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How have internal and external factors including COVID-19 affected or influenced your selected organisation’s quality systems and controls for customers?
Executive Summary   
The analysis in this task examines the internal and external factors influencing the selection of organisation’s quality systems and controls for customers, especially in the light of the Covid-19 pandemic. For reference, Heddon Street Kitchen is a top restaurant in the United Kingdom with several branches across the country. The analysis situated the theory within the system and structure of the organisation. The five Competitive Forces model was deemed explanatory for the challenges faced by the firm and the ensued strategies that were adopted in solving these challenges. First, from highly profiting and rising business to a near-collapse business outfit in the height of the pandemic, characterised by low resources, staff lay off, and reduced production. Yet, the quality system and control of the company which was built on the solid foundation that synthesised changes in the environment helped build the momentum and strength to wither the economic and social constraints imposed by the pandemic. The success story was therefore defined by the firm’s ability to analyse threats and potential opportunities. The porter’s generic strategy was also linked to the performance of Heddon kitchen. This analysis therefore holds an important implication for leadership and management, most importantly on adoption of technology to tackle unforeseen circumstances that may affect business.  
Introduction
The old business mantra ‘customer is always the king’ justifies the importance of the consumer in the marketing strategy. Their unquenchable needs and desires which in turn influence their readiness to pay dictate the supply side of every organization. Invariably, consumers have some attributes that determine their willingness to spend on goods and services. Important among these attributes is their expectations. When the expectations of consumers are known, it becomes easier for an organisation to set its standard in terms of quality systems and controls. Organisation quality system is comprised of quality planning and quality improvement activities, and the establishment of a set of quality policies and objectives that act as guidelines within an organization (Pavlatos, 2021). On the other side, the control is the part of quality management that focuses on fulfilling quality requirements. The two are broader spheres of organisational management. Essentially, where the target is to meet customer requirements and or to strive to exceed customer expectations, organisation therefore needs quality systems and controls to help harness the confidence of their customers as well as other interested parties. However, there are key factors that determine the ideal management system. These factors, either internal or external factors, determine the course or trajectory of business establishment (Aronsson, et al, 2021; p.4). They determine the success of the business because of their capacity to influence activities, plans and strategies of the organisation.
Back to my context, I work in a restaurant, Heddon Street Kitchen, off Regent Street, London, in the United Kingdom. The restaurant was established in the year 2014. The business outfit offers both European and traditional American cuisines and is open from 12:00 pm to 10 pm. Our services also include breakfast and the main menu, both having an extensive list of items. The organisation also has a special place for selling ice cream and biscuits. It is a relatively medium-sized organisation and it is segmented into three departments: restaurant, bar, and private dining. In a way to achieve the goal, the firm prioritises customers’ satisfaction over other things; and so much that the manager would reiterate the economic basics that equated customers’ satisfaction to profits. Every increased profit should reflect a better enjoyment position for the customers! Every staff has imbibed the belief and all seek for best experience and quality time for customers. The organisation devised an evaluation culture where it extends questions on the quality of organisation services on a quarterly. For the short term, our suggestion boxes are mostly found at every corner of the organisation, and even on the website, seeking responses on how to improve our services. For our efforts, we had underscored the pertinent needs of customers for three things: high varieties of delicacies, instant availability, and prompt attendance. 
I have decided to arrange this analysis based on some predetermined order. First, as an insider, I worked as a waiter in the organisation. Although, this afforded me limited knowledge of the specific information about the organisation, yet the routinely way by which the organisation activities are conducted would make a layman to learn. The present work is a narrative of the organisation account for some past few years. Base on this, my focus is to explore and underline theoretical connection with organisation’s quality systems and controls situation within my organisation. For this, I have identified Porter’s 5 Forces asa  relevant tool for the analysis. I will proceed to explain the influential impact of internal and external factors on my organisations quality systems and controls for customers within the framework of porter’s 5 forces. I will identify the systems that support the organisations quality processes as indicated in the objectives. Finally, the report will employ secondary research as the researcher could not embark on inquiry as the primary source of information for reason that includes time factor and availability of informants. 
Porter’s 5 Forces Model
The Five Competitive Forces model was developed by Micheal Porter in the 1980s. The model identifies five factors that need to be given much attention when business operates in a competitive environment. The model is very important because it encompasses both the demand and the supply side of competition. The model is based on the insight that an organisation should address the opportunities and threats that exist in the organisation’s external environment. In a simpler term, the model posits that competitive strategy is better based on the structure of the industry and the way they change. The model identified the forces that shape the market/industry in five factors which are later sub-categorised into horizontal and vertical factors. Horizontal factors are the threat of new entrants, the threat of substitutes, and competitive rivalry between existing players. The vertical factors are the bargaining power of suppliers, and the bargaining power of customers (Hole, et al, 2019, p.1437). The brief explanations of each of these five (5) factors are provided below: 
Bargaining power of suppliers: Porter (1985) explained that some inputs are required to provide goods and/or services. However, certain conditions are likely to increase the bargaining power of suppliers. For example, when there is no or better substitute for a particular input, when a few large suppliers dominate the market rather than a fragmented source of supply when the costs of switching from one supplier to another are high, labour unions among others. Generally, the bargaining power of suppliers is conditioned on the variability of suppliers’ inputs. As such, the organization's strategic options may be limited as a result of its relationship with powerful suppliers.
Bargaining power of customers: Porter explained how customer bargaining power determines how much pressure customers can put on margins and volumes. Some of these customers’ bargaining power factors include many situations: when there is a large purchase when the product is not differentiated or can easily be replaced by substitutes, when the supplying industry has chains of several small operators, high fixed costs, availability of an alternative product, etc.
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Threats of New Entrants: When there is intense competition within an industry, firms with stronger resources can enter while the weaker ones exit. It is also true that new entrants may change major determinants of the market environment (Porter, 1985). Market share, prices, and customers loyalty could be affected by the entrance of new firms. Thus, this pressure may demand reaction and adjustment for existing firms in the industry. However, the threat of new entries will depend on the extent to which they are barriers to entry. Some of the barriers include Economic of scale, initial investments, fixed costs, brand loyalty of customers, costs of switching for customers' intellectual property: patents & copyrights, etc. 
Threat of Substitutes: If there are alternative products with lower prices and better performance parameters for the same purpose, there is a threat from substitutes. These substitutes have the potential to capture a significant portion of the market volume, reducing the potential sales volume for existing players, especially with related products. Some of the determinants of the threat of substitutes include brand loyalty of customers, close customer relationships, switching costs for customers, the relative price for performance of substitutes, current trends, etc.
Competitive Rivalry between Existing Players: The intensity of competition between existing firms in an industry is a threat that calls for proper analysis. Competition can increase pressure on prices, margins, and hence, profitability for every single company in the industry. This competition is likely to get intense with factors such as the size of the industry (as defined by several firms), the similarity of strategies, little or no differentiation between players/firms and products leading to price competition, low market growth rates, etc. (Porter, 1985). 
The model has been praised for its framework, which allows a firm to analyse an industry and gain a deeper understanding of how profit is gained in the consideration of five forces in a specific industry (Hole, et al, 2019; Bruijl, 2018). Goyal (2020) explained the advantage of the model in that it moved away from the traditional Strength Weakness Opportunity and Threat (SWOT) approach to focus on what reaction to a changing external environment can yield. Although the five forces which affect profitability are beyond the control of organisations or business owners, they still explain how they set up tactics to respond to these forces rather than changing the business environment itself (Ehmke, Fulton, Akridge, Erickson, and Linton n.d). Other works have also linked Porter’s 5 Forces to organisational creativity and innovation (Bruijl, 2018), and the ultimate success of a business (Islami, et al, 2020, p.1).
Porter's generic strategies
Porter's generic strategies outline how a business seeks to get a competitive advantage in its chosen industry. The model described an industry as one that has multiple segments which are subject to target by a player. There are three generic strategies that players can apply: lower cost, a player can decide to be focused and may decide to differentiate his products or services. A business has to decide to go after one but no the two at the same time. Porter also explained this in that a player/firm can only choose between two types of scope, i.e. it can focus on offering products to certain sectors of the market, or offer products to all segments of the market) sectors of the market, industry-wide (Porter, 1985). The overall approach reflects the decisions made. There are therefore rules that determine the choice of a player: 
· A cost leadership strategy is when a company targets customers in most or all areas of the industry by offering the lowest price.
· A differentiation strategy is when a firm seeks customers in most or all categories based on criteria other than price, for example, superior product quality or service, to fetch a higher price. 
· A focus strategy that concentrates on one or a few segments. In this scope, a company may be either striving to offer a cheaper cost or differentiate itself.
The overview of the explanation show how a firm may strategically respond to the situation. A differentiation strategy is one in which an organization seeks to differentiate itself from competitors by improving the quality of its products or services. Therefore, if customers think of the products as unique, they tend to be loyal and vice versa. The other strategy is the deliberate lowering of price, i.e. low-cost strategy. In this strategy, a company tries to offer comparable goods or services to competitors but at a lower cost (Porter, 1985). 
Criticism of the model
The model is not without its criticism. The model focused solely on substitutes in industry and ignored the effect (positive) of complements. Some other critics also focused on the fact the model rather focuses solely on the five forces, than how a firm can utilise these forces to its advantage; is severely limited in explaining complex player (Goyal 2020), and generally lack empirical support (Aktouf, et al; Isabelle, et al, 2020). 
Porter’s 5 Forces Model and the Heddon Street Kitchen
This section seeks to situate the business activities of my restaurant, Heddon Street Kitchen within the framework of Porter’s Model. In my view, I believe the restaurant applies more of a differentiation strategy. The strategy is one of Porter's most important business strategies. According to Porter, each organization seeks to differentiate itself from competitors by providing high-quality products or services. Differentiation entails making one’s products or services distinct from and more appealing than one’s competitors. A differentiation strategy must maintain agility in its new product development processes. Thus, the ability to analysis these threats and opportunities can help envisage challenges and also develop strategies that ensure continuity of a business. I did categorise my report of this as situation analysis, and strategy analysis. I also obtained indicative data or secondary research to support my report. The first aspect of the secondary research focuses on hospitality in general while the second research is a narrowed analysis of the company's performance so far.  
Situation Analysis
The situation in the Heddon Street Kitchen can be explained in the mode of the porter’s 5 forces. Before the pandemic period, the restaurant has been on the top of its game. Chicken constitutes 30% of our inputs; the business had it better getting adequate supply for our production. Even at the point of shortage, there is backroom poultry of the organisation that can serve the short-term needs before normalcy is restored. Moreover, Heddon Street Kitchen sales are of different sizes and prices to cater to the differing income level of our customers. Recall also that the organisation sells varieties of tastes and delicacies that serve to keep our customers at diverse tastes. Most importantly, besides the packs and cartons used in delivering sales to our customers, our main brand is the way we deliver our services. I have mentioned earlier that three major things distinguish our restaurants from others. These are high varieties of delicacies, instant availability, and prompt attendance. 
Based on these qualities, the restaurant has recorded many successes and also leads among its competitors. Unfortunately, the unprecedented emergence of the coronavirus pandemic altered the status quo for which many businesses operate for years. For such misdemeanour that has never been experienced in a century, the effect would always be unpredictable. In short, since many countries of the world recorded recession due to low productivity, manpower loss; reduced mobility, etc., and which peaked at low Gross per capita (GDP), many households had to live below-average level of income. Even after the situation improved – new normal - it would always be difficult for things to come back to normalcy so quickly. Moreover, businesses particularly, the hospitality industry is expected to play their part by operating under intense scrutiny and or appreciates alternative way of operation, cost-cutting tools that maximises the safety of health, and safety of people. One of the most hit sectors by the pandemic is the hospitality industry: 
	# Study One
CGA and trade organisation UK reports on Hospitality industry claimed that the revenues in the three months to the end of September 2021 were still down 10% on the same period in 2019.
Analysis
The hospitality sector generated £31.6 billion in sales, up 73 percent over the same quarter last year before the vaccination was rolled out, but went down just over 10% from the same quarter in 2019. In the tracker poll, the tremendous impact of longer lockdowns on the sector was demonstrated.  The total turnover of British hospitality enterprises in 2021 is £60 billion, less than the £132 billion recorded in 2019.
· Due to a persistent employment shortage and rising input costs, the sector was forced to accept increase in the minimum wage and national insurance contributions, as well as a return to a 20% VAT rate.
· The Value Added Tax (VAT) rate paid by restaurants and other hospitality firms went up to 12.5% from 1st October 2021from a cut to 5% in the year 2020 to help the sector. However, it is set to rise to 20% in April 2022. 
· According to CGA and Alix Partners' market recovery monitor, about 9,000 alcohol-serving establishments shuttered between March 2020 and September 2021, accounting for about 8.6% of the total number of licensed establishments in the UK.
· Nightclubs were among the worst hit, as they were not allowed to function as clubs between March 2020 and July 2021.
Data Source: Yahoo Finance 



Relatively to my organisations, there were underscored internal and external factors that affected the organisation. The poor economic situation super-imposed by the pandemic constituted the main external factor, although thepandemic did only crown the already existing ‘austerity’ that resulted from the cut in the welfare benefits of people (Raj, 2019). Moreover, the adjustment to lockdowns and curfews meant that so many people who ordinarily would have preferred a restaurant woulddare not for the sake of their healthy and general wellbeing. The post-traumatic anxiety cultivated a new pattern of behaving, and this became evident with customers. As such, it became so realistic that things might not get back to normal so quick. This really affected our provision of maximum experience to our customers and ultimately the profit accruing to the firm.  
Internally, an early constraint was first pinned in the disappearance of some workers. The management thought of, at first, drawing the stick to exert disciplinary decision on the erring staff. However, it later became full glare that the management cannot afford to wield power. Life is irreplaceable and the reality of covid-19 pandemic means a softer approach would be appropriate. It became a make or mar decision point as the organisation decided to trim down the some worker to reduce the expenses incur. For this, staffs were laid off, and some workers were prohibited from workplace among others internal changes within the organisation. Moreover, at the inception of post-Covid era, another trend was observed in fold of rising unemployment, leading to the state clamour for self-employment. This intensified rivalry in the industry (Giupponi & Xu, 2020, p.3). In the light of the monetary intervention and incentives provided by the state to rebound the sector, it became really attractive to many investors who fancied starting hotel and other related businesses. Thus, competition became intense. 

	# Study Two
Lockdowns and restrictions on hospitality around the world resulted in a decline in turnover for HeddonStreet Kitchen from £54.7 million to £34.5 million and adjusted earnings before interest, tax, depreciation, and amortisation (EBITDA) loss of £1 million, following a £6.6 million profit in 2019.
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Thus, the revenue of the restaurant revenue was affected. As presented above, the aftermath of the low patronage resulting from covid-19 regulations saw a fall in the turnover from £54.7 million to £34.5 million in the year 2021. Moreover, there is also a social impact of the pandemic. The covid-19 pandemic also altered the inter-personal structure on which the services of the business are conducted. This means that the simple queue was no longer acceptable to avoid bodily contact. Then the usually populated backyard and outdoor eating may not be popular any longer. Our service branding was thwarted. In all, the situation explained the five factors that clotted into both internal and external factors. Internal factors here included the resources, i.e. chicken, unavailability of staff, and altered dynamics of interpersonal relationships in which the business operates. Moreover, the external dimension is the social and economic constraints as well as the government imposition of lockdown and curfews, etc. the factors constituted the major that affected the industry as a whole as well as individual players within the industry. 
Strategy Analysis 
It became important that the restaurant responds to the threat to the environment which was duly accounted for in the strategic changes made in the last few months. First, I have explained that chicken constituted 40% of the materials used for production. However, at the height of covid-19, it became very expensive and limited in supply. Moreover, the situation which was hampered by the fierce competition also drove up the prices of materials for cooking. I situate this within the definitive meaning of Porter’s bargaining power of suppliers. For sustenance during this period, the organisation relied largely on its reared chickens, even though it was not sufficient for her large market. All of these drove down the production of the restaurant at some periods. But after the investment in some of the resources originally intended for the supplies, things started improving gradually at least than first experienced. After a few months, the chicken farm did start to yield sumptuously, even though it was still below what is supplied initially.   
I also explained that the business is a service branded one. Inter-personal relationship within the organisation has been the major weapon on which Heddon street kitchen based its objectives: a high variety of delicacies, instant availability, and prompt attendance. After some trimming down in the number of workers and imposition of stay-at-home for a seemingly unwell worker, the business sorted another way to differentiate its products or services majorly; these changes come in the fold of technology and structural adjustment on how services are provided. First, the organisation deployed a contactless payment system to ease the need for queues and also make room for the shortage of staff. It also ensured the provision of a disposable sanitized menu, and other instruments such as sanitizers, and wipes for the customers. Moreover, there was improved surfaced sanitisation between seats and common areas deep-cleaning. All these started to break the tension and also infiltrated safety feedback to the risk-averse customers. Here, we refined our actions in line with the bargaining power of customers. Since many customers became very conscious of their health, cleanliness, spacious arrangement and orderliness became key integration of the differentiation. It became a useful strategy to devise an internal arrangement that substitutes production resources for feasible or easy ones to maintain the business that was adversely affected by the pandemic. 
Further, the adoption of a new strategic plan for online booking underscored our innovative way of responding to the new entry into the industry (Islami, et al, 2020). There were improved options such as possibilities for order delivery or take out. The firm now uses delivery bikes to deliver food packages to customers who booked online and want to be served in their comfort zones. Again, to keep up the promptness, the firm device a communication medium where other chains can be communicated to respond to the calls for services. Although, we could not afford to alter our pricing policy, yet, we initiated some incentives for purchases i.e. sale interval fixed free menu for our devout customers. Based on the current trend, we provided a wheelchair for people with special needs and equal opportunities. Our parking space was enlarged and metered to accommodate and ease accessibility of cars etc. Finally, one notable strategic move that put our firm in the good book saw a responsibility toward the community. Heddon street kitchen provided public transit to convey a customer (who cares) to the nearest station where they can get to board either trains or taxis to their destination. By the late months of the year 2021, the restaurant started to rebound as trust was restored and finances started to improve gradually. 

	# Study Three
Although, there is no data on the current state of revenue of the restaurant, but there is evident that the Heddon Street Kitchen is stable and it is planning to open more branches to add to the already existing 35 branches…to 50 branches across United Kingdom
· [footnoteRef:1]In 2022, Tripadvisor called it the world-renowned chef. and the firm boasts an impressive portfolio of 11 dining concepts in London [1: https://www.tripadvisor.co.uk/Articles-lQKIhw1P9Bqg Gordon_ramsay_restaurant_in_london.html] 

· [footnoteRef:2]Again in the year 2022, the Mashed blog wrote that Gordon Ramsay's Restaurants Ranked From Worst To Best [2: https://www.mashed.com/772216/gordon-ramsays-restaurants-ranked-from-worst-to-best/] 

· [footnoteRef:3]Some Magazine also claimed it growing influence beyond United Kingdom [3: https://www.santorinichicago.com/what-is-gordon-ramsay-s-favorite-restaurant/
] 






Moreover, an insider’s information maintained that the firm is on course to announce a major turnover and profit at the end of this year. The information serves to buttress the growing influence of the firm and also underpins the strategic need for promptness which serves as the core value that differentiates the organisation from others. 
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