vital in improving standards and organisational growth.
3.3.7 Shared Values: create set of shared values. Ethical values will promote integrity. Eventually leading to a positive culture change.













3.3. Summary of Mckinsey’s 7s.








[bookmark: _Toc65184462]



3.4. Summary of Mckinsey’s 7s Analysis. 
Mckinsey’s 7s analysis indicates improvements are required in vial areas. Although the business is currently operating adequately, the future will need major changes, especially to Structure, Style and Shared Values. These changes will encourage employee loyalty leading to engagement. Staff turnover will reduce, and creation of shared values will encourage and empower staff to participate and help the organisation grow

4. Analysis of Macro Environment.


According to Maund (2017) P.E.S.T.E.L framework will facilitate the identification of external factors that influence the organisation. V.R.I.O analysis tool is used to evaluate a organisations capabilities and resources, to identify the level of competitive advantage (Barney and Hesterly, 2008).
4.1. PESTEL Analysis.
[image: Text, chat or text message

Description automatically generated]fig 7 shows the different external factors affecting Spice Lounge.

VRIO Analysis for Spice Lounge.
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4.2.1. Summary of P.E.S.T.E.L Analysis.
Main points are only considered in the advanced PESTEL, as unimportant factors do not need addressing at this moment. However, further reviews may indicate a change, so continuous review is advised.
Political factors, uncertainties over Brexit can lead to weak economies. May have to pay higher prices.  Immigration laws make difficult employing skilled staff from South East Asia, adding to highly skilled worker shortage.  High taxes mean difficulty in operating efficiently.
Economic factors that affect the industry are the economy is weak leading to high unemployment results in less disposable cash for consumers. 
Social factors include high cultural diversity creating uncertainty about future clientele. Unsocial working hours attract less people to the industry. Customer eating habits have changes, many people want healthy options when ordering. These should be monitored and incorporated into strategy.
Technological factors include the development of more efficient equipment, leading to less wastage and increasing performance and systems. This also allows CRM systems to be implemented. 
Environmental factors affecting the food industry are road works, policies for recycling and avoidance of plastic waste. These policies can have a positive or negative effect on locals.
Legal factors influence all decision making, employment, discrimination and health and safety laws are vital, organisational policies should be updated
4.3.  V.R.I.O Analysis.
According to Barney and Hesterly (2008), VRIO analysis tool, integrates the resources with the positioning of an organisation. It is used to analyse the competitive potential of resources and competencies. The VRIO analysis evaluates the competencies identified in the SWOT analysis in section 3.2.
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4.3.1. Summary of VRIO Analysis.
The organisation has many valuable and rare resources and capabilities. However, they have a high number of competencies that can be imitated, the absence of organized strategic planning is preventing the organisation from gaining any sort of competitive advantage from many other competencies. 
The VRIO analysis in figure 9 identifies, the loyal customers, freehold property with onsite parking and the prime location of the organisation is the source of sustained competitive advantage. This may continue because they are the only restaurant to have its own private car park. However, other the other core capabilities must be enhanced to further sustain advantage.
 5. Stakeholder Analysis. 


According to R Edward Freeman (1984), executive’s in organisations should not only consider creating value for shareholders but should align the interest of all stakeholders. The theory identifies power/Influence and interest levels of stakeholders, consideration is given to how stakeholders effect the business and vice versa (CMI, 2021). 
Figure 1 in section 2.1 introduces the organisational structure within Spice Lounge. It identifies the roles, position and power of internal stakeholders. However, figure 7 below represents Mendelow’s power / interest matrix, it includes both internal and external stakeholders and positions them according to their power/ interest and influence. 
Furthermore, Cross & Prusik’s (2002) Social Networking Analysis (SNA) has been applied, this maps relationships between stakeholders. This is effective when identification and communication to key stakeholders is necessary. 
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5.1. Summary of Stakeholder & Social Network Analysis.
Figure 10 gives a visual representation of the power, interest, influence and relationships associated with stakeholders. The owner (Central Connector) has overall power and control. However, he has an exclusive relationship with his manager (Boundary spanner & Information Broker), who oversees day to day activities. He connects and communicates information to stakeholders. The chef (information broker) is leader in the kitchen, he has exclusive relationships with the kitchen staff and connects the kitchen operations to the manager. All other kitchen & front staff (Peripheral Specialists) are experts in their respected fields and have direct relationship with their superiors. Figure 10 is utilized in latter sections, when identification and communication with key stakeholders is essential.
6. Strategic Options for Sustainable Growth.


6.1. Porter’s Generic Strategies.
Generic Strategies framework (Fig 11) was created by Michael Porter (1985), it was designed to facilitate organisations to identify options that increase or maintain competitive advantage. Porter’s strategies created advantage by “cost leadership” or “differentiation” aimed at a broad market. He further sub-divided into “cost focus” and “differentiation focus” aimed at a narrow or niche market.

Porter’s Generic Strategies for Spice Lounge.

Porter’s Generic Strategies for Spice Lounge.
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Having Identified Porter’s strategies (fig 11) for sustainable growth, evaluation of options will determine a suitable strategy. Spice Lounge has always been regarded as a fine-dine restaurant and built a reputation of quantity food and service. Consideration must be given to satisfying the current customer base. 
Below Porter’s generic strategies will be analysed to identify suitable sustainable strategies. Consideration will be given to the valuable resources and core competencies that were identified in earlier sections (Value chain, 5 forces and VRIO analysis etc.), as these will add or maintain competitive advantage, thus leading to sustainable growth. 


6.1.1.  Porter’s Generic Strategies Applied to Spice Lounge.

Cost leadership is an option; however, this will lead to a pricing war with low-cost competitors. It will be difficult to maintain high levels of customer service. To make this strategy successful, high customer turn around is vital. This will inevitably lead to a demise in customer service and will affect the current clientele.

Cost Focus is aimed at the narrow market, this strategy will also lead to compromise in customer experience. As this involves providing the same or better level of service but at a lower cost. This is not sustainable in the long-run and will lead to financial implications. Revenues will decrease as customers will be paying a lower cost for a similar service. High customer turnover is not possible with this strategy.

Differentiation is a viable strategy; management must improve existing products and enhance customer experience. However, as a fine-dine restaurant, management must be innovative and design speciality dishes that are difficult to replicate. This will make the restaurant stand out amongst its competitors, whilst also ensuring the current customer base are kept satisfied and attract a new generation of clientele. Differentiation options may include the creation of exotic dishes using expensive and rare ingredients or enhancing the customer experience by hiring live musicians or celebrity chefs tom attract clientele. This strategy should optimize strengths and valuable resources, whilst maximizing revenue for Spice Lounge.

Differentiation Focus may be a possible strategy, however radical changes may have to be made. This will lead to financial commitments and training may be involved for existing employees. Innovative ideas can create an atmosphere that is not available in other restaurants i.e., live music, speciality chefs, famous chef endorsements etc. However, this is aimed at a narrow niche market and will not be sustainable in the long run. 

From the above strategies “Differentiation” will increase revenue by attracting new clientele from a broader market. This will not affect current customers and the restaurant will be able to maintain its current standards and fine dining status. This strategy will be not be a financial burden and is sustainable.

Below Ansoff’s matrix will be used to assess further options for sustainable growth.

6.2. Ansoff’s Matrix.

Igor Ansoff developed this framework to identify strategies for growth. This framework also identifies the level of risk associated with different strategies. The philosophy behind the matrix is that each time a product or market change occurs, risk factors also increase.
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7. Evaluation of Strategic Options.















Fig 12 shows the risks associated with changing strategy (Ansoff’s Matrix - Overview, Strategies and Practical Examples, 2021).
6.2.1. Ansoff’s Matrix Applied to Spice Lounge.

Market Penetration is virtually non-sustainable, organisations need to evolve to attract new customers. Providing existing products to existing customers means the business will stagnate and not move forward. Minimal risk is involved, and NO ADVANTAGE is gained. This strategy is a short-term option and only suitable when the organisations are happy just to survive. Gaining market share via this option is risky because this means going into price wars with low-cost competitors and may attract the wrong clientele.

Development of Products and services into an existing market is viable, however, with high similarity rates, within the Indian food sector, other restaurants will soon replicate. However, if competitors find it difficult to imitate, then temporary advantage is gained. Furthermore, development costs will be incurred, only to cater for the existing market does not make financial sense. The risk factor increases with this strategy because of costs associated with development.

Market Development, providing existing products to new market is an attractive strategy, revenue increases by offering existing products to new clientele. New market penetration is vital for sustained competitive advantage. POTENTIAL HIGHER REVENUE WITH LOW RISK is a sustainable option. Cost may be incurred in recruitment, promotion and marketing, however venturing into a new market gives opportunities to expand. Spice lounge can expand delivery area and use external delivery companies to deliver the food, thus getting more orders, increasing revenue and building a bigger customer base.

 Diversification, Spice Lounge can expand its portfolio by diversification, venturing into a different business model is EXTREMELY RISKY AND EXPENSIVE. However, vertical integration or expansion will increase brand awareness and the potential for high rewards will enhance future sustainability. However, venturing into the unknown is HIGH RISK and will require massive investment. 
6.3. Summary of Strategies for Sustainable Growth.
From the above 2 frameworks, 3 viable options for sustainable growth are proposed.
Porter’s generic strategies identified.
· Differentiation (STRATEGY A) 
Igor Ansoff’s matrix identified.
· Product Development (STRATEGY B) 
· Market Development (STRATEGY C)

Differentiation is a viable option, however with high similarity rates within the Indian food sector, this strategy may be copied if successful. However, creating expensive and exclusive dishes or creating or enhancing customer experience, is an option as this will have high entry barriers for low-cost restaurants. Thus, making the business stand out amongst  competitors.
Product Developments increase current customer experience, however it will not increase market share, as this has been the recurring theme over the years. Spice lounge has always been innovative but found it difficult to gain new customers because of focusing on a narrow catchment area. This leads to temporary advantage because of restaurants copying ideas.
Market Development is sustainable, Spice Lounge has traditionally focused on the local community, they have continuously missed opportunities to exploit the wider community. This strategy will explore and attract customers from the surrounding areas. Promotion and incentives must be given to new customers. Delivery to a wider area will be possible if external delivery drivers are utilized.


7. Evaluation of Strategic Options.

7.1. Force field Analysis
The 3 strategies will be analysed using SAFe analysis and Force field Analysis. This will determine the future direction of the organisation.
This strategy analysis framework is designed to aid strategic decision making and implementation. Force field analysis presumes there are forces for and against any decision (Reed and Lewin, 1951). According to Thomas (1985) force field analysis provides s into the implementation of business strategies.
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SAFe matrix is strategy analysis tool, consideration is given to 3 standards of Suitability, Feasibility and Acceptability. The framework allows the user to score (1-10) each standard against strategic options. This gives a total score, thus identifying the preferred option. This is affair system because it allows all strategies to be calculated against the same standards (Johnson, Scholes and Whittington, 2009). 
	
SFA MATRIX
	STRATEGY A
 1-10
Differentiation
	STRATEGY B 
1-10
Product Development
	STRATEGY C
1-10
Market Development

	SUITABILITY
	4
	6
	8

	FEASABILITY
	5
	5
	7

	ACCEPTABILITY
	6
	3
	8

	TOTAL
	15
	14
	23


Fig 16 shows SFA analysis for strategic options.

[bookmark: _Toc66473159][bookmark: _Toc66481733][bookmark: _Toc66743584]8. Implementation of strategic plan. 

[bookmark: _Toc66473160][bookmark: _Toc66481734][bookmark: _Toc66743585]7. Implementation of strategic plan. 

[bookmark: _Toc66473161][bookmark: _Toc66481735][bookmark: _Toc66743586]7. Implementation of strategic plan. 

[bookmark: _Toc66473162][bookmark: _Toc66481736][bookmark: _Toc66743587]7. Implementation of strategic plan. 

[bookmark: _Toc66473163][bookmark: _Toc66481737][bookmark: _Toc66743588]7. Implementation of strategic plan. 

[bookmark: _Toc66473164][bookmark: _Toc66481738][bookmark: _Toc66743589]7. Implementation of strategic plan. 

7. Implementation of strategic plan.Fig 16 shows SFA analysis for strategic options.

7.3. Summary of Strategic Options.
The above 2 strategic analysis frameworks indicates that Market Development (strategy C), is the most suitable, feasible and acceptable. The forces for change far out way the forces against change. The main advantages include attracting new customers from a new market whilst keeping or modifying the existing product. The risks are low, and costs will only incur when market research is conducted to identify and promote the product to a new market. 
In section 8 recommendations and an implementation plan will be discussed.

 8. Recommendations & Implementation of Market Development.


Having identified that market development is the most suitable strategy, a plan with recommendations is necessary to make the strategy successful. The first step is to identify the new target market. The new geographic area for expansion must be identified, in the case of Spice Lounge, there are many surrounding areas that can be targeted, however the most favourable areas are the ones with the least restaurants. 
To this extent analysis has indicated that the areas to be targeted will be Lower Penn to Brewood. This area incorporates over 10 large villages. The population is mainly middle to high earners. Affluent people tend to dine out more at high end restaurants because they enjoy the experience. This can be estimated as the cost of a 3-bedroom house is £400- 500K, this is way above the average cost of a similar house in Wolverhampton city. The area is covered by main roads in every direction and is no more than 10/15 minutes’ drive from Spice Lounge. There are only 2 mid-level restaurants within 5 miles. From the above profile , a clear picture is emerging of the demographics of the area. 
· The area is affluent with many high earners. 
· Easy access to the villages.
· Only 2 Indian or Bangladeshi restaurants within 5 miles.
· Within 10/15 minutes’ drive from Spice lounge. Easy to deliver
· 2 local free newspapers serve the area. Can be used for advertising purposes.
The strategy is to make Spice Lounge known in the area, this will be done by attending local events and charities. Promotion of the business can be achieved by sponsoring local events and local sport teams. Menus will be left in local shops and offers will be given to shop keepers to distribute menus to their customers. Promotions will be offered and invitations to special charity events must be forwarded to influential people within the villages. If managed with finesse spice lounge will gain the favours of the locals. 
To facilitate the process of change, “Kotter’s Eight Step Plan to Organisational Change” (Kotter, 1996) will be applied. This is an expansion of “Lewin’s Three-Step Model”  of unfreezing, movement and refreezing (Lewin, 1951). However, according to Michael Beer’s (2009) “Silent Barriers model”, organisations need to consider barriers to organisational change. Beer states silent barriers are normally unseen and only appear when change is on the horizon. For effective change these barriers must be overcome (Beer, 2009). Below Kotter’s eight steps are applied to facilitate strategy change at Spice Lounge.
8.1.  Kotter’s 8 steps for organisational change for Spice Lounge.
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8.1.1 Summary of Kotter’s 8 Steps.
Kotter (1996) has identified 8 steps to facilitate change in strategy, this framework can be segmented into 3 phases. Steps 1-3 creates a climate for change and a shared understanding of the difficult process ahead. Steps 4-6 focuses on employee engagement and enabling them to positively affect the shared vision. Steps 7 and 8 concentrates of implementation and sustaining change. Figure 8.1 identifies “Kotter’s Eight Steps”, to further clarify each step, initiatives to achieve the change has been identified using the information from various frameworks in this report.
The complete process takes into consideration “Beer’s (2009) “Barriers to Change Model”, by actively involving stakeholders in the decision-making process. With active employee participation and engagement, barriers are reduced, and organisational goals can evolve and be sustained. 
9. Conclusion.


This report has identified a sustainable strategic plan to safeguard the future of the organisation, a wide variety of tools and frameworks have been applied to give a clear understanding of the organisation. 
According to Porter’s value chain analysis (section 2.3) the primary activities are currently adequate because the organisational structure is effective. However, recommendations to increase value by improving outbound logistics and operations are proposed. 
Porter’s five forces (section 2.4) indicates competitive rivalry is very high, the only advantage is the “bargaining power over suppliers”. This is not sustainable unless corrective measures are put in place.
The BSC analysis (section 2.5) suggests the organisation is progressing in its objectives to achieve its vision and mission. However, initiatives are proposed to increase overall value by creating renewed objectives. Section 2.5 visualizes the process, so all levels of employee can understand objectives, targets and initiatives. 
The micro analysis was conducted using advanced SWOT (section 3.1) and Mckinsey’s 7s (section 3.2). The analysis indicated many strengths and core competencies; however, consideration should be given to opportunities, as finance is available to implement change for sustainable growth. Mckinsey’s 7s has further indicated deficiencies in structure, system and style, these must be modernized to incorporate the modern workplace, thus leading to an ethical culture and sustainability.
The advanced PESTEL (section 4.2), has identified the most vital external factors. This chart indicates crucial information and allocates importance to the factors. Consideration is given to the VRIO analysis and strategies will recommend initiatives to further enhance sustainable growth.   
The stakeholder analysis and social network analysis (section 5) has identified the people of power and influence within the organisation. Communication with these vital stakeholders are essential to implement any strategy change. 
To generate possible strategies Porter’s generic strategies (section 6.1) and Ansoff’s matrix (section 6.2) was utilized. This indicated 3 strategies. To propose a suitable, sustainable strategy Lewin’s force field (section 7.1) and SAFe (section 7.2) analysis tools were applied. They both indicated that MARKET DEVELOPMENT was the most suitable strategy. 
Recommendations for a successful change in strategy are proposed and Kotter’s 8 steps are used to implement change, consideration must be given to Beer’s Silent Barriers for change, as resistant to change only appears when change is coming (Beer, 2009). To attain sustainable growth, the organisation must adopt Market Development strategy, whilst also look at aiming to change the culture of the organisation. 
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2.4. Porter’s Five Forces for Spice Lounge.

Forces Framework was created by Michael Porter (1979), it was designed to analyse 5 specific forces (see figure 3) that effect competitive

fivalry within an industry. This framework if applied to Spice Lounge to give a clearer understanding of the competition and attractiveness

of the Indian/Bangladeshi food sector.

Opening a new

Product differentiation is difficult as quality and variety of foods is very high. If finances are available project management companies are wiling to do al the work

Threat of New Entrants HIGH

level restaurant in Wolverhampton requires low capital, Planning processes re relatively easy, location and availabilty of empty properties is high

Low entry barriers means the threat of new entrants is high.

Bargaining Power of Supplier

Low
High population from South East Asia means high
number of suppliers. High number of Indian/Bangladeshi
food outlets leads to competition amongst suppliers,

leading to price wars between suppliers. However,
restaurants need quality and guaranteed delivery of
goods, therefore a reliable and reputable supplier is
needed. Due to this reason, restaurants have power over
the suppliers and bargaining power suppliers is low.

Competitive Rivalry
VERY HIGH

With many Indian/Bangladeshi food outlets

within Wolverhampton, the industry has
declined. Rivalry amongst competitors is
very high, survivalis vital and new
strategies must be implemented. Many
businesses are struggling and offering loss
inducing promotion, justto pay bills Thus,
damaging the future of the industry.

4

Bargaining Power of customer
VERY HIGH

With so many Indian restaurants within Wolverhampton,
and with no switching costs involved customers have a lot
of power in this industry. Competition is extremely high,
especially when competing with the many other cuisines
available. Customers need to be satisfied especially when
consideration is given to peoples addiction to social
media. Customer feedback and recommendations are
vitl to grow the business. The bargaining power of
customers is very high.

Threat of Substitutes VERY HIGH

With 50 many restaurants and takeaways available, customer are finding it easier to switch to substitutes. The main threats are from local competitors who are seling at low cost just to
sunlive. who sell the same cuisine, however major consideration must be given to superstores who have set their sights on the Indian food industry and are selling quality food at low

prices. The product similarity rates within the Indian food sector is high, making differentiation difficult Special
readily available and considering the low switching costs involved threat of substitutes

s are soon copied by competitors. With altemative and similar cuisines

h.

Fig 3 shows Porter's § forces that defines competion in an industry.
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STRENGTHS. WEAKNESSES.
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Location is central and on
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Traditional food on menu. Unsocial worki
Great customer service.

Reasonably priced.
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Fig 4 Spice Lounge SWOT analysis.
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P.E.S.T.E.L Analysis for Spice Lounge.

- Economic instability leading to uncertainty. = High Cultural diversity.
- High tax rates, effecting profits. - Loans available due to low Interest rates. = High percentage of over 60’s.
- Employment laws relating to holiday/sick/ = Inflation rate are high. « Young people not willing to work unsocial
« Maternity pay becoming a burden for SME - High unemployment rate locally. hours.
- Unfair immigration laws i.e., restricting - Less disposable cash due to unemployment.  * Career prospects are low.
hiring people from South East Asia. - High business failure rate due to economy. * Monitor Heathy eating habits .
- Brexit causing uncertainty. - Pay is low compared to other industries.
- Employment laws regarding changes to = Incorporate recycling policies. « Energy efficient equipment available.
minimum wage and safety guidelines. - Climate change. * Modern ordering systems.
- Consumer laws regarding customer rights. - Environmental disasters is supplier country. « Social media advertising.
- Discrimination laws relating to equal pay « Local roadworks may impact business. « Incorporate customer segmentation.
- Health and safety laws regarding - New competition in area. » Targeted promotion .
regulations for restaurants. - Keep area clean and tidy. « Implement Customer relationship
management (CRM).
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4.2. Advanced P.E.S.T.L.E Analysis for Spice Lounge.

POLITICAL IMPACT TIME IMPACT | IMPORTANCE
FRAME
Brexit High 18 Months | Negative | Critical
High Taxes High 12 Months | Negative | Important
ECOMOMIC IMPACT TIME IMPACT | IMPORTANCE
FRAME
Weak Economy High 24 Months | Negative | Critical
High Unemployment High 12 Months | Negative | Critical
SOCIAL IMPACT TIME IMPACT | IMPORTANCE
FRAME
Healthy eating habits Medium | 3 Months | Positive | Unknown
High Cultural Diversity Medium | 6 Months | Positive | Unknown
TECHNOLOGICAL IMPACT TIME IMPACT | IMPORTANCE
FRAME
Install Modern ordering system High 4 Months | Positive | Important
Install efficient equipment & process | High 12 Months | Positive | Important
ENVIRONMENTAL IMPACT TIME IMPACT | IMPORTANCE
FRAME
Incorporate recycling procedures Medium | 2 Months | Positive | Critical
Monitor new local restaurants High 18 Months | Positive | Critical
LEGAL IMPACT TIME IMPACT | IMPORTANCE
FRAME
Improve health and safety laws High 3 Months | Positive | Critical
Monitor employment laws Medium | 6 Months | Positive | Important

Fig 8 Advanced P.E S.TE.L FOR Spice Lounge
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Fig 7 shows the influence / interest grid for stakeholders (Mendelow's, A. (1991).
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STRATEGIES TO DRIVE CHANGE AT EACH STEP

Communicate all the Opportunities, threats and weaknesses
identified in the micro & macro environment.

Promote the need for sustainable growth as being vital to the
future of the organisation.

Communicate a prosperous future for all stakeholders.

Form powerful
coalition

Utilization of the stakeholder analysis & SNA results has
identified positions a powerful & influence.

Form an influential team and leader to oversee the change.
Teamwork is vital, all members of team must communicate the
change to encourage participation .

Use Mckinsey’s 7s strategies to communicate a new structure &
shared vision, it must be inspirational and easily understandable.
Use BSC analysis to reinforce objectives with reachable targets.
Encourage stakeholders to identify with the change.

Communicate

‘Communication of vision is vital, it should be constant and

vision conveyed by influential stakeholders to all level of employees, via
email, meetings, posters etc.
Leadership team must lead by example, i.e. walk the talk.
Empower Empower stakeholders to be active and participative.
others Give stakeholders tools to achieve goals by removing obstacles.
Offer incentives to reach targets.
Create short Use the identified forces for change, to create short term wins.
term wins Design and engineer, realistic short-term wins for boosting moral
Recognize & reward employees who contribute to improvements.
Consolidate Use earlier short-term wins to improve structures and systems.
Improvements Re-organize staff, promote and develop dedicated staff to further

consolidate implementation.
Create new projects to further encourage staff to implement.

Institutionalize
new
procedures

Recognise how stakeholders have contributed to the success of
organisation, this will further enhance engagement.
Reiterate message of new procedures and new ways of working.





