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[bookmark: _Toc85289598][bookmark: _Toc89632116]INTRODUCTION
Organisational culture is the collection of principles and practices that govern the actions of the members of an organisation (Cliff, 2015). A great organisational culture is vitally important in cultivating the traits needed for building a successful business. Organisations that put a huge emphasis on culture have the ability to deal well in hard times within the business and through their foundational culture, they get better after those challenging times (Jane, 2014), (Ian McDowell 2013). Culture is a quite beneficial in attracting skilled and talented employees. 77 percent of workers take a cursory look at a company’s culture before making applications and a significant number of employees will leave their jobs for a lower pay-scale opportunity at an organisation with great workplace culture. The culture of an organisation has a profound impact on the satisfaction of an employee and the retention of employees in the organisation (Sarah, 2011).














[bookmark: _Toc89632117]CHAPTER 1     RESTAURANT ANALYSIS USING PESTEL / PORTER’S 5 FORCES
[bookmark: toc7]PESTEL/Porter’s Five Forces are environmental analytical tools that are designed to identify various elements (both internal and external), which can impact the performance of any organisation (Chapman, 2010). These tools/techniques are used to investigate the business environment within which an organisation is operating. The implementation of both PESTEL and Five Forces techniques in an organisation will give a full picture of the situation existing in that organisation. Knowledge and understanding will be limited when one of the techniques is used. The PESTEL analysis gives a list of the potential issues within a macro-environment that have or could have implications for the organisation whereas a thorough understanding of your competitors and their impact can be gained using Porter’s Five Forces analysis (PESTEL Analysis, 2012) (Mind Tools, 2012).
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The PESTEL analysis of a restaurant is shown in the Figure 1
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	· Determination of tax reforms or Health and safety guidelines will affect the restaurant business, and these regulations vary from country to country
	· Rise in inflation rate will affect the prices of the ingredients 
· Price inflation of ingredients will prevent people from ordering food from a restaurant
	· People being more health conscious will prefer to go for organic food rather than junk food
	· Implementation of CCTVs can be used to monitor progress in the restaurant business 
	· Cleanliness of the internal and external environment of the restaurant are very important for its success
	· Legal and local bodies can influence the restaurant business


[bookmark: toc10]Figure 1. PESTEL analysis of a restaurant
(Figure reproduced from Strategic Analysis with PESTLE & Porter's Five Forces Analysis
https://www.visual-paradigm.com/guide/strategic-)

A. Political Factors
Political factors have a huge impact on restaurant business anywhere in the world. These political factors include Health and Safety rules and regulations, and tax reforms. When the health regulations are determined which affect the business, appropriate decisions can be taken to reduce the impact of such regulations.


B. Economic Factors
Rise in inflation rate in the economy where a restaurant is operating, will affect the prices of the ingredients. As a result, menu prices will go up and most of the time people avoid ordering food from a restaurant or go outside for shopping. The amount of income earned by consumers is another factor that can have an impact on the food industry.
C. Social Factors
Social factors can have a positive or negative impact on restaurant business. In recent times, awareness of food choices for health benefits has been prevalent. People are beginning to opt for healthy food choices in order to prevent health deterioration. Organic foods have become people’s preferred choices. 
D. Technological Factors
Rapid technology advancement and change can impact the restaurant business; for instance, installing CCTV Cameras control (with mobile phone access) can be used to monitor the progress of operations in the restaurant; this is especially important when the restaurant owner is absent from the business premises. Accounting software such as QuickBooks can be used by restaurants to increase their profitability and efficiency. 
E. Environmental Factors
Both the cleanliness and egress of internal and external environment of the restaurant are very important to consider. Using recycled material and implementing a proper food waste management policy are necessary for environmental impact. 
F. Legal Factors
Legal and local bodies can influence the restaurant business. Several areas within the restaurant like the kitchen and store are often inspected by food regulatory authorities to check for food quality and hygiene.
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[bookmark: toc12]The Porter’s Five Forces analysis of a restaurant is enumerated below.
A. Threat of New Entrants
Setting up a new restaurant requires a moderate level of capital investment and this therefore makes the entry of new restaurant into the industry easy and simple. Economies of scale is a factor that can influence the ease of entry for new restaurants; economies of scale can be developed when efficiency is achieved by the different operations of the restaurant (Lee-Ross & Lashley, 2010). Fixed and operating costs have to be considered by new restaurant entrants in order to ensure that they are capitalising on cost advantage (Hill & Jones, 2014). There is a moderate threat of new entrants within the restaurant industry.
B. Bargaining Power of Buyers
The buyers have significant power in determining the pricing decisions of a company, the restaurant industry is also affected by the buyer’s preferences and switching behaviour (Adhikari & Rao, 2013). Buyers/customers can influence the restaurant business in the following ways: the changes in prices, the items offered by a restaurant, the quality of the items offered etc. There is moderate bargaining power of buyers in the restaurant industry.
C. Bargaining Power of Suppliers
The supply of raw materials to restaurants is the fundamental responsibility of the suppliers. According to Chong et al. (2001), the suppliers in an industry can have a profound influence on the purchase decisions of the buyer companies. The size of a restaurant can influence the bargaining power of suppliers. 
D. Threat of Substitute Products
The restaurant industry has various cuisines and delicacies from different vendors, making it easier for the customers to make the decision of switching from one restaurant to another. It is significantly cost-effective to switch from one restaurant to another and this factor makes it easy for customers to change their loyalty from restaurant to another (Chong, Chen & Chen, 2001), (Solomon, 2018). The ease of switching between restaurants makes the restaurant industry to have a high threat of substitute products.
E. Competitive Rivalry
The higher the number of competitors in the restaurant industry, the more intense the competitive rivalry would be (Chong et al., 2001). These restaurants are always striving to dominate their businesses than their rivals, whilst being increasingly profitable and also keeping tabs on their growth and development. There is a high threat of rivalry within the restaurant industry.
These Porter’s five forces are neatly brought together in Figure 2 below.
· Competitive Rivalry:
· High competition
· A lot of well-established restaurants with significant large resources
· Threat of New Entrants:
· Moderate entry barriers

Threat of New Entrants






Bargaining Power of Suppliers

Bargaining Power of Buyers
Rivalry Among Existing Competitors





· Buyer Power:
· Moderate bargaining power for buyers in the restaurant industry
· Supplier Power:
· Low because the restaurant has many suppliers


Threat of Substitutes

· Threat of Substitution:
· High threat due to customers’ dissatisfaction





Figure 2. Porter’s Five Factors analysis of a restaurant
(Figure reproduced from Strategic Analysis with PESTLE & Porter's Five Forces Analysis
https://www.visual-paradigm.com/guide/strategic-)
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[bookmark: _Toc89632121]2.1 ANALYSIS OF THE CULTURE OF THE RESTAURANT USING McKINSEY’S 7S / CULTURAL WEB
[bookmark: _Toc89632122]2.1.1 ANALYSIS OF THE CULTURE OF THE RESTAURANT USING CULTURAL WEB
The cultural web model was developed by Gerry Johnson and Kevan Scholes to give credence to the standard method of operations existing within an organisation (see Figure 3). The cultural web model delves into the different elements in an organisation, and it explores the influence these elements have on the people working in the organisation. According to Sathe (1983), culture can be defined as a set of values, ethics and principles that govern a group of people. Deal and Kennedy (1982) define culture as the way things are done or carried out.
Stories and Myths

Symbols

Rituals and Routines

Power Structures
Control Systems
Organisation Structures
The Paradigm







Figure 3. The Cultural Web Model
(Figure reproduced from “Fundamentals of Strategy” by G. Johnson, R. Whittington, and K. Scholes. Published by Pearson Education, 2012. 







A. Routines & Rituals
Routines, in the context of restaurant, can be linked with giving a warm welcome or bidding farewell to guests. It can also entail the serving of meals and drinks to guests/customers. Rituals can be processes (formal and informal) that are prevalent within an organisation. Formal processes can range from staff training to inductions given to new employees. Informal processes can range from sessional tea/coffee breaks to after-work social activities (Robbins, 1994). 
B. Stories
Stories are methods used in informing people on the vital aspects in an organisation (Ott, 1989). Stories also are platforms on which the organisation thrives, and they outline hierarchy of power within the organisation. Stories are instruments used in differentiate an organisation from its competitors.
C. Symbols
Symbols enable organisations to become distinct within their respective competitive industries (Brown, 1998). Schein (1984) has pointed out that symbols within an organisation could have different meaning for different people engaged in organisational cultures. It is therefore important the symbols are clearly defined within an organisation in order to avoid miscommunication. 
D. Power Structures
Hickson et al (1971) noted the connections that exist in the power hierarchy within organisations. In a restaurant setting, there is a lot of emphasis laid on excellent delivery of service and satisfaction of customers/guests. The human resource role is very important role within an organisation as they are tasked with recruiting people who can enable the organisation to meet its objectives and financial goals. 
E. Organisational Structure
In businesses such as restaurants, there is the tendency for different departments to track their key performance indicators (KPIs) and this can lead to the formation of ideas that are aimed at meeting guests/customers’ needs and requirements better. The aforementioned scenario can lead to quiet competition amongst the various departments within the organisation and this can serve as a source of motivation for the employees. 
F. Control Systems
To meet customers’ expectations and satisfaction, it is important that the behavioural patterns of the team members must be taken into account. Staff members can be trained to behave in a certain acceptable manner to guests/customers such as welcoming guests/customers with a smile. This training can be incorporated in the induction sessions given to new employees. Robbins et al. (1994) opines that culture has a way of imprinting the organisation’s identity into the consciousness of its employees and this can lead to increased commitment and dedication from the employees.
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The McKinsey 7s model is an important tool that enable businesses carry out an assessment of their performance. The McKinsey 7s model is broken down into 7 major elements and these elements foster the success and development of any organisation (See Figure 4) (Şalvarlı & Doğu, 2018), (Ravanfar, 2015).
Shared Values
Styles
Structure
Skills
Staff
Strategy
Systems

 














Figure 4. McKinsey 7S Model
(Figure reproduced from McKinsey & Company, www.mckinsey.com)

A. Strategy
The strategic direction and the overall business strategy for a restaurant should be clearly defined and communicated to all the employees and stakeholders. This enables the organisation to track its performance and actions and ensure that they are in alignment with the organisation’s strategy. 

B. Structure
A restaurant should have a simple organisational hierarchy that aids better learning and progression. When an organisational structure has less strata in their leadership hierarchy, there is better interaction and communication between employees. 
C. Systems
A restaurant should have well-developed systems that enable its operations to run smoothly without unnecessary hiccups and setbacks.  
D. Shared values
The core values at a restaurant should be clearly defined in order to promote commitment and dedication from its employees. Core values such as Honesty, Trust, Accountability, to mention but a few, must be adhered to. These core values make the restaurant to be more attractive to customers. 
E. Style
Through an inclusive style of leadership, a restaurant is able to foster an environment where its employees are engaged in several decision-making processes. This creates a healthy interaction between employees and managers to identify and resolve conflicting issues within the organisation.  
F. Staff
A restaurant should have sufficient number of employees employed within the business. Recruitment is carried out both internally and externally as and when the need for specific skillset arises. 
G.  Skills
[bookmark: _Toc85289604]A restaurant should have a reliable workforce with high level of competency. Recruitment of staff members are conducted in a fair manner based on skillset and qualifications. The restaurant should ensure that employees have sufficient skills to perform their respective jobs in accordance with the demands and objectives of the restaurant. 


[bookmark: _Toc89632124]2.2 TRANSFORMATION OF RESTAURANT’S CULTURE USING EITHER THE LEWIN’S 3-STEP MODEL OR KOTTER’S 8-STEP MODEL
John Kotter’s 8-step model points out the hindrances that organisations face when they are about implement organisational changes. Kotter’s 8 step change model was introduced to help companies overcome these key barriers and improve their business change programs (Kotter, 2011). Levels 1 to 4 of the 8-step model create the foundation of the change. Levels five through seven comprise the introduction, while level eight serves to solidify the changes (see Figure 5).

Step 1: Create a sense of urgency

Step 2: Build a leadership coalition

Step 3: Develop vision and strategy

Step 4: Communicate the vision of change


Step 5: Empower employees on a broad basis

Step 6: Achieve quick results

Step 7: Consolidate success & make further changes

Step 8: Anchoring new approaches in culture



Figure 5. Kotter’s 8-Step Model
(Adapted from Kotter 1996)

A. Create a sense of urgency
It is important for an awareness to be created in order for the employees to buy into the impending changes. There should be a level of discussion about the impending changes between the employees and managers. 
B. Build a leadership coalition
During the early stages of the change, it is ideal that a management team is created. The management team should be made of employees from different hierarchy of the organisation. The role of the management team is to execute the changes in manageable segments in order to avoid unnecessary complexities.
C. Develop vision and strategy
It is also important that the changes to be made must be communicated in a clear and concise manner. Having a clear organisational vision regarding the changes will enable its smooth implementation within the business. 
D. Communicate the vision of change
The vision and strategy should be constantly communicated to the employees in order to prepare them for the change and get them involved in it. The management team must drive the rest of the members of the organisation to be interested in the change by becoming practical demonstrators in their belief for the change.
E. Empower employees on a broad basis
Hindrances and obstructions within the organisation must be taken out of the way for employees to become inspired to take on the new challenge. Employees should be empowered to be willing to embark on this journey, albeit risky and daring.
F. Achieve quick results
Recognition of the successes made by employees is a way of achieving quick and instant results. This can serve as a source of motivation for the employees in adapting to the organisational change.
G. Consolidate successes and initiate further changes
The achievement of quick results can lead to implementation of further organisational changes. The recruitment of employees who have the change growth mentality can be instrumental in consolidating organisational changes.
H. Anchoring new approaches in culture
The changes made within the organisation must be enshrined into the culture of that organisation. New processes and methods must be effectively communicated in a clear and concise manner. The leadership of the organisation should be practical examples of such changes.


[bookmark: _Toc89632125]CHAPTER 3     ETHICAL DILEMMAS
Ethics are the moral standards and principles that govern the behavioural patterns of individuals in making decisions within the organisation (Kvalnes, 2019), (Portmore, 2008). Ethical dilemmas arise when these standards and principles coincide with one another especially when a decision is about to be made. (McConnell, 2018). 
Restaurant owners face ethical dilemmas on a daily basis. These dilemmas can stem from making purchases to the disposal of food after end of the working day. There is therefore the ultimate importance for a restaurant to carry out its operations in an ethical and professional manner. Violation of such ethics will result in decrease of profits in the restaurant, and in severe situations, the restaurant can be hugely fined and/or closed down. 
[bookmark: _Toc89632126]3.1 EXAMPLES OF ETHICAL DILEMMAS IN A RESTAURANT
A. Conflict of Interest
Many restaurants have an ethical stance of not having to do with any suppliers that have a personal interest/connection with one of its employees. This avoids situations in which the employee with the power to determine suppliers and this can lead to quality and cost being compromised. Accepting gifts from the supplier by anyone in the restaurant should be monitored as a promise of business deal may be granted in return. Giving contracts without sufficient bids can result in ethical dilemmas.
B. Food Choices
Many customers have now become more aware of the sustainability and are keen on having ingredients that available locally. Other customers are more concerned about the affordability of the menu. The affordability of the menu is an important determinant in customers’ choices of dining out or eating at home.
C. Employee Hours
The allocation of shifts to employees can present as ethical dilemmas especially when employees see the benefits of being in certain shift patterns. The benefits of having a specified shift patterns can range from reduced traffic to better tips offered by customers. Employees therefore become discontented when they are told to cover other shift patterns that they are not used to and this in itself, can lead to unethical situations.


[bookmark: _Toc89632127]CHAPTER 4     CONCLUSION & RECOMMENDATIONS
PESTEL/Porter’s 5 forces are vital analytical tools especially when starting a restaurant or venturing into the restaurant industry. They help to address the challenges that the restaurant is likely to face and the competition within the restaurant industry.
The cultural web model will address the working pattern of the restaurant and enable to the restaurant to make adjustments which will lead to their increasing growth and development.
The McKinsey 7s model will enable the restaurant owners/managers to keep tabs on their key performance indicators (KPIs) and then evaluate the progress of the restaurant is making.
John Kotter’s approach will centre on identifying and overcoming the challenges and barriers that the restaurant might encounter during their operations.
Ethical dilemmas arise when these standards and principles laid out in a restaurant coincide with one another especially when a decision is about to be made. Ethical dilemmas must be addressed by the restaurant managers in order to foster smooth running of the restaurant.
The recommendation to be made from the aforementioned models and approaches is that a restaurant must have a set of working standards and patterns that its employees must abide by. These standards and patterns must be enshrined into the culture of the restaurant. The success of the restaurant can be traced to its rich culture. The cultural web model is therefore a vital model to be imbibed by any organisation.
 








[bookmark: _Toc85289613][bookmark: _Toc89632128]REFERENCES
Adhikari, A., & Rao, A. K. (2013). Individual Preference and Bargaining Behaviour in Families’ Buying Decisions of Restaurant Service, Cornell Hospitality Quarterly, 54(3), 248-261.
Brown, A. (1998). Organisational Culture, Financial Times/Prentice Hall, London
Chapman, Alan (2010), Pest market analysis tool PEST analysis method and examples, with free PEST template, 14 http://www.businessballs.com/pestanalysisfreetemplate.htm (Accessed 19/11/2012)
Chong, P. P., Chen, Y. S., & Chen, C. J. (2001). IT induction in the food service industry. Industrial Management & Data Systems, 101(1), 13-20.
Cliff Moyce (2015) Culture change, Management Services, Spring vol 59 no 1, pp28-30 
Deal, T.E. and Kennedy, A.A. (1982) Corporate Cultures: The Rites and Rituals of Corporate Life. Addison Wesley Publishing Company, Reading, 126.
Hickson, D. J., Hinings, C. R., Lee, C. A., Schneck, R. E., and Pennings, J. M. (1971) A Strategic Contingencies' Theory of Intraorganizational Power, Administrative Science Quarterly, Sage Publications, Inc., Vol. 16, No. 2, pp. 216-229 
Hill, C. W., & Jones, G. R. (2014) Strategic management: theory: an integrated approach. USA: South-Western Cengage Learning. 
Ian McDowell (2013) Physician, heal thyself? Training Journal, April, pp 27-30 
Jane Sparrow (2014) Demystifying culture, Training Journal, March, pp 23-26 
John Kotter (2011) Strategy and Change. [Internet], Leeds, Leeds Metropolitan University. Available from: <http://www.strategies-for-managing-change.com/john-kotter.html> [Accessed 22nd June 2011].
Kotter, J (1995) Leading Change. Boston, Harvard University Press.
Kvalnes, Øyvind (2019). "Moral Dilemmas". Moral Reasoning at Work: Rethinking Ethics in Organizations. Springer International Publishing. pp. 11–19
Lee-Ross, D., & Lashley, C. (2010), Entrepreneurship and Small Business Management in the Hospitality Industry. USA: Routledge.
McConnell, Terrance (2018). "Moral Dilemmas". The Stanford Encyclopedia of Philosophy. Metaphysics Research Lab, Stanford University. Retrieved 20 February 2021.
Mind Tools (2012), Porter’s Five Forces: Assessing the balance of power in a business situation” http://www.mindtools.com/pages/article/newTMC_08.htm (Accessed 16/11/2012)
Ott, J. S. (1989). The Organizational Culture Perspective, Brooks/Cole Publishing, Pacific Grove, CA
Pestel Analysis (2012), PESTEL Analysis, http://pestel-analysis.com/ (Accessed 20/11/2012).
Portmore, Douglas W. (2008). "Are Moral Reasons Morally Overriding?" (PDF). Ethical Theory and Moral Practice. 11 (4): 369–388. 
Ravanfar, M. M. (2015). Analyzing Organizational Structure Based on 7s Model of McKinsey. International Journal of Academic Research in Business and Social Sciences, 43-55.
Robbins, S. P. (1994). Management, Prentice Hall, 663 pages
Şalvarlı, M. S., & Doğu, K. (2018). An Analysis of McKinsey 7-S Model and Its Application on Organizational Efficiency. International Journal of Scientific and Technological Research, 103-111.
Sarah Nicholas (2011) The way we do things around here, Director, March, pp 56-59
Sathe, V. (1983). Implications of corporate culture: A manager's guide to action. Organizational Dynamics, 12(2), 5–23. https://doi.org/10.1016/0090-2616(83)90030-X
Schein, E.H., 1984. Coming to a New Awareness of Organizational Culture. Sloan Management Review, 25(2), pp.3–16.
Solomon, M. (November 18, 2018). Only The Customer Gets To Decide What Matters in Customer Service And Customer Experience. Forbes. Retrieved from https://www.forbes.com/sites/micahsolomon/2018/11/18/the-customer-gets-to-decide-what-matters-in-customer-service-and-the-customer-experience/#4f5bd3b069db




2

