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[bookmark: _Toc33041152][bookmark: _Toc33041153]1. Introduction.
Taj Tandoori is a SME. It is a family run business.
The business is in Wolverhampton, West Midlands UK.
They specialize in Indian and Bangladeshi cuisine.
The business was established in 1989 and been run by the same owners since 1989.
Taj Tandoori was the first Indian / Bangladeshi restaurant in the area.
The clientele is mainly from a working-class background.
With the support of local people, the business has been successfully operating for over 30 years.



This report will be based on Taj Tandoori Indian restaurant where the author is employed. 
The report will critically assess the Micro & Macro environments by utilising the SWOT and PESTEL analysis tools respectively. 
Furthermore, Porter’s Five Forces analysis tool will be utilised so that a clear understanding of the competitive forces that affect the organisation.
With this analysis a critical assessment will be made showing what factors influence organisation culture and the ethical or unethical behaviour of the employees. 
A comparison with a similar restaurant will be included to compare culture and ethical behaviour in the restaurants.
Mckinsey’s 7s framework will be utilized to facilitate any changes that need to be adopted to promote ethical behaviour leading to an ethical culture.
Finally, there will recommendations on how the business can enhance workplace culture to gain a competitive edge.














[bookmark: _Toc33041154]2. Organisational Environment Analysis.

Organisational environment analysis covers the macro and micro-environments. This analysis helps understand current strategic position of the business. 

[bookmark: _Toc33041155]2.1. SWOT Analysis.

A SWOT analysis can help understand the current internal environment of the organisation. This identifies the strengths and weaknesses of the organisation and can be used to form strategies to avert any future failures (Mindtools.com, 2020).

[image: ]

[bookmark: _Toc33041156]2.2. Summary of SWOT Analysis. 

The SWOT analysis shows the business is in a good position. The lack of finances may hinder any opportunity to expand and recruit skilled workers from the opportunities identified. The opportunities to expand will need investment will from financial institutions or partnerships. 
[bookmark: _Toc33041157]A more detailed analysis will need to be conducted to identify the threats. The external business environment can be analysed by conducting a PESTEL analysis.

2.3. PESTEL Analysis.

According to Maund (2017) a PESTEL analysis is a tool to examine the macro- environment of any given organisation. 
There are many difficulties that Indian restaurants are facing. Some of these are man-made i.e. unethical behaviour, unsocial working hours and low pay leading to high employee turnover, however there are other problems like immigration laws regarding skilled workers and tax liabilities that cannot be influenced by the organisation. Problems arising from the external environment require external influences to overcome. 
To analyse the external influences of the business the following Pestel analysis was conducted.

2.3.1. Political Factors

Politics determines laws and regulations within the restaurant sector. From employment laws to employee recruitment all determine whether the business is a success or failure. The main political factors that influence the restaurant industry are:
· Immigration laws relating to employment of non-E. U citizens especially hiring people from South East Asia has become extremely difficult. According to Alderson (2020), if a restaurant provides a take-away service the government prevents them from hiring skilled chefs from non-EU countries (Bbccouk, 2019).
· Currently the industry standard for a head chef in a mid-level Indian restaurant is £20,000, but the government has implemented visa laws where a minimum salary of £27,500 to £35,000 must be paid to obtain a visa (Clarkslegal.com, 2020). This will bankrupt many businesses as it is unsustainable.
· Tax payments, i.e. VAT, employer’s tax, corporation tax, business rates and government pension schemes that employers must pay (Small Business, 2020). These taxes effect the employer, employee and the customer. Short-term tax rises can be absorbed, but long term these be passed on to the employee i.e. fewer pay increases and the customer who will be paying a higher price for the product.





[bookmark: _Toc33041158]2.3.2. Economic Factors.

The state of the economy plays a major factor in the Indian restaurant trade. If the economy is strong and there is economic growth, then consumers disposable income increases giving confidence to spend on luxuries. 
· The economy is strong which will lead to feel good factor amongst the general public. This could lead to increased spending as consumers have more money in their pockets (Bruce and Cable, 2020).
·  The Indian restaurant sector is a very competitive and lucrative industry. The UK economy is boosted by at least £4 billion and employs more than 200,000 people (Fraser, 2020). 
· The government has promised to increase minimum pay to £9.50 by 2023 (Assets.publishing.service.gov.uk, 2020). Currently most restaurants pay the minimum wage, to survive restaurants will need to find ways of expanding or increasing revenues.
· Indian restaurant Industry needs at least 30,000 new employees urgently. This is because restaurants are struggling to attract younger recruits and cannot afford to bring in skilled chefs from abroad. 
· Despite it being a lucrative sector, it is estimated that one in two Indian food establishments will close within the next 10 years (Reporters, 2020). 

[bookmark: _Toc33041159]2.3.3. Social Factors
The lifestyle and peoples working patterns have changed dramatically. Businesses and people are more flexible and adapt to social trends. 
· Employees no longer work the traditional 9 to 5 working hours. Organisations are flexible and help balance work life and employee needs. Many people work from home and have different eating patterns to people who work 9 to 5 (Lyons et al 2015). Restaurants and shops are opening earlier and closing later to accommodate for this change.
· People are more conscious about healthy eating and leading a healthier lifestyle. Restaurants need to cater for their needs. Low calorie, low sugar and low salt foods are what health conscious customers are looking for. According to the NHS People who consume fatty unhealthy foods are more likely to have health implications (nhs.uk, 2020).
[bookmark: _Toc33041160]2.3.4. Technological Factors.

Technology can help improve the running of restaurants, there are many innovations specifically tailored for the restaurant trade. These systems can help maximise profits.
· Incorporating modern equipment is expensive but they are very effective in the long run. Modern systems allow customers to order and pay on self-ordering systems i.e. Argos and McDonald’s use similar systems when customers order on computer/ tablets and collect their goods from designated collection points (Evoke, 2020). They are more efficient resulting in less overhead costs. 
· Social media presence is key to any modern business, reminding customers and canvassing for new clientele is vital (Sohail et al, 2020). Social media is a massive platform to get your message to potential customers.
· Targeted marketing, customers can be given special offers if you know what your customer wants. Customer preferences can be monitored via loyalty schemes and loyalty cards i.e. Tesco have loyalty card and Boots has UK Advantage card. These organisations collect consumer spending habits and targets each customer with specific offers (Singla, 2012).

[bookmark: _Toc33041161]2.3.5. Environmental Factors.

Local environmental factors can be key in the way businesses are run. Businesses need to adapt to local factors i.e. keep an eye on local restaurants and react to local events and changes in local moods. Watching the environment can play a big role in the marketing strategies the business adopts.
· Recycling legislation, where items need to be put in the designated bins, or the bins won’t be emptied. Although this is a tedious job, businesses can earn the trust of the local community by adopting these policies.
· Stock and supplies are imported from countries outside the E.U. Organisations need to consider environmental emergencies in other countries as supplies may be interrupted and shortage will affect business. 


[bookmark: _Toc33041162]

2.3.6. Legal Factors.

Legal factors and political factors are similar in nature. All restaurants need to comply with the legal requirements set by politicians and local councils. 
· Health and safety rules are a legal requirement for all food businesses. Food safety inspections are carried out regularly and the findings are published by the council using a star rating system, 5 stars = very good and 0 stars = very poor. The consumer now has the power to check whether a food establishment are compliant or not. 
· Health and safety regulations are forever changing, restaurants will have to comply with all legislations regarding food safety (Food.gov.uk, 2020). This is extremely important as they can only employ staff who are properly trained, or hire qualified staff resulting in extra costs for the restaurant.  
· The political factors in section 3.3.1 regarding work permits and visa requirements also are legal factors. 

[bookmark: _Toc33041163]2.3.7. Summary of PESTEL Analysis.

From the above PESTEL analysis we can see that there are many important factors that affect the industry. Political, economic and legal factors are to be followed vigorously as these are not open to interpretation. Social, environmental and technological factors are just as important, but these can be interpreted differently and manoeuvred to the advantage of the organisation. As a food service provider, we depend on our customers. If the economy is strong then our customers have the disposable income to spend in the restaurant but if the economy is weak then we all will feel the pinch (Collins et al (2017). The organisation is stable now but needs to embrace technology and innovation such as self-ordering systems for take away meals and out-sourcing deliveries to companies like Deliveroo and Uber Eats. This will reduce costs by not having to employ extra people. 





[bookmark: _Toc33041164]                                       3. Porter’s Five Forces Analysis.


This framework was created to analyse the different external competitive forces in figure 2. Organizations need to consider these five forces when developing a business strategy. (Porter, 1979). 

 [image: ]Figure 1 shows the five different forces that affect the competitive nature of any business (The Interaction Design Foundation 2020).




[bookmark: _Toc33041165]Porter’s Five forces in figure 1  applied to Taj Tandoori;
[bookmark: _Toc33041166]3.1. Bargaining Power Suppliers: 
Restaurant is based is Wolverhampton, there is a large population from the sub-continent in the city with many local wholesalers who cater for their needs. These wholesalers are also competing to supply the restaurant trade. Reliable suppliers are vital to the running of the business. Due to this reason the suppliers have limited bargaining power over the business. The business can choose between suppliers or can choose to use many suppliers so they can get the best deals. 


[bookmark: _Toc33041167]3.2. Bargaining power of customers:
The restaurant trade is very competitive. Not only competing with other Indian restaurants but with other cuisines as well. Customers need to feel appreciated when dining in a restaurant or they will simply go to another restaurant. Food businesses rely on customer feedback and reputation. With easy access to social media and other forums customers are only too quick to write reviews. Word of mouth or customers recommendations is crucial. However, if customers are not satisfied it only takes a few bad reviews to keep the customers away. Customer satisfaction is crucial. The customer has huge bargaining power on the restaurant trade.

[bookmark: _Toc33041168]3.3. Threat of New Entrants:
There are so many options for consumers. Every high street has 2 or 3 restaurants to choose from. The start-up costs for a mid-level restaurant is not high. The planning permission process is not expensive nor is it difficult. Project management companies are willing to do all the necessary work for a fee, if the new entrant has the finances in place. They will plan and create the restaurant of your dreams without the new entrant worrying about it. Threat of new entrant is high.

[bookmark: _Toc33041169]3.4. Threat of Substitute product: 
There are many alternatives or substitutes in the market, Indian restaurants mainly sell similar foods. The main threat is from the direct local rivals, who are selling the same cuisine and who are local. Other restaurants are providing different cuisines. Superstore who are selling fresh food from all the different cuisines under cutting all local businesses. These superstores will soon become the major threat as they can mass produce and buy in economy of scales which allows them to sell the product very cheap which increases the threat from substitutes.

[bookmark: _Toc33041170][bookmark: _Hlk34132199]3.5. Competitiveness within the industry:
Competitiveness within the industry is high, the current business model needs to radically change. Many Indian restaurants sell similar food. The industry has reached a peak and is in slow decline. Radical changes need to be applied. With many businesses struggling to survive, they are going to extreme lengths to cover their overheads by engaging in loss inducing promotions, damaging the industry.



[bookmark: _Toc33041171]  4. Organisational structure of Taj Tandoori.



Organisational structure delegates responsibilities as well as power within the organisation, allowing a steady flow of information from owner to employees (nibusinessinfo.co.uk, 2020).

[image: ]
                                             

                                                      Figure 2 depicts the organisational structure of Taj Tandoori.

Figure 2 above demonstrates the positions of employees, and who they directly report to. Please see appendix 1 for full structure definitions.



[bookmark: _Toc33041172]  5. Organisational Culture.



Louis (1980) defines culture as a shared understanding or meaning of similar principles by a group of people. Furthermore Edgar Schein (1996) also adds that organisational culture is adopted over a period. It is formed when employees adapt to changes and start to practice it every day forming a culture.
The organisational culture is influenced by the beliefs and values of the founder, the workforce and the history of the organisation (Managers.org.uk, 2020).
From the above definitions we can see that organisational culture is the common belief of set values amongst a group of people.
Charles Handy (1993) further argues that organisational culture is connected to organisational structure. 
By analysing the organisational structure of Taj Tandoori in figure 2 and Charles Handy’s four typologies of organisational culture in figure 3, we can connect the structure of Taj Tandoori to Charles Handy’s definition of Role culture in figure 4.

[image: ]
Figure 3 Shows Charles Handy's four typologies of organisational culture. (Blog.readytomanage.com 2020).







According to Handy (1993) organisational culture is connected to organisational structure and is typically found in a hierarchal structure. Handy also says that “your position (Role) in the structure defines the power you have in the organisation”. The division of power is clear in the hierarchal organisational structure of Taj Tandoori.


[image: ]


Figure 4 shows a diagram of an organisational structure where a role culture would be found (tutor2u, 2020).
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5.1. Does the organizational culture promote employee ethical behaviour? 

Section 5 above defines culture as a set of shared values, beliefs and assumptions that should dictate how people behave within an organization. 
Having identified the organizational culture present at Taj Tandoori, we will now analyze the culture to see if the culture leads to ethical or unethical behavior.
In an environment where the culture is positive, employees are able grow into their jobs. Furthermore, an ethical culture enhances ethical behavior amongst employees whilst an unethical culture enhances unethical behavior (Sims, 1992). 
According to Mumley (2019) the strength of organizational culture is determined by the strength and quality of content. If the content is positive and ethical this will contribute to a culture which is ethical and positive. 
The Indian restaurant industry is not only competing against each other, they are also competing with other cuisines. The nature of the industry requires you to compete aggressively for the limited number of customers in your catchment area. Restaurants are undercutting each other, with offers and incentives. 
The restaurant owner is doing what he has been doing since it opened in 1989. The owner has been competing to survive for 30 years. 
Ingrained in the restaurants values is be successful at any cost. There is a very strong culture of aggressiveness contributing to the existence of an unethical culture directly leading to unethical behavior from management and employees. 
Owners and management do what is needed to survive, they will actively undermine other restaurants to bring in customers. This culture is not conducive to learning on the job. Employees are hired to do a specific job and if they are incapable, they are replaced. This culture does not lead to commitment but leads to an unethical culture because employees do whatever is necessary to keep their jobs. 
According to Sinding et al (2018) employee commitment is enhanced by adopting strong organizational values leading to a positive culture in the workplace. 







[bookmark: _Toc33041174]5.2. Ethical culture of Taj Tandoori and its competitors.

Competitiveness within any industry is good, it encourages organizations to maintain high standards and increases innovation within the industry (Jogaratnam, 2017). Many food establishments have opened locally in the last 30 years, this has led to aggressive competition resulting in an unethical culture within the industry.
This unethical culture is something the customer cannot see. Customers see a different side to the restaurant where customer satisfaction is paramount. Management are always trying to give the best service possible. This leads to customer loyalty and the reputation of the restaurant is enhanced (Mohd Radzi, 2016).
However, the local competitors also have an unethical culture, they do whatever is necessary to survive. They are already at a disadvantage to Taj Tandoori because the latter has the trust and loyalty of the locals, built on providing excellent customer service over 30 years. 
According to conversations with staff from local restaurants, the competitors try to entice customers with incentives and ludicrous offers but are cutting corners to cover their costs. They are giving discounts which are unsustainable. Many customers have had meals from the competitors and have returned to Taj Tandoori, only to complain about the poor-quality food and service.  
The unethical culture of Indian restaurants is a common problem within the industry (Mohd Radzi, 2016). 
















[bookmark: _Toc33041175] 6. Recommendations.

As stated in section 2.3, there are many obstacles the Indian restaurant trade is facing. Mckinsey’s 7’S is a framework to help facilitate potential change within an organisation. Appendix 1 shows Mckinsey’s framework applied to Taj Tandoori, from the analysis we can see that changes need to be made to bring a positive and ethical change.
Shared values need to be created and adopted so everyone knows what is expected and what the organisation what to achieve. The organisation should utilize the skills of staff in their strategy to improve employee satisfaction, making staff feel a part of the organisation. This is vital to employee commitment. This will also relieve the issue of staff turnover. If the organisation grows the staff will benefit as well as get promotions as well as monetary gains.
Training will give managers a more participative style of management allowing them to influence change in culture. This will influence positive behaviour leading to an ethical culture. 
Organisational resources need to utilised better, embracing technologies can enhance the everyday running of the business by improving the system in place, whilst also relying less on staff. This will in the long-term also improve the financial situation of the organisation by cutting back on staff. 
Operational costs need to be monitored and utilised effectively this will enable the restaurant to have a more competitive pricing policy this can be done the buying in bulk and utilising offers from wholesalers. This will give a competitive edge whilst also maintaining excellent customer service. 
There are tools that can be utilized to facilitate the actual process of change. Lewin’s Three-Step Model (see appendix 7.4) of unfreezing, movement and refreezing (Morrison, 2020) and Kotter’s Eight Step Plan (see appendix 7.5) which is an expansion of Lewin’s theory are tools what will help implement change (Wheeler and Holmes, 2017). However, according to Michael Beer’s (2009) silent barriers model, organisations need to consider barriers to organisational change. Beer states these silent barriers are normally unseen and only appear when change is on the horizon. For effective change these barriers must be overcome (Beer, 2009). 







[bookmark: _Toc33041176]   7. Conclusion.

Having considered the macro and microenvironment factors of the organisation, we can say the utilization of SWOT and PESTEL analysis we are able to evaluate the strategic position of the organisation. The application of Porters five forces indicated high competition in the industry. The recommendations put forward will enhance the standing of the organisation within the local community as well as amongst its direct competitors. 
Mckinsey’s 7s (appendix 6) indicated that the organisation needs to radically change the structure, system and style to become more competitive. They must also adopt positive core values which will overtime lead to ethical behaviour resulting in an ethical culture. 
For the organisational to truly be a success it needs to change its overall culture to a more ethical approach where the owner, management, employees as well as the local community can all be proud of. 
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[bookmark: _Toc33041179]9.1 Organisational Structure of Taj Tandoori. 
Organisational structure determines the assignment and coordination of roles, power and responsibilities within a business. It also defines how information flows between the different levels of management (nibusinessinfo.co.uk, 2020).
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                                                      Figure 5 shows the organisational structure of Taj Tandoori.

Figure 5 above shows the organisational structure and the positions of employees, and who they directly report to. 
· The owner is in overall charge.
· Both the Head chef and the Manager directly report to the owner.
· The Head chef oversees the kitchen.
· All back of house staff report directly to the Head Chef.
· The Manager oversees the front of house.
· All front of house staff reports directly to the manager.
· All staff know their position and responsibilities in the organisation.
· All staff know who is in charge. 
[bookmark: _Toc33041180]9.2. Charles Handy’s 4 typologies of culture.

[image: ]Power culture: centrally controlled power where there are few rules and little bureaucracy enabling fast decision-making capabilities.
Role Culture: Typically found in hierarchal structure. Power derives from position in the structure.
Task Culture: Expert teams are formed to solve specific problems.
Person culture: Employees believe to be superior to the organisation. Survival of this type of culture is difficult unless an environment is created for it to thrive. 




Figure 5
Shows Charles Handy's four typologies of organisational culture. (Blog.readytomanage.com 2020).












9.3 Application of Mckinsey’s 7’s framework to Taj Tandoori.

[image: ]Mckinsey’s 7S framework is a tool to analyse the internal environment of an organization. The model is used to demonstrate how the 7 elements in figure 6 can be used to achieve the goals of any company.
This model shows how all 7 elements are (Strategic Management Insight, 2020).
This model can be used in any organisation and is mainly used to: 
· facilitate in organisational change.
· implementation of a new strategy.
· To identify changes in other areas of the business.
· Facilitate in any future mergers.


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


1.Stratergy: Be competitive but do not under cut other restaurants. Impress the customers with great food and service so they become regular customers.
2. Structure: Power-based structure where the owner, manager and chef have all decision-making capabilities. Employees are only hired for specific jobs, but their ideas should be listened to.
3. Systems: Invest in modern equipment and technologies to help run the business more efficiently.
4. Style: The management style is very old fashioned and very authoritative. A more participate approach needs to be adopted.
5. Staff: Staff numbers are kept to a minimum, only employ skilled people to do skilled jobs, this will help achieve high standards and organizational goals.   
6. Skills: Utilize the skills of the staff and management. They have vast experience and ideas. Use their knowledge. Create a forum where ideas can be shared.
7 Shared Values: Create a set of positive ethical values and abide by them. This will enhance positive behaviour resulting in a positive culture which will eventually lead to an ethical culture.














	



9.4. Kurt Lewin’s Three Step Plan.

[image: ]
Fig 7 shows Lewin’s 3 step plan. (Bridges, 2020)
















[bookmark: _Hlk33521857]9.5. Kotter’s Eight Step Plan

[image: ]
Fig 8 shows Kotter’s eight Step Plan For Organisational change (INTELLIGENT TECHNOLOGY, 2020)
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