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[bookmark: _Toc213320161]Executive Summary
The performance of a business is influenced by a multitude of interacting and overlapping factors within both its internal and external environments. For a restaurant, effective performance hinges on its strategic direction, organisational structure, the quality of services offered, market performance, competitive brand positioning, and digital strategies. This report aims to investigate and analyse the factors that contribute to the performance of The Orange Tree Bar and Grill in Congleton. Utilising secondary scholarly reports, company documents, and online reviews, the report seeks to understand the various factors that shape the restaurant's performance. The findings indicate that The Orange Tree Bar and Grill has established a clear strategic direction focused on delivering quality services, an exceptional dining experience, and a welcoming atmosphere. Additionally, its brand is well-positioned in the market, recognised for value-driven offerings. Furthermore, The Orange Tree Bar and Grill enjoys a robust financial standing and employs online booking systems that enhance customer satisfaction, brand image, and loyalty.
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[bookmark: _Toc213320163]Introduction
Business performance can be evaluated through various techniques, including strategic performance management. As noted by Croitoru et al. (2025), business performance can be analysed strategically and systematically by understanding the organisation’s strategic objectives, assessing the available resources, and aligning them to achieve the organisational goals. The objective of this report is to conduct a business performance analysis on the Orange Tree Bar and Grill in Congleton. As the newest addition to the Parogon Pub Group restaurant chain in the UK, the Orange Tree Bar and Grill is located in Congleton and employs a total of 49 staff members, including those at The Orange Tree in Stoke-On-Trent. This report will commence with an analysis of the restaurant’s strategic direction and positioning, followed by a review of its offerings, organisational structure, and workforce. Next, it will examine Orange Tree’s current stage in its lifecycle, assess its financial and market position, and explore its digital strategies. Finally, the report will address some operational challenges and propose practical solutions.
[bookmark: _Toc213320164]Orange Tree Bar and Grill Profile
The Orange Tree Bar and Grill was founded in March 2012 and is located on Newcastle Road, Stoke-on-Trent. Since then, it has expanded to include two locations: the original restaurant, known as The Orange Tree Newcastle-under-Lyme, and a new branch called The Orange Tree Congleton, located on West Road, Congleton, Cheshire. Both restaurants are owned by the Parogon Pub Group Limited, which operates a total of ten dining establishments. While the Orange Tree was established in 2012, the Paragon Group opened The Orange Tree Congleton in November 2023.
[bookmark: _Hlk212401458][bookmark: _Hlk212401494]Gutterman (2023) defines strategic planning as “Strategic planning is a process of carefully and thoughtfully aligning the strengths of a company’s business to the opportunities that are available to the company in its chosen business environment” (p. 1). Further, Khalilov et al. (2024) confirm that strategic planning is an important step where an organisation structures itself for future prosperity by defining its vision, mission, values, and goals in a way that utilises the existing resources and available opportunities. Therefore, to understand Orange Tree Bar and Grill, we need to understand its mission, vision, and values. Dhlamini (2025) confirms that an organisation's mission, vision, and value statements are often used to communicate an organisation's strategic direction. Orange Tree’s vision is “Modern and innovative, yet warm and welcoming, The Orange Tree has its own unique and unforgettable dining style.” The Orange Tree aspires to offer a unique and memorable dining experience to its guests in the future. Its mission statement is “Walk into The Orange Tree and be transported into the atmosphere of a cosmopolitan city centre venue right on your doorstep! A superb mix of style and comfort with a subtle touch of bling, it’s the perfect place to treat yourself! Great tasting food, instagrammable cocktails, and attentive service all in luxurious surroundings, the Orange Tree has it all” (Orange Tree). Orange Trees' daily activities aimed at achieving its vision include providing great food, visually appealing and tasty drinks, great and attentive service, and a luxurious surrounding implying ambience. Its core values are enshrined in the statement: “Our passion to delight shines through in the freshest, locally sourced ingredients, expertly prepared, skillfully cooked and beautifully presented” (Orange Tree). This implies that Orange Tree values sustainable sourcing, quality service, and professionalism.
[bookmark: _Toc213320165]Stakeholder Analysis
[bookmark: _Hlk212401528]Mahajan et al. (2023) highlight that the stakeholder theory posits that the organisation has multilevel benefits to the various stakeholders in that organisation. Freudenreich et al. (2020) highlight that stakeholder theory insists that value creation must be multilateral, and the value creation framework for all members requires strong relationships, which is important for the functioning of the organisation. Therefore, Kajula et al. (2022) emphasise that the theory proposes value creation for stakeholders, keeping them engaged. These activities can range from knowledge creation, corporate social responsibility, strategic planning, sustainability, and innovation initiatives. At Orange Tree Bar and Grill, the stakeholders include its customers, its employees, its suppliers, its community, and the owners (Paragon Pub Group). For Orange Tree to perform exceptionally well for the benefit of all its members, the quality of food and service should be perfect to keep the customers engaged and loyal to the brand (Ali et al., 2021). Secondly, for the employees to provide exceptional services and food products that keep the customers satisfied, the employees need to be motivated and engaged (Susanto et al., 2023). The Paragon Group fosters a supportive environment grounded in teamwork, respect, and dedication to motivate its employees. To maintain high levels of engagement and motivation, the company offers a variety of incentives. These include staff discounts at any of their locations, team bonding activities through monthly employee competitions, a £50 birthday gift card, and an employee assistance program that provides financial, legal, and health support for those in need.  When the staff is engaged, they provide better services which enhance customer satisfaction, leading to positive reviews and loyalty, which leads to the profitability of the restaurant, which gives the owners satisfaction. In addition, the Orange Tree has positive relations with its communities as the Parogon group engages in charity events by partnering with several charities in North Staffordshire (Parogon Group).
[bookmark: _Toc213320166]Facilities, Services, and Organisational Structure
Orange Tree Congleton exudes a modern allure, situated in an atmosphere reminiscent of a cosmopolitan city centre venue. The restaurant boasts a luxurious ambience, characterised by stylish decor and comfortable seating for all guests. It offers a sophisticated yet relaxed dining experience with attentive table service. 

The menu is extensive, featuring a wide range of options, including Sunday specials, bottomless brunch, children’s meals, and selections for breakfast, lunch, and dinner. Additionally, patrons can enjoy an array of beverage choices, such as cocktails, whiskeys, and non-alcoholic drinks. Prices remain affordable, with children's meals and desserts starting at just £3.45 and £5.95. The enticing bottomless brunch allows guests to indulge in limitless food and drink for a period of 90 minutes at a price of £35.
In 2024, The Orange Tree Bar and Grill had 49 employees across its two restaurants in Stoke-On-Trent and Congleton (Financial Statements). The organisational structure at Orange Tree follows a hierarchical structure. Saiti and Stefou (2020) highlight that the hierarchical organisational structure is where duty is delegated in a top-down approach from the upper levels to the lower levels. It is a structure that resembles a pyramid. Lazarević-Moravčević and Mosurović Ružičić (2023) highlight that the hierarchical structure is where information, authority, and communication, including strategic directions, flow from the top to the bottom levels to employees. 

[bookmark: _Toc213320167]Business Life Cycle
According to Orellana (2023), the concept of business life cycle is an important aspect of the valuation of a business's position and projection. The business life cycle has four distinct stages: the start-up phase, growth phase, maturity and decline phase. In fact, Schuh et al. (2022) expand this business lifecycle model as the “four ideal-typical stages” model in assessing its current position and future trajectories. Schuh et al. (2022) note that the start-up phase is marked by an organisation taking risks, experimenting with no formal organisational structures. As a business grows, it enters the growth phase, which is marked by sales growth, increased complexity, and an increase in employees. After this stage, the organisation enters the maturity stage, which is marked with increased “formalisation, standardisation, processualisation and bureaucratisation” (p. 4). The organisation is hierarchical, and it focuses on efficiency and optimisation of operations. 
Besides the five-stage business cycle models, such as Greiner’s, the four-stage life cycle model is effective in understanding an organisation's position based on product, market, and organisation (Schuh et al., 2022). On this note, the Orange Tree restaurant is at its maturity stage. Several qualitative indicators demonstrate that The Orange Tree is in the maturity stage. According to the Paragon Group, its first restaurant was The Swan with Two Necks in Blackbrook in 2007. Shortly after, it opened The Orange Tree Bar and Grill in Stoke-On-Trent in 2014. After this, the restaurant formally organised itself into a group, the Parogon Pub Group. Since then, it has opened over seven unique brand-name restaurants all over the UK in different locations, and its newest edition was The Orange Tree, Congleton, in 2023. Moreover, the restaurant has been effectively organised into standards into a strict hierarchical structure (Hinfelaar et al., 2019). All the restaurants have a similar website outlook and management approach. This shows that the restaurant is highly centralised, with major decisions coming from the board of directors, trickling down to the general managers in different restaurants. In addition, based on the news stories at Parogon Group, the hiring for management is done internally, with personnel moving to positions within the organisation from head chef to general manager, implying highly bureaucratic systems. Other than the qualitative approach, the organisation's accounts confirm that the restaurant is at maturity. According to Parogon Group’s annual report, the gross turnover in 2024 was £24.1m, in 2023 it was £21.7m, and in 2022 it was £23.8m. The last four consecutive years show that the group has remained relatively stagnant.
[bookmark: _Toc213320168]Market Position and Financial Insights
[bookmark: _Toc213320169]SWOT Analysis
To understand the market position of The Orange Tree, there is a need to conduct a SWOT analysis to understand the performance of the organisation relative to its competition. Benzaghta et al. (2021) highlight that SWOT is a strategic planning tool because it is used to evaluate the market position of an organisation by analysing its internal strengths and weaknesses.  Neolaka et al. (2023) highlight that SWOT analysis analyses the internal factors through the organisation's strengths and weaknesses, and external factors through opportunities and threats.
Strengths
One of the strengths of the Orange Tree is its strong brand presence. It is part of the well-known Parogon Group, which contributes to its positive brand image. Additionally, the local reputation is reinforced by having two locations in Stoke-On-Trent and Congleton. Zulfikar (2022) confirms that an organisation with a strong brand image increases customer loyalty, brand visibility, and awareness, which attracts more customers.
Weakness
One of the weaknesses of the Orange Tree is the absence of a breakfast menu on weekdays. While the Orange Tree offers a diverse range of dishes, it doesn't begin serving brunch until 12 PM on these days. According to Aybek and Aybek (2024), “the lack of variety and novelty is associated with boredom and monotony” (p. 1). In the case of the Orange Tree, the absence of a breakfast menu during the week contributes to a lack of excitement in their brunch offerings, as interesting breakfast options are only available on weekends. Furthermore, this limitation results in lost revenue and potential customers who would prefer a breakfast option during the weekdays..
Opportunities
One opportunity arises from a current weakness: the Orange Tree restaurant should consider expanding its breakfast offerings to weekdays. By opening at 9 am every day and providing breakfast options, the restaurant can cater to working citizens and commuters. Pham (2022) notes that menu expansion during development can significantly enhance an organisation's profitability. For the Orange Tree, offering breakfast daily could help attract a new customer base.
Threats
[bookmark: _Hlk212225837]According to TripAdvisor, The Orange Tree Congleton ranks as the eleventh top restaurant in Congleton. The Orange Tree receives fierce competition from competitors such as Pecks Restaurant, Dv8 Bar Congleton, Brownlow Inn, and The Castle Inn.






	Strengths
It has a strong brand presence. The Orange Tree is part of a renowned hotel chain under the Parogon Group, which gives it a positive brand image.
	Weakness
It lacks a breakfast menu on weekdays. The Orange Tree has a diverse menu variety, but begins its service with brunch at 12 pm on weekdays. 

	Opportunities
The Orange Tree restaurant should expand its breakfast offerings to weekdays. The restaurant should be open by 9 am every day and provide breakfast offerings to working citizens and commuters. 
	Threats
The Orange Tree receives fierce competition from competitors such as Pecks Restaurant, Dv8 Bar Congleton, Brownlow Inn, and The Castle Inn.


[bookmark: _Toc213320170]Porter's Five Forces of The Orange Tree
Porter's five forces is a critical tool in understanding the performance of an organisation by highlighting the competitive forces in the business environment. Avikshit et al. (2025) highlight that the model focuses on five competing forces: 
The Threat of New Entrants
Avikshit et al. (2025) define the threat of new entrants refers to the different obstacles in the industry that might prevent new entrants into the industry. For Orange Tree Bar and Grill, the threat is moderate because start-up organisations without financial strength and reputation cannot easily break through the competitive industry. However, large restaurants such as Brunning & Price and Frankie & Bennies have the brand reputation and financial strength to break into these markets.
The Bargaining Power of Suppliers
Avikshit et al. (2025) highlight that this is the leverage or power of the suppliers which can make them affect an organisation's profitability by high the price of commodities. For Orange Tree Bar and Grill, the bargaining power of the supplier is low since the commodities consumed by Orange Tree are not unique but are used across the hospitality industry. Therefore, in the UK, numerous suppliers and no single monopoly control their supply chain.
The Bargaining Power of Buyers
This is the power held by the buyers, where they can comfortably shift to different suppliers of the commodities. For the Orange Tree, the bargaining power of buyers is high since the high-end food offerings and beautiful, cool atmosphere at the Orange Tree in Congleton can be offered by numerous other restaurants. The customers have a variety of restaurants to choose from, implying that Orange Tree lacks a monopoly over the customers.


Threat of Substitute Products
This is the situation where customers can access different products that will substitute the product offered by the organisation. For Orange Tree, the threat of substitute products is high, as there are numerous dining alternatives for guests in Congleton. Customers can eat fast food in Congleton from KFC and McDonald's, they can get street food on food trucks, they can order meals, and there are other dining alternatives.
Rivalry Among Existing Competitors
Orange Tree face stiff competition from different rivals. In Congleton, several bars and Grills that offer similar products and services, such as Piccolion Grande, No 14 Bar and Grill and Throstles Nest.
Therefore, the Orange Tree experiences high threats from rivals, the bargaining power of buyers. However, the Orange Tree enjoys low threats from suppliers and new entrants. This implies that the Orange Tree needs to improve its service provisions to remain competitive.
[bookmark: _Toc213320171]Brand Positioning
Perceptual mapping is a technique commonly used to identify the market position of brands (Mina, 2020). Elisabeth et al. (2020) highlight that perceptual mapping is used to make judgments about the preferences for perceived relatedness to an object. This model typically entails three items: dimensions of comparison, defining a measure of similarity, and the objects to be defined. Muskat et al. (2019) highlight that in restaurant brand positioning, one of the things that is commonly measured is the perceived value or quality. To determine the brand positioning of The Orange Tree, the map will measure the price of commodities in comparison to the uniqueness of the restaurant. 
To achieve this, I will use the price of one menu item shared across the different restaurants, for example, the full breakfast, and the uniqueness of the restaurant, that is, the innovation and creativity. For the analysis, I will use five restaurants: The Orange Tree, Pecks Restaurant, Dv8 Bar Congleton, Brownlow Inn, and The Castle Inn. 


	Restaurant
	Price
	Innovativeness

	Castle Inn
	Low 
	Low

	Pecks Restaurant 
	High
	High

	Dv8 Bar Congleton
	Moderate
	Moderate

	The Orange Tree
	Moderate
	High

	Brownlow Inn
	High
	Low to Moderate


 According to TripAdvisor, Castle Inn restaurant is the number three in Congleton, but it's located in the countryside and offers traditional British meals. The innovativeness is low because it lacks an operational website, and it’s a more traditional setting. The price is also relatively low since its Facebook list is a special offering of a full dinner of Chicken Curry and a side of Rice or Chips at £13.99. Compared to Perks Restaurant, which provides unique, crafted menus that change every month depending on the season. Moreover, the dinner at Perks starts at £53 for a 5-course meal to £69 for a 7-course meal (Perks Restaurant). The Dv8 Bar Congleton has moderate innovativeness because it offers a comfortable and relaxed atmosphere in contemporary buildings. However, the price of food items is moderate as basic dinner options range from £15.95 plus sides that cost approximately £5 (DV8). On the other hand, the Orange Tree prices for its main meals cost approximately £16.95, and the sides cost approximately £6. However, the Orange Tree offers high levels of innovativeness in its attempts to provide ambience and Instagrammable settings and meals (The Orange Tree Congleton). Finally, Brownlow Inn innovativeness can be considered moderate to low since it has an upgraded traditional ambience. The siting arrangement is traditional, but the ambience has been elevated. However, some of their prices are high; for example, their salads go for £18.95, and their steak options go for £24.95, while their counterparts are much cheaper (Brownlow Inn).
[image: ]
[bookmark: _Toc213320172]Financial Performance
According to Orange Tree Financial statements (2024), the restaurant had a total equity of £363,263, which indicates a strong financial health. Further, the Paragon Group’s 2024 Annual Report and Financial Statements reveal that in 2024, the group turnover was £24.1m, which was an improvement from 2023’s £21.7m. The Orange Tree’s pricing strategy is competitive pricing that is highly dynamic with the prevailing situation. On the menu offering most of the main course food items range at approximately £16- £20. This is a relatively competitive price that restaurants that offer similar service and on the same scale offer their menu items. In fact, the Parogon Group Annual Report (2024) reveals that in 2024, the UK experienced a prolonged increase in living costs, but it effectively managed price increases despite the pressure from increased costs of goods. A customer walking into Orange Tree Bar and Grill for a basic supper spends approximately £20 (The Orange Tree).
[bookmark: _Toc213320173]Digital Strategy and Restaurant Management
The Orange Tree has a very simple interface for booking systems on the website. The online booking system allows the guest to upgrade their tables, specify their dietary restriction, the type of occasion and reservation notes that allow the restaurant to provide personalised services. Annamalai and Muthukumar (2024) confirm that restaurant table reservation websites should be efficient, user-friendly and provide intuitive interfaces that allow the guest to book a time, date and number of guests. Further, Egigogo et al. (2024) add that online booking systems can enhance customer satisfaction since they collect information critical to providing personalised experiences and improving the restaurant’s efficiency. Other than the reservation systems, Tevalis developed Parogon Group's entire electronic point of sales systems (EPOS) that provide an interconnected ecosystem that provides customer relationship management, inventory management and operations management. The EPOS developed by Tevalis captures guest information taken during booking and links it to the customer relationship management during the provision of guest services. It transmits accurate information to the kitchen to enable Kitchen management systems so that guest food is prepared accurately and fast. The system is deeply integrated, it is a handheld ordering system to take guest orders, an intelligent kitchen management system and EPOS terminals for accurate billing. In addition, the Parogon Group website is deeply integrated such that a customer on another restaurant’s website in the group can change their dining location to Orange Tree. It has a deeply interconnected ecosystem that collects guest feedback, integrates card payments, integrates reservations systems, and views reports (Tevalis).
The Orange Tree Congleton received positive reviews online. According to TripAdvisor, The Orange Tree Congleton received an overall rating of 4.1 out of 5. The excellent reviews were on their food, their service, and ambience, but there was a general poor feeling towards value. One of the negative reviews on value was: “My husband has the Sunday roast and paid £2 extra for ham and beef / when it arrived, there was 1 piece of thinly sliced ham resembling fatty bacon and 1 slice of thinly sliced beef, which we thought was overpriced at £22” (Tripadvisor). The customer felt like their meal was expensive compared to the portioning, thus the negative feeling about the value for money.
[bookmark: _Toc213320174]Operational Challenges
According to Tripadvisor, there were two main areas that received the most negative reviews: Longer waiting times and poor food quality. Regarding the operational issue of longer wait times, the guests complained about waiting approximately one hour before their meals were served. Some of the online reviews were: “So waited, over 1 hour plus for food” and “Then came the waits— 45 minutes for our starters, with no communication from staff about any delays” (Tripadvisor). Ayodeji and Rjoub (2020) highlight that customer waiting time affects customer satisfaction, as a longer waiting period without communication about delays affects customer dining experience. On the other hand, regarding poor service quality, the guest complained about the food quality. Some of the online reviews were: “the food wasn’t up to standard. The broccoli was overcooked, cold, and sat in a pool of grease, making for an unpleasant dish. “When the main course arrived, one steak was sent back as it was cold,” and “it was cold kids' pizza, burnt chips, cold prawns, cold drinks” (Tripadvisor). Zhong and Moon (2020) highlight that food quality, especially its freshness, presentation, and taste, has an impact on customer satisfaction.
[bookmark: _Toc213320175]Conclusion
The Orange Tree Bar and Grill was established in 2012 by the Parogon Pub Group, with a strategic vision focused on delivering a unique and memorable dining experience for its guests. The restaurant successfully realises this vision by offering exceptional food, visually appealing and flavorful drinks, attentive service, and a luxurious ambience. 
Key stakeholders in the Parogon Group include customers, employees, suppliers, the community, and the owners. To engage and motivate employees, the organisation employs various strategies such as gift cards and staff discounts, all of which contribute to customer satisfaction, loyalty, and a solid return on investment for owners. 
The Orange Tree features a comprehensive and diverse menu designed to cater to its wide-ranging clientele. Its hierarchical management system facilitates standardisation of services, smooth communication flow, and effective feedback mechanisms. Currently, the Orange Tree is in its maturity stage, characterised by expansion into additional locations and a stagnation in financial performance. 
A SWOT analysis identifies one of the restaurant's weaknesses as the absence of a breakfast menu on weekdays, which represents an opportunity to attract a new demographic of morning patrons. The Orange Tree brand is strategically positioned with its moderate pricing, making it competitive among rivals, and it boasts a high level of innovativeness typically associated with more upscale establishments, making it an ideal dining spot.

The Parogon Group and the Orange Tree enjoy strong financial health, enabling them to expand or diversify their services. The organisation also has an effective digital strategy, including a highly functional website for online bookings. However, there are challenges within its digital marketing efforts. According to online reviews, the restaurant has been noted for increasing waiting periods and inconsistent food quality.
[bookmark: _Toc213320176]Recommendations
[bookmark: _Toc213320177]Streamline Kitchen-to-Table Efficiency
One of the main problems facing The Orange Tree is longer waiting periods based to the employees' process inefficiency. The Orange Tree has fully automated systems of customer booking and kitchen management, which implies there is a process deficiency on the employee’s side. Gusman and Villegas (2025) highlight the need to improve the restaurant’s plate preparation to reduce the delays. Some of the strategies enumerated by Guzman and Villegas (2025) include the use of different time benchmarks during food preparation and presentation to avoid delays. Importantly, Unnatiben (2025) highlights that employee training is important to help them manage during peak periods. Moreover, a huge aspect of customer complaints about waiting time is poor communication about the delays. In fact, Unnatiben (2025) asserts that hospitality staff must learn to assure clients and communicate any service delays. The waiters should learn to readily recommend available drinks or complementary drinks to the guests as they wait for their food to avoid guest anxiety and dissatisfaction.
[bookmark: _Toc213320178]Establish Checkpoints for Food Quality Control
Noor et al. (2025) highlight that aspects of food quality, such as its taste, presentation, and variety, have pronounced benefits on customer satisfaction. In fact, the reliability of food quality is hinged on the consistency of the food quality and timely service. Therefore, The Orange Tree must work towards ensuring that they establish different checkpoints where hot foods are served hot to the guests. Organisations must have procedures and technical systems to keep the food hot and monitor it by checking food temperature before it gets to the table. For example, the organisation should implement serving hot meals on sizzling platters. In addition, Spence (2022) points out a common error in kitchen-to-table operations where chefs fail to consider how the food gets to the mouth of the guest. Guiliche (2022) highlights that there is a need to establish a hot pass check in the kitchen. The chef might be tasked with this job to ensure that all meals that make it to the guests' plates are consistent.
[bookmark: _Toc213320179]Changes in the Restaurant
According to Burnes (2020), Lewin’s three-step change model is an effective technique in effecting change in organisations. According to Burnes (2020), the first step in this process of unfreezing is focused on preparing the staff for various changes. These include the use of training programs and creating the urgency and importance of the change process. For Orange Tree to effect these changes, they need to sensitise the staff about the need for the changes by showing how negative online reviews are affecting their monthly sales. Then, the staff is trained on improving process efficiency and how to assess food quality in the kitchen. The restaurant can conduct a simulation of a busy restaurant evening to help them master improving service provision. Then, Burnes (2020) highlights that the second step is the change process, which typically entails the kitchen staff and the servers implementing their training in their practice. Finally, Burnes (2020) highlights that the last step is the refreezing step, which entails ensuring that the staff integrates these practices into their culture. During this process, the management can assess the performance of the staff and their ability to sustain these changes, and conduct refresher training where necessary. 
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