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[bookmark: _Toc57194008]Introduction 
Throughout the UK there are many Small and Medium-sized Enterprises (SME’s), which greatly contribute to a nation’s GDP by fostering economic growth. These enterprises work autonomously, with minimal work force and a specific number of employees, usually on the smaller end of the spectrum. Factors relating to SME’s remain mostly unclosed to the public, however having a good understanding of these internal and external factors allow organisations to be aware of the importance that these have on how an industry is shaped and the opportunities and threats that these factors present. 
In this report, I will critically appraise Chaiiwala’s current strategic direction, analysing their internal and external environment through various tools such as SWOT and PESTLE, discussing the available strategic growth choices that will enable Chaiiwala to make improvements in order to be successful while considering the challenges they will encounter in implementing the strategies, and proposing a new sustainable strategy for the long-term future of Chaiiwala. 
Furthermore, I will also be assessing Chaiiwala’s progress, with focus on building a comprehensive strategy to identify and bring to attention an individual’s needs in the workplace. This will give them an increased chance of being successful as individuals, working in the stores and, on a more holistic level, the whole organisation. 
Strategic management is the progressional planning, analysis and overall assessment of all things that are necessary in order to meet an organisation’s needs. Strategic management consists of five basic strategies which help organisations assess their current situation, propose and execute suitable strategic growth choices and then explore the effectiveness of the management strategies that were applied. The strategies that are applied to an organisation differ and are dependent on the environment, internal, external and surrounding. 

Chaiiwala is an SME consisting of 32 stores nationwide. The founders of Chaiiwala, from Leicester, realised they could not find a decent place to have an authentic South Asian cup of tea, found a gap in the market and, in 2015, took the opportunity to bring authentic chai to Leicester, one of the most multicultural cities in the UK. 
Chaiiwala’s vision is to make a positive impact in the communities they serve and change lives for the better, by giving opportunities to those who ordinarily would have not been given that chance. This vision aligns with the plans and actions Chaiiwala has to achieve this vision. Being a company that is motivated by seeing others happy, they have an ethos of helping building careers and want to see their staff and teams progress within their careers and life. this aligns with their plans and actions as they give all staff many opportunities to move up the ladder, starting from working at one of their multiple stores all the way up to taking on managerial roles and even running their own Chaiiwala store as a manager or operator. 
Chaiiwala strives to ensure that all of their customers are satisfied with their purchase being a sustainable product, by focusing on every aspect of the supply chain, therefore they work with multiple local independent suppliers to give back to the community and make sure they achieve their vision of making a positive impact on the communities they serve in. Furthermore, they strive to be as sustainable as possible, putting great effort into ensuring they recycle as much as they can, from the paper cups, cutlery and packaging they use for their customers and products to the waste they create in store. Recently they invested in the designing and production of their reusable ‘Cups for Life’ in an effort to reduce the amount of cup waste they produce. They are committed to reducing their carbon footprint and are actively doing this by building greener branches and safeguarding water, specially training staff to minimise water wastage, and have committed to using sustainable materials and products in their construction, lighting and heating. 
Chaiiwala has used the power of social media to their advantage and have become one of the UK’s most rapidly growing independent brands through combining modern consumer needs with their traditions. They have recognised that millennials are attracted to dine-in venues that are ‘Instagram-able’ and provide as good places to take pictures for consumers, therefore they have put a great deal of importance into making sure all of their stores and products and are photogenic, even going as far as to telling their staff that a product should not be served to a customer if it not worthy of posting a picture of. Knowing the power social media holds, Chaiiwala is constantly uploading on their social media accounts in an effort to keep their customers intrigued, interested and never bored. They have done this through innovations such as cups designed specifically for the winter season with ‘cheeky slogans’ on them, which is a smart marketing tactic as customers will take a picture of the cup and upload it on their social media where their followers can see it. This is a great form of advertising and exposure for Chaiiwala. 


[bookmark: _Toc57194009]Swot Analysis on Chaiiwala
Strengths
Employee treatment – Chaiiwala treats its employees excellently, which in turn makes the employees work more efficiently as they are happier, creating a very positive workplace environment. All employees are given equal opportunities and are able to move up the workplace ladder, from working the tills and being waiters and waitresses, all the way up to taking on managerial roles, such as running their own Chaiiwala store as a manager or operator. 
Growth in stores – chaiiwala has increased its number of stores nationwide from 1 in 2015 to 32, as of now, in 2020, with plans to open up more branches. Chaiiwla stores are in areas where there is a large population of South Asians, as this is their target audience. 
Strong brand image – Chaiiwala is one of the most well recognised South Asian style tea restaurants in the UK. Its size and volume has only kept increasing since the organisation was founded. 
Weaknesses
Generalised standards for most products – Most of Chaiiwala’s products have a set recipe and/or are only available for sale as the original product, however this is not inclusive of consumers who may have dietary requirements such as lactose and gluten intolerances. For example, their popular Karak Chai recipe is only made in one way and none of the ingredients can be replaced or removed at specific customers’ requests. This does not align with customers’ preferences and is detrimental as it causes them to lose customers that may have purchased from them otherwise. 
Imitability of products – Chaiiwala does not offer the most unique products in the market, making them very easy to imitate. This means that other companies could easy take Chaiiwala’s products and ideas and advertises them more successfully as their own. This puts Chaiiwala in a vulnerable position. 
Opportunities
Expansion in developing markets – Chaiiwala only has stores in the UK. Globally expanding in countries such as China, India and a few countries in Africa, which are emerging countries, will provide great opportunities for Chaiiwala. It will be a good opportunity as there is currently a gap in the market in these countries for a South Asian style beverage and dine in restaurant. 
Introducing new products – as the brand is focused on South Asian cuisine, foods and beverages, introducing new products during Diwali, Eid, Holi and Ramadan would be profitable, especially as Chaiiwala stores are located in areas where there are large groups of South Asian residents, ensuring that these new products would be welcomed in the market. 
Partnerships/alliances with other organisations – Chaiiwala could tremendously benefit from co-branding with other organisations. With the potential and opportunities Chaiiwala has within the UK, developing partnerships and alliances with other organisations could strengthen their presence and introduce them to new markets and audiences.
Strengthen online channels – The COVID-19 pandemic has majorly impacted the number of consumers in store, with more consumers choosing to take away or deliver food. Chaiiwala can strengthen their online channels by offering an app for users, where they offer services such as delivery, store pick-up at certain locations and curbside collection. Currently, consumers order Chaiiwala through Just Eat, Uber Eats and Deliveroo, however it would be profitable if Chaiiwala set up their own app for consumers. This would save them the costs that they currently have to pay to food delivery services to be able to sell their food and beverages through them. 
Threats
Imitation – Chaiiwala’s products can be imitated by both old and new rivals. A new rival up against Chaiiwala is Karak Chaii, located on Soho Road, the same street as one of the current Chaiiwala stores. They are also a South Asian fast casual dining restaurant and have attracted a lot of customers since their opening. 
COVID-19 - The COVID-19 global pandemic has caused Chaiiwala to have a major decrease in sales which has had a large great negative impact on their finances in 2020. 
Global recession – With experts predicting that the recession that will follow the COVID-19 crisis will be worse than other previous economic recessions the world has had, Chaiiwala’s revenue has already dropped compared to previous years, and will most likely continue to drop throughout the duration of the recession. 
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[bookmark: _Toc57194010]Pestle Analysis on Chaiiwala
An organisation will always go through changes in an external environment, both on a micro and macro level. These changes can be overseen using the PESTLE management tool, which is effective in helping organisations with decision making related to taking action to tackle problems that are political, economic, socio-cultural, technological, legal and environmental. 
Political
It is vital that Chaiiwala follows the laws, rules and regulations of the countries in which it sources its materials from. This is important as many developing countries are now more politically aware and activism has increased, which forms the basis for sourcing strategies that Chaiiwala has. Furthermore, Chaiiwala has to tackle regulatory pressures within the UK due to the increased scrutiny throughout business processes.
Economic
The ongoing global recession due to the COVID-19 crisis has majorly affected the profitability of Chaiiwala and its sales as well as its business transactions. Consumers are hardly going in store to make purchases and the number of deliveries has increased. Chaiiwala should take advantage of this situation and create their own app through which consumers can pick up or have products delivered to them. In doing this, Chaiiwala still has to analyse the costs they will have to put towards paying staff for deliveries, purchasing vehicles for deliveries and buying suitable packaging and containers, for home delivery, for their foods and beverages. Furthermore, they will have to maintain profits without compromising their quality of products. 
Socio-cultural
One of the most significant socio-cultural challenges Chaiiwala faces is that their products are quite expensive for consumers of the lower class, though they have expanded their consumer base to the lower class rather than just the middle class and above. They should offer cheaper alternatives for consumers that may find the regular range expensive, without compromising the quality of their products. They could further offer a premium range for consumers who are looking for products of a higher quality, with a similar price tag. 
With the older generations eating out less often than Millenials and Generation X, Chaiiwala needs to be conscious of this and strategise accordingly. With the heavy focus Chaiiwala has on being ‘Instagram-able’ and presentable for pictures, Millenials and Generation X are the perfect consumers for their organisation. They are the main groups using social media regularly, therefore they will make up a large percentage of Chaiiwala’s consumer base for the next few years. 
Technological
To advance technologically, Chaiiwala could introduce mobile payments to make transactions easier for their customers, especially when the store is busy or customers are short on time. As well as this, Chaiiwala could introduce an app through which customers are able to make orders, deliveries and collections, as well as browse the menus and any offers or coupons available to use. On their app, they could also have a rewards scheme where customers can collect points when they make purchases, which can then be exchanged for foods and beverages. This will help Chaiiwala in growing a loyal customer base. 
Furthermore, introducing Wi-Fi capabilities to their stores would create an enhanced customer experience attracting more customers to eat in store. 
Legal
Chaiiwala must comply with the laws, rules and regulations within the UK as well as any countries that they may have business transactions with, as well as countries that they import materials and products from. 
Environmental 
Chaiiwala must ensure they are being as eco-friendly as possible to make sure they are keeping a reduced carbon footprint and to keep customers happy. They could do this by swapping out plastic utensils and packaging for wooden utensils and recyclable paper packaging. They must also reduce the amount of waste produced in store as well as the amount of water wasted. They must also strive to be as sustainable as possible by focusing on every aspect of the supply chain, and working with multiple local independent suppliers to give back to the communities they are working in. Chaiiwala could focus on finding more sustainable ways of powering their lighting and when building more stores in the future. 
Using PESTLE, it is clear that chaiiwala is able to keep their loyal customers and retain its customer base as they work in the food and beverage field, which is quite a stable external environment. Although, to a certain extent, consumers have decreased their consumption of products, food and beverages are something consumers cannot go without completely, therefore Chaiiwala is still receiving a reasonable amount of customers. 

[bookmark: _Toc57194011]Stakeholder’s analysis
Stakeholders are individuals or groups that are influential and have a stake in an organisation’s operations, holding great importance, therefore an organisation must focus on keeping them as happy as possible. However keeping all of the stakeholders satisfied is a difficult task as they will all have different interests and opinions in relation to organisational operations. Therefore, performing a stakeholder analysis is essential in making sure an organisation is always improving and being as successful as it can be.
There are two steps to performing a stakeholder analysis:
1. Determining the stakeholders
2. Grouping the potential stakeholders

1. Determining the stakeholders
· Customers – the customers pay for the products and services Chaiiwala produces and offers. 
· Shareholders – the shareholders have partial ownership of the organisation and can participate and benefit from the future growth of Chaiiwala
· Government – the government issues licenses, provides support and has rules, regulations and controls that Chaiiwala must adhere to at all times
· Employees – the employees work for the organisation, and carry out all actions and services that the business provides
· Management team – the management team, including the managers and operators, oversee the organisation and ensure everything runs smoothly, as well as making decisions for the organisation
· Suppliers -  the suppliers give Chaiiwala the materials and products they need for their organisation

2. Grouping the potential stakeholders 
This can be approached in two ways:
1. Categorising the stakeholders by the power they hold and the amount of interest they demonstrate
2. Categorising the stakeholders as players, subjects, setting setters and group

1. Power and interest
 Chaiiwala’s stakeholders include their shareholders, employees, management team (managers and operators), the government, suppliers and other special interest groups. Therefore they will map their stakeholders according to the amount of power and interest that they hold in organisational operations. 
[image: Stakeholder Analysis - Project Management Skills From MindTools.com]
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High power, high interest
These stakeholders, which include Chaiiwala’s shareholders and customers, hold a high amount of both power and interest and are the most influential and significant partners out of the four categories of this stakeholder analysis, therefore managing them is a tough yet important task. These partners need to be moulded in accordance with Chaiiwala’s visions and operations. If not managed properly, any actions this group takes can have a negative impact on Chaiiwala, even as far as going against the organisation. 
High power, low interest
These stakeholders, including the government, have a large impact on the organisation, therefore Chaiiwala must keep the satisfied with all the decisions made within the organisation. However as they have not demonstrated an adequate amount of interest in the organisation, Chaiiwala has the right to over-rule them if they go against something in align with the organisation. 
Low power, high interest
The stakeholders in this category are interested in matters related to the organisation, but hold little power, therefore Chaiiwala only needs to routinely educate and check in on them, to ensure they are not struggling with the task at hand. 
Low power, low interest
The stakeholders in this category hold little power and demonstrate little interest in the organisation, therefore Chaiiwala only needs to keep them updated occasionally and does not need to put much effort into keeping them satisfied. 
2. Players, subjects, setting setters and group
Players
The stakeholders that have high power and high interest fall into this category. Chaiiwala will need to team up effectively with these people and keep them pleased as they hold a great importance.
Subjects
The stakeholders that have low power and high interest fall into this category. Though they can make offers to the organisation, Chaiiwala is not always obliged to say yes or agree with their ideas and opinions. 
Setting setters
The stakeholders that have high power and low interest fall into this category. They have a large impact on the organisation and its operations, but demonstrate little interest, therefore Chaiiwala has the right to over-rule them if they go against the organisation and its operations. 
Group
The stakeholders that have low power and low interest fall into this category. Thought these stakeholders require a certain amount of continuous correspondence and occasional updates, Chaiiwala only needs to make them aware of certain things about the organisations decisions, specifically only those that will be affecting them. 

[bookmark: _Toc57194012]VRIO Analysis 
Valuable – a resource is considered valuable if it adds value by allowing the organisation to exploit and make the most of opportunities and defend themselves against threats and/or helps the organisation to increase the perceived customer value through a decreased price of the product. In Chaiiwala’s case, they use resources that are sustainable and buy from local communities to support them. This will increase that value of the resources they use are more valuable.
Rare – resources are considered rare when they can only be found and/or acquired by a few organisations or individuals. These rare resources can give an organisation a temporary competitive advantage, however when many organisations use the same resources, it can lead to competitive parity as no organisation can achieve superior performance. In Chaiiwala’s case, they work with local independent suppliers, whose products are unique and only carry a limited stock, meaning that Chaiiwala’s competitors will find it hard to access the same resources.
Imitation – a resource can either be directly imitated or an extremely similar product can be created by the organisation. If the organisation can’t imitate a product for a reasonable price, it can be very expensive, which they are willing to pay to have a competitive advantage. An organisation that has rare products that are expensive to imitate, they can have a competitive advantage as their competitors will not be able to sell the same products, meaning the organisation has something unique to offer to their consumers in the market. In Chaiiwala’s case, their products are rare and valuable, therefore its competitors will have to pay an unreasonable amount of money to imitate them. 
Organised Capture Value – an organisation can only gain advantages on resources if they organise their processes, systems, policies and organisational structure effectively. To fully see and realise its potential, organisations must make sure all areas of their organisation are given attention and support, as a change in one area can be detrimental holistically. Chaiiwala’s organisational structure, processes and systems all work together effectively to gain advantages from the resources they use. All areas and departments within Chaiiwala’s organisation are given equal attention to ensure that there is full transparency in decision-making, and any problems that do arise are solved quickly and effectively, leaving little to no damage. 

[bookmark: _Toc57194013]McKinsey’s 7S Framework
McKinsey’s 7S framework observes and examines seven key elements (divided into soft Ss and hard Ss) of an organisation to facilitate change and assist in implementing new strategies, achieving effectiveness and success within the organisation. All of the seven elements are interconnected, therefore when something changes in one area, changes must be made in all other areas of the organisation to achieve effectiveness. 
[image: The image shows McKinsey 7s model, where 7 organization elements are interconnected with each other.]
The seven elements are divided into two categories; ‘soft’ and ‘hard’. Soft elements are harder to manage than hard elements, however they form the foundation of the organisation and are more likely to help establish and sustain a competitive advantage. 
	Seven Elements

	Hard S
	Soft S

	Strategy
	Style

	Structure
	Staff

	Systems
	Skills

	
	Shared Values



Strategy – techniques developed by organisations in order for them to establish and sustain a competitive advantage in the market. Generally, an effective strategy is one that is sustainable and clear, supported by the organisation’s visions and values however it is difficult to identify whether a strategy works well with the other elements when it is analysed alone. Therefore, it needs to be looked at whether the strategy is aligned with all of the other elements. 
Structure - structure is representative of the organisation’s units and divisions and is the organisational chart or graph for the organisation. It is one of the easiest elements to identify and manage out of the seven, and one of the most obvious change mechanisms.
Systems – systems include the procedures, processes and methods of an organisation, revealing their day to day activities and the steps in their decision-making process. Systems are the areas in an organisation responsible for how business transactions are carried out and tasks are done, and should be the primary concern for managers and operators during change within the organisation. 
Style – style represents the way the organisation’s managers and operators manage the organisation and what operations are carried out to ensure the organisation has a sustainable competitive advantage in the market. 
Staff – this element is focused on the number and type of representatives and employees an organisation has, and in what areas and departments of the organisation they work in. The organisation is also concerned with how many more employees they need to employ, hoe employees will be trained (for different roles), how they will be assessed and what rewards will be given accordingly. 
Skills – skills are the abilities and capacities that the employees of the organisation display effectively and well. When making authoritative change, the organisation must examine and identify what required skills must be reinforced to ensure that the organisation’s new strategy will give them a competitive advantage. 
Shared Values – shared values are at the centre of McKinsey’s 7S framework, building the foundation of the organisation and hold great importance as they are the organisation’s standards that guide employees when making decisions and carrying out operations and guide employee conduct. 

[bookmark: _Toc57194014]SAFe Analysis
Suitability – probably the most important factor of the SAFe analysis model, suitability is vital to whether or not a strategy will be successful once applied to the organisation. It assesses how much a proposed framework fits the condition perceived in the key assessment, and how it could improve the organisation’s strategy. Suitability is assessed against a list of different criteria which is specific to the organisation, such as expectation suitability, environmental suitability and capability suitability. 
Acceptability – the acceptability of the SAFe analysis model focuses on the measure of the risk, return and the reactions of the stakeholders based on what the particular strategy is. The risk element of the strategy considers whether there will be any financial impacts of the strategy to the organisation and how probable the failure of the strategy is. The impact on liquidity and the reaction from the stakeholders can be a strong indication of how acceptable a strategy is. Returns focus on the financial benefits the organisation expects to receive back from the strategy, and the benefits the stakeholders expect to see from the strategy. Assessment of the strategy will continue throughout its execution. Accomplice mapping is a vital and hugely beneficial system for testing the acceptability of a strategy. 
 (
Strategic options
Identifies the possibilities for improvement and development. 
) (
Strategic analysis
Identifies the organisation’s circumstances 
)Feasibility – the feasibility of the strategy is whether the organisation will execute and implement the strategy successfully. Financial feasibility can be assessed by performing and analysing cash-flows and financial tests such as a break-even analysis. Important things to consider are whether the organisation has enough management power, equipment and materials to successfully implement their strategy. Furthermore, the organisation needs to consider whether they have the organisational structure and market to execute the strategy effectively. Simplified, what needs to be assessed for feasibility is: management, machinery, manpower, money, make-up and materials.  

	

 (
Assessment of suitability
Strategic logic
Cultural fit
Research evidence 
)



 (
Screening options
)

 (
Acceptability and Feasibility 
Return 
Risk
Stakeholder expectations
 Feasibility 
)




 (
Selection of strategies 
)

	
Chaiiwala
	Strategy A
	Strategy B

	
	Product development – product development can be done by improving Chaiiwala’s current products, using valuable and rare resources and advanced technology, making them hard to imitate. This strategy can be successful as they are further exploring the area of research and development as well as the expectations that Chaiiwala’s consumers and stakeholders hold. Therefore, products can be developed according to what best suits the needs and wants f the consumers. 
	Market development – Chaiiwala can utilise market development to expose itself to new opportunities, such as expanding into developing markets, forming partnerships and alliances with other organisations and strengthening their online channels. This strategy would be successful in leading to the overall growth of Chaiiwala and is useful in attaining stability for the organisation. 



	SAFe Analysis
	Strategy A (1-10)
	Strategy B (1-10)

	Suitability
	7
	9

	Acceptability
	5
	9

	Feasibility
	8
	7

	Total
	20
	25



After analysing the SAFe analysis results, the market development strategy is more likely to be successful for Chaiiwala, taking into account the current situation of the organisation. Chaiiwala can apply this strategy by opening new stores and franchising in developing countries such as China and parts of Africa to attain more market share as well as forming alliances and partnerships with other organisations to provide unique services. Furthermore Chaiiwala should consider strengthening their online channels, especially because of the COVID-19 situation and how it has affected in-store purchases compared to online purchases. 
[bookmark: _Toc57194015]Findings 
After implementing and analysing a variety of different analysis techniques and tools, it is found that all techniques hold a certain level of significance and wellbeing to the overall analysis of an organisation’s strategy. Chaiiwala has succeeded as it has implemented the techniques mentioned above. Furthermore, it is found and proven that PESTLE analysis was the best solution for the problems that Chaiiwala faced. It provided a detailed yet easily understandable analysis of all the changes Chaiiwala had to go through in an external environment, both on a micro and macro level. For internal analysis, SWOT analysis proved to be the most effective for Chaiiwala. It easily identified  Chaiiwala’s strengths and weaknesses, as well as providing insight into potential opportunities they have to give them a competitive advantage. Furthermore, it explored the possible threats they would face, such as similar organisations opening and how they could end up being more successful than Chaiiwala if Chaiiwala hadn’t changed their strategy. 
[bookmark: _Toc57194016]Conclusion
To conclude, the analysis techniques mentioned and used above are analytic standards that can be utilised by all organisations to aid in a better understanding of the organisations strengths, weaknesses, opportunities, factors that affect their success and how they can man make changes to improve, considering their situations. Internal and external environmental scanning, SWOT, PESTLE, VRIO and SAFe analysis, as well as stakeholder mapping are all included. All of these techniques hold significance to the overall improvement and success of the organisation, therefore they are often used by many different organisations. 
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