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1. Introduction

Strategic Management (SM) for Small and Medium sized Enterprises (SMEs) involves developing and implementing an organisation's future direction.  SMEs are defined as organisations with fewer than 250 employees, turnovers less than £50 million, and balance sheets less than £43 million (GOV.UK, 2022).  SM includes fundamental strategic decisions about how an organisation interacts with its environment, including its purpose, its resources, and how it operates (Lynch, 2018).  Furthermore, according to Barney and Hesterly (2019, p27), in SM, an organisation goes through a series of analyses and choices in order to select a good strategy for generating competitive advantage.  Therefore, creating value continuously is essential for organisations to compete successfully in the dynamic global market (Kang et al. 2019).  

The purpose of this report is to develop a sustainable business strategy for an Indian Restaurant called Curry Fair.  The current strategic direction will be appraised using various models, namely, SWOT, PESTLE, Porter’s 5 Forces and VRIO.  A stakeholder analysis will also be carried out explaining why the business needs to adopt a new strategy for the benefit of the stakeholders.





















2. Current strategic direction

Curry Fair is an Indian Restaurant situated in Rubery, Birmingham employing eleven workers consisting of: the Restaurant Manager, two Main Chefs, two Tandoori Chefs, one Porter, three Waiters and two Delivery Drivers.  They have an award winning Chef who works there which is advantageous to the restaurant’s brand name (birminghammail.co.uk, 2012).  Their authentic and innovative Indian curries are inspired by the culinary art of Indian cuisine are at the heart of their name in all senses (mycurryfair.co.uk, 2022).  The restaurant boasts fine Indian dining in a luxurious setting which is redefined by the bespoke interiors and spacious ambience.  They offer bookings for private celebrations, business meetings and other occasions the customer wishes to book the venue for (mycurryfair.co.uk, 2022).  They have a beautiful garden setting at the rear where diners are able to enjoy their food.  There is fierce competition in the Indian food industry with as many as 38.8K establishments in the UK (Lock, 2022), which includes approximately 200 in Birmingham (Birminghamfoodcouncil.org, 2022).  Curry Fair have impressively received a rating of 5 which is top marks for food hygiene (Ratings.food.gov.uk, 2022).  This plays an important factor for customers whilst eating food at restaurants because it ensures the safety of food and the health of consumers, therefore, hygiene is a key characteristic (Kang, 2015).  The restaurant’s vision is to provide their customers with the experience of tasting the flavours of India’s cuisine through their food and their main goals are customer retention as well as making a good profit.  Although they are delivering that vision quite well, upon reading the reviews below on several platforms, there appears to be much room for improvement.  Customers have complained about poor tasting food, long serving times, rudeness of staff, cancellation of orders along with other issues.  It is vital that they investigate their customer feedback thoroughly and rectify issues that have become evident should they wish to stay ahead in this competitive industry.  Serving food is just one aspect of running a restaurant, essentially, it’s the selling of a dining experience and their customer experience should be one of the major objectives which promotes repeat business.  Here are the restaurant reviews statistics:
· 113 Google reviews - 4.3 star rating
· 65 Facebook reviews - 4.6 star rating https://www.facebook.com/curryfairrubery/
· 692 Just Eat reviews - 5.1 star rating https://www.just-eat.co.uk/restaurants-curry-affair-birmingham
· 46 Uber Eats reviews - 4.6 star rating https://www.ubereats.com/gb/store/curry-fair/AZYrGhX-SvembHwD-OPtgw

The next part will look at Curry Fair’s objectives…………


2.1. Operations objectives
A restaurant's efficiency can be improved by simplifying a variety of aspects of its operations:
Food preparation - To avoid further complaints on delayed orders, meals need to be prepared successfully.  Kitchen staff must understand how long it takes and the steps involved and by planning and managing their time accordingly, they can ensure that customers receive their orders in a timely manner.  Quality checks need to be made prior to the food being served and the food quality must be consistent.  To maximise the organisations value, staff involved in food preparation and service must be well trained and continually retrained with updated information and tools to control these activities (Camillo, 2021).
Service - This includes all aspects of customer interaction. ‘Front of house’ activities are visible and experienced by customers (Indeed.com, 2021).  To minimise customer complaints, service standards should be set by the Restaurant Manager for the employees to follow.  Training should be ongoing and references to the staff handbook should be made regularly.
Delivery services - Undoubtedly, COVID-19 pandemic forced organisational changes, compelled company strategies to be reviewed, and paved the way for digital transformation (Gabryelczyk, 2020).  As a result of the epidemic, employees were forced to use new processes, causing radically unexpected changes to business processes.  People were confined in their houses and unable to go and dine in restaurants.  Instead, they would have to get food delivered to them.  Curry Fair struggled to keep up with the demand and now that the nation is in the post-pandemic period, it’s time to improve their online and delivery services (Deepika and Arun, 2021).

2.2. Marketing objectives
Promotions - Online platforms have become the major source and a part of most businesses (Deepika and Arun, 2021). Curry Fair have several platforms where they market their restaurant, including, Facebook, Instagram and their own website.  They offer their customers with a 20% discount on their main website but none on the other platforms.  According to Dixon (2022), the latest figures show that 73% of UK residents use social media on a daily basis, therefore in order to maximise their presence, advertising on these platforms, is advantageous for the business (Haas et. al, 2020).
Menu/leaflet distribution - The restaurant currently promotes their services via menu and leaflet distribution through people’s letterboxes which has generated their initial customer base.  Benefits of advertising in this manner include control of targeted areas, low cost production and effectiveness.  They should continue this letterbox marketing strategy.




2.3. Human Resources (HR)
Employee training - Working in restaurants can get exhausting for staff and their morale tends to get affected (Kelly, 2022). This in turn leads to behavioural changes, sometimes being directed at customers.  HR need to take the responsibility of putting the staff on courses such as Emotional Intelligence (EI) in order to gain knowledge on how to treat people.  Having EI means being able to evaluate one's own feelings and emotions and use them to guide behaviours and thoughts (Mayer, Salovey and Caruso, 2008).  
Employee incentives - There are currently no incentive programmes in place for employees which could demotivate staff and again, this may have an effect on their morale and well-being.  The way forward to enhance motivation, morale and general well-being would be to introduce contests/incentives to encourage their employees to learn. This has been known to significantly boost employee participation, whether they are monetary or internal praise (Roslansky, 2021).  The goal is to improve the worker experience, which in turn will improve the customer experience.  
Workplace safety - Curry Fair need to adopt flexible working hours, sick pay, display empathy towards staff members to gain maximum benefits from their workers.  According to Kelly (2022), when the right type of culture is created and nurtured, positive change can be seen.

The next part will look at Environmental scanning………...



















3. Environmental scanning

In order to identify the critical threats and opportunities within a firm's competitive environment, it is imperative to conduct an external analysis.  Likewise, identifying strengths and weaknesses within an organisation is a key aspect of internal analysis (Barney and Hesterly, 2019, p29).  The PESTEL framework in Figure 1 identifies six main types of environmental impacts: political, economic, social, technological, environmental, and legal.  Thus, making it an effective tool in determining whether a strategy is likely to succeed or fail (Johnson, Whittington and Scholes, 2012, p.21).

3.1. PESTEL Framework
	
Political
	
Economical
	
Social
	
Technological
	
Legal
	
Environmental


	
The political environment greatly impacts companies' operations, while the regulatory environment of a country can affect their business activities. There can be positive and negative impacts of political decisions.

Policies related to health and safety are most prevalent in the restaurant industry. In order to meet health and safety regulations, companies must maintain cleanliness and hygiene during cooking, packing, and delivery operations.

Covid 19 pandemic forced restaurants to close through government guidance.  Businesses were able to deliver as normal and there was a sharp influx of online orders. 



	
Consumers' purchasing power and ability to purchase goods are adversely affected by the current global economic recession. 

Curry Fair can be affected by inflation because ingredients can be price hiked, which, in turn, means that they have to increase the prices of their food items, minimising their profit margins.

The restaurant could be affected by rising labour costs.  As a result, the owners will earn less profit


	
An organisation's culture is shaped by the culture and ways of doing things of the society in which it operates.

Increasing consumer preferences for healthy foods have reached the restaurant industry, where organisations including fast food franchises and fine dining establishments are beginning to understand the importance of a health-conscious customer base Naehyun P., Jin, Line, N.D. and Sang-Mook, L. (2017). Curry Fair need to incorporate more healthy choice foods to compete with their competitors.

People's hectic lifestyles have increased their reliance on ready-made foods rather than home-cooked foods. It has shown to be beneficial to the food industry's economics.
	
A company should analyse the industry's technical state as well as how quickly it is being disrupted by technology.  Slower speeds provide more time, yet faster speeds of technology disruption may provide a corporation with limited time to adapt and remain profitable.

McKinsey’s study found that organisations who prioritise technology in their perspective, skills and leadership mandate will be successful in the future (McKinsey.com, 2021).

Curry Fair need to invest in reliable technology to be able to withstand the pressures of a full house restaurant or a fluctuation of online orders
	
A company may be impacted by a number of legal considerations, such as employment laws, consumer protection legislation, industry-specific rules, regulatory agencies, and environmental restrictions. 

Curry Fair must adhere to stringent food safety and other health procedures such as the right temperature foods, appropriately cooked food, safely stored food, expiration dates, cleanliness and food transportation.

Curry Fair have done well with achieving a high standard of food hygiene, they must continue this rating to avoid any action being taken against them

.
	
The current 
environmental crisis has increased people's awareness. Some of these include recycling, pollution and carbon footprint.

Recycling and waste management 
strategies should be developed and adhered to.  The use of paper bags and packaging should be used as well as environmental- friendly containers that may be recycled accordingly.





Figure 1 - Curry Fair PESTEL Analysis 
3.2. Porter’s Five Forces
Porter's Five Forces was developed in 1979 by Michael E. Porter of the Harvard Business School as a simple framework for evaluating the competitiveness and position of a business organisation (CGMA, 2013).  Porter’s important message is that industries are unattractive to compete in when the five forces are high.  The level of competition, and the level of pressure, will be too high to allow reasonable profits (Johnson, Whittington and Scholes, 2012, p.25).


THREAT OF NEW 
     ENTRANTS

THREAT OF NEW ENTRANTS

· Barriers to entry
· Government policies
· Capital requirements
· Economies of scale
· Access to distribution channels
· Cumulative experience
· Brand identity/loyalty
· Experience and learning effects

BARGAINING POWER OF SUPPLIERS

· Number of suppliers
· Size of suppliers
· Supplier concentration
· Availability of substitutes for the supplier’s products
· Uniqueness of supplier’s products/services
· Switching costs for supplier’s products
· Importance of volume to supplier







RIVALRY AMONGST EXISTING COMPETITORS
· Number of competitors
· Diversity of competitors
· Industry growth
· Switching costs
· Quality differences
· Barriers to exit
· Industry concentration and balance




BARGAINING POWER OF SUPPLIERS
BARGAINING POWER OF BUYERS



BARGAINING POWER OF BUYERS

· Number of customers
· Differences between competitors
· Price sensitivity
· Buyer’s ability to substitute
· Buyer’s information ability
· Switching costs
· Buyer volume
· Price sensitivity

THREAT OF SUBSTITUTE PRODUCTS

· Number of substitute products available
· Buyer’s propensity to substitute
· Relative price performance of substitutes
· Perceived level of differentiation
· Switching costs
· Substitute producer’s profitability and aggressiveness
· Brand identity/loyalty
· Experience and learning effects


THREAT OF SUBSTITUTE PRODUCTS





Figure 2 - Porter’s Five Forces Framework

Developing a sustainable competitive advantage is essential for Curry Fair and the model above considers the internal and external factors that determine business direction as an indicator of industry competitiveness.  When taken together, they show how attractive the market is.  






THREAT OF NEW ENTRANTS - HIGH
The restaurant industry is a highly competitive market because of low entry barriers.  The restaurant must come up with constant innovative dishes in the business to stay ahead.  Although the pandemic saw many restaurant closures (Dua et al, 2020), many are still running and offering delivery services.  Curry Fair need to make adjustments to their strategy and invest in skilled staff to present new, healthy dishes for a competitive price.

BARGAINING POWER OF BUYERS - HIGH
Due to the amount of choice customers have, they would sway more towards promotions being offered as well as a more unique experience.  Furthermore, customers who are waiting in a long line at one restaurant, may find it easier to go to another across the street if there is not a long line at that restaurant.  Curry Fair offers more traditional dishes compared to other establishments who have opened up offering street food style food with traditional teas on the side.  There are several buffet-style places where there is a set price to pay and dozens of dishes to try out.

THREAT OF SUBSTITUTE PRODUCTS - HIGH
Customers can get similar foods in various eating firms, therefore, making the threat of substitutes high.  The switching costs are low, which makes it easier for customers to shift their loyalty from one place to another.

BARGAINING POWER OF SUPPLIERS - HIGH
A supplier is a person or company that supplies the organisation with materials to produce its products or services.  Businesses can be under pressure from suppliers by raising prices, reducing quality, or reducing availability of their products.  Restaurants have many choices to purchase meats, produce and packaging.  A supplier may charge lower prices for their best customers and raise prices for smaller companies, which adds to the expense.

RIVALRY AMONGST EXISTING COMPETITORS  - HIGH
Competitors are offering more unique experiences with lower costs including fast food outlets, street food, tea and snack shops.  The Indian food industry is forever growing with new venues opening up in all directions.  

Upon using Curry Fair in Porter’s Five Forces, it shows the industry to be unattractive and over-saturated. This could be due to the fact that restaurants are still high in demand for customers.  Lock (2022) found in their study that the consumer spending was 65.7 billion pounds which demonstrates that the industry is still booming.

3.3. SWOT Analysis
	
STRENGTHS

Award winning chef - this is advantageous for the restaurant and their brand name
Five star food rating - Curry Fair have the highest rate in food hygiene
Good customer base - many regular consumers dine in and order take-aways
Spacious settings - rooms are available to hire out for private parties/events
Authentic cuisine -  the flavours of India are used in their dishes 
Affordable food - Competitive prices compared to other Indian restaurants in the vicinity

	
WEAKNESSES

Limited car parking facilities – Curry Fair does not have their own carpark; therefore, customers need to park on the main road
Lengthy waiting times - Curry Fair has been failing on wait times and many customers have expressed their concerns
Unprofessional waiters - Many have complained about the rudeness of waiters



	
OPPORTUNITIES

Introduce a customer loyalty programme Offer regular customers a discount every time they dine in
Introduce a phone app - Easy access for customers to book a table or order food with incentives when ordering via the app
Improve customer service - Offer training to all staff and incentives 
Broaden menu - Offer more vegan and gluten free dishes to customers with dietary needs
Build brand awareness - Take advantage of an award winning chef to promote the business

	
THREATS

Strong existing rivalry - Many restaurants offer the same food
Deteriorating economic conditions - Interest rates are constantly rising making ingredients/goods more expensive to purchase
Home delivery competitors - Following Covid 19, people are ordering online more.  
Consumers are getting more cost conscious - Customers are having to choose whether to eat out or not due to lack of financial ability



Figure 3 - Curry Fair SWOT Analysis

3.4. VRIO Analysis
It is intended to identify systematically the key capabilities and resources that may enable organisations to gain a competitive advantage through VRIO analysis (Fisher, Bakker and Wisneski, 2020).  A sustainable competitive advantage must be valuable (V), rare (R), and costly to imitate (I), and the firm must be organised (O) to capture the value.  In Figure 3 below, a VRIO Analysis is captured for Curry Fair:

O
Organised?
R
Rare?
I
Inimitable?
V
Valuable?



  YES								=	Competitive disadvantage			 


  YES		YES						=	Competitive parity


  YES		YES		NO				=	Temporary competitive advantage


  YES		YES		NO		NO		=	Unused competitive advantage


  YES		YES		NO		NO		=	Competitive advantage



Figure 4 - Curry Fair VRIO Analysis

Analysing the VRIO for Curry Fair,  it shows them to have temporary competitive advantage.  The value and rarity they possess is having an Award Winning Indian Chef which, to their advantage holds a lot of weight because it is quite uncommon in the Birmingham area.  The other known chefs own English Restaurants.  Curry Fair have a lot of work to do in regard to being able to promote this special advantage they have.  It needs to be marketed properly with the 4P’s of the Marketing Mix which is shown below in Figure 5.  This means to advertise the right products at the right price at the right place with the right promotions:

PRODUCT
Quality
Design
Packaging

PRICE
Listed price
Discounts
Shipping

PROMOTION
Branding
Advertising
Social media

PLACE
Platforms
Website
Delivery








Figure 5 - 4P’s Marketing Mix


4. Stakeholder Analysis

4.1. Internal and external stakeholders
The engagement and commitment of employees, supervisors, managers, and others are essential to successful implementation of change.  Stakeholder analysis is the process of identifying and understanding the needs and expectations of major stakeholders (Smith, 2000).  The needs and expectations of stakeholders may conflict with each other or with the core requirements of the project, so it is important to have a clear understanding of each stakeholder (Hoory and Bottorff, 2022).  Moreover, stakeholder participation is essential to successful organisational change (Errida and Lotfi, 2021).  Figure 6 below shows a Stakeholder map - Mendelow’s Matrix for Curry Fair:
	
   Environmental Health                 Banks

KEEP SATISFIED

   Customers              Local communities                     
	
 Management                     

MANAGE CLOSELY

                                         Shareholders


	
   Competitors                                Public

MONITOR

   Suppliers
	
  Investors                            Employees
Media
KEEP INFORMED

  Government                    Stakeholders






P
O
W
E
R


INTEREST
Figure 6 - Stakeholder map - Mendelow’s Matrix

Powerful and influential stakeholders should be fully engaged, and Curry Fair should make a strong effort to satisfy them.  Additionally, stakeholders with a high level of power but less interest should be sufficiently informed and engaged due to their potential knowledge and engagement, whereas stakeholders with low power but a keen interest should be sufficiently informed and integrated.  Finally, a minimal amount of communication effort is required to monitor and keep in touch with stakeholders with low power and interest.  The matrix suggests close management of Curry Fair’s management and shareholders due to their high level of interest and power.  Additionally, these groups are most crucial for further product launches.  Meanwhile, the media is an important voice for the company that must be informed and incorporated to convey its messages and marketing to gain a bigger audience.  By highlighting the company's efforts and introducing further market-driving new products, the Government, employees, investors and stakeholders can be kept informed and satisfied.  In order to maintain employee engagement and ensure security, employees and management must be properly informed and integrated throughout the process as the company's outward reflection.
5. New strategy proposals
The sustainable practices of today's companies are considered an essential business necessity.  Research indicates that quality of service, customer satisfaction, and a strong brand are the main factors contributing to restaurant market success (Susskind, 2010; Alonso-Almeida, Bremser and Llach, 2015).  Furthermore, due to increasing consumer expectations, government regulations, and more competition in the market, quality has become significantly more important in the food sector over the last few decades (Dora, 2013).  As previously mentioned, Curry Fair received much negative feedback regarding their customer service.  Complaints were being received and people were leaving their reviews on Google, Facebook, Just Eat and Uber Eats.  The first strategy proposal is to ensure customer satisfaction. This would make Human Resources key players as employees play a major role in delivering a high-quality service.  Curry Fair need to implement a quality management system (QMS) as Llach et al. (2013) study found it has a direct impact on market success factors (MSF).   It is therefore important for Curry Fair to cultivate a culture where managers are involved, that they work with clients and suppliers to improve products, that they identify improvements in the delivery process of services, that they monitor compliance with objectives and, if necessary, correct any deviation from them, and that a culture of continuous improvement is established. Corporate image, customer satisfaction, and employee satisfaction are directly impacted by the implementation of a continuous improvement culture.  The second strategy Curry Fair need to adopt is investing in more staff in the kitchen and also delivery drivers in order to meet their customer’s needs.  Since Covid 19, home deliveries have escalated, and Curry Fair were not meeting their targets in getting the food delivered hot to their consumers.  The end quality was also poor because the preparation and cooking of the foods were rushed due to insufficient employees.  The third strategy would be to up their marketing game and promote their ‘Award Winning Chef’ on all social media platforms as well as their main ordering website.  This is a ‘hidden gem’ and needs to be flaunted and advertised correctly to gain the exposure Curry Fair require.  A further option would be to have the media ‘revisit’ his talent and publish an article about Curry Fair.  Although introducing new strategies becomes costly, they have benefits including; customer retention: by promoting the restaurant, it enhances brand awareness, which may persuade consumers to return; staff development: restaurant marketing may assist skilled chefs, waiters, and other restaurant professionals in learning about career possibilities at the establishment; greater reach: various marketing activities can assist you in reaching new markets that may be outside of your regular client base. This might include customers from various demographics or those passing through the town where the restaurant is located; Improved collaboration: restaurant marketing may assist Curry Fair in developing ties with their community as well as potential collaborations with other platforms and businesses in order to broaden their reach.
6. Conclusion

This report sought to develop sustainable business strategies for an SME.  The chosen business was an Indian Restaurant named ‘Curry Fair’.  Upon exploring their current strategic direction, it was noticed that there were several areas where improvements could be made in order to maximise the restaurant’s value.  Environmental scanning was carried out to explore the internal and external surroundings as well as carrying out a stakeholder analysis.  The results showed that the restaurant industry is a very competitive one and survival is of the fittest.  Several strategic proposals were made for the future of the business in order to add value and gain competitive advantage.  To endure the rivalry industry, Curry Fair must focus on using and improving their strategies regularly, working alongside its shareholders and keeping its staff involved in order to keep them motivated which in turn will improve the customer experience.

If SME’s such as Curry Fair can teach their personnel to use quality standards at the organisational level, they will see an improvement in their operational procedures, which will lead to customer satisfaction with the food they sell in their institution (Llach et al, 2013).
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