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Introduction
Strategic management is a process which helps organisations to learn and apply strategies correctly to make their business sustainable, to become successful it is highly vital that the organisations implement and follow the correct strategies (Verbeke, 2013), considering my chosen business which is a private day care nursery, it is a small and medium size enterprise, this business has been up the ladder of success but since the past few years it started to go down and the management is very concerned and is trying their level best to fine different ways to get it back to where it use to be, to make this business sustainable they need to implement new strategies which can help to regain their previous level.
There are a number of different tools which I have used such as porters 5 forces, pestle analysis, swot analysis, stakeholder analysis, competitor analysis, value channel analysis and sfa matrix, to investigate the main reasons behind the downfall of this business, so by analyzing through all of the above mentioned tools I think this business needs to implement planning and sales and marketing strategies and need to follow these correctly to become successful.
Business overview
In this assignment I will be writing about a private day care nursery which is called Lawnswood private day care, based in Shirley Solihull. This is a family run business which was established in 1984 and this nursery was run by a husband and wife called Paul and Linda, from the past 13 or so years this is being run by their daughter her name is heather Morley who has a lot of experience in this childcare field which makes it easy for her to run and look after the place, with her experience and knowledge she is providing exceptional service to parents/carer’s and the children that attend.
This nursery has 3 branches in Birmingham in different areas but I will be writing about Streetbrook Road solihull branch. This nursery has qualified staff and also provides training opportunities to their staff which progress to higher qualifications. The nursery has the capacity to accommodate 71 children and over 20 staff members, they have loads of offers and promotion for their present and new people wanting to bring their children in this nursery. This nursery provides breakfast, snacks, lunches all healthy and nutritious meals keeping in mind all the allergies of children.
Yearly turnover is from 150k to 180k but recently because they are having some issues which are causing them to lose out a lot, so the management is working hard to regain the lost sustainability of this organisation.
Strategy
This company has a strong vision, mission and objective, considering their mission they want to be at top of looking after their customers and their needs, by doing this they can achieve business sustainability. Although they have other branches as well in Birmingham considering their vision they still want to expand their business and open more branches, by considering their objectives they want to be higher in services compared to others in the same field of childcare and education. As previously said business is not doing well and is losing revenue and number of customers so management is working hard to figure out the exact reasons behind all this as a matter of fact if this carries on they will be forced to close down this branch new to not being able to meet their business expenses.   They are working hard to understand their business requirement and required strategies which can help them to build a sustainable business (Boudreau et al,. 2008), Bearing in mind their critical situation I am going to use porters 5 forces which will give the exact idea  on how and where to make improvements, considering their mission vision and objectives.
The success is hidden behind strong mission, vision and objectives of any organisation so it is highly vital to follow your strategies correctly to make your business successful.
Porters 5 forces
Porters 5 forces is a strong tool which helps organisations to determine and understand the power of competition in organisation and their profitability level (Dobbs, 2014), that’s why I will be using this tool which will help management at Lawnswood to understand how to improve and where to improve as by using this porters 5 forces analysis they can clearly understand how these five competitive forces can affect their business.
· Threats of new entrants
Considering threats of new entrants when a business is losing revenue then the business automatically opens doors to new entrants as when more organisations are offering the same services as you are your business will start to go down (Grundy, 2006), so it is highly vital for you to know the reasons behind this fall and to create high barriers which will stop new entrants by offering better service and quality to existing and new customers, therefore Lawnswood management needs to really understand this and should really focus on marketing, quality and service as this will help them to build up again
· [bookmark: _GoBack]Bargaining power of suppliers
To reduce the running cost Lawnswood management need to search for more suppliers which can give them opportunity to better rates than their competitors, this will improve the variety of their products to meet the needs of their customers, as strong bargaining power allows suppliers to sell at high price so you need to have a number of suppliers to make your profit rates better and affordable.
· Bargaining power of buyers
Lawnswood nursery need to improve their quality and service to their customers and offer cheaper rates compared to their competitors as this will most definitely improve their bargaining power to their customers. More business will automatically reduce production cost and give more profits to the nursey so it is highly vital that their first priority is to improve their quality and service, this can be done through marketing.
· Threats of substitutes
Considering this force Lawnswood management really need to improve their service and quality as by offering better quality and service they will attract more customers which will give them advantage to gain their lost position in the market because the customers are always looking for better quality, service and prices and if they are getting this already from where they are they will not think of moving elsewhere, this can be achieved by understanding your customer needs and feedback also research etc.
· Rivalry among existing competitors
There are so many different factors which can affect your business such as customer loyalty, other businesses offering same services as you are, a large number of competitors etc. considering all these factors it Lawnswoods managements responsibility to look at new and different ways where they can improve their business by providing a satisfying service to their customers because this is highly vital to bring their business level up again in the market (Barsky, Labagh, 1992).
To make a sustainable  business it is highly vital that you implement correct strategies and follow them correctly because considering porters 5 forces analysis I clearly understand that the management is doing their level best but still they need to improve their quality and service, to meet their customer needs and demands they should offer more variety of services compared to other nurseries which will make them stand out and they also will need to concentrate on their marketing strategy too.
Internal and external environment
Lawnswood nursery management  really need to focus on their strategies and should also consider their internal and external environments as this will give them the clear idea of the problems that they are facing and how to overcome these issues by implementing these strategies. It is highly vital to understand and analyse the companies inner and outer circumstances and by doing this they can improve everything that needs improvement.
Pestel analysis
Now I will be doing pestle analysis which will give me an idea about external environment factors which are impacting on this environment and this will also give me the opportunity to identify this organisations threats and weaknesses (Yüksel, 2012), which I can use to do the swot analysis, this analysis will help Lawnswood nursery to understand them and to decide what strategies they will need to implement to make their business sustainable in the business market.
· Political factors
There are not so many political factors that can affect the market of childcare business but there are still some factors which may affect considering the present pandemic situation in the UK and due to these factors businesses can be affected differently, so considering this situation Government policies and guidelines are changing all the time and this is the biggest political impact on organisations as due to this change most businesses are struggling to meet their expenses and are getting forced to close down so Lawnswood management needs to work hard and follow all these policies and must 1not 1break 1any 1of 1these 1laws otherwise 1they 1could 1face 1legal 1action, 1the 1Government 1should 1introduce 1extra 1supported childcare 1costs 1and 1benefits which can help business’s like Lawnswood.
· Economic factors
Currently 1the 1UK 1is 1battling 1its 1way 1out 1of 1an 1economic 1recession, 1therefore 1with 1the 1rate of 1a 1family’s 1present 1income 1it 1is 1getting 1hard 1to 1increase 1childcare 1prices 1so 1considering present 1situation 1it 1is 1difficult 1for 1Lawnswood 1management 1to 1meet 1their 1business expenses, 1the 1change 1inflation 1rate 1will 1also 1effect 1on 1their 1prices 1as 1if 1prices 1go 1up 1then it will 1mean 1that 1they 1have 1to 1increase 1how 1much 1they 1charge, 1so 1it 1is 1very 1important 1for Lawnswood 1management 1that 1they 1understand 1some 1other 1economic 1factors 1which 1can also 1affect 1their 1business 1such 1the 1foreign 1exchange 1rate, 1the 1interest 1rate, 1the 1gross domestic 1product 1and 1the 1current 1stage 1of 1the 1economic 1cycle, 1these 1factors 1and 1their resulting 1impact 1on 1aggregate 1demand, 1aggregate 1investment 1and 1the 1business 1climate, 1in general 1these 1factors 1can 1make 1a 1company 1highly 1profitable 1or 1extremely 1in 1loss, 1the economic 1factors 1in 1the 1PESTEL 1analysis 1are 1macroeconomic, 1(Shatskaya 1et 1al,. 12016).
· Societal 1factors
Recently 1parents 1have 1been 1advised 1to 1spend 1more 1time 1with 1their 1children 1at 1young 1age and 1do 1basic 1learning 1activities, 1parents 1who 1don’t 1have 1time 1will 1be 1more 1eager 1to 1send their 1children 1to 1a 1day 1care 1nursery 1so 1children 1don’t 1miss 1out 1on 1their 1learning, furthermore 1research 1(Harralambos 1and 1Holborn 1Sociology 1themes 1and 1perspectives 1fifth edition) 1has 1proved 1that 1more 1women 1are 1going 1to 1work 1than 1ever 1before 1therefore 1their children 1would 1require 1a 1place 1to 1be 1looked 1after 1in 1(Srivastava, 12012).
There 1are 1many 1social 1factors 1that 1can 1affect 1the 1looking 1after 1of 1children, 1this 1is 1because recent 1topics 1such 1as 1child 1abuse 1may 1put 1of 1some 1people 1from 1putting 1their 1children 1in day 1care 1nurseries, 1also 1some 1workers 1who 1haven’t 1got 1the 1legal 1qualifications are disadvantages to childcare nurseries so Lawnswood nursery management really need to consider these factors and make sure their staff has correct qualification and are fully trained to deal with social factors.
· Technological factors
The 1technological 1factors 1can 1be 1the 1invention 1of 1new 1toys 1or 1games, 1if 1any 1new 1toys 1or any 1equipment 1is 1being 1introduced 1then 1the 1day 1care 1nursery 1has 1to 1adopt 1that 1because no 1parent 1would 1want 1their 1child 1to 1be 1using 1old 1fashioned 1toys 1or 1equipment therefore Lawnwood management need to keep themselves up-to-date with latest technology, as any new innovation which comes in the market they should buy it and it should be available to children as this is the only way they can compete with their competitors.
· Environmental 1factors
Different 1childcare 1organisations 1hold 1different 1standards 1of 1environmental 1protection 1in their 1head 1as 1the 1norm, 1this 1norm 1then 1dictates 1what 1every 1organisation 1should 1aim 1for 1in the 1least 1to 1prevent 1becoming 1the 1target 1of 1pressure 1groups 1and 1boycotts 1due 1to 1a 1lack 1of environmental 1conscientiousness, 1for 1example 1a 1company 1in 1the 1textile 1industry 1is 1not expected 1to 1incur 1the 1same 1level 1of 1pollution 1and 1environmental 1degradation 1as 1an 1oil company so considering Lawnswood nursery they really need to make sure they consider all the environmental factors which may effect on their organisation e.g., the current weather conditions, current pandemic, climate change, large amounts of waste etc.
· Legal Factors
Company really need to follow all the relevant policies and procedures as without the correct knowledge and understanding of these policies Lawnswood nursery will not succeed so it is important that they implement all relevant policies correctly and follow all legal factors such as health and safety, discrimination laws, property laws etc., as often policies on their own are not enough to efficiently protect business, workers and its customers so it is highly recommended that they improve their service and quality by implementing these strategies at the correct place.
SWOT 1analysis
SWOT 1analysis 1is 1a 1strong 1tool 1which 1can 1be 1used 1to 1analyse 1any 1organisation’s strengths, 1weakness, 1opportunities 1and 1threats, 1it 1is 1a 1simple 1tool 1that 1can 1help 1you 1to analyze 1what 1your 1company 1does 1best 1right 1now, 1and 1to 1devise 1a 1successful 1strategy 1for the 1future 1(Leigh, 12009), 1swot 1can 1also 1reveal 1areas 1of 1the 1business 1that 1are 1holding 1you back, 1or 1that 1your 1competitors 1could 1exploit 1if 1you 1don't 1protect 1yourself.
· Strengths
Your strengths are your powers that make your business successful and sustainable,  this could be the trained staff members, financial stability, modern facilities and up to date learning toys for the children. Lawnswood nursey management has made their name in the childcare field by giving extra ordinary and exceptional service to parents/carers and children and everyone involved, due to their strong well known reputation in the business market people can trust them with their children without any fear and this is their biggest strength to date compared to other competitors.
· Weaknesses
Weaknesses can involve issues like, unprofessional staff, lack of training, building improvement and out of date facilities, as Lawnswood nursery is recently losing business this can be because the staff members are not correctly following policies and legislations and  are also lacking experienced staff.  All these issues have given a chance to their competitiors to grow further and take their business to them.
· Opportunities
Considering opportunities Lawnswood nursery need to adapt to new policies where they can provide quality service to their customers to meet all of their needs and work through customer feedback and complaints, improve their building and facilities and also by giving up to date training to their staff members. They need to give offers and promotions to their customers which can make them different from their competitors.
· Threats
The biggest threat Lawnswood is facing is losing revenue and this is giving other business’s the opportunity to take over their business, to overcome this they need to advertise their promotions and promote their business through marketing and also offer great service to customers to reduce these threats.
Stakeholder analysis
Stake holders are the members that have interest in your organisation, there can be a number of different stake holders such as, staff, customers, suppliers, management, government, other similar businesses (Varvasovszky, Brugha, 2000), some of them can be internal or external, with high or low power or high and low interest in your business.
External stakeholders
This nursery has different types of external stakeholders such as the local council, suppliers, environment, health and safety authorities etc., it is their responsibility to fulfill all the necessary requirements where business has minimum impact on the society and the environment.
Internal stakeholders
Lawnswood nursery has management, staff and owners etc. these stakeholders are responsible to make decisions and to implement the correct policies and procedure which the staff can follow to give the best customer service to external stakeholders to create sustainability.
Considering the interest and power of stakeholders it can be divided as follows:
· High power and high interest stakeholders
These stakeholders in the organisation have the most power to make decisions and play an important role in the company’s success, in this nursery the owners and managers have this responsibility.
· High power low interest stakeholders
The government has the high power but have less interest in your company as their duty is only to make rules which you need to follow correctly.
· Low power and high interest stakeholders
These stakeholders can be really helpful as they have all the information about your company, although they will not have the power but will most definitely have all the interest in it, these can be Lawnswood employees or local communities.
· Low power and low interest stakeholders
These stakeholders will not have much interest or power on your company or in your activities such as third party and other distance business’s etc., so Lawnswood management will not share everything with them but only some activities of the organisation.
Relevant strategies
Lawnswood nursery is currently not doing well and losing revenue which means organisation is not following and implementing correct strategies causing them losing out business so to regain their lost business and establish the same value as before the management really need to work hard to apply all relevant policies as this can make their business sustainable (Wells, 2013), according to my view considering different analyses I think Lawnswood need the following strategies as without these strategies company will not achieve success.
Marketing strategy
Business need to revise and implement marketing strategy as this will give them opportunity to promote their products and services to new customers which will attract more parents to bring their children to this nursery and by giving and advertising more offers to customers they will be showing themselves better than other competitors (Chaffey et al,. 2009), and this will automatically improve their business and they can regain their lost position in the business market.
Lawnswood management really need to work on this strategy as they really need to improve their service as at present customers are not very happy with their service so they really need to improve this by giving extra training to their staff where staff will learn new ways how to meet and deal with customer’s demands, they need to offer some extra ordinary service and give benefits to their customers where all other competitors don’t offer the same service.
Dropping cost and meeting business expenses
Lawnwood management need to look for new ways where they can reduce business running cost by cutting down unnecessary expenses such as ordering extra stock, fair use of electric and gas, cutting additional and un relevant trips, reducing extra staff, keeping on highly experienced staff etc., so all this saved money can be used to improve business by bringing latest technology, new stock taking and management software which can be used to save time and saving time means saving money so implementing this strategy correctly will definitely improve their business.
Value chain analysis
By using value chain analysis Lawnswood nursery’s management should compare all the business activities to find out the best way to make their business sustainable, this process helps Lawnswood to reduce running cost and will improve their quality and service which will help them to increase business revenue (Dekker, 2003), this process contains different kind of primary and supportive activities but I will consider few of them which will help management to understand the clear reasons behind this fall and will also give solution to those problems.
Primary activities
· Inbound Logistics
These activities of Lawnswood nursery are associated with receiving, storing and distributing the inputs of the products and searching for new customers so to achieve progress it is very important to have better relations with suppliers and customers.
· Operations
By using these activities Lawnswood management should be able to show their offered services to customers by advertisements so this can help them to gain revenue.
· Outbound Logistics
Lawnswood nursery should show their positive offers to customers where they can find them better than other competitors and this will give them opportunity to gain more customers by understanding and meeting all their needs
· Marketing and Sales
By considering these activities Lawnswood management can improve their business by simply implementing correct marketing strategies where they can advertise more and more offers and promotions as this can not only bring new customers to business and keep them loyal to business for good.
· Services
As just by looking at the name of this activity which is service, it is highly vital that management give professional level service to their customers as one happy customer can bring a lot more customers back to your business.
Support activities
These activities support 1the 1firm’s 1primary 1activities, 1Porter 1divided 1the 1support 1activities into 1four 1broad 1categories 1which 1are 1as 1below.
· Firm 1Infrastructure
Firm 1infrastructure 1support 1activities 1consists 1activities 1such 1as 1planning, 1finance 1and accounting, 1legal 1services, 1general 1management 1and 1quality 1management.
· Human Resources Management
Human 1resources 1management 1is 1key 1to 1the 1success 1of 1any 1organisation 1this 1include recruiting, 1hiring, 1planning, 1training 1and 1development, 1Human 1resource 1management affects 1competitive 1advantage 1in 1any 1firm 1(Demo 1et 1al,. 12012), 1but 1in 1some 1industries 1it 1is defining 1factor so Lawnswood management really need to understand the importance of these activities.
· Technology Development
By improving technology you can be different from others so Lawnwood management need to install latest technology and upgrade to modern style so this will give them advantage on their competitors.
Recommended strategies
In my view the main reason behind Lawnswood nursery losing business and customers is that they are not looking after their customers, no advertisement or promotions and quality and service is rapidly decreasing and not meeting their customer expectations so customers are moving to other competitors nurseries where they are getting more respect and offers at less price so it is obvious that people will only use a business where they can get most offers and benefits for example if I want to take my child to some nursery I will always check the customer service rating, their behavior, quality, service and most important with all other above said services if they are offering promotions and discounts for parents, so considering Lawnswood management if they want to be on the same level as they were on before they really need to implement correct strategies (Poister, 2010), such as planning , differentiation and sales and marketing but I am going to select one of most important strategy, this strategy is sales and marketing and to discuss further which is most important and I think just by concentration on this strategy business can regain its lost value
Lawnswood management need to concentrate on their sales and marketing strategy as this is the only way they can bring more business to their organisation and the gained revenue can be used to improve and upgrade the present business to the latest standards which will attract more customers as now a days everyone wants their children to be in a nursery which has all the latest technology modern learning toys and experienced and educated staff so this strategy can help this business to bring back their old loyal customers back and will also give opportunity to bring new business from their competitors.
New strategy challenges
To make your business sustainable it is highly vital that you implement correct and relevant strategies as this will help you to become successful, every organisation has a lot of different challenges when implementing new strategies so I will consider some of them to discuss further.
· Goal Setting
To achieve their set goal it is important for Lawnswood nursey to make sure they concentrate on their vision mission and objectives in order to gain success and they will need to meet all of their set targets on time or sooner than expected, employees of Lawnswood nursey need to be more responsible and show effectiveness in their daily tasks which can help them to succeed.
· Milestones
To become successful it is highly vital to set milestones on the way as this will help Lawnswood management and employees to stay on track and this will also motivate them to complete all their set targets on time (Quelch, Jocz, 2008), there are some other tools like project management can also help business to achieve success as by using correct tools and implementing important strategies business can easily attain suitability as these tools helps organisations to see a clear picture and monitor their progress through the whole process.
· Training requirement
It is highly recommended that Lawnswood management keep giving training to their employees as in every business a lot of employees forget their training within a month and then they think they know everything and this over confidence is always a negative point for business success so regular staff trading and renewing their present skills is very important to achieve success in any organisation.
· Lack of resources
A lot of companies including Lawnswood nursery financially struggle when it comes to upgrade or providing professional training to staff as company already losing customers and not making enough profit so in these circumstances if they need to spend money on buying new technology, modern educational toys for young children or professional staff training it will be impossible for them to afford all these expenses.
· Other business competitors
Present situation of Lawnswood nursery open doors to competitors as when business is not offering better service to customers they will move to other nurseries as it is common sense that if you are not getting quality and service and you are paying more but not getting any offers or promotions you will defiantly leave this nursery and move to a better one which can afford to offer all above said benefits.
So when implementing new strategies it is highly important that you consider all above challenges as you should be ready to handle any situation as no business can achieve their set target without the implementation of correct strategies.
Competitor analysis
Considering Lawnswood nursery is financially struggling and management is looking for new policies and procedures which can help them to save their business, so at the same time it is very important that the check their competitors as if they are offering better service then no customer will come back to them even their present customers will move to other nurseries so they need to offer better service with great quality (Czepiel, Kerin, 2012), they really need to check all strengths and weaknesses of their competitors compare this with their own strengths and weaknesses as this will give them clear idea about their present position in the market and what new policies they can implement to make their business sustainable.
· Customer analysis
When considering competitors it is highly vital that you also consider customer analysis as this will give you exact idea about your customers behavior and from this you can get clear image of customer needs and demands (Hayes, 2008), and this will also give you customer feedback where you can lean the reasons why customers are not using your business so by knowing all this information it will be easy for you to understand customer needs and you will know what your competitors are offering, there are different types of competitors in the present market but I will be going through few of them as below.
· Direct competitors
Lawnswood management need to be aware of their direct competitors as they are offering same product and services as you are to become different from them you really need to offer something better and cheaper so customers can get attracted toward your service rather than going somewhere else.
· Indirect competitors:
Indirect competitors are same as direct but their aim is different as Lawnswood nursery need to consider these competitors as well due to the nature of their services to same customers.
· Substitute competitors
These competitors are offering same services as your company but it will be slightly different so customers will chose that service instead of using your service so Lanwswood management need to check on these competitors too and improve their service and quality which can give them assurance of staying in the market.
SAF matrix tool
By using this tool Lawnswood nursery can simply put all their strategic options and compare them against acceptance level and can rate them accordingly to know which strategy is the most important for their business.
Recommendations
In my view I think Lawnswood nursery management need to implement planning and sales and marketing strategies as at present business is losing customers and revenue due to the lack of staff planning and concentration, the staff is not looking after their customers and management are also not giving any promotions or discounts to attract more people, company marketing is almost zero so I highly recommend that to regain their lost level of business they need to follow above strategies correctly because this is the only way forward for them to make their business sustainable in the present market (Bansal, DesJardine, 2014).
Conclusion
By using and analyzing through all the above methods and tools I have come to the conclusion that to become successful in any organisation it is highly vital that you implement and follow the correct strategies as this will benefit your business to reach at the required level of success and without this success is not possible (Campbell et al,. 2011), so to gain sustainability in business Lawnswood management need to implement and follow all required strategies correctly and they also need to improve their lacking quality and service as this will help them to stay ahead of competitors.
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