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Executive Summary:
This report is about the strategic analysis of Glorious Foods Ltd, a Private limited company operating in the fast food retail industry as a “Mobile kitchen” and located in the Brixton market in South-east London.
The first part of the report analyses the company’s environment, both external and internal.
The second part identifies the unique resources and core competences of the company and links that with the key success factors of the industry.
Finally, the report recommends some strategic options for growth for the company. 


Introduction:
My company for this report, Glorious Foods Ltd (GF Ltd) operates as a mobile kitchen serving predominantly African and Caribbean dishes and some other fast food preparations like chips, pies and snacks.
The company, which began as a sole trader enterprise some five years ago was incorporated in 2016.
It currently has a permanent staff of three besides the Managing Proprietress, and a pool of standby employees who are called when the need arises. The company operates in Brixton Market, one of the busiest and very popular commercial locations in the South-east of London.
Our products, as already stated, are mostly African and Caribbean dishes including “jollof rice” “Waakye” “Dodo” “Jerk Chicken” “Beans Soup” “Amala” “Egusi Soup” “Tilapia” Fried Yam slices, potatoes, and “Eba”.
Snacks include cakes, pies (“patty”), scones, vegetables and drinks.
In addition to our normal Monday to Saturday week activities we also accept one-off contracts to prepare meals and refreshments for social occasions like weddings, out-doorings, birthdays, and funeral ceremonies.
In the last couple of years Glorious Foods Ltd has made a name for itself in the African and Caribbean communities as one of the best and reliable private providers of fast foods and meals in most parts of London.
Net sales for the past three financial years have seen a steady growth of more than ten per centum per annum. Revenues hit a high of £67500 in the year ended 31st March 2017.
Within the same period the company has expanded both in operations and market coverage with the introduction of specially formulated dishes which are unique to GF Ltd and serving extended areas of Camberwell, Streatham, and parts of Clapham.
[bookmark: _Hlk523624232]
The General Fast Food Retail Industry Environment:
GF Ltd operates in the UK fast foods industry, one of the largest sectors of the UK economy.  .
The sector can be analysed under three main categories.
Restaurants where customers are served. These are high class restaurants with pre-booking options and reservations. Their offerings are regarded as being of higher quality and prices than other categories, and their target market is usually certain class of clients (eg white-collar and pink-collar workers). Among restaurants in this category are Kata Kata and the Nanban restaurants.
Self-service restaurants with take-away options who serve ordinary to low quality fast foods. These include companies like McDonalds, Nando’s, Burger King and KFCs, Chinese and Indian, African and Caribbean restaurants
The third category are the free-standing sheds and kiosks, and mobile food sellers. Their customers buy and take away or eat while standing near the stalls. 
The three main hubs for eating in Brixton are the Brixton Market, the Brixton Village, and the Pop Brixton.
In the last five to eight years Brixton has been going through a re-generation program which has resulted in many businesses springing up and this has created a growing market for the fast food industry. In addition, according to forecasts by the Institute of Grocery Distribution (IGD) (2018), the food-to-go sector in the UK is projected to be worth approximately 23 billion pounds by the year 2022.













The External Environment of Glorious Foods Ltd:
For a business to survive and stay compliant and also exploit the various business opportunities available while minimising threats to its existence, it must be very conversant with the various elements of its external environment.
This environment has been examined using PESTEL.
The Political environment:
The political environment of GF Ltd was analysed to determine the extent to which government influences on the fast food industry has impacted the operations of GF Ltd. The fast food market is very dynamic and highly regulated. Companies operate under government laws and local bye-laws and regulations. In the past decade or so various laws concerning food safety and importation of inputs for the preparation of food for sale to the public have been enacted or proposed. Among these are: 
EU Regulation (EC) No. 178/2002. This regulation established the European Food Safety Authority which deals with matters of food safety.
Trade policies affect inputs and outputs. The ingredients used in the preparation of most African and Caribbean foods are imported from outside the EU. These attract higher tariffs and are subjected to very stringent health checks. An example of this is vegetable oils which form part of the ingredients in most African dishes. Palm nut oil imports are virtually banned because it is regarded as a potential source of cholesterol. 
Public health issues continue to dog the industry with obesity and other health concerns being discussed and monitored on regular basis. In November 2017 Mayor of London proposes a total ban on the establishment of new fast food businesses within 400 metres walking distance of schools. (Mayor of London 2017; 257);  
Most fast food products are sold in plastic containers or wrappers. This has also become an issue with environmental concerns about pollution since plastics are non-degradable.

Economic environment:
The economic environment is very relevant to GF Ltd Economic factors determine the performance of an economy and directly impact on businesses’ performance. Examples are the corporation tax and VAT rates the government imposes. Food normally does not attract VAT but the service attached to the provision does, and current UK rules differentiate between cold and hot fast food. Food served hot attracts VAT so most of GF Ltd meals as well as one-off contracts to provide meals and other items at weddings and other ceremonies would attract VAT. 
Also, inflation rate impacts on GF Ltd input costs and their prices as well as the purchasing power of its customers and the domino effects of demand and supply levels.
 Food, being an essential commodity, it becomes a problem if people do not have enough money to spend on it. 
Currently, inflation is adversely affecting purchasing power and consumption.
 Most of the customers of GF Ltd are, however, in the 20% tax rate band with a tax-free income of over eleven thousand pounds which makes their conditions a little bit bearable
Interest rates are low which augurs well for loans to expand the business.
However, with most of GF Ltd’s inputs being imported from Africa and Europe a weak pound will continue to affect input costs and total production cost.
Socio-Cultural environment:
Perhaps the most important external environmental factor that has a great impact on the fortunes of GF Ltd is the socio-cultural factor. These factors determine cultural trends, demographics, and buying behaviours.
London is such a multi-cultural hub of a city; and Brixton is of no exception. The demographic landscape of Brixton is so diverse that companies have the opportunity to engage in several businesses at the same time, especially in the food retail sector.
However, in the last six to eight years there has been a remarkable transformation of the area which if there is no halt would soon turn the area into an all-white suburb.
An article in the guardian newspaper of January 2016 concluded that the area has seen a dramatic surge in white population. In addition, there has been a hike in rental property for both residential and commercial purposes.
These have had huge implications for businesses like GF Ltd
As a vendor of traditional African foods, the company relies mostly on the African, Caribbean and other ethnic minority population living there as well as those who come to shop in the Brixton area. A change in the population composition will have an effect on its business.
Another socio-cultural factor is changes in consumer taste.
Consumers have become more health-conscious and mindful of what they eat, especially fatty and sugary food due to concerns about obesity and diabetes. This has resulted in companies like GF Ltd reconstituting their traditional recipes to match consumer taste and health concerns.
Technological environment:
Changes and advancements in technology are affecting fast food production and delivery. Production processes are now very much automated and fast which has enabled fast food sellers like GF Ltd to serve freshly prepared food and dishes all day long.  Telephone orders and delivery by self-employed deliverers means the businesses can also serve people in their homes, and in a much larger catchment area.
Social media is used to market products in very many ways that not only reduces advertising costs but has also made it creative and interesting.
Environmental environment:
Green issues, pollution and concern for welfare of animals have affected food producers. Sourcing of inputs and waste disposal has assumed new dimensions making it harder for businesses to cope.
GF Ltd has also taken these issues seriously and devised means and policies to accommodate them.
With food packaging being part and parcel of the fast food trade businesses are developing new and better packaging methods for wrapping and delivery of take-aways. The use of paper plate and wooden cutlery by GF Ltd is a classical example of proactive decision
Legal environment:
 Another external environmental factor that the businesses need to consider. Labour, consumer, and health and safety laws and requirements mean businesses have to be concerned and comply.
The fast food industry is not known for their magnanimity with pay and therefore have a high turnover rate. Illegal workers also manage to get employed in the industry. GF Ltd takes every step to ensure compliance with these laws and requirements because penalty for non-compliance can result in dire consequences. For example the pool of staff that it calls upon are recruited from the local job centre where they are appropriately vetted to ensure they have the right to work and any qualification they claim to possess are verified.
The external environment is very crucial to all businesses because they offer opportunities for the achievement of objectives but can also pose threats to existence and survival.
Businesses have no control over these factors hence they have to be constantly monitoring them to avoid being caught off-guard. GF Ltd has so far been very successful with the analyzing, monitoring and exploiting its external environment which are the responsibility of a company of chartered accountants employed on a retainership basis by GF Ltd.






The Internal Environment of GF Ltd:
Having examined the external environment of Glorious Food Ltd and identified certain important factors that impact on its business I turned to the internal circumstances that affect the business.
The internal analysis enabled GF Ltd to match its resources and capabilities against the opportunities and threats in the external environment.
The internal environment of GF Ltd comprises all the elements that are endogenous to it, and which can be influenced to a large extent, and controlled.
Even though there are several analytical tools for conducting the activity including The Resource based View (RBV), The Value Chain Analysis, and The SWOT, I decided to use the SWOT for this purpose because it is easier to link the results of the internal analysis with the external environmental scanning. The internal context of GF Ltd has numerous implications for the company’s strategy. According to Henry (2011), a firm’s internal strengths and weaknesses are best determined from the evaluation of its capabilities and resources.
SWOT ANALYSIS OF GLORIOUS FOODS LTD:
SWOT is a four-dimensional tool that examines the business’ resources and capabilities and classifying them as either a strength or weakness, and juxtaposing these with the market and business opportunities and the hindrances to a successful exploitation of the opportunities. These are termed Opportunities and Threats.
Strengths:
GF Ltd is a small foodservice operator compared to other established brands, but the uniqueness of its offering is a significant advantage. As noted, consumer tastes are ever-changing. In the broader fast-food industry, the market is tremendous, and retailers have to understand the various consumer tastes. The company’s focus on regional cuisines, healthy dishes such as soups and salads offers is a competitive advantage because it is possible to capture the demographic that prefer such foods.  The use of mobile kitchens also means low cost of operation as compared to physical outlets, which translates to high profitability. Most importantly, the mobile food service can go to different places within urban areas to serve many customers. This maneuverability also means more brand recognition.
1. High quality products
GF Ltd has gradually acquired a reputation in the Brixton fast food market as a provider of high quality, healthy and affordable meals. This has been enhanced by the methods and processes it uses to prepare the meals. Also, GF Ltd uses fresh inputs and a unique recipe that goes down well with health-conscious customers.


2. Business Model
The GF Ltd mobile kitchen model is also a unique one that has not yet been taken up by many other businesses in the area. Most fast food providers in Brixton are either restaurants or stalls that operate from fixed locations. The ability to position itself right in the centre of its target market has enabled it to serve customers at their “door-step”. 

3. High-calibre and dedicated Staff, and experienced manager/proprietress
GF Ltd’s small staffs are well trained and efficient in their work. They always look smart in their “designer wear” uniform. Their interaction with the customers is excellent.

4. Management
The proprietress has vast experience in the fast food business (acquired as a young woman from her parents who operated a similar business in Nigeria) combined with an excellent people management approach which endears her to the staff and customers 

5. Pricing and other marketing strategies
        The company has developed an innovative marketing strategy that has enabled it to achieve and   sustain competitive advantage over its rivals. An example is its pricing that although akin to price discrimination has been so effective in ensuring all customers get their satisfaction. First time customers are served a relatively greater quantity for the same price as old customers. Middle class looking customers get their meals well packaged and better decorated. There are no fixed prices for most of the meals which allows for price discrimination. (Cheaper at off-peak, or after lunch hours).
       5. Equipment and Facilities
            GF Ltd has modern and new equipment and facilities that enable it to operate without breakdowns.
Weaknesses:
The use of a mobile kitchen means limited space both for the staff and the stock that can be carried at once. The implication of this is disruption of services when serving many customers at once, which can be inconveniencing. The vehicles can also break down and disrupt the food service operations. The company can overcome this by introducing more vehicles and physical outlets. The physical outlets can introduce drive-thru to serve customers quickly and conveniently. The market share of the company is also small because of the low popularity and size, which means that GF Ltd needs to invest in marketing. 
 1. Small number of staff:
    The number of staff that the business uses does not allow it to serve a large number of customers as it would have expected. This eventually results in loss of custom as some customers are not able to wait on end to be served. Stand-by staff are only available if informed at least 12 hours before start time.
2. Variety of meals:
 The size of the business restricts the variety of the meals that can be served on any particular day. This means a customer segments like vegetarians or kids are not provided for as much as expected.
3. Lack of Finance:
 Lack of finance to modernize and expand the business means growth is restricted to internal finance where only the profits are reinvested to expand the business. This lack of finance also restricts the ability to train, incentivize and pay staff higher wages to keep the best of them. Staff turnover is relatively high in the industry
4 Management structure:
  The organizational structure for the business is too simple with only the proprietress and the skeleton staff. This poses a real threat to survival because anytime the manager is unable to work the business will be unable to operate as efficiently as expected.

Opportunities:
There are tremendous growth prospects in the foodservice sector such as the food-to-go market. GF Ltd can leverage these opportunities by exploring more profitable niches such as regional-specific dishes. In addition, taking consumer tastes into account, the menus can be adjusted to incorporate drinks such as coffee, tea, and other healthy beverages. GF Ltd can also take advantage of advanced technology to improve food preparation, service, payments, and ordering. In line with this, social marketing would be a good marketing strategy to create more awareness. Against the backdrop of the strengths and weaknesses of GF Ltd I looked at the opportunities that the business can exploit and the hindrances that will be encountered and have to be addressed
1. Growing Market:
For nearly ten years now Brixton has been undergoing a steady growth in working population which has attracted a host of new businesses. This has the potential for good business for food vendors and GF Ltd has taken advantage. However, there are still vast arrays of options for expansion. 
2. Opportunities for growth In the Fast food industry. The diversity in the demography offers the chance to introduce new and varied products; Growing demand for Vegetarian and other health-conscious meals also means room for expansion.
Opportunities for delivery service for GF Ltd (eg Deliveroo). This means a wider catchment area beyond Brixton Market.
Opportunity to convert to fully-fledged restaurant. The Brixton regeneration program has created more commercial stalls for prospective businesses and GF Ltd can decide to diverse into the full restaurant business, or add a branch for that in Brixton.

Threats:
The fast food industry in the UK is competitive. The presence of renowned local and international businesses in addition to the free market entry means that growth and profitability prospects are threatened. Global brands also make substantial investments because of their financial and marketing strength, and these are a threat to small businesses. The market also seems like it is approaching saturation because of the numerous franchises and independent outlets offering the same foods. GF Ltd should counter this competition by providing superior and unique meals. Uncertainties surrounding retail food services also pose a big risk to the company and the entire fast food industry. Big companies can overcome this because of economies of scale. Also, the trend is nothing new to them as they have experience in the sector. However, the risk of fluctuating commodity prices especially raw food and fuel can impact GF’s financial performance adversely. The company can deal with this challenge by streamlining operations to minimize costs. 

1. Concern for proliferation of the fast food industry with poor quality food could lead to more stringent government control of the industry through the enactment of more laws by government on products and practices in the industry. The restriction on the establishment of new fast food businesses within walking distances of schools can be a real threat to expansion.

2. Brexit: There is the real apprehension that the UK’s departure from The EU could result in GF Ltd losing business as customer numbers may reduce. Besides input costs could go up resulting in the increase in production costs.


3.  Competition: The Mobile kitchen business model can be easily copied and if the fixed stall providers find their businesses going down they could adopt the GF Ltd model. 




GF Ltd: SWOT Matrix:
Below diagram analyses how GF Ltd can use its Strengths for competitive advantage and to counter threats.



	   
	
	

	
	

OPPORTUNITIES

	THREATS

	     STRENGTHS
	Growing Market
The diversity in the demography
Opportunities for delivery service
Opportunity to convert to fully-fledged restaurant
	Concern for proliferation 
BREXIT
Competition

	A reputation for quality food
Unique Business Model
High-calibre and dedicated Staff
Pricing and other marketing strategies
Management




	Exploiting Opportunities 
Create new and innovative dishes as USPs which will serve different segments of the market and can attract premium prices.
Consider franchising as a form of strategic option to increase income
Consider operating more mobile kitchens to increase market coverage 
	Minimising Threats
Develop high quality alternative meals to attract different customers
Train staff to be more dedicated and efficient than those of competitors.
Consider extending geographic area to cover suburbs beyond Camberwell, Streatham and Clapham. 
Consider alternative sources of inputs beyond BREXIT




	

  WEAKNESSES

	Minimising weaknesses to take advantage of opportunities
	 Minimise weaknesses to avoid threats

	Small number of staff
Variety of meals
Lack of Finance
Management structure
	Employ more staff to take advantage of growing market
Increase variety of meals


	Employ and train more staff
Consider introducing other varieties of meals that will attract other ethnic groups and social classes when BREXIT takes effect
Train some of the staff in preparation for a possible management succession plan 





Figure 6.1
Source: Mind Tools Ltd, 2006-2015
Defining the Key Success Factors in the Fast Food Industry:
For a business to survive and grow in the fast food industry it needs to be able to perform certain activities at a certain level.
One of these is the choice of location. Fast food customers look for convenience and predictability siting your business where they can reach you easily as GF Ltd has done is an example. Predictability is achieved through consistent quality of products or branding.
With GF Ltd’s reputation they are able to compete. Another factor is speed. Fast food customers are always “on the move” and cannot wait in queues on end. Some of GF Ltd’s dishes are pre-packed and only require heating, while others are served in standard containers making it easy to know what quantity is being served at any time. ). Ability to attract customers with special dishes is one of GF Ltd’s strengths. Variety of products is also essential for survival as customers change their preferences very easily.
Perhaps the most important KSF of the industry is efficiency. Margins are notoriously low in the industry and the ability to produce at the lowest costs while maintaining quality is very essential. Higher prices will drive customers away. GF Ltd sells at very low prices but achieves greater sales volume.





How GF Ltd Links its Resources to Competences to Achieve and Sustains Competitive Advantage:
Glorious Foods Ltd is one of the leading fast food retailers in the Brixton Market because of their ability to maintain a high quality of standard while charging very low and affordable prices.  According to Nijssen and Frambach (2001), it is important to identify and define customer value in the particular within which a business operates
This has been achieved by effectively utilizing its resources to maximum efficiency.
GF Ltd’s ability to achieve and sustain competitive advantage was analysed using the theory of Resource Based View, a management tool for used for evaluating a firm’s strategic resources with the view to creating and implementing strategies to achieve and sustain competitive advantage.
According to Rumelt et al an organization is a bundle of resources. These resources include management skills, organizational processes and routines, information and knowledge it controls which helps the organization to choose and implement those strategies that enable it to achieve superior performance. (Rumelt, 1984)
A resource is defined as “anything which could be thought of as a strength or weakness of a given firm”. By this we mean a firm's resources at a given time could be defined as those (tangible and intangible) assets which are tied semi-permanently to the firm (Caves, 1980). 
For a resource to help an organization attain the required superior performance it must pass the VRIN characteristics test, that is, it must have the attributes of being valuable, rare, imperfectly imitable, and imperfectly substitutable.
GF Ltd possesses resources that answer to these attributes.
The special knowledge of the fast food trade, the unique processes of their operations, the special ingredients used, and the exceptional abilities of the staff are all prerequisites for creating and sustaining competitive advantage when appropriately linked with their core competences.


Competences:
 Competences are characteristics that an organization must possess in order to be able to compete in the market place. Competences and resources combine to form the capabilities of the company. 
According to Hamel and Prahalad competences can be baseline or core. Core competences, they describe as a bundle of skills and technologies. They contend that for competences to be regarded as “core”, they must meet three tests which are:
 Customer value;
 Competitor differentiation; and
 Extendibility.
Both the management and staff of GF Ltd display an amazing ability or competences that enable them to use the resources at their disposal to the most effective and efficient level.
For example, it was found that the special knowledge about fast food business that the proprietress acquired while working with the parents was being put to excellent use to produce dishes that are unique to GF Ltd. In addition, most of the basic ingredients used by GF Ltd are sourced from local vendors and in quantities that make the inventory management follow the Just-in-time principle. There are hardly any inventories of inputs or outputs at the end of each working day.
In addition GF Ltd’s ability to place itself at the centre of the different market segments at different times enables it to engage in price discrimination by charging the lowest price at off-peak periods in the lower end of the market and then switching to higher prices at the up-market at peak periods. Mobility becomes a source of competitive advantage.
Sustaining Competitive Advantage:
Sustainable competitive advantage stems from a company’s capabilities of strategic resources and core competences which enable the company to achieve and sustain competitive advantage.
Capabilities needed to sustain competitive advantage for a company like GF Ltd to continue to stay ahead of the competition it realized that its strategic capabilities must pass a certain test which is that:
Its strategic capabilities must be of value to the customers. Being distinct alone is not enough! They must be what the customer values in terms of product or service.
Secondly, the strategic capabilities must be rare. In order to outperform the competition GF Ltd must have resources and competences that are unique or rare.
Finally, strategic capabilities must be robust enough to be inimitable. Specifically, physical resources must not only be hard to imitate but also hard to organize and deploy.
Assessing the Sustainability of GF Ltd’s Competitive Advantage: Benchmarking:
The concept of competitive advantage is a dynamic phenomenon which requires that the company review and evaluate it continually to assess its validity and currency. 
GF Ltd uses benchmarking to assess its position in the market and the manner in which its activities and functions are performed compared with industry norms and “best practices”, taking into account costs and effectiveness.
Among the best-known companies in the fast food business in the Brixton area are the established franchisee McDonalds, The Burger Kings, the KFCs and a host of individual stalls and kiosks that operate. Their activities directly affect the fortunes and performance of GF Ltd.
In very simple terms, GF Ltd tries to find out about competitor information and compare with what it does in the following areas:
· The prices they charge for similar meals and dishes and other services;
· The best practices and materials for packaging and serving the meals;
· Level and quality of customer care or service; 
· Compliance with regulations;
· Wages for staff;
· How costs of inputs are lowered or managed.
This activity, though very useful entailed some difficulties and ethical dimensions which GF Ltd had to deal with. Specifically, how to obtain the necessary information which is valid and credible, and without compromising sensitive competitor data,
The result of the benchmarking enabled GF Ltd to further improve upon its activities and strengthen their position in the market.
There were efforts to find new suppliers for certain inputs and the company registered with the Nationwide Caterers Association (NCAA), a private company that trains and helps caterers improve on their food hygiene and stay compliant.

Strategic Options and Choices for Growth
Having analysed the environment and examined the means by which the company has been operating this report now looks at the options available for growth. 
[bookmark: _Hlk523649142]As a small private company, the option that has been deemed appropriate for GF Ltd for growth opportunities can be found in Ansoff’s Growth Vector Matrix
Igor Ansoff devised this tool to help executives formulate simple growth matrices. In his work (written in 1957) Ansoff proposed that product marketing strategy was a combination of four growth areas which he termed: market penetration, market development, product development, and diversification.









The matrix is illustrated below:

                                                                               
 Products
                                                        Existing                          New
Market penetration      Product development
 Strategy                          Strategy
Market development     Diversification
Strategy                               Strategy                                 

                           Existing
Market     
                               New

Figure 10.1: Ansoff’s Growth Vector Matrix

Ansoff defined the four options as follows:
Market penetration: aggressively marketing your existing product to the same customers or market. This strategy is relevant for a firm that is already in operation with an existing product and wants to penetrate the existing markets. According to Doyle (2007), market penetration is a low risk strategy which only requires more marketing, sales campaigns, and advertisements. The outcomes of using this strategy include increased sales to existing customers and even new customers. For GF Ltd, this strategy is recommendable for the company to expand in the Brixton area and serve more people with African dishes. For this reason, for a model based on mobile kitchens, the business may need to acquire more trucks or vans to serve more people or increase the frequency of the vehicles plying certain routes. This will also mean that a physical store would be fundamental to create a central point for food or stock. Doyle (2007) also notes that intensive customer research is key when utilizing this strategy. It would be recommended for GF Ltd to seek aggressive methods of building marketing share as seen above to win customers from the competing businesses in the existing market in the fast food industry. The implication is that organizations have to invest in customer research to understand the tastes and preferences of consumers, and the potential niches for increased profitability (Sipahi, 2010). As noted, the business structure may need to change to accommodate these strategies. 

This strategy is used when a company has a product or products that are known in the market and there is some amount of competition.
With this strategy GF Ltd will try to sell more of its current products in the same market. As the market is still expanding at a fast rate this is a good choice
Citing Kotler’s suggestion that market penetration requires aggressive marketing we can identify 
Three ways through which GF Ltd can be successful.

1. Persuade existing customers to buy more of the products (i.e. increasing total market demand)
2. Persuade individuals who have not bought the product before to start buying and consuming it. (Through adverts, free sampling, to increase sales demand).
3. Persuade individuals to switch from buying the products of competitors. GF Ltd will know there is a risk of retaliation from rivals. 
 
Market development: taking your existing products to new market or new customers.
This involves introducing existing products to new markets. Markets may be geographical or through segmentation and targeting. (Offering slightly differentiated versions of existing product, or extending distribution channels. utilizing this strategy means that a firm targets new markets with existing products and services. In this case, the risk is considerable because the approach seeks out new areas or market sectors that are not fully developed. As seen, the market for food-to-go is considerable in the UK. At the same time, the growing popularity of health conscious meals also means that there is potential niche for existing and new business. Targeting new areas especially those that are not price conscious is recommended for GF Ltd. Since the company operates a mobile kitchen, seeking out new market areas could also mean increasing the number of trucks designated for different sections of the city or cities. However, for a company that targeted the cultural cluster in Brixton, it would be a challenge to enter new markets serving predominantly a regional cuisine. For this reason, GF’s value proposition should be strong in such a way that it communicates to other customers the picture of what the brand has to offer. In this regard, selling the health aspect especially in terms of whole organic foods is recommendable. 

Product development: According to Garcia (2014), it is important for a firm to understand and identify the types of products and services consumers want and need in the form of new offerings. Doyle (2010) points out that this growth strategy is more convenient for businesses that already have a good share of the existing market, which means that the introduction of new products or services is for the purposes of expansion. For GF Ltd, the process of developing new products is risky and costly because it will entail producing and marketing entirely new products or services. For the food service industry, this may involve adding new dishes or drinks in the menu, new combinations, or a related service. Garcia (2014) mentions that the process of new product development is related to innovation and corporate strategy. Essentially, it is the corporate strategy that lays out the guidelines and direction of innovative practices to give room for the generation of new ideas, discoveries, and inventions. The outcomes of innovation then determine what new products can be developed and when they should be implemented to meet the goals and objectives of the company (Garcia, 2014). Innovation is inevitable in the food service industry because of the stiff competition and the ever-changing consumer needs. For GF Ltd, innovation will have to draw from the company’s existing core competencies such as quality food preparation and a health focus. Tapping into the existing areas of expertise and past success in relation to the opportunities in the UK fast food market would be a productive approach to new product development. At the same time, it is important for the company to consider the strengths and weaknesses of the competing food service operators in the market to determine the expectation in the industry (Sipahi, 2010). For GF Ltd, new products should be accompanied by improved service delivery because customers are not only concerned about the food but also speed and convenience. This strategy will be appropriate for GF Ltd if only it has developed a very strong brand name; it has an effective R&D facility and capability. Also product development can be appropriate if it is to exploit technological developments, or to as a response to changing customer preferences.
Diversification: introducing new products in new markets.
According to Kenny (2009), this growth strategy entails a completely new product introduced in new market areas. Doyle (2010) argues that diversification is a high-risk strategic approach because it takes companies into new market areas and product development cycles they in which they have little or no experience. Acquisitions and mergers may be the recommended approaches to the strategy for a company to take advantage of existing distribution and marketing channels. In the case of food service and the wider restaurant industry, there are numerous sectors in which businesses can diversify to increase their competitiveness. GF Ltd should explore opportunities such as branded fast casual restaurants outside the Brixton area to develop a chain of outlets serving different dishes to customers or different backgrounds other than the multicultural segment. 

There are two versions of this strategy:
Concentric diversification; where the new product or market is related in some way (eg using same machines or technology) to the existing products;
Conglomerate diversification in which there is no connection at all with existing products
Diversification is normally achieved through acquisitions.

Our first observation about these combinations is that as the choices move away from the origin they get riskier. Therefore, market development is riskier than market penetration; product development is riskier than market development; and diversification is the riskiest of the four.
It must also be noted that whichever option is selected GF Ltd will also have to decide on the means of growth. Will it be organic or through acquisition?
In order to select the most appropriate option for GF Ltd I will have to subject each option to the “SFA” test.
Will the option be Suitable to GF Ltd and its circumstances?
Will the option be Feasible in terms of resources and other capabilities?
Will the option be Acceptable to the various stakeholders of GF Ltd?
From the analysis above it is obvious that GF Ltd will be most comfortable with the first option which is the market penetration.
Suitability:
This option will be suitable to GF Ltd
Suitability is probably the most important of the variables in the SFA strategy model. Will the choice do what is intended to do.
Assessing suitability can be on various criteria including environmental, stakeholder expectation, and strategic capabilities.
Questions that can be addressed include: the efficient application of the strengths of GF Ltd, or the effective minimization of weaknesses, and congruence with overall business goals and objectives.
Feasibility:
Feasibility is the most crucial of the three tests of the SFA strategy model as it determines whether the business has capabilities in terms of resources and competences to actually implement the chosen option GF Ltd would have to do some quantitative analysis by forecasting and analyzing cash-flows and performing a break-even analysis.
Finally, it will have to assess the resource requirements in terms of machinery, management skills, human resources, material inputs, money, organization, and the market.

Acceptability:
Acceptability pertains to the risk and return aspects of the chosen strategy, and the reaction of the various stakeholders.
GF Ltd will have to determine whether the benefits of the strategy will be greater than the costs. Returns are usually measured based on the benefits the various stakeholders expect so it will not be only financial but also others like economic and social returns.
In terms of risk, the probability of any strategy failing, and the resultant financial losses, brand and corporate image damage should also be assessed.

Justification for the Choice:
Market penetration has been selected as the strategy for growth based on the results of the analysis of the various options as they relate to GF Ltd in terms of resource availability, competences, organizational goals and objectives. With its strong reputation for quality and good service, a small innovation can persuade existing customers to buy more or pay a little higher for product. Also persuading individuals to switch will not be difficult if free samples are given out through an effective sales promotion strategy.
Of the other three options GF Ltd is not likely to achieve much success.
Market development is less attractive because the current market is still growing and far from saturation. In addition, venturing into a new market entails additional competition and other promotional efforts.
Product development requires lots of research and finance. As a small company this will be difficult to achieve. Besides new products have a very high failure rate and can be very costly.
Diversification is very risky even where the new products are related in some way. Growth through acquisition is not a company option for GF Ltd presently. 


Recommendation:  How GF Ltd will Compete in the market to achieve and sustain Competitive Advantage:
The final section of the part of the report deals with a recommendation on how GF Ltd can compete to achieve and sustain competitive advantage with its chosen strategic option
There are three basic options that Porter identified as means of competing to achieve and sustain competitive advantage. These are: 
a) Cost Leadership
b) Differentiation
c) Focus
He expanded focus further into two parts; Cost Focus, and Differentiation Focus.
These are shown below
[image: Porter's Generic Strategies Diagram]
Figure 12.1: Porter’s Generic Strategies
Any of these options are appropriate and relevant to GF Ltd because most of the key success factors in the fast food industry can be traced to at least one of these options
Research reports by various organizations and consultants have identified certain trends and characteristics which help confirm the KSFs.



Competing on the basis of Lowest Cost:
Porter asserted that to achieve sustainable competitive advantage a firm must offer a set of benefits or “value proposition” to customers. This set of benefits must be different from those of competitors.
Operational effectiveness or doing things better that rivals results in lower costs and lowest selling prices (cost leadership).
Strategic positioning is doing things differently from competitors resulting in the ability to offer something unique to customers (differentiation) who will be prepared to pay a higher price.
For GF Ltd to operate a successful cost leadership strategy, it must satisfy certain conditions which include:
1.  The operation of excellent systems of cost control, and continual further cost reduction strategies;
2.  Must be a large enough producer to take advantage of economies of scale;
3.  Must operate a near “no-frills” strategy.
Competing on the basis of Differentiation:
Differentiation strategy entails making one’s products different from rival products in a way that customers can identify easily. The assumption is that customers will be prepared to pay a higher price for the product because they value the different features.
To deliver better and or more suitable products than rivals require investment and innovation.
Differentiation can be through:
Better performance due to technological advancement, or radical performance advantage, more attractive design or better taste, or more suitable for purpose than rival products.
Differentiation strategy companies must always bear costs in mind.


Focus strategy:
Cost leadership and differentiation strategies operate best in unsegmented markets.
Most consumer markets are segmented and that gives opportunity for a third form of 
Competitive strategy called “focus” or “niche”.

To operate a focus strategy GF Ltd will have to concentrate on selling its products to a chosen segment of the market and to a particular type of customer.
Focus strategy can either be cost focus, or Differentiation focus.
Based on the analyses of the three strategies this research is of the view that GF Ltd can compete most effectively on the basis of differentiation.
GF Ltd is already known in the market as a quality provider of fast foods. This means trying to gain competitive advantage will not require much extra efforts. Low cost is unsuitable in the fast food market where margins are usually low and most of the companies including GF Ltd are too small to benefit from economies of scale. In addition, GF Ltd operates a JIT system of inventory management which is at odds with the principles of economies of scale.
For focus strategy, it has already been identified that the fast food market does not lend itself to effective segmentation. Fast foods are not heterogeneous therefore segmentation and targeting would drastically reduce the market size	


Conclusion:
This report has detailed a research on the strategic activities of Glorious Foods Limited, a private fast food retail company operating in Brixton (London) as a “mobile kitchen”. The research concentrated on one of the three stages of the strategic planning process being the strategic analysis stage. The research identified various strengths and weaknesses of the company and how it has used the strengths to exploits the opportunities in the market while finding strategies to ameliorate the effects of its weaknesses.
On the basis of the strategic analysis, a SWOT was conducted to identify how the strengths and the weaknesses had been applied to the external opportunities and threats. The reports then examined growth strategies for GF Ltd using Ansoff’s Growth Matrix and recommended an appropriate option that GF Ltd can follow.
Finally, strategies for competing in the chosen growth strategy were analysed and appropriate choice recommended. Recommended options are justified on the basis of the analysis.
It is hoped that the company will continue to be successful and based on the recommended options would grow and realise its dreams.
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