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Introduction

Established in Twycross, Atherstone, Warwickshire, in 2013, Turpins Bar & Grill provides a distinctive eating experience in the cutthroat hospitality industry of the United Kingdom. Turpins is a gastropub restaurant with a varied menu that includes light appetisers, hearty evening specials, and a wide variety of drinks, such as wines, cocktails, and draught beers.
In the context of business, strategy is a planned approach intended to accomplish long-term objectives and preserve a competitive edge, frequently by utilising special assets or skills. Conversely, strategic management is the process of establishing an organization's strategy, assessing competitive landscapes, making well-informed choices, and allocating resources to guarantee that these strategic objectives are achieved in a sustainable manner (Ansoff, 2007). 
Turpins works in the UK's restaurant and gastropub sector, which has shown resiliency and creativity in the wake of the epidemic by increasing its menu and prioritising high-quality experiences. Revenue, customer happiness, and dining trends are used to gauge how well the industry is performing. 
This report seeks to develop a sustainable business strategy for Turpins, applying strategic management models to evaluate its competitive position, operational efficiencies, and potential growth areas. By addressing market trends and sustainability, this strategy aims to enhance Turpins’ resilience and long-term success.














Critical appraisal of Turpins Bar & Grill’s current strategy

Strategic direction

With a focus on its rural setting as a distinctive feature of the patron experience, Turpins Bar & Grill aims to create a memorable dining experience that blends outstanding cuisine quality with a warm atmosphere. The goal seems to be to provide excellent service, a menu that is both fresh and enticing, and a welcoming environment where patrons may enjoy meals and social events. These factors influence Turpins' strategic approach and make it a popular choice for locals and tourists looking for a classy yet affordable rural eating experience (Barney, 2019).

Turpins' strategic goals can be summarized as follows:

Improving the client experience: continuously deliver excellent cuisine and service to win over patrons' loyalty and happiness. 
Increasing menu diversity: by adding new food and drink selections can help you keep up with changing consumer tastes and industry trends.
Preserving operational efficiency: concentrate on streamlining internal procedures to cut expenses, guarantee profitability, and effectively allocate resources in a cutthroat sector (Tunnicliffe, 2020).

Current strategic position

Now, Turpins has a strong reputation as a rustic eatery that offers fine meals in a laid-back setting. It is positioned as a high-end gastropub experience due to its emphasis on using only the best, locally sourced ingredients and offering a wide variety of beverages. As a SME, Turpins must contend with the usual resource limitations that come with small enterprises, including constrained funds for marketing, growth, and operational improvements. 
Turpins' differentiation strategy, which prioritises ambiance and quality, works effectively in a cutthroat market where client satisfaction is crucial. However, it must constantly innovate and adjust to shifting consumer demands (like the need for healthier options) and market dynamics (such growing food prices and supply chain strains) to preserve and improve its position (Barney, 2019).



Porter’s 5 Forces analysis

Porter’s 5 Forces model is a strategic tool used to assess the competitive forces within an industry, helping organizations understand the intensity of competition and potential profitability. It evaluates five key factors: the threat of new entrants, the bargaining power of suppliers, the bargaining power of buyers, the threat of substitute products or services, and the degree of competitive rivalry. Analysing these forces enables organisations to recognise obstacles, forecast changes in market dynamics, and develop strategies for gaining a competitive advantage. Porter's 5 Forces model offers a methodical strategy to assessing Turpin's competitive environment. Here is a breakdown of each force:

Threat of new entrants
The barriers to entrance into the restaurant industry are low, particularly for specialist establishments in rural locations. However, Turpins has a competitive advantage due to its reputation and established customer base. Potential new entrants would have to match or outperform Turpins' high service standards, ambiance, and quality offers, which may prevent some. Still, given the sector's modest differentiation, the threat of new competitors is moderate.

Bargaining power of suppliers
Turpins concentrates on high-quality food and beverages, making it more reliant on specialised suppliers. Because of the current economic situation and growing inflation, suppliers have relatively strong bargaining power, as any price hikes have a direct impact on Turpins' cost structures. Turpins might address this by looking for other suppliers, collaborating with local manufacturers, or establishing long-term contracts to stabilise pricing.

Bargaining power of buyers
Customers have significant negotiating power due to the abundance of dining options in the region and in nearby towns. In a service-oriented industry, unsatisfied clients might quickly migrate to competitors. Turpins' strategy of emphasising high-quality service and a distinctive eating experience helps to counteract this effect by increasing customer loyalty and perceived value (Sergey, 2016).

Threat of substitutes
Substitutes pose a serious threat because customers can simply choose alternative dining options such as home-cooked meals, takeaway, or local eateries. Turpins, on the other hand, has an edge over less personalised options because it focusses on establishing an attractive, high-quality dining environment. Furthermore, its rural location and reputation make it more of a "destination" experience, which lessens the impact of replacements.

Competitive rivalry
The gastropub and restaurant industries are fiercely competitive, with many establishments vying for comparable consumer bases. Turpins must constantly innovate to differentiate itself in the face of intense competition from nearby restaurants and bars with similar products. Maintaining a high calibre of food, ambiance, and customer service is crucial to ensure Turpins remains a popular option (Sergey, 2016).

External and internal environment analysis using PESTEL and SWOT

Defining PESTEL and its importance
PESTEL (Political, Economic, Social, Technological, Environmental, and Legal) is an analytical tool used to understand an organization’s macro-environment. By examining each of these external factors, companies like Turpins Bar & Grill can anticipate trends, assess risks, and identify potential opportunities or threats within the broader market landscape. The PESTEL framework helps Turpins align its strategy with external influences, which is crucial for adapting in a competitive, dynamic industry like hospitality.

PESTEL framework analysis of Turpins’ external environment

Political factors
Government policies influencing the hospitality business, such as food safety standards, labour legislation, and Brexit-related trade developments, have an impact on Turpins' operations and supply chain. Post-Brexit challenges have posed sourcing difficulties, particularly for imported products, necessitating Turpins' search for local suppliers or alternatives. Additionally, changes in employment law have an impact on labour costs and staff availability, which is important for SMEs.

Economic factors
Rising inflation and fluctuations in disposable income are major worries, as they have a direct impact on customers' dining out expenses. When the cost of living rises, consumers may lower their discretionary spending on leisure activities, such as dining out. Furthermore, higher operational costs owing to inflation have an impact on Turpins' profitability, necessitating the implementation of cost-cutting measures or price adjustments that do not compromise client experience.
Social factors
Unique eating experiences, health-conscious offerings, and sustainable methods are becoming increasingly popular in the hotel industry. Turpins' rural location and emphasis on quality complement consumer preferences for experiences and locally sourced, sustainable offerings. Turpins can benefit from the recent surge in "experience-driven" dining, which can draw both residents and tourists seeking a high-quality, unusual experience.

Technological factors
Technology in the restaurant industry, such as online reservation systems, social media marketing, and meal delivery platforms, has revolutionised customer engagement. While delivery may be less relevant for Turpins because to its rural, experience eating model, optimising digital presence through social media and using reservation technology could improve accessibility and consumer convenience, resulting in increased awareness and bookings.

Environmental factors
The growing knowledge of sustainability and environmental effect has influenced consumer purchasing decisions. Customers may favour restaurants that adhere to sustainable standards, from sourcing to trash management. Turpins believes that implementing eco-friendly practices, such as reducing food waste, employing local suppliers, and emphasising sustainable packaging, can boost brand appeal, particularly among environmentally sensitive consumers.

Legal factors
Turpins faces immediate consequences from legal duties such as health and safety, food hygiene, and employment rules. Noncompliance could result in reputational damage or financial consequences. Maintaining full compliance with these requirements is critical, not just to avoid fines, but also to meet the high standards required by customers, especially in the post-pandemic era when cleanliness and safety concerns remain prevalent.

Defining SWOT and its role in internal analysis

SWOT (Strengths, Weaknesses, Opportunities, and Threats) is a tool for evaluating an organization’s internal capabilities and external challenges. It enables a business to leverage its strengths, address weaknesses, exploit external opportunities, and prepare for potential threats. By analysing Turpins’ internal environment, SWOT can reveal areas where the restaurant can mitigate external threats identified in the PESTEL analysis and capitalize on emerging opportunities (Phadermrod, 2019).

SWOT analysis of Turpins Bar & Grill

Strengths
· Quality and reputation: Turpins has established a reputation for great food and service, which is especially essential in a rural area where high-end dining options may be limited. This reputation draws both locals and visitors, resulting in a steady consumer base.
· Location and ambiance: the picturesque countryside setting is a big advantage, providing a unique and appealing experience for guests looking for relaxation or an escape from urban areas. This setting, along with a comfortable atmosphere, boosts its market position.
· Extensive beverage selection: Turpins caters to a variety of tastes with a large selection of draught beers, wines, and cocktails, strengthening its appeal as a social venue in addition to an eating institution.

Weaknesses
· Limited marketing reach: Turpins, as a SME, has limited resources for comprehensive marketing activities, notably digital advertising, which could be critical for reaching a larger audience and recruiting younger demographics.
· Operational constraints: running a small business limits scalability and makes it difficult to optimise expenses, especially in an inflationary market. Managing variable consumer flows, particularly during off-peak seasons, is a major obstacle.
· Rural location: while the rural setting is beneficial in terms of ambiance, it can also limit accessibility, lowering the possibility of spontaneous visits and potentially increasing reliance on a regular local clientele or planned visits from tourists.

Opportunities
· Experience-driven dining trends: Turpins' strategy is well-suited to the growing consumer appetite for memorable, high-quality eating experiences. This provides an opportunity to create and market themed dining events or culinary experiences that take advantage of the venue's location and ambiance.
· Health and sustainability trends: expanding menu selections to include health-conscious or sustainably sourced dishes may attract a larger, more health-conscious population, harmonising with broader societal trends and improving company image.
· Technological integration: Turpins may improve customer engagement, acquire insights, and promote greater booking rates by leveraging online reservation and customer feedback tools, as well as social media, particularly during off-peak hours.

Threats
· Rising operational costs: inflation and rising wage costs can have a negative impact on profitability, particularly for SMEs with limited price freedom. Turpins will need to regularly evaluate costs and find methods to reduce operations while maintaining service quality.
· Intensified competition: increased competition from other rural or local dining places may drive customers away. To mitigate this threat, differentiate with distinct offerings and great service.
· Economic downturns: in times of economic uncertainty, dining out is generally one of the first things people cut. Turpins may experience less footfall during times of economic stress, necessitating an adaptive strategy to retain revenue.

By aligning its strengths, such as ambiance and quality, with opportunities from external trends like sustainability, Turpins can enhance its appeal and build resilience against rising operational costs and competitive pressures. Addressing weaknesses in digital marketing and accessibility could mitigate threats from economic fluctuations, helping Turpins maintain a steady flow of customers (Phadermrod, 2019).

Stakeholder analysis for Turpins Bar & Grill

Defining stakeholders
Stakeholders are individuals or groups with an interest in, or impact on, an organization’s operations, decisions, and success. Stakeholders can be internal, such as employees and owners, or external, such as customers and suppliers. Their needs, interests, and level of influence on the organization vary significantly. Conducting a stakeholder analysis allows Turpins to prioritize these stakeholders, understand their expectations, and manage their relationships effectively (Curran, 2010).

Identifying relevant stakeholders

1. Owners/Investors - owners, as the major decision-makers and financiers, are very interested in Turpins' financial performance and overall progress.
2. Employees - employees, such as chefs, servers, and administrative personnel, have a direct impact on service quality and client happiness. They want fair remuneration, a safe working environment, and job security.
3. Customers - customers expect Turpins to provide high-quality food, excellent service, and a memorable dining experience. Their levels of happiness and loyalty have a direct impact on corporate success.
4. Suppliers - suppliers provide the ingredients and beverages essential for Turpins' menu. They seek long-term business relationships and timely payments.
5. Local community - Turpins operates in a rural location, and the local community is invested in its success since it benefits the local economy, creates job possibilities, and may promote community engagement through events.
6. Regulatory authorities - regulatory bodies uphold health, safety, and employment requirements. They wield considerable power over Turpins' operations and want all applicable regulations to be followed.
7. Competitors - while competitors are indirect stakeholders, their activities have the potential to affect Turpins' strategy. Observing competitors enables Turpins to adjust to market developments and remain competitive.

Strategies for managing key stakeholders

1. Owners/Investors - given their high power and interest, owners should be closely managed. Regular financial reports, strategic planning sessions, and quarterly evaluations can keep them informed about Turpins' performance and help them align with long-term goals. Because of their influence, keeping their support is crucial for business continuity, especially for finance or future growth.
2. Employees - employees have high interest but moderate power. However, they have a direct impact on customer experience and operational efficiency, therefore Turpins must prioritise employee pleasure. Regular feedback sessions, competitive salary, training programs, and a supportive workplace are essential. 
3. Customers - customers’ loyalty is vital, and they hold moderate power due to the competitive nature of the restaurant industry. Turpins should actively solicit customer feedback, engage on social media, and implement loyalty programs to attract repeat visits. Quality service and menu revisions based on client preferences can boost satisfaction and brand loyalty.
4. Suppliers - suppliers are crucial stakeholders, as their products directly influence Turpins’ offerings. Suppliers are an important group to closely manage due to their high power and moderate interest. Building solid, dependable ties through long-term contracts or bulk orders can help to ensure consistent supplies and keep costs stable. 
5. Local community - the local community has a moderate interest in Turpins, especially since it contributes to local employment and community well-being. Participating in community events, supporting local organisations, and sourcing locally can all help Turpins' image in the community. 
6. Regulatory authorities - regulatory bodies have high power but relatively low interest beyond compliance expectations. Turpins must strictly adhere to regulations on food safety, health standards, and labour laws. Taking a proactive approach to compliance, conducting frequent audits, and applying best practices for safety can help you avoid regulatory difficulties and significant fines.
7. Competitors - competitors have moderate power but low interest in Turpins’ operations directly. To be competitive, Turpins should watch its competitors' pricing, menu options, and promotional strategies. Regular industry analysis can assist Turpins in responding proactively to market developments, adapting its own strategy, and strengthening its competitive position (Curran, 2010).

















Power/Interest Grid 

The Power/Interest Grid below shows how Turpins can prioritize stakeholders and the respective strategies to manage each effectively:
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        Fig.1 – Power/Interest Grid

By using the Power/Interest Grid, Turpins Bar & Grill can effectively prioritize its stakeholders and adopt appropriate engagement strategies. Maintaining open communication with owners, ensuring employee satisfaction, engaging customers, and building strong supplier relationships are crucial for sustained success.

Strategic growth options for Turpins Bar & Grill

The VMOST framework is a strategic planning tool that aligns an organization’s vision, mission, objectives, strategies, and tactics. VMOST fosters coherence at all levels, allowing organisations to achieve alignment and focus on their strategic objectives. Using the VMOST framework, Turpins Bar & Grill's three strategic growth choices are identified and examined to establish the most effective path for long-term growth. The VMOST framework facilitates the alignment of the company's overarching goals (vision and mission) with actionable strategies and tactics. These alternatives expand on data from the earlier external (PESTEL) and internal (SWOT) analysis, addressing both opportunities and problems found for Turpins in the competitive hospitality business (Ansoff, 2007). 

Strategic option 1: Expanding customer reach through digital marketing and branding

· Vision: to raise brand awareness and establish Turpins as a premier destination for great dining and hospitality both within and outside of the local community.
· Mission: to reach a larger audience, particularly younger demographics and visitors, through targeted internet marketing and a stronger digital presence.
· Objectives: increase brand visibility by 30% in the next year, and consumer footfall by 20% within 18 months.
· Strategy: create a strong digital marketing plan that incorporates social media, influencer collaborations, and targeted online advertising to raise brand awareness and attract a younger demographic.
· Tactics:
· partner with local influencers to promote Turpins’ dining experience.
· establish and maintain a strong presence on social media platforms like Instagram and Facebook.
· implement seasonal campaigns to promote the restaurant’s unique dining atmosphere, including theme nights and events, targeting specific audiences.
This strategy capitalises on the trend of experience-driven eating and the rising usage of social media for decision-making among younger customers, as highlighted by the PESTEL analysis (Lynch, 2024). 

Strategic option 2: Diversifying offerings through health-conscious and sustainable menu options

· Vision: to become a preferred dining location for health-conscious and eco-conscious consumers.
· Mission: to keep up with shifting consumer expectations, offer healthier menu choices and demonstrate a commitment to sustainability.
· Objectives: launch a dedicated sustainable and health-conscious menu by the next quarter, with the goal of increasing health-conscious diners' visits by 15% in a year.
· Strategy: create new menu items that reflect health and sustainability trends, including as organic, locally produced, plant-based options, while lowering Turpins' environmental imprint.
· Tactics:
· collaborate with local suppliers to source organic and sustainable ingredients.
· promote a new “Green Menu” with options that highlight nutritional benefits and sustainable sourcing.
· implement waste reduction practices in the kitchen and use eco-friendly packaging for any takeaway items.

Addressing health and sustainability trends identified in the PESTEL and SWOT analyses, this approach aligns Turpins with broader customer needs for eco-friendly practices and health-oriented solutions. 

Strategic option 3: Expanding into event hosting and private dining services

· Vision: to become the leading choice for private events and group dining in the Twycross area.
· Mission: to increase revenue through the introduction of private event hosting, catering to local demand for personalized event spaces and services.
· Objectives: create a dedicated event hosting service within six months, with the goal of booking at least two events per week and generating an additional 15% in income over the next year.
· Strategy: develop Turpins' space and service offerings to suit private events such as family reunions, corporate dinners, and small weddings, including specialised menu options and event organising services.
· Tactics:
· create customizable event packages, including menu options and personalized service.
· promote event services through partnerships with local businesses and event planners.
· develop a reservation and inquiry system online to streamline booking for private events.

The SWOT analysis identified Turpins' distinctive environment and ambiance as a competitive advantage. Using these assets, Turpins can diversify its revenue sources by offering event hosting and private dining.




Evaluating the strategic options with VMOST for long-term sustainability

Using VMOST, each option is aligned with Turpins’ vision to become a well-recognized, preferred dining destination. Here’s how each option contributes to sustainable growth:
1. Digital marketing and branding: this technique is critical for expanding the client base and gaining visibility, especially among younger, social media-savvy consumers. Effective digital engagement may build brand loyalty, expand the consumer base, and raise awareness of Turpins' offers. 
2. Health-conscious and sustainable menu options: by offering health-oriented and eco-friendly options, Turpins may identify with increasing industry trends and attract customers who value sustainability. This commitment not only addresses present demands, but also establishes Turpins as a forward-thinking brand, helping to future-proof the company as these trends become more prevalent. 
3. Event hosting and private dining: this option allows Turpins to diversify revenue streams, minimising its reliance on regular dining traffic, particularly during off-seasons or economic downturns. Hosting events can also attract new consumers, who may return for regular eating experiences. 

Choosing the best growth strategy for Turpins Bar & Grill

While all three plans have the potential for long-term success, Option 3: Expanding into event hosting and private dining services appears to be the greatest approach for securing Turpins' future. This plan not only capitalises on Turpins' current assets - ambiance, rural location, and service quality - but also generates a consistent revenue stream that can offset the effects of economic swings. Turpins is positioned as a vital location for local and personalised experiences through event hosting, increasing brand recognition and loyalty (Lynch, 2024). 
Integrating a strong online presence (Option 1) alongside event hosting can further enhance reach, allowing Turpins to attract customers for both regular dining and private events (Whittington, 2020).

Competitor reactions

Competitors in the local dining and event hosting industries, such as surrounding restaurants and event venues, may react strategically to Turpins' new target areas. To attract comparable consumer categories, other restaurants may improve their social media marketing or provide new health-conscious menu selections. Meanwhile, event venues may expand promotions or cut prices to retain customers for private events. Turpins may address these reactions by emphasising its distinctive rural setting, focussing on high-quality, personalised service, and continuously providing a great dining experience. This technique can assist establish a loyal customer base while limiting sensitivity to competitive movements (Lynch, 2024). 

Key strategic recommendations for Turpins Bar & Grill

To ensure sustainable growth, Turpins Bar & Grill should implement the following key strategic recommendations:
Enhance digital marketing: develop a complete digital marketing plan to boost brand visibility, focussing on younger demographics and visitors via social media and influencer collaborations.
Introduce health-conscious menu options: to appeal to health-conscious customers, develop a sustainable menu that includes organic and locally sourced dishes.
Expand event hosting services: create customised packages for special occasions, utilising the restaurant's distinct atmosphere.

For successful implementation, Turpins should ensuring stakeholder engagement, training, and consistent communication throughout the transition process to facilitate smooth adoption of these strategies (Whittington, 2020).

Conclusion

Turpins Bar & Grill is well-positioned to gain a competitive advantage through strategic expansion initiatives such as digital marketing, health-conscious food offerings, and extended event hosting services. Turpins can attract and retain a varied customer base by exploiting its distinct rural ambiance and devotion to excellence. Analysing both the external and internal environments highlighted chances for distinctiveness and sustainability in a competitive landscape. These strategic proposals aim to increase Turpins' market position and assure long-term success by aligning with changing consumer tastes while keeping the company's core principles of quality and service.
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Strategic growth options

Securing a sustainable and competitive future
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Enhanced digital marketing: expanding Turpins' reach through
social media, targeted online ads, and influencer partnerships will
attract younger demographics, increasing brand visibility and
engagement.

Health-conscious menu and sustainable sourcing: adding health-
focused and sustainable menu options caters to the growing
demand for eco-friendly dining, appealing to health-conscious and
environmentally aware customers.

Event hosting and private dining: offering private events and
customizable dining experiences leverages Turpins' ambiance,
driving new revenue streams and attracting diverse customer
groups.
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Customer
Channels
Segments
Social media Young adults
Partnerships Eco-conscious diners
On-site promotions Event clients.

Short-term: boost visibility with a robust
digital presence, introduce new menu options,
and develop partnerships to promote
sustainability.

Long-term: prioritize customer loyalty through
exceptional experiences, invest in sustainable
operations, and adapt services based on
customer feedback for continuous growth and
resilience.

The chosen strategies position Turpins Bar &
Grill for lasting success by expanding its
reach, diversifying offerings, and prioritizing
sustainability. Enhanced digital marketing and
event hosting capitalize on evolving customer
trends, broadening Turpins' appeal and
creating new revenue channels. The addition
of a health-conscious, sustainably sourced
menu aligns with increasing consumer
demand for eco-friendly and nutritious dining
options, setting Turpins apart as a
responsible, future-focused brand.




