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[bookmark: _Toc78282081]Introduction
Small and medium sized business enterprises (SME’s), managed and worked by, usually, a specific number of employees, are seen commonly throughout the UK. They foster economic growth, proving to be a great contribution to the UK’s Gross Domestic Product (GDP). Having a good understanding of the internal and external factors of SME’s is vital for organisations, so they are able to understand the importance that these factors have on an industry and how it is shaped. 
Strategic management is the identification, description and implementation of strategies that managers use in order to improve performance and to gain a competitive advantage for their organisation. Strategic management gives employees a broader perspective of an organisation and helps them in understanding how their role plays a part in the overall organisation plan of an organisation. The five core strategies of strategic management, that differ according to internal and external environmental factors, assess an organisation’s current situation, propose, discuss and implement available strategic growth choices and finally evaluate the effectiveness of the strategies that were applied. 
The organisation I am focusing on in this report is Chaiiwala, where I will be critically appraising their current strategic direction. This will be done through an analysis of their environment, both internal and external, with the use of analysis tools such as PESTLE and SWOT. Once the analysis is done, there will be a discussion focused on the possible strategic growth choices that Chaiiwala can make, and the challenges associated. I will then propose a new strategy that Chaiiwala that is sustainable for the long term future of the organisation.  To provide Chaiiwala with a greater chance of being successful on a holistic level as an organisation, as well as on a personal level as individuals, I will assess Chaiiwala and its progress to create a comprehensive strategy to help identify the needs of individuals in the organisation. 
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Strengths 
Growth – Chaiiwala has opened many more stores throughout the nation, going from 1 to 32 stores from 2015 to 2020. 
Brand image – chaiiwala has established its brand image in the UK as one of the most recognisable South Asian tea restaurants. 
Treatment of employees – Chaiiwala treats its employees with respect and provides equal opportunities for all. This creates a positive environment, allowing employees to thrive and work to the best of their abilities. 
Weaknesses 
Lack of creativity – the products that Chaiwala offers are quite basic and lack uniqueness, making them easy for competitors to imitate. This makes them struggle in gaining the competitive edge they need in order to be successful against their competitors. 
Lacks of inclusiveness – Chaiiwala’s products are made following strict set recipes where ingredients cannot be changed. For example, Chaiiwala only uses cow’s milk for all of their milk based teas and does not offer any dairy alternatives, meaning consumers’ dietary requirements are not met. This leads to a loss of customers for Chaiiwala, which has a major negative impact on the organisation. 
Opportunities 
New products – Chaiiwala could introduce limited edition ranges during significant days in the South Asian culture, such as Diwali, Ramadan and Eid. These products will be accepted into the market as Chaiiwala stores are located in areas where there are affluent South Asian communities. 
Partnerships – Chaiiwala could form alliances with other organisations to provide them with more opportunities and expose their own organisation to new audiences, helping to strengthen their presence within the UK.
Expansion – Currently, the only area that Chaiiwala stores are located in is the UK. Chaiiwala should look into expanding into emerging countries such as India and China as there is a vacancy in the market for South Asian style restaurants and dining areas.  
Threats 
Corona virus – The Corona virus pandemic has proved to be a great threat to Chaiiwala’s success as it majorly decreased the sale of their products and had an immense negative impact on the finances of Chaiiwala. 
Competitors – Chaiiwala’s product are easy for other companies to imitate, which has led to a similar South Asian style restaurant, named Karak Chai, to open up on Soho Road, which is the same location as one of the major Chaiiwala stores. 
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Political
Many countries now have a significant increase in their political awareness; therefore it is imperative that Chaiiwala abides by all laws and regulations within the countries that their materials are sourced from. 
Economic
The Corona virus pandemic and the recession that followed had a negative impact on Chaiiwala as sales and the profits from business transactions had decreased. Chaiiwala should take advantage of customers seldom leaving their houses and offer a home delivery service of their products through an app. This would help them maintain the number of sales and profit they had pre pandemic.
Socio-cultural
Chaiiwala needs to focus on marketing their stores and products towards Millennials and Generation X as they eat out more often than the older generations. Chaiiwala has made their stores look good for pictures as the younger generations post pictures on social media, which is a form of advertising and promotion for Chaiiwala. 
The price of the products Chaiiwala has to offer is expensive for customers who are from the working class and lower classes. Though they may be able to dine at Chaiiwala on occasion, it would be hard for them to afford it regularly; therefore Chaiiwala should offer a range of products that are at a lower price than their main range. 
Technological 
Chaiiwala should develop an app through which customers can browse menus and products, place orders, gain points and offers through a rewards scheme. Furthermore, allowing customers to make payments using their mobile will reduce congestion and the time needed per transaction which is useful, especially when stores are busy.  
Legal
Chaiiwala must abide by the rules and regulations that are in place in the countries that they source their materials from and have transactions with.  
Environmental 
Chaiiwala needs to ensure that their organisation is as environmentally friendly as they can be, in order to keep their consumers happy. They could do this through various methods such as swapping any plastic packaging for paper packaging and switching to wooden utensils rather than the plastic ones they are currently using. 
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A stakeholder is anyone involved in a business; it is not the common misconception that a stakeholder is a person who owns a particular amount or section of the business. This would mean management, who are stakeholders themselves, must ensure that employees, who are also stakeholders, must remain pleased as they all play a part in the success of the organisation. This makes a stakeholder analysis a great way in which a business can maintain their level of success or even improve their business to be more successful. 
A stakeholder analysis requires certain actions to be taken, which are as follows:
1. Recognising who the stakeholders are
2. Separating the stakeholders into groups of importance and similarity whilst keeping an understanding that they are all a part of the same body (organisation).

1. Recognising who the stakeholders are

· Shareholders – own part of the organisation, Chaiiwala, therefore are involved in decision making and benefit from foreseeable success of the organisation as a whole
· Employees – work for business, Chaiiwala, and do all tasks 
· Suppliers – supply organisation, Chaiiwala, with the correct ingredients (as they produce food and drinks) as well as machinery such as coffee machines, blenders etc.  
· Customers – purchase products from the organisation, Chaiiwala
· Government - places regulations that the organisation must abide by, in order to operate. Furthermore there are specific licenses which need to be approved of, certified and paid for.
· Management– consisting of managers and supervisors etc who ensure that the day to day business of the company operates successfully and at a good pace.

2. Separating the stakeholders into groups of importance and similarity whilst keeping an understanding that they are all a part of the same body (organisation).
   	. Initially, put different stakeholders into different groups based on the amount of interest displayed in the organisation as well as the importance of the part they play towards the business. 
	. Then ensure stakeholders should be grouped as subjects, players, setters and group

1. Power and interest
The stakeholders for Chaiiwala will be mapped according to the amount of power and interest they hold in operations of the organisation. 
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High power, high interest
Chaiiwala’s stakeholders and customers are the most significant partners, therefore they are the most important group to manage and need to mould so that they are supporting Chaiiwala’s visions for the future. 
High power, low interest
Chaiiwala must keep the government aware and satisfied of all the decisions the organisation makes. They do not show a lot of interest in Chaiiwala, so Chaiiwala can over-rule them if they do something that does not align with the organisation.
Low power, high interest
These stakeholders only need to be regularly updated and checked on by Chaiiwala to ensure they are carrying out tasks correctly.
Low power, low interest
These stakeholders have little power and show little interest in Chaiiwala; therefore they only need to be updated occasionally. Furthermore, Chaiiwala does not have to keep them satisfied at all times. 



2. Subjects, players, setters and group
Subjects
Subjects are stakeholders who do not have huge importance in terms of the role they play within the organisation, but do remain to be keen and have a high interest within the business. A subject can make suggestions to a business however the organisation does not have to agree to these suggestions due to the lack of importance that a subject holds. 
Players
A player is a stakeholder who does have a huge importance within the business. This is complemented with a high interest, and so the organisation must ensure that all ‘players’ are kept satisfied and are worked with to keep the business successful. 
Setters
A setter will, similarly to players, have a huge importance within the organisation, but in contrast to players, they do not have a high and keen interest in the business. Due to the importance of their role, setters remain key to the company but as they do not display much interest, it is possible for the organisation to only take suggestions from them to a certain degree of significance, and essentially disregard their opinion when a much more reasonable option and opinion is suggested. 
Group
These members of the company i.e. stakeholders; do not have much of an impact upon the business, and therefore are of low importance. In addition to this they do not tend to have a high and keen interest within the business. Together this means that the organisation, in this case Chaiwalla, does not need to involve them in all forms of decision making as well as only really having to inform on any changes that directly involve the group.
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Valuable 
There are different resources which are used within an organisation. In the case of Chaiwalla, its main resource is it supplies of products such as ingredients, used in day to day business. 
For these supplies to be deemed as valuable, the company must be able to utilise this resource in order to profit and benefit from it, as well as use it to gain value for the company through the perspective of a customer. Chaiwalla tends to regard its supplies as valuable through the use of ‘buying in bulk’ and selling at a higher price when the supply, in this case ingredients, are incorporated into different food and drink products. Furthermore they specifically use local suppliers, decreasing shipment and delivery time, as well as using continual and viable products. This put together improves the resource in terms of its value. 

Rare
The rarity of a product links directly to its value, as they are both directly proportional in the sense that it is most often the case that the rarer a product, the more value it has. This applies to Chaiwalla as they use local suppliers meaning that other companies outside of their operating areas cannot access these suppliers and their product without a longer delivery time and most likely a higher price to cover the costs of shipment. This adds to the rarity if chaiwallas products, allowing them to be considered as special and distinctive, increasing the difficulty of other similar organisations to compete with Chaiwalla. 


Imitation
Often many companies and manufacturers of a certain product rely on the production of the exact same or a similar item by another company. This is known as imitation and is a lot more common than expected. For an organisation to prevent their products from being imitated they must ensure that the materials and steps to produce the particular item are either extremely difficult, or very expensive, or both, otherwise others would imitate their product and perhaps sell it at lower price with a smaller profit margin for the business. This would put other competitors out of sales and so it is a must to ensure that resources are difficult to imitate, as this would ensure that competitors would have to invest huge sums of money to achieve a product of similar quality and design. Chaiwalla does exactly this by having local suppliers who provide a value product and rare service time, increasing the difficulty of imitation by other businesses. 
Organised Capture Value
It is key for a business to utilise their resources for maximum possible benefit, but in order to do so they must ensure that all aspects of their business, such as the processes used and the structure of the company as a whole are effective and efficient in ensuring that the organisation remains successful. In order to utilise their resources, the organisation must not focus on one single aspect and resource within their business, but rather all aspect and separate resources of the business. This can be given by the hypothetical example of if Chaiwalla only paid attention and put effort into perfecting their resource of food and drinks; granted the quality of the food and drinks would be impeccable, and therefore attracting customers, but the lack of attention to the design and environment  would deter customers from entering the stores, and so decreasing the amount of business and sales.                                                                                                                                        However this is thankfully not the case as the structure of Chaiwallas organisation and their specific day to day actions ensure that all products/resources are utilised to benefit the company as a whole, rather than only a single section of the business.  Furthermore this allows Chaiwala’s to ensure that every aspect of their organisation is given equal value, and hence every product is given equal value, allowing for there to be complete openness when changes are to be discussed and made by the stakeholders. In addition to this, the equal distribution of importance and value to each individual product allows for issues to be solved rapidly and in an efficient manner with minimal consequences. 

[bookmark: _Toc78282086]McKinsey’s 7S Framework
McKinney’s 7S framework is a list of 7 elements, otherwise known as the 7S’s, inclusive of three Hard S’s and four soft S’s, which are a key part of the organisations success on a daily basis and when making huge impactful decisions . Each of the 7 S’s are related to one another and thus have a knock on effect to each other in the sense that altering one of the S’s affects another element (S) and therefore and organisation must ensure that all other areas of their business remains intact and successful when altering one S (element).   
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The hard S and soft S groups are key to understanding and utilising McKinsey’s 7S model. The soft S group contains aspects of the organisation which are considered to be more difficult to control than the Hard S group, but the soft S group does contain vital elements within the company which allow organisations such as Chaiwalla to have a beneficial advantage over similar companies. 

The Soft S’s:
Staff, style, skills and shared values.

The Hard S’s:
Structure, systems and the strategy. 

Structure-The structure of the organisation refers to the separate areas of the business and how they all link to one another to provide a well ordered and high potential company, This is considered a hard S as it is easily controlled through management decisions as well as its changes playing a key part in the organisation as a whole, but not directly affecting consumers of the company’s products. 
Style- The style of the organisation refers to the methods utilised by the board of the organisation as well as management to keep the business with a beneficial advantages over other competing business that are similar. 
Strategy-The strategy of the business also refers to methods that the organisation use to ensure that the beneficial advantage  over other competing business that are similar remains, however  it is from a more direct and hands on perspective. The strategy of a business has a direct effect on the day to day routine of employees, in the case of Chaiwalla, a change in strategy will directly affect in store workers. A strategy upon first glance may be deemed efficient and useful based on its profit margin and many other factors, but upon a closer look, if the strategy does not fit into the original business model of the organisation and is not supported by the key stakeholders such as the players, then it will not be successful due to the context of the organisation. This means the strategy of a business, as a hard S, is complimentary to the soft S’s, and thus must only be altered with regards to the soft S’s not having a detrimental impact upon change. 
Systems- Systems are another Hard S and the systems of an organisation are the daily processes and actions that together allow the business to run. For Chaiwalla this goes from cleaning the eating areas to providing customers with food to managing the finances of a store. These systems allow for the company to have transactions occurring and thus allow for an income and cash flow. The main people involved in any alterations to the system of the business are the executive board and management, whereas employees are usually the people carrying out the system via their day to day tasks.
 
Staff - The staff of an organisation refers to the amount of employees working for the company. There are many different types of employees in different positions with different amounts of power and importance within Chaiwalla ranging from low position employees such as waiters and waitresses to store managers to members of the executive board. A company must regulate the number of employees, as too many employees would means that stores will be overstaffed, leaving some workers having to stay at home whilst others work, as well as salary payments could potentially exceeding budgets; on the other not having enough employees would mean that stores will be under employed and thus it would be as struggle for the organisation to run daily business due to poor time management. Furthermore the company must ensure all employees receive a sufficient amount of training before hand to ensure they are qualified for the job. Finally a company must also ensure that the staffs’ remains satisfied to motivate them to work at, or preferably above, a satisfactory rate and quality.
Skills- An organisation such as Chaiwalla essentially runs on skills due to the fact that all employees require a certain degree of skills. The usual, behind the counter, employees require general skills such as cleaning efficiently as well as more professional skills such as being able  to run certain machinery which produce certain foods and drinks; whereas members of management require a certain set of skills which include good communication and leadership. The soft S element of skills can be changed by an organisation via their altering of the required skill for each job position. Altering this would have a huge impact on the day to day tasks of the business as well as the management strategies and therefore the skills element of an organisation is vital and should only be changed to give the organisation a beneficial advantage against competing businesses. 
Shared values- Having shared values between stakeholders within a company is crucial as values are the main motive behind an organisation in their road to success. It can be considered almost foundational as without stakeholders having a shared value, and thus a common goal, decisions that do not correlate and complement one another would be taken my different members of the management team, leading to many consequences, and ultimately a decrease in the success of the business. 
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Suitability- Suitability is a crucial aspect as to the success measure of an organisation. This is due to the fact that the suitability of an organisation can be split into many different, more specific, groups such as environmental suitability and the suitability of expectation etc. This allows the company to carefully review and decide whether their organisations will work well with a particular method or strategy. 
Acceptability- This aspect of a SAF analysis on the surface may seem identical to the suitability aspect but the acceptability element places a lot more emphasis on the stakeholders and the return on their investment. The investment of stakeholders does not necessarily have to be in terms of capital (money) but instead could be via their time and effort such as an employee waiter stakeholder serving a customer: that is an investment of their time. This also focuses on the cash flow in terms of income and outcome of capital for the business, mainly referring to assets of a more physical nature such as a currency. A company must aim to ensure that their net income is always greater than their net outcome, leaving a positive cash flow. Furthermore stakeholders must be rewarded accordingly through salaries, dividends, promotions etc. In terms of risk, the company must review whether their finances are put at risk via any alterations to the strategic aspect of the business, as well as having to ensure that all stakeholders, mainly average low position employees, are gifted with a rightful job security. This means minimising risk is crucial to businesses. 
Feasibility- a Company’s execution is arguably the most vital aspect of the business s without executing a plan or a business model and strategy, the plan is deemed useless. Feasibility would refer to the likelihood of this plan/ business model and strategy being successful or not when carried out. There are different types of feasibility within a business, but one of the main ones is the financial feasibility of the organisation, which refers to the reviewing of the income and outcome of the business, as well as the regulative financial demands such as paying taxes, which also fall under the category of ‘income and outcome’ as taxes are a source of outcome.  Also an organisation must take into account whether the company has sufficient employees in terms of their management and in their general day to the day tasks, as well as sufficient resources to ensure that strategies are more feasible. In addition to this the organisation must analyse and review their niche/market and decide whether the current plan they have in place is strategic and suitable for an efficient successful execution. 
There are multiple ways in which any organisation can improve upon their strategy, these are often decided by management teams, and this is also the case at Chaiwalla. However for Chaiwalla I have managed to decide on two main key strategies to improve the company’s feasibility. These are as follows:
1. Improving products
Chaiwalla currently does use certain resources which are deemed rare as well as valuable, such as certain spices, but there are still many of their products which are not rare or valuable and thus they could improve by increasing the amount of rare and valuable products they use. This would make it a lot more difficult for competing companies to imitate their products, such as ‘Karak Chaii’, which is an organisation which essentially imitates the branding and business model, and strategy, of Chaiwalla. In addition to this, Karak Chaii shares a similar location to one of the Chaiwalla stores; this is the store on Soho Road, Hands worth, Birmingham. This means that Karak Chai is a direct competitor of huge significance and so Chaiwalla must provide the ‘wow factor’ in terms of their products to outsell Karak Chai. This can be implemented through the management team of Chaiwalla hiring experts and researchers to find rare and valuable resources as well finding suppliers.  Furthermore the organisation should take the reviews and opinions of the customers into account, which could be done by allowing customers to leave reviews when leaving the store as well as training employees to generally ask in store customers about their experience, allowing the organisation to get a general idea of what aspects of the company must be improved in order to become more successful. 
2. Improving the niche/market
The market Chaiwalla is currently in is very competitive; however they have created a specific design strategy to present themselves as unique. This however may not be enough in the future as companies such as Karak Chaii, as mentioned before, have begun to imitate this business model and thus changes must be made to ensure the success of Chaiwalla remains consistent. This could be done through the use of developing the market via providing more unsaturated areas within the market and thus creating a chance to partner with others, this could be companies or investors etc. This would overall improve the network involved within Chaiwalla, and provide more high interest stakeholders such as players and subjects. This is a method, and strategy, which will improve Chaiwilla’s firmness and recognition as a brand, allowing them to franchise at a faster rate and a higher quality. 
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Improving products method (x/10)
Suitability- 6
Acceptability-6
Feasability-7

Improving market method(x/10)
Suitability-8
Acceptability-7
Feasability-8

[bookmark: _Toc78282089]Results
The results allow me to conclude that the better suited approach to improving Chaiwalla would be the ‘improving market method’ due to the nature of the business and the relevancy of Chaiwalla’s current business and operations at the time of this writing. They could implement this method via the franchising of the company, through opening new stores, which provide an investable income to venture into other markets or simply keep franchising out. They could become an international enterprise as opposed to solely operating in the UK as this would build recognition and wider their network and opportunities. In addition to this the organisation should aim to improve their delivery service as due to current times, as with Corona virus being a key issue in terms of food and drinks places, many people have began to order food a lot more than before the pandemic and so without having a strong delivery strategy, they are missing out on potential revenue.                                                              This could be done through partnering with apps such as Uber Eats and Just Eat which take a very small percentage of sale revenue from each individual order, but saves the company the time and management costs of having to run a personal delivery strategy.

[bookmark: _Toc78282090]Analysis
Through the use of certain strategies and analysis models it can be seen that the best suited analytical model for Chaiwalla to use as a basis for external is PESTLE. This is due to the fact that it provides an intricate but simple analysis as to how any alterations to the business has an effect on the external and environmental aspect of the organisation. However for any internal improvements the best analytical model to use would be SWOT. This would be due to the specifics it provides in terms of different internal areas and departments within Chaiwalla. The strengths and weaknesses are clearly and simply outlined and reviewed as well as opportunities being mentioned. Furthermore thee threat aspect allows Chaiwalla to take into account the competitors within the same market such as ‘Karak Chaii’, allowing the organisation to take action via altering their methods and strategies before competitors soon become larger and more successful. 
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In conclusion, the measures of success, analytical models and strategies discussed throughout the essay can be implemented for most organisations, but are more so specifically tailored to businesses within the food and drinks market, such as the case specific Chaiwalla.  Many of these are separated into internal and external environmental aspects and include run downs of different groups of stakeholders, including their level of importance and level of interest. 
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