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Introduction to strategy: ( Berney and Hesterly , 2018 )
Basically strategy is defined as gaining competitive advantage to various strategies. Basically various step are involve in the strategic management which include mission what are you about do or work on, then come the objective what are the different objective and function u need to accomplish for a successful business, then looking into the external and internal analysis which bring into account the strength , opportunities , weakness and threat to the organisation, then come which strategy should be taken into account or which best suits the scenario of the company and then these strategy can be implemented to the organisation for the successful business and the last come the competitive advantage of the organisation.

Introduction: (Mercy Corps.org)
The organisation Mercy Corp. is the NGO firm founded in the year 1979. Its headquarters are located in Portland, Oregon and Edinburgh, Scotland. The main objective is to overcome and remove the suffering and poverty in the communities and help people to build a secure and productive lifestyle in the communities. Over the period of 30 years of its contribution, Mercy corps has provided help to people which is 1.2 billion which include 107 nations all over the world. Mercy Corps is one of the largest NGO which is supported by the U.S. and foreign government grant and also supported by some of the private funds. Basically they focus more on two important things, one is social entrepreneurship which is to develop funds for the social, cultural and environmental cause and the other one is to come out with creative idea and strategy to run their mission well. These two things have been carried out in Jakarta Indonesia where they were dealing with the major problem of malnutrition in children under the age of five. As one third of the Indonesian children under the age of five suffer from malnutrition according to the United Nations Children’s fund. Indonesia Rank 5th in the world wide for the malnutrition in children. There were many reasons behind malnutrition in children like poverty but the major cause was rapid decline in breast feeding by mothers to their children. In the city of north Jakarta many mothers started taking foods for their toddler and infant from local vendors who roamed through out the area, who sells food and sweet in the food cart which very cheap and unhealthy and was not prepared well in terms of hygiene. In keeping the mind about the malnutrition in children in Indonesia Mercy Corps start a small programme called KeBal or My Childs Café which was launched in April 2009, basically it’s a food cart that caters children under five with their special menu design for children. This programme have three important goal and objective to accomplish – to provide nutritionist food to children under five so that to over come malnutrition and make the people aware of the issue regarding nutrition, to provide job and employment opportunities to the local living in North Jakartans and last to create more profits and prove as sustainable business model which can run on its own without the support of Mercy Corps. To start the programme four vendors were recruited to sell the food in the cart, to select the appropriate vendor first they started with advertisement of the position and then they were interviewed by some of the Mercy Corps staff, some local health representative and some of the communities leader. They started hiring the vendors with the business mindset and have interest in both making profit and take forward the social mission programme. They also wanted to hire women who have been supporting their families so that they benefit more from their income they earn. KeBal menu include nutritionist food like rice, porridge, chicken and vegetable, they have fruit jellies which was made by real fruits, meatball and baked macaroni. These foods were all homemade. They were open all seven days, especially they were open during school times for the children. Vendors cook less amount of food, so that they could provide fresh food to the children and avoid reuse and reheat food. The overall programme of KeBal Pilot programme, Mercy corps was responsible for each and every structure from the menu to starting the cart , training and recruitment etc. It also kept a great track on the hygiene and quality control by visiting each of the vendors. Basically Usye and Dini wanted to transfer KeBal from a non profit or donor funded to a sustainable and independent business.
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Key Success of the business: (Mercy Corps.org)
According to Usye and Dini after collecting the data and analyse that Mercy Corps started earning profit of 20 to 30 percent from the item in its menu. Each vendor started selling approximately of 60 to 70 percent of porridge at 2000 IDR ($0.20) per savings and 35 to 40 jellies per day which was about 1000 IDR ($0.10) per saving. Each customer consumes approximately two to three serving of porridge and 2 or 3 jellies each day. Basically there was a survey conducted by the Mercy Corps and G-Lab to get the customer review regarding the product and service after the half year of success. The came to the conclusion that customer was very loyal, when they were interview they came out with a figure that approximately 90% of the consumer by food from Kebal at least thrice a week, Customer were pleased with the quality of food provide by the KeBal and the cleanliness maintain in the cart, customer said mainly women they prefer buying food most of the time from KeBal cart as they get most of the nutrition from the food they consume for their children, KeBal most of the vendors belong to the same area or worked in the same area for long time so they could maintain a good relationship with the customer and most of the customer already knew the vendor so that they could easily trust them well, Customer were happy with price and find it cheaper than any other and due to the superior quality of food consumer were happy to pay a more also, Customer , specially mothers, 70%of them demand to have more variety in the menu as their children were bored eating same food for so long.
KeBal’s business model:
KeBals business model had gone through most of the business models but the simplest one of that was one person acted as a cook and seller, there were only person that did both the job like cooking as well as selling which help in generating most of the profit. And the complex model was the group were made by 4 people in the group which have different responsibilities and profit was share equally among them but the problem that occur was some of the group members real work very hard but in spite of their hard work the profit was equally share among all the group members. The third model was mini cooking centre, in which one person done the job of cooking and the other person does the job of selling, which was one of the most efficient and reliable, where the cook can cook twice a day or long, which enable them to make more profit. The partnership madel came into account when one of the vendor name Ibu Saripah decided that cooking and the dragging the cart to the narrow street is more difficult so she started partnership with the other vendor who can sell the food in the cart after when she cooked the food. Due to this division where one vendor coo the food and other do the job of selling it they could produce enough throughout the day and hence it became more easier as the burden is divided among the two worker rather than only one doing the selling as well as cooking. Due to the partnership between two workers they help them to double their revenue which is generated from the business within four months of time.
When observing the KeBals cooking and selling by G-lab they came into conclusion with three major reasons: first the cooking was very laborious as it require more physical activities due lack of basic equipment of the kitchen and due to this the cook were not able to cook variety of dish as they were need to do everything manually and which was time consuming, the second thing was the vendors started earning more profit in spite of doing very hard and difficult work, and the last thing was they require centralized kitchen to make work more easy with all kitchen equipment which require more capital to start the cooking in large scale.
Internal analysis:

(Lynch, 2018 )
Value chain:
 In an organisation there are many performance undertaken to run the business or add value to the business activities like buying purchasing supplying selling manufacturing distributing etc. This performance by the company together forms a value chain. The value chain is basically about the value of the business which is connected with different functions and activities in the organisation. It also says as each part of the organisation function for the whole organisation. In a company the activities are divided in to two different parts:
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Primary activities: The primary activities taken place like manufacturing, producing as this process take place within the organisation itself. (Lynch, 2018 )
Inbound logistics: Where the goods are receiving by the manufacturer and store in the company from the supplier to start the operation or manufacturing process. With regard to mercy corps it’s a Biggest NGO group that run more than 106nations and its major cause is to serve humanities due to the malnutrition problem in Indonesia in children under the age of five the started with the programme called KeBal pilot programme that runs a food cart that sell healthy and nutritionist food for children, basically it was a business with a social cause to serve the communities, they started hiring vendors to run the cart, they started with menu that were specially design for children to get nutrition , which include healthy food and with a good quality control, the nutritionist food include rice, porridge, chicken , meatballs, macaroni and jellies was made by the real food, they basically emphasis on the food and raw material were bring to the store and then were distributed various cart , the purchases was direct as the consumer directly came to cart and buy the food and the cost was low but the work was laborious thoughit has a great profit.

Operations: This is basically operating part of the company how the production take place and how it is operated. The KeBal Pilot programme was supported by the Mercy Corps that runs a NGO and serve more that 106 nations , the started operating the KeBal Pilot programme in Indonesia to eradicate malnutrition in children by providing nutritionist food to children , they basically started with four vendors that run the carts which have the business mindset and working for the social cause. They started hiring vendors from the local and who have families to be supported so that they can earn good amount of income , This operation take place in Jakarta Indonesia, the started with menu that was design for children to get nutritionist food and even the mothers were also encourage. They basically sell the foods at the school timing and all seven days so that children could benefit it. Most importantly they prefer selling fresh food and avoid the process of reheat and reuse. They also take care of hygiene and quality control. The vendors play the role of cook and seller as well before but due this they were not able to prepare food in large number but later on the partnership policy came into existing and where one person used to cook and other used to sell the food and hence it make them easy and could earn more profit. Due to less kitchen equipment the vendors did most of the thing manually which was highly laborious.
Outbound logistics: Basically to bring the final product to the consumer, In KeBals programme hence it was direct purchase to the consumer , only the vendors were hired to sell the food, they started selling food in the food cart as they roamed in the entire area and the food was much more cheap with high quality and was affordable by all, vendors sell the food to the specific area which they were familiar , so most of the customer by the food.
Marketing and sales: Basically it deals with the consumer wants and need and how you we promote and advertise our product. The KeBal Pilot programme basically focus on malnutrition in children as it was their basic need to overcome it , they started with nutrition food provided to children with low price as compare to other which make more customer to come to it and they started doing promotion and advertisement to bring the business into notice. Hence the profit generated to Mercy Corps was about 20% to 30%.
Service: The service given to the consumer before and after the product. KeBal pilot programme was basically a business but for the social cause they lend the best service to their customer in terms of hygiene and care, they maintain cleanliness and was checked by the members of mercy corps, they provide nutrition food to children and provide fresh food which avoid reheating and reuse of food.  

Supporting activities: This basically include how the firm is supported by the human resource , technology development or to bring or implement new ideas for the development and growth of the business.

Firm infrastructure: Basically means planning how to run the organisation smoothly in terms of accounting recruiting or financing etc. The KeBals pilot programme was basically run and supported by the Mercy Corps they play a major role in recuiting , financing , health and safety, hygiene in the firm and data analysing the profit earn by the KeBals.
Human resource: The human resource management is the basic need of the company to operate the firm, Basically in the KeBals pilot programme they started with just four vendors but later on the people started liking the food and service given and felt as a authentic one it attract more people to buy the food due to one vendor doing both the cooking as well as selling it was not able for the vendors to sell the food in the large scale as it was not able for them to prepare the food in large scale , the other thing beside this was this programme was more concern about the health they were not allow to cook food in stock to avoid reheat and reuse , they prefer cooking fresh, then they came up with partnership policy where the work was divided into two ,where one will only cook and the other person will be selling the food.

Technology development: As the KeBals pilot programme was does not have much of the equipment , due to lack of equipment they used to do most of the work manually which make the work laborious and difficult, KeBals kitchen was not a centralized kitchen which make them more easier and can prepare food in the large scale.

Procurement: Basically this activity is used to operate the goods or material purchase for operation in the low price with high quality. The kebals kitchen used to purchase goods from the market and also maintain the high quality in the food as their basic motive is to provide high quality food to the consumer.
External analysis: (Lynch, 2018 )
Analysing Porters five force in KeBals Pilot programme. 

The KeBal Kitchen was a start-up programme in Jakarta Indonesia which was supported by the mercy corps that helps them to provide nutrition food to children which will eradicate the malnutrition in children under the age of five.
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The bargaining power of supplier: ( Medium ) (Lynch, 2018 )
 As the raw material include chicken meets fruit basic food ingredient in the KeBals kitchen its is easily available every where, its not limited t the specific supplier but sometime in certain scenario there may be market shortage in terms of raw material or some of the import and export difficulties which may leads to high demand of supply in the market, moreover the raw material of kebal kitchen is easily available. It may be difficult if there are many competitor that require the same raw material where the supplier can switch to whom to provide and how much to provide. There occurs a problem if there are fewer suppliers in the market with the same raw material which may leads high cost and high demand in the supplier raw material.
The bargaining power of buyer: ( Low )
The bargaining power of buyer is low when there is limited option for the buyer, on the other hand its high if there is more option which they can switch to it any time they want. Bargaining power for buyer is low in the KeBals Kitchen because there is limited number of cart that provide nutritionist food and the aim is not only earn profit but their purpose is also to provide healthy food to children and over malnutrition in children under the age of five, mothers are also encouraging their children to buy this food as it is much more cheaper and contains fresh food with proper nutrition present in the food and proper hygiene is maintain during cooking and serving the food. So the demand is more for the foods that kebals kitchen sells.
The threat of new entrants: ( High )
As the KeBal pilot programme was started with a small scale business which also emphasis on social cause rather than just profit, there may also be threat of new entrants in the market with large scale business. The keBals pilot programme run with limited worker and also they have limited equipment due to this the process becomes more slow, due to lack of kitchen equipment workers were made to do most of the manually with their hands which will be easier to do with machine this make them to prepare food in small quantity and makes the process. If there is some new entry with the developed technology or worker which may allow them to provide better service or fast service to the consumer which may be the biggest threat of new entrants in the market to KeBals.
The threat of substitutes: ( High )
In the kebals kitchen there are many mother who are liking to get the same variety of food as kebals menu has a fixed menu with limited amount of food but on the other hand there are some mothers who complain that their children are bored eating the same time of food, they demand variety in the menu with nutrition in the food, if any other competitor fulfil the demand of the buyer and give them the high quality of nutrition with variety of dishes where the consumer can easily switch. Due to small number of people working with no basic equipment the vendors are not able to produce variety of dishes at a time. So the threats of substitutes may be high in KeBals pilot programme.
Competitive Rivalry: ( High )

The competitive rivalry in the kebals is high because there many compitor in the food industries which has several franchise which also produce similar food with better technology and equipment with more people working for the firm. As there kebals pilot programme started with small business it does not have much facilities and people to run the business in large scale.
SWOT Analysis of the KeBals pilot programme: ( Jurivicius , 2013 )
SWOT Analysis is basically the tool used to identify the strength and weakness of the company in the internal environment of the organisation and opportunity and threats can be faced in the internal environment.

	INTERNAL ENVIRONMENT

	STRENGHT 
	WEAKNESS

	· Provide high quality and nutrition food to the children to overcome malnutrition in children under the age of five.

· In six month it gain the profit of 20 to 30 percent by the Mercy Corps.

· Vendors started selling 40 to 70 serving of food per day which was more profitable

· Most of the customer buy food 3 times a week which was approximately 97 percent of the consumer buy the food from the cart.

·  Customer were please with quality of food and hygiene maintain during serving and cooking food.

	· Although the vendors make more profit the work was highly laborious.
· The vendors did not havebasic kitchen equipment.

· Due less equipment and small number of people working they were not able to prepare large amount of food at a time.

· Consumer wanted variety in the menu as the menu was limited to some nutritionist food.


	EXTERNAL ENVIRONMENT

	OPPORTUNITIES
	THREAT

	· KeBals create employment opportunities to the vendors living in the local and help the woman worker who has to support their families with employment opportunities.
· Vendors were with the business mindset and familiar with the area and people living where most of the consumer has a trust within them.

· The food provided was cheap and the quality was very high which attracts more of the consumer.

· Most of the people were getting used to the taste of the Kebals menu which helps them to get more customers.

· The food was selling in the cart hence the vendors could roam all over the area.
	· Hence the threat of the new entrants or competitor with highly developed equipment which kebals lack off which leads to low in sale.
· Many of the mothers and children were bored with same taste and menu, the competitor may get the substitutes for this while providing variety of food in he menu.

· There were many competitors and franchise with more advance equipment and team force.

· Most competitors was having centralized kitchen which the kebals didn’t have.

· The demand of consumer increasing but the supply to consumer was limited.




Conclusion: The three Layer business model consist of the first layer that will be the headquarters that will be responsible for supplying the raw material franchise, packaging, marketing, etc, the second layer comes the cooking centre where the food is been cooked and given to the distributor and the third layer model is given to the vendors to buy food from the cooking centre and sell it. The revenue was generated from the franchise fee and charge royalties from the cooking centre owners. So this model was basically 3 layer and it did not spread wide compare to other business because the other business consist of 2 layer model that is one is the headquarter and the cooking centre and the other layer will be the vendor who will buy the food from the cooking centre and sell into the consumer.
 There are not possibilities that each layer getting something of value than the layer above because the layer will keep their profit and the sell it to the layer below if the cooking centre buying raw material from the first layer they will charge for the service while keeping the profit , same with cooking centre distributing their food to the local vendor the will keep their profit margin while give to the vendors.

The two layer business model will be more efficient as compare to the other business model the advantage is that layer will be the headquarter and finance and cooking centre as well to get stressed on the revenue generated from the cooking centre in terms of franchise fees, there will also be some less risk of the cooking centre leaving the franchise and start the own business and become the competitor, and the next one is management will have more control in the cooking centre in term of menu change, food preparation etc.
Recommendation:

Factors evaluate to be considering while applying for profit franchise model to the KeBals organisation:
The basic motive of investing in franchise is to get a successful capital from the business. The first thing is to take into account is the business sale of the existing franchise. If the existing franchise as the high sale and it runs a good business than it is a profit franchise.

Then we need to consider about the market that should be a growing market should not be going down. Competition plays a major role , the lack of competition will give more opportunities to the business. There should be high brand awareness to the people, it should also have a established brand so that people are more familiar with it, the operating system of kebals should be well define and cost structure, the sales should be increase as the people look to the profit before investing in any sector or firm. Repeat the business getting the repeated customer for the successful growth of the business. Health and well being is also the major part of the business, the business that care for health safety can run a business more efficiently. There should be variety in the business that provide variety in their product and services.
There three competitive and generic strategies: ( Berney and Hesterly , 2018 )
Low cost leadership: The low cost strategy basically means running a business with the low cost that involve labours, equipment and maintenance to run the company. It basically helps in sustaining the competitive advantage from the other business. Basically to gain sale the cost leader should minimise the price in the market.

Differentiation: Your product should be better, unique and different from the other in the market. That help in establishing your product in the market. Once the product is different from the others then one can higher the price of the product. But there may be problems occur as to differentiate the product from the market it require high cost and there is the chance the competitor may copy or make the same product.
Focus: Focus on niche market. Specially design for the specific market.
Low cost leadership in KeBals organisation: Selling the food for low cost, hiring the local vendor which don’t have any specific demand, selling the food for low cost attract more people and consumes more food by the people.

Differentiation: KeBals prepare food that is different from any other vendor; it contains a nutrition value in the food and which is made up of real food so that children can get healthy food. That helps the children and mothers to encourage them to have the food. And most of the consumer like to consume daily as it is healthier and do not contain anything which is not suitable for health.

Focus: the KeBals focuses on specific group, as the Jakarta in Indonesia the malnutrition under the age of five is the major problem that is face by the children. They started preparing food that is more healthy and suitable for the children and can gain adequate amount of nutrition from the food which will help them to overcome malnutrition in children under the age of five. So they have target the specific group that is the children.
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