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[bookmark: _Toc605946921]Executive Summary of the report
This document presents a thorough strategic evaluation of Bays Fish Bar, a quintessential British takeaway establishment located in the Great Barr district of Birmingham, functioning as a traditional fish and chip shop providing both dine-in and delivery services. The report delivers a complete strategic assessment of the enterprise, commencing with a summary of its present operations and strategic orientation. By performing an environmental scan utilizing SWOT and PESTEL frameworks, the analysis pinpoints crucial internal capacities and external market circumstances influencing the business. The evaluation shows that although Bays Fish Bar gains from considerable local patronage and a varied menu, it confronts notable obstacles, including its recently dissolved corporate status and fierce competition within the casual dining industry. Building on this assessment, potential strategic growth avenues are examined via the Ansoff Matrix, leading to a proposal focusing on product development and market penetration approaches. Stakeholder requirements and influence are charted using Mendelow's Matrix, shaping strategic suggestions that tackle both growth possibilities and typical SME implementation difficulties. The proposed plan concentrates on operational renewal, digital advancement, and sustainable distinction to prepare Bays Fish Bar for prolonged achievement in a competitive environment.
[bookmark: _Toc308847440]Introduction
Founded in 1990 by a pair of Cypriot brothers, Bays Fish Bar operates as a conventional takeaway business in the Great Barr locality of Birmingham. Functioning within the competitive fast-food sector, the enterprise has built a reputation as a community staple for classic British takeaway cuisine, including fish and chips, battered sausages, pies, and kebabs. As a Small to Medium Enterprise (SME), Bays Fish Bar demonstrates features characteristic of local food establishments e.g. owner-managed, community-oriented etc., and confronting the typical challenges of limited resources and market pressure. The business has responded to shifting consumer demands by providing both classic dine-in facilities and contemporary delivery alternatives through services such as Uber Eats, showing an adaptability to market developments.
Even with its community standing, recent records show that the incorporated entity "Ihan & Pembe's Bays Fish Bar Ltd" was dissolved in April 2023, (GOV UK, 2023)., indicating possible operational difficulties or strategic shifts that justify examination through this strategic review. This report will critically analyse the business's present situation and strategic possibilities, with specific emphasis on formulating a sustainable way forward. The analysis works on the premise that the business continues to function in some form, considering its continued appearance on delivery platforms and recent customer feedback, although the corporate framework may have been altered. Via methodical appraisal of internal resources, external factors, and growth prospects, this report intends to deliver practical strategic advice customized to the context of this local food business operating in a difficult economic setting for SMEs.

[bookmark: _Toc1393771562]Strategic Direction: Current Business Model and Distinctive Characteristics

Bays Fish Bar functions mainly within the takeaway food sector, using a combined business model that integrates traditional over-the-counter service with contemporary delivery collaborations. The establishment's central product range includes classic British dishes such as fish and chips, battered sausages, pies, and kebabs. This product assortment corresponds with established consumer expectations for British fish and chip shops while integrating well-known items like kebabs that widen its customer appeal. The business has set up distribution methods through both physical takeaway services and delivery partnerships with platforms like Uber Eats, showing an ability to adjust to evolving consumer preferences for convenience.
The distinctive character of Bays Fish Bar rests in its genuine position as a traditional fish and chip shop inside its community—a standing strengthened by its consistent menu emphasis and local repute. Patron reviews emphasize its recognition for quality and service, indicating established customer confidence. The business keeps operating hours standard for the trade, opening from 11:45 AM to 2:00 PM for lunch and 4:45 PM to 9:00 PM or 10:30 PM for evening service based on the day. (Uber Eats, 2025).
[bookmark: _Toc1596132201]Vision, Mission and Objectives

While clear vision and mission statements for Bays Fish Bar are not publicly available, which is a common situation for small local businesses, these can be interpreted from observed activities and market positioning. The business seems to operate with an understood mission of delivering quality traditional fish and chips and associated takeaway foods to the Great Barr community at reasonable prices. Founded on operational patterns, the guiding vision seems directed toward preserving its status as a dependable local takeaway choice rather than pursuing aggressive growth.
The business's strategic aims can be inferred from its operational features:
· Quality Consistency: Steady focus on traditional preparation techniques and core menu items that match customer expectations for authentic fish and chips.

· Service Availability: Sustaining multiple access routes (in-person and delivery) to optimize customer convenience.

· Local Community Orientation: Positioning as a neighborhood takeaway instead of a branded chain, highlighting local support.

· Operational Adjustment: Collaborating with delivery platforms to accommodate changing consumption patterns without major infrastructure investment.
These implied strategic directions propose a responsive rather than forward-looking strategic stance, with the business adapting to market shifts as they happen rather than leading strategic change. This method, while workable in the near term, may have added to the problems reflected in the company's dissolved status, signaling a requirement for more systematized strategic direction and preparation.

[bookmark: _Toc1574500544] The Environmental Scan
[bookmark: _Toc1934767099]Internal Environment - SWOT Analysis
A SWOT analysis is a strategic planning framework used to identify an organisation’s strengths, weaknesses, opportunities and threats. (Kenton, W. 2025)
Strengths
· Solid local reputation and consistent popularity within the community.
· Varied traditional British menu that extends beyond basic fish and chips. (Uber Eats, 2025).
· Multiple service avenues, including traditional takeaway, dine-in, and modern delivery partnerships.
· Advantageous location in a residential part of Great Barr, ensuring local footfall.
· High customer rating (4.6/5 on Uber Eats), indicating strong customer satisfaction. (Uber Eats, 2025).

Weaknesses
· Dissolved corporate status, indicating potential financial or operational issues. (GOV UK, 2025).
· Restricted marketing presence and limited brand development.
· Heavy reliance on third-party delivery platforms, which charge significant commission fees.
· SME resource limitations, restricting investment capacity for growth and improvements.
· Potential operational inefficiencies typical of small, owner-operated takeaways.

Opportunities
· Growing and sustained consumer demand for delivery and takeaway food post-pandemic.
· Potential for collaboration with local businesses and community groups for catering.
· Creation of branded product lines, such as meal kits or retail sauces, for retail sale.
· Business growth into catering for local events and functions.
· Utilization of UK government support schemes and grants specifically targeted at SMEs.

Threats
· Strong and intense competition within the local casual dining and takeaway industry.
· Escalating food and energy expenses, which are compressing profit margins.
· A noticeable shift in consumer tastes toward healthier eating choices.
· The growing dominance and associated costs of third-party delivery platforms.
· The current economic downturn, which is reducing disposable customer income.

The SWOT evaluation reveals numerous crucial insights for Bays Fish Bar. The business holds fundamental strengths in its established local presence and product range, offering a base for strategic revival. However, the dissolved corporate status constitutes a major weakness needing urgent attention if the business is to maintain operations. External possibilities exist through government SME programs and changing food consumption trends, though these must be measured against serious threats from competitive forces and economic pressures influencing the whole sector.
[bookmark: _Toc1278654593]External Environment - PESTEL Analysis
The PESTEL structure offers a systematic examination of the macro-environmental elements affecting Bays Fish Bar, essentialy it is a tool or framework to identify the external factors that affect an organization. (Barrington, R. 2023)
Political Factors: The UK government has recently introduced schemes to assist SMEs, including the "Backing Your Business" plan intended to enhance the operating landscape for small enterprises. Potential regulatory adjustments concerning food safety standards, business rates, and employment law could affect operational expenses. (Barrington, R. 2023) Brexit-connected effects on food supply chains and ingredient costs stay a consideration for businesses dependent on traditional seafood supplies. (Thompson. G, 2019).
Economic Factors: Present economic difficulties include high inflation rates impacting both ingredient costs and consumer disposable income. Growing energy costs especially affect businesses needing fryers and hot food storage equipment. (Thompson. G, 2019). Consumers might be switching from restaurants to takeaways during an economic slump, possibly creating market chances for value-focused establishments like Bays Fish Bar. Access to financing stays difficult for SMEs, with inventive choices like PayPal Working Capital offering options to conventional borrowing. (Paypal, 2025).
Social Factors: Consumer tastes continue to progress toward convenience, as shown by the expansion in delivery platform use. At the same time, increasing consciousness of healthy eating habits generates demand for different preparation methods beyond traditional frying. The lasting cultural importance of fish and chips in British food culture supplies a stable demand base, though menu variation helps address changing preferences. Community backing for local businesses remains a potential benefit for neighborhood establishments.
Technological Factors: Digital transformation continues to affect the food sector, with delivery platforms becoming more dominant in customer acquisition. The necessity for technological integration reaches to point-of-sale systems, stock management, and customer relationship management (fields where SMEs frequently struggle due to resource limitations). Social media and digital marketing present both chances for customer interaction and challenges for businesses with limited digital skills (Barrington, R. 2023).
Environmental Factors: Sustainability worries are increasing about packaging waste, especially for takeaway businesses. Energy efficiency represents both an environmental and economic factor for businesses running energy-intensive apparatus. Sustainable sourcing methods, particularly for seafood, present both challenges and potential brand differentiation opportunities.
Legal Factors: Food safety rules, allergen information requirements, and employment laws form ongoing compliance necessities. The business's dissolved status suggests potential legal issues that need settlement to guarantee continuous operations.

[bookmark: _Toc1540056763]Strategic Growth Choices: Ansoff Matrix Analysis
The Ansoff Matrix provides a framework to evaluate strategic growth directions. Peterdy, K. (2023) The following options are available, listed from lowest to highest risk:
Market Penetration (Lowest Risk)
· Strengthen presence in the existing Great Barr market with current products.
· Improve and promote customer loyalty schemes to increase visit frequency.
· Refine the pricing approach to enhance value perception and competitiveness.
· Boost targeted local marketing to capture a larger market share.

Product Development (Medium Risk)
· Launch new menu items consistent with current trends (e.g., healthier options).
· Create specific healthy and plant-based alternatives to traditional fried items.
· Introduce retail product lines, such as bottled sauces or frozen products.

Market Development (Medium-High Risk)
· Target customer segments in nearby neighborhoods.
· Build a dedicated corporate catering division for local businesses.
· Investigate a franchise model to expand the brand geographically.
· Aim at tourist markets in and around Birmingham.

Diversification (Highest Risk)
· Release completely unrelated product lines, moving beyond the core food business.
· Create complementary business concepts, such as a dedicated dessert shop or branded pub.

For Bays Fish Bar, the most instantly practicable options seem to be market penetration and product development, considering the business's current challenges and resource constraints as an SME. Market penetration tactics could include improved digital marketing to raise visit frequency among current customers and local promotional events to seize greater market percentage. Product development might focus on health-aware options to traditional fried items or premium signature products that demand higher prices.

[bookmark: _Toc2140383785]Recommended Sustainable Strategy

Based on the analysis, a product development strategy emphasizing sustainable, health-conscious menu options represents the most promising direction for Bays Fish Bar. This method utilizes existing operational abilities while addressing evolving consumer tastes, building a sustainable competitive edge. Specific actions could include:
· Introduction of grilled fish options together with traditional fried preparations, supplying healthier choices without distancing traditional patrons.

· Plant-based alternatives to standard menu items, addressing expanding vegetarian and flexitarian dietary trends.

· Sustainable sourcing practices for seafood, possibly certified through acknowledged sustainability programs, generating brand differentiation.

· Meal kit creation enabling customers to reproduce the Bays Fish Bar experience at home, entering the expanding meal kit market while utilizing existing production capacities.

This strategy matches wider consumer movements toward health and sustainability while working within the operational limitations typical of SMEs. The approach represents gradual innovation rather than fundamental transformation, making it financially and operationally achievable for a business of this scale. Implementation could be staged, starting with one or two new menu items and broadening based on customer reaction, reducing initial investment risk.

[bookmark: _Toc1355001068]Stakeholder Analysis using Mendelow’s Matrix
Mendelow's Matrix provides a framework for recognizing stakeholders and suitable management methods based on their power and interest levels. (Peterdy, K. 2023). For Bays Fish Bar, key stakeholders can be mapped as follows:
High Power, High Interest (Manage Closely): Owners/Proprietors hold the greatest stake in business success and decision-making power. (Peterdy, K. 2023) Key Employees in food preparation and customer service positions directly affect operational performance and customer experience. Regular Customers supply essential revenue and word-of-mouth promotion, needing consistent engagement and satisfaction efforts. (Peterdy, K. 2023)
High Power, Low Interest (Keep Satisfied): Regulatory Authorities including local environmental health officers and business licensing departments possess significant power through enforcement capabilities. Financial Institutions or lenders exercise power through financing choices, particularly important given the company's dissolved status. Suppliers ensuring consistent ingredient flow require maintained relationships to guarantee supply chain dependability.
Low Power, High Interest (Keep Informed): The Local Community around the establishment has interest in the business's operation, particularly regarding matters like parking, odors, and neighborhood atmosphere. (Peterdy, K. 2023) Occasional Customers with high loyalty potential but presently limited engagement represent chances for increased frequency through targeted communication. Delivery Platform Partners like Uber Eats have interest in performance metrics but multiple partner establishments diminish focus on any single business.
Low Power, Low Interest (Monitor): Competitor Businesses in the region warrant observation for market developments but need minimal active management. General Industry Associations offer context but have limited direct effect on daily operations. Potential Future Employees represent recruitment possibilities rather than current operational stakeholders.

[bookmark: _Toc879014706]Stakeholder Expectations and Strategic Alignment

Comprehending key stakeholder expectations is essential for strategic achievement:

· Owners probably seek business viability and financial stability following the company's dissolved status, prioritizing strategies that reestablish operational and financial health. (Peterdy, K. 2023)

· Employees anticipate stable employment and clear operational direction, particularly given potential uncertainties following the company's legal status changes. (Peterdy, K. 2023)

· Regular Customers value consistency in quality, preservation of traditional elements they connect with the brand, and responsive service across both physical and delivery channels. (Peterdy, K. 2023)

· Regulatory Authorities require strict compliance with food safety standards and business regulations, especially important if the business needs relicensing following restructuring. (Peterdy, K. 2023)

The suggested product development strategy aligns with these primary stakeholder expectations by concentrating on business stabilization through evolution rather than radical change. The method maintains core traditional components while introducing innovations that address changing market conditions, balancing the potentially conflicting expectations of different stakeholder groups.

[bookmark: _Toc728949274]Key Strategic Recommendations and Implementation

Based on the complete analysis that has been conducted, I will propose the following strategic recommendations:
· Legal and Operational Restructuring: Address the dissolved company status as an immediate priority, creating suitable legal structure for continued operations. This fundamental step must precede other strategic initiatives to ensure business continuity and regulatory compliance.

· Phased Menu Innovation: Introduce 2-3 new menu items quarterly, starting with grilled fish options and expanding to plant-based alternatives based on customer response. Use customer feedback systems through both in-store tasting and delivery platform promotions to measure acceptance before full implementation.

· Digital Capability Improvement: Develop owned digital channels including simplified online ordering system to decrease dependence on third-party delivery platforms. Implement basic customer relationship management through email collection and targeted promotions to raise visit frequency among existing customers. (Norton, N. 2025)

· Strategic Partnership Development: Establish connections with local businesses for corporate catering, and community organizations for event involvement, increasing local visibility while creating additional revenue streams beyond core takeaway operations.

· Operational Efficiency Emphasis: Implement cost control measures addressing energy consumption, inventory management, and waste reduction to enhance margins without significant price increases, maintaining value positioning in a competitive market.
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SMEs typically face specific challenges when implementing strategic changes. For Bays Fish Bar, anticipated challenges and mitigation approaches include:
· Financial Constraints: As with many SMEs, limited financial resources may restrict investment capacity. 
· Solution: Execute initiatives in phased approaches with clear milestones, prioritizing low-cost/high-impact activities initially. Investigate government support programs for SMEs and alternative financing options like PayPal Working Capital which has supplied over £2.75 billion to 60,000 UK small businesses. (Paypal, 2025).


· Technical Capability Gaps: SME owners often lack specialized skills in areas like digital marketing and strategic planning. (Norton, N. 2025)
· Solution: Utilize government educational resources like the Business Growth Service and concentrate on partnerships that complement internal capabilities rather than trying to build all expertise internally. (GOV UK, 2025).


· Resistance to Change: Long-established operational patterns may create resistance to new approaches among staff and even ownership.
· Solution: Include key employees in development processes, clearly communicating the strategic reason for changes and celebrating early achievements to build momentum.

· Competitive Market Pressure: Strong competition may reduce the impact of strategic initiatives.
· Solution: Differentiate through genuine storytelling about new menu developments, highlighting the combination of tradition and innovation rather than positioning changes as abandonment of established identity.

[bookmark: _Toc196307282]Conclusion

Bays Fish Bar represents both the challenges and opportunities confronting traditional SMEs in the evolving food service sector. While the business profits from established local presence, traditional menu strengths, and multi-channel service delivery, it faces significant challenges including its dissolved legal status, competitive pressures, and changing consumer preferences. The analysis supports a strategic direction centred on careful evolution rather than radical transformation, focusing on product development that addresses health and sustainability trends while maintaining core traditional offerings.
Implementation success will depend on addressing fundamental legal and operational issues before pursuing growth initiatives, followed by phased implementation of menu innovations and digital capabilities. Throughout this process, maintaining alignment with key stakeholder expectations (particularly regular customers valuing tradition and employees seeking stability) will be essential. Despite the challenges identified, the business's strong local reputation and adaptable business model provide a foundation for revitalization. By embracing targeted innovation while preserving core strengths, Bays Fish Bar can position itself for sustainable long-term success as a cherished local establishment with contemporary relevance.
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