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The aim of this report is to outline the key business strategies of an SME organisation and discover a good understanding of their business environment, both internally and externally. This will be done by conducting a SWOT and PESTLE analysis. These tools will help appraise the organisations strategic direction and recommendations on how to implement a more efficient strategic direction will be outlined. 

The report will take into consideration the developments that the business can implement in order to establish more stores and create more efficient operations, in addition to attracting more customers. The end goal is to help the organisation increase profitability and success and put a strategy in place that will help them survive the pandemic. The importance of using these tools will be highlighted to show significantly and accurately businesses are able to scan their micro and macro environments and predict future trends in the market. 






















[bookmark: _Toc57150317]What is an SME?

According to Omar (2009), there is no worldwide definition for the term SME, so the term is usually defined by a number of statistics, such as the sales turnover, the number of employees and the amount of capital. An SME, also known as a small or medium sized enterprise are said to be a huge part of the UK economy which comprise of 99.9% of the UK business population (Endsleigh, 2020). In 2019, the figure of these business was estimated at approximately 5.9 million (Rhodes, 2020). An SME is defined as a business that has less than two-hundred and fifty employees. According to Nair (2020), these businesses create the most jobs in the country, which has helped boost the economy as well as enhance the skills sector. Research conducted by Omar (2009), has proved that there has been an increase in the demand for SMEs in most nations and this is due to them playing an important role in developing the economy. Therefore, SMEs have a positive influence on the ecumenic growth of a country.
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The case study that the report will focus on is a fast-food pizza business called Variety Bites in Birmingham. The fast-food industry is a highly intense and competitive market in addition to a significantly fast-growing industry. According to Lock (2020), in 2018, the fast-food market within the UK was worth approximately over fifteen million pounds. The takeaway market has also received a remarkable boost due to the online platforms that are available, which are easily accessible and provide instant delivery.

Variety Bites is a fast food, dine in and take away service offering a variety of food for breakfast, brunch, lunch and dinner. Their main speciality is pizza, baguettes and paninis. They also offer an extensive breakfast range. Currently there are two outlets based in Birmingham. The first store was established in Alum Rock Birmingham and the second store in located in Sparkhill, Birmingham. 




[bookmark: _Toc57150319]Key Strategies Used

The key strategies the company has incorporated are providing customers with an extremely fast service by ensuring their order is ready within fifteen minutes. Their goal is to provide customer with hot, fresh and tasty food at a very speedy service. Customers are able to place their orders on the phone and in store. One of the stores is currently present on an online ordering platform, Just Eat, where customers are able to place their food order and get delivered straight to their door. However, this is the only platform can request a home delivery service on, whereas there are a wide range of established and exceptionally platforms that the business can use to fulfil customer needs. The company has their own website which can be used to browse their menu and look at visual products that they have to offer. However, the website cannot be used to place orders on. There are a number of recommendations that will be provided in this report to facilitate the business with expansion and growth as there are a number of areas that the business has to work on in order to achieve this. The restaurant provides a family-orientated experience with a variety of children’s meals too, so they take advantage of the market by serving families via dining in and home delivery. 

The restaurant offers a fresh and unique menu as opposed to a typical franchise or large multinational chain. The atmosphere within the store is friendly and clean and they have received a very good hygiene ratings from the food standard agency (FSA) in Birmingham with a score of four; (FSA, 2020). The FSA score ranges from zero to five, with zero being extremely poor and five being excellent. Therefore, from this we can see the business takes food hygiene very seriously and have worked hard to achieve a good rating. These ratings are based on a number of factors, such as the cleanliness of the store, how the food is handled, stored, prepared, and managed (FSA, 2020). Another strategy the business uses is provident consistency and quality in their products, in addition to offering good pricing offers. This is done by marketing bundle pricing, such as meal deals and family deals. The business also uses penetration pricing by initially offering customers a much lower price than they would expect to pay. These pricing tactics are a common strategy that are used within the fast-food industry (Hammond, 2020). According to Hammond (2020), penetration pricing can help a business gain a larger market share and attract a broader audience, however once the broader audience has been retained the prices products increase significantly. 

The business has had healthy growth so far and there are a number of prospects that they can take up in order to establish the business further. 

Due to the extensive range of diverse cuisines and large variety of food options readily available within the market, it is extremely important for this independent business to maintain a strong market share. Therefore, they must make sure that they are keeping up with the market through innovation and technology. They can also do this by ensuring they are managing cost control effectively and ensuring they provide extremely high customer satisfaction levels. 
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Fig 1: PESTLE Analysis                                                             (Cook, 2020).




Tan (2012) describes a PESTLE analysis as an analytical tool that is utilised to identify and understand the macro environment of a business organisation. The tool is useful in summarising factors that can impact an organisation. The tool can be used in both the current environment the business is operating in or an environment that they are planning to operate within. This means that the tool is considerably useful for planning new business ventures too. The term in its expanded form denotes for, Political, Economic, Social, Technological, Legal and Environmental. The tool will be used to explore the PESTLE factors that influence the business that is being outlined in this report. The pestle analysis is used to scan external factors also known as the macroenvironment.

Political - These factors identify how the government can influence the business. It takes into factors such as taxes, tariffs, duties, trade restrictions, political stability and laws that can influence the company. Variety Bites operates in a politically stable country. The biggest challenge for the government at the moment is to produce a fair and worthy Brexit deal that would benefit the British economy.

Economical - This factor is all about economic issues such as wages, inflation, the cost of living, interest rates, exchange rates, economic growth and economic decline. Variety Bites is currently suffering like every other business with the Covid-19/Corona virus. The virus is causing many disruptions in the economy with many businesses being forced to close by law. Because Variety Bites is mainly a take-away service, they have managed to remain open in this second lock-down. Variety Bites should be looking to reduce costs drastically as there is an unavoidable recession that is coming. They need to cut costs, so they can lower their prices and become more affordable to the general public. 

Social - This involves a number of influences such as the attitudes, expectations and beliefs of the population. It also includes factors such as the health consciousness of individuals and their mindsets towards aspects such as their careers. Variety Bites enjoys a large and loyal following. Because they operate in a cosmopolitan city, where everyone leads busy live. The cultural norm is to eat/order out as much as 3 times a week. Pizza is also the UK’s third favourite food, so there is a huge demand that needs to filled.

Technological - This is all about how technology can impact on the business. Technologies are emerging rapidly and these technologies are having a considerable impact on the business world. Technologies such as online food delivery platforms have taken the world by storm and have evolved significantly. Variety Bites does need to invest more money into new technologies that are becoming available to the fast-food industries. Currently most order staking and stock control is done manually. But this could be made far more efficient and effective through the use of technology. With the current market and economy, where everyone is choosing to have everything delivered because of the pandemic. Variety Bites needs to invest in technologies that will help them to cope with a busy delivery service. The concept of drone delivery is not too far away.

Legal - This takes into laws and regulations that can impact and influence a business, for instance it can involve health and safety regulations, consumers laws and right, health and safety issues, employment legislation and advertising standards. Currently, because of the pandemic and the ambiguity in law of the operating of businesses. Variety Bites did struggle to maintain its operation at first, but is now getting settled in and coping with all the restrictions and social distancing laws. Certainly, there will be new laws coming into place to improve the health and hygiene standards of all places that serve food and drinks. Variety Bites needs to ensure that they follow all the rules of the lock-down carefully or otherwise, there could be severe financial penalties.

Environmental - This factor is all about the impact on the environment, they include points such as conducting business in an ethical and sustainable manner. In addition to this, raw material, pollution control and targets, carbon footprint and the scarcity of raw materials are factors that need to be taken into consideration. Variety bites has always been concerned about its carbon footprint as they use a lot of packaging when distributing their products. They are now trying to use as much recycled/recyclable packaging as possible which has been a big hit with their customers as everyone is now concerned about the environment.
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In 1979, Michael E Porter developed an analytical tool named as Porters Five Forces, which was used to analyse and assess the competitive strength of a business (CGMA, 2003).

[image: ]


  Fig 2: Porters five forces                                                                (CaseReads, 2020).


industry rivalry- the fast-food business is very competitive with new businesses opening all the time. This can also be seen as healthy competition as the industry and market is also growing. The more rivals there are in an industry, the less power the company has.

Threat of substitutes – There is the danger that people could suddenly become health conscious and stop eating fast-food, but Variety Bites can capitalise on that by offering healthy options.

Power of buyers - customers have the ability to drive prices down depending on how many customers a business has. When a company has a small but powerful client base, the customers are able to negotiate for lower prices. Variety Bites operates in a large market where there are plenty of customers. 

Power of suppliers – this step looks at how many suppliers there are in that market. The fewer suppliers there are, the more difficult it would be to get the supplies needed and also, they would be able to charge considerably more. Variety Bites is in an industry where there is no shortage of suppliers. The reason why they should stick to their current suppliers is because changing the products that they use could also alter the quality of their food.



Threat of new entrants – a businesses performance and profits could be affected by new entrants depending on how much time and money it would take them to enter the market and become an effective competitor. An industry that has tough barriers to entry is ultimately ideal. Variety Bites Is already in stiff competition with its competitors and there are new places opening all the time. Variety Bites is lucky that it has a large and loyal customer base. 

The Porters 5 forces model is designed to help businesses boost profits, but only if they continuously monitor any changes that come about in the elements of the forces. Once they have identified any changes, they can adjust their business strategy accordingly. They can then use their resources and assets to counter any threats and turn them into advantages.
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Fig 3: SWOT Analysis                                                         (Hildeman, 2020).                            


Schooley (2019), defines a SWOT analysis as a strategic planning tool that is used to understand the strengths, weaknesses, opportunities, and threats of a business. The tool can facilitate organisations to develop a good understanding of all the factors that are important when making a business decision. A SWOT analysis is also very useful because it can help a business to leverage their strengths and opportunities as well as help them to overcome their weaknesses and threats. Understanding weaknesses and threats can also help a business to eliminate hazards and help them identify what they are lacking. The strengths and opportunities are internal factors whilst the weaknesses and threats are external factors.

Strengths - This takes into factors that the organisation is doing well at and it also helps a business distinguish themselves from their competitors. 
Both stores are highly popular within the local area that they are situated in. They are well known for their fresh quality food, fast and efficient service, and their innovative menu. The menu caters to both vegetarian and non-vegetarian as well as offer halal options which is ideal for the location the stores are based in. This is because the locations are highly dense with the Muslim population who eat halal food. The atmosphere within the store is pleasant and relaxed and there is comfortable seating available for individuals to come and dine in. They offer a separate menu for children which is extremely beneficial and effective in helping boosting the value of the restaurant. This is because children have a strong influence on where the family decides to eat which is why parents are happy to eat where their children feel happy and comfortable. 

Weaknesses - This focuses on factors such as systems, procedures and resources in order to identify how they can be improved. Variety Bites does not take into account the more newer eating habits and lifestyles that individuals now hold. For instance, they do not offer a vegan range and nor do they offer a gluten free range. The lack of innovation in the menu is a big downfall and they need to up their game in order to maintain competitive edge in the market. Furthermore, the business does not offer their own delivery service. This is an ultimate weakness because consumers are always looking for convenience which the business is not currently providing. Currently, the business only offers delivery via Just Eat from only one of their stores. Therefore, the business is missing out on exposure to new customers, other than the locals and they are missing out on more business opportunities.  In addition to the points above, the business does not have their own brand image and they currently only use their logo on the shop sign and their leaflets. They have not yet built a strong brand image; however, this can be done by providing consumers with “Variety Bites” branded pizza boxes or disposable cups. The business needs to invest into such branding strategies as this will help develop the brand, create more brand exposure and help market the brand further. 

Opportunities - This focuses on the positive things that can help which can help the business grow and develop. The restaurant needs to collaborate with other popular delivery platforms such as Uber Eats and Deliveroo. Uber and Deliveroo and tremendously popular since they have been launched and this are because they have introduced a new food experience. This is because customers can receive high quality restaurant meals through a very fast delivery service by simply ordering on an application on their phone. They also need to offer their own personal delivery service which they not currently do. Their own delivery service will be very beneficial as it will save the business paying any commission and they would only have to pay their own drivers for doing the delivery. Technology has evolved rapidly and a large amount of fast-food chains and independent restaurants have developed their own application services which customers can use to pre-order food on. This is an opportunity that Variety Bites should grasp in order to keep up to date with the latest market trends and offer a more speedy and efficient service. The business could also consider offering franchise opportunities in order to help them expand further. Variety Bites need to also consider offering customers items such as flavour of the month or a Variety Bites special flavour. Another way in which they can innovate their menu is by offering products such as stuffed crust pizzas which are items that big strong brand such as dominos and Pizza Hut are offering. This will help create unique products, diversify the menu, gain a larger market share and attract more customers. 

Threats - This looks at the factors that are negatively affecting the business and any obstacles that they may be facing. The rise of healthy eating and health consciousness of consumers can pose as a threat to the business. Individuals are becoming more educated on the consumption of unhealthy foods and how this can affect them in the long term so the public awareness on this matter is rising. This may result in consumers opting for more healthier options which means the business must consider diversifying their menu in order to cater to this market. The business also faces strong competition from the big players in the market, such as Pizza Hut, Dominos, Papa Johns and other local franchises such as Caspian. These chains and franchises are immensely popular in the market and well known to consumers, therefore independent business such as Variety Bites need to work really hard in order to maintain their own position within the market. In addition to this, the prices of ingredients are rising and the impact of the global pandemic has resulted in ingredients such as flour becoming harder to obtain. Therefore, the business needs to make sure they keep on top of their suppliers and ensure they have alternative back up suppliers. 

[bookmark: _Toc57150323]Stakeholder Analysis

Smith (2000), define stakeholders as individuals or organisations that are actively involved in the project and their interests can be impacted upon either positively or negatively which is determined by how the project is executed. If the project is completed successfully and smoothly then this has a positive impact on the stakeholders and if the project is executed then this will have a negative impact on the stakeholders. It is critical for the business to ensure that the stakeholders are kept happy as they are a very important part of any business organisation. Variety Bites have a number of stakeholders, these include; employees, customers, the foods standards agency (FSA), suppliers and the management team. A stakeholder mapping has been conducted below for variety bites:

[bookmark: _Toc57150324]Stakeholder Mapping 
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Fig 4: Stakeholder Mapping                                                                         ( Bryson, 2020).

High Power and High interest – owners, managing directors, upper-level staff
High Power and Low Interest – large share holders
Low Power and High Interest – workers within the company, suppliers
Low Power and Low Interest – small shareholders, customers
The relevance of the stakeholder analysis is to determine the rank, job-description/responsibilities and share of each individual with in the business. The stakeholder analysis is often done before the business commences operations in order to clearly define everyone’s roles and avoid any misunderstandings and conflicts.
[bookmark: _Toc57150325]VIRO Analysis
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Fig 5 : VIRO Analysis                                                        (Amigamag, 2020).


A VIRO analysis looks at the Value, Rarity, Imitability of a product or products that a business has. Once it has established the first three stages, they can then go on to organise themselves appropriately. This process will help them gain competitive edge in the market. 

The first stage looks at weather the business has a resource or capability of value. This value could either be used to create an opportunity or extinguish a threat. Variety Bites has invested a lot of money into buying equipment that will give them a competitive advantage, the high-quality mixers and ovens produce a superior quality of pizza in lesser time. 

The second stage looks at rarity. Does the company have an asset that is rare and not available to their competitors? An example of this would be an art gallery that holds a one-of-a-kind piece of art. Another would be a company that has employees that are very specialised in their field and are difficult people to find. Variety Bites have dedicated and loyal staff that have been working there for along time and are experts in their field of producing high quality tasty pizza. Also, their recipes are very closely guarded secrets that are blended in private with only a few of the long-term staff knowing what goes into the blends of their sauces and doughs.

The third stage is imitability. The question of how easy it is to replicate or reproduce the same product. If another company is able to replicate your product or service at lower price, this can put you at a big disadvantage. Variety Bites specialises in pizza which is very easy to replicate, but Variety Bites uses unique blends in their recipes that sets them apart from their competitors. Although Variety bites charges a little bit more then its competitors, their customers are happy to pay that little bit extra for the superior quality. 

The fourth stage is organisation. At this stage, the business should have established what resources or capability they hold that are valuable, what rarities they have in their business and how easy is their product or service to imitate. Once all this information has been collected, it is now possible to draw up plans and get organised in way that will give them the competitive market edge on their rivals.
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This section will now identify and explain a number of recommendations that can help the business grow, expand and perform better. Growth is vital for a business, however all existing operations must be efficient and effective in order for the business to expand. There are a number of opportunities that Variety Bites have to incorporate into their business in order to enhance their performance and gain a larger market share as well as attain competitive edge. 

The first recommendation for Variety Bites is to ensure they are maximising the use of all of the popular delivery platforms. They need to ensure that they are collaborating with partners such as Uber Eats, Deliveroo for both stores and Just Eat for the second store. Partnering with online delivery services will help boost sales, develop exposure to new customers, offer deliveries to a further radius which will help gain a bigger market share. Therefore, previous restricted locations will become unlocked and the business will conquer new customers (Eagle, 2020). Another benefit these delivery platforms will provide is that it will help increase the reach of customers without the business having to invest heavily into physical expansion. Electronically printed orders are retrieved from Uber and Deliveroo an device which means that the responsibility of placing the correct order is in the hands of the customer. This will help reduce or eliminate the chances of the staff making any mistakes with the customer’s order as their order is printed automatically through the platform’s device. The traditional method of writing the customer’s order using pen and paper has been replaced with this efficient and effective method, which also helps save time. Furthermore, these deliveries are extremely popular when the weather is bad and this is because customers would rather have their food delivered directly to their door rather than go out in the rain or cold. Partnering with these services will also enable the business to receive expert advice in regards to how they can promote the business further and how they can grow their delivery reach. 

The next recommendation for Variety Bites is to manage their own deliveries. The business is currently only open for takeaway/collection and dining in or ordering through the Just Eat Platform. They do not have their own delivery service which means they are losing out on more customers and business. Consumers prefer convenience, particularly in instances when the weather is bad or they are unable to leave their home to collect their food. Therefore, if the business manages their own delivery service then this will help them save on commission and attract more customers. 

Another recommendation for Variety Bites is to create a mobile application service, which consumers can use to pre-order their food for collection, book a table online and also order their food online and have it delivered directly to them. Mobile apps are also a swift way of providing customers with loyalty rewards which in the long term helps retain customers. The app should also enable customers to browse through the menu and have a look at the pricing. According to Rajput (2019), mobile app is a major key to success as they provide both the customer and the business owner with flexibility as well as convenience.

It is imperative for Variety Bites to create social media pages in order to keep up to date with the latest techniques on how to attract customers and help promote their business. Some of the most popular platforms are; Instagram, Facebook and Tiktok as these enable business to provide visuals of their products which draw in the attention of their customers. The social media platforms should also be used to introduce new products and inform customers on updates such as opening and closing times. Catford (2019), states that social media is changing the face of the food business and these platforms will enable the business to get ahead with the digital age as online marketing is now seen as more effective than traditional marketing methods. Catford (2019), also advises that business owners need to ensure they are sociable, pragmatic and adventurous on their social media in order to engage with consumers effectively. 



[bookmark: _Toc57150327]Conclusion

The SME businesses provide an extensive and very important contribution towards a Country’s economy; therefore, their importance should not be overlooked. However, these SMEs need to work extremely hard in order to gain a fair and healthy market share and overcome the competition from other businesses, in particular larger chains and franchises.

In this time of pandemic, it is important to try and use every resource available in order to gain the competitive edge. There is a lot of uncertainty about the future of many industries as there is a major recession looming over the entire world. That is why it is important to use as many environment scanning tools as possible and continually try to predict the future of its industry. One outcome could possibly be that all or most SMEs are taken over by the giant corporations and small businesses have to succumb to the fact that there is no more space in the market for small businesses. Over the recent years we have seen a rise in E-commerce and M-commerce which has become the death of the high street. Could this possibly be the end of small businesses and an opportunity for the big corporations and conglomerates to capitalise and buy out all the small businesses thus eliminating the competition.   

From this report it is evident that the business strategies being used for this report are effective, however there are a number of measures they can implement and incorporate in order to improve operations and progress further. These recommendations will help the business grow significantly and attain a larger market share. 
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