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[bookmark: _Toc57192203]Introduction 
Naya India restaurant was trading as Regard 10 years ago before Naya owner/manager took over the business. He was optimistic about the restaurant and he believed he can make that restaurant successful by analysing the external and internal environment. Plus, these analyses, Naya’s owner/manager had inside information from none other than his brother who was working for Regard and quality of the information was authentic and accurate so that he went and sign the lease paper with the landlord (Regard surrendered their lease at that point to the landlord, result of that the restaurant was close for six months).

The owner/manager of Naya had reasonably faced a low barrier to entry, having said that, the fixed operational cost was tremendously high as compare to other places (rent and business are very high). However, he went and buy, since then he was never set back in terms of business, and even in Covid-19, he is doing very well as compared to his competitors. Naya is focusing on a niche market and there is two more organisation is also focusing on the same market as Naya. The Curry Republic and Arden Tandoori are focusing on the same market as well, which is Indian and Bangladeshi Foods.  

This report will analyse Naya’s internal and external analysis to see opportunities and threats. The analysis will be conducted with help of SWOT (internal), (PESTEL (external), and this report will also analyse competition using Porter's five competitive forces. 

This report will identify stakeholders who are affected by Naya and who can affect Naya. This analysis will make Naya aware of the stakeholders or conscious about the stakeholder so that they can make decisions consciously or knowingly. 

Finally, this report will propose two strategies and recommend one strategy for Naya, the author will analyse those strategies by using the VRIO framework and select a strategy that will provide Naya long-term sustainable competitive advantage. This report will how discuss how Naya can implement the proposed strategy, by using Lawin’s three-step change management theory, which is freeze, unfreeze, and refreeze. The report will have a conclusion where the main finding will be discussed. 


[bookmark: _Toc57192204]Mission
The purpose of the mission statement to provide employees and stakeholders a clear understanding of what they are the reason for being there.  
A mission statement aims to provide employees and stakeholders with clarity about what the organisation is fundamentally there to do (Johnson, 2019, pp.8-9). The mission statement is important for consumer organisation that aims to serve because consumer can relate to the mission statement as well as the employees. The Naya restaurant has an unwritten mission statement and working in the organisation employees can sense what is they are asking from management to do as well as the consumer who is receiving the product or service. According to Naya’s business website, a mission statement can be taken as, deliver Bangladeshi and Indian cuisine with a blend of exotic spices, through the authentic cooking method and innovation on creating a new dish. From the mission statement, Naya will operate in a way that promotes innovation and focus on a niche market segment which is to provide its customers with authentic Bangladeshi and Indian cuisine. 

[bookmark: _Toc57192205]Vision 
A vision statement or the vision of an organisation is set or seen by the founder and in the case of Naya is the owner/manager. The vision statement Henry Ford’s is “ownership of a car should be within the reach of everyone” and they have fulfilled their vision, the evidence is phenomenon an automobile is affordable for everyone at least in developed countries (Johnson, 2019, pp.8-9). The Naya does not have a written vision statement, however, the owner has a vision of expanding the business within the region of Birmingham.
The author will propose a Vision for Naya since they do not have one, the proposed Vision will be ‘To be the biggest and sustainable restaurant in Birmingham’
The Naya can achieve the vision in many ways and the most effective way they can do it by franchising. To do that Naya will face a few challenges like finding a suitable location, brand awareness, and challenges of diversification. Finding a suitable location can be located through demographic data analysis, brand awareness can increase through market and diversification can manage through effective communication. Since Naya has a good reputation in their current location and has turned over £400,000 annually they can repeat the success if they keep the current way of thinking, which is to make customers feel at home (Nayarestaurant.co.uk. 2020). The Naya’s owner/manager passionate about the expansion of the organisation to grow their market share. 

[bookmark: _Toc57192206]Deliberate strategy 
The deliberate strategy is an intentional strategy put forward by a strategist after integrating data and environmental analysis (Maund, et al, 2018, p.311). some of the deliberate strategies do not answer the dynamic of the business environment which is constantly changing due to technological advancement and people (customers) perception of the product or service provided for them. However, some organisation does answer the question of dynamic of perception, by having a strategy that opens for correction or even alternation. The Naya has a deliberate strategy that is open for interpretation or can evolve according to the environment and one example of it would the covid19 situation, where Naya is providing delivery services for vulnerable who has isolated at home (mainly elderly). 
[bookmark: _Toc57192207]Emergent strategy 
The emergent strategy that is situational, responds to the current situation, flexible and responsive, an organisation who practice emergent strategy often called a learning organisation (Mintzberg and Waters, 1985, p. 271). The Naya restaurant has an emergent strategy and it is aligned with its mission and vision statement which flourish innovation. A firm can firm innovate when they can tolerate or manage risk effectively as well as learn from it. The Naya restaurant is a learning organisation and does not hesitate to change their strategic direction when it is required.

The Naya has is known for their discipline and well-defined do and do not, which is communicating the strategy effectively and one of the established norm for Naya is that they never let customers in for dining in after 10 pm so that they can close at 11 pm, the customers and employees all know this rule of Naya and they are for they attracted many early dinner who are mostly over the age of 50. By doing that Naya serving high-end customers, over 50 are mostly pensioner who has fix income and mature customers who have a good job or own business. They are for Naya can charge a premium price to the customers as compared to their rival.  The competitor of Naya will have difficulty to imitate Naya’s high-end customer segment because they don’t have the recipes of Naya’s foods and special mixed spice which is mixed by the owner, and no one knows verity and portion of spices that are mix together apart from the owner. Therefore they will not be able to attract those customers of Naya, plus there is only a small population of 3000 in Henley-in-Arden so everyone will serve the customers segment that they have chosen because if they increase their menu price, they might suffer the loss of existing customers too. 
[bookmark: _Toc57192208]External 
The Naya restaurants profitability can be impacted by its external environment which they have no or little control of as an organisation, however, they might influence some of the external environment if they act as a whole industry. At the individual level effort can influence customer's buying habits, such as contributing toward flours pot plantation can be seen as showing kindness to the environment. 
[bookmark: _Toc57192209]PESTLE


	Political 
	· Foreign trade deals can determine the price of ingredients, for example, if Britain leaves EU without a deal or unfavourable deal, the product comes from the EU will have a higher purchase price, for that reason Naya’s ingredient can come at a high cost (vegetable and frozen meat).
· Political parties’ priority for a larger organisation or small medium-size business will determine the help and support that SMEs likely to get.  

	Economical 
	· The pounds exchange rate can influence the foreign product prices (king prawns from Bangladesh, spices from India)
· The interest rate can determine how much Naya pay for goods bought from a bank loan.

	Social 
	· Healthy foods option must increase
· Local charity and locally sourcing ingredient as much as possible 
· Modernisation and post-modernisation (Inglehart, 2020).

	Technological 
	· Using their website and online menu rather than paper Manu 
· Good use of social media (Facebook), information technology can improve managers decision making ability by allowing managers cultivate the relevant information and send or use in a given situation (Bocij, Greasley and Hickie, 2008), for example, the manager can take customers negative feedback on some aspect of the business (customer service) can work on improving that side of the business. 
· An online table booking system is available but Naya can use it further by adding fixtures such as taking orders and payment online.

	Legal 
	· Government legislation (national minimum wage, foods hygiene requirement) 

	Environmental 
	· Pay a local florist to plant flowers outside the restaurant. 
· Has indoor plants to show love for the planet. 
· Not using environmentally friendly packaging but reduced food packaging, Naya can take it further by aiming for zero plastic usage by 2022. 



[bookmark: _Toc57172107][bookmark: _Toc57172494][bookmark: _Toc57191486]Table 1:  PESTLE analysis
Source: (Yüksel, 2012).

The PESTEL analysis is a simple and effective way of analysing the external environment of an organisation which impacts organisation profitability. This analysis picked up some of the issues that influencing Naya’s profitability and how it is operating. 
Foreign trade deals could determine how much Naya pays for its ingredients and also visa conditions can attract or distract people who want to travel for work purposes. An Indian and Bangladeshi restaurant is declining on finding kitchen staff for their restaurant and Naya is facing the same issue as found on SWOT analysis. The government can ease immigration law by making it attractive for people who want to travel to Britain for job purposes. At the moment the immigration law is very strict for Asians who want to travel to Britain for job purposes. 

The Naya’s profit stability impact because of unstable currency rate when buying ingredients from outside of the UK, sometimes a box of king prawn (4.8kg) cost £70 and now Naya is paying £110 for their king prawn box which is sourcing from Bangladesh. Naya also buys frozen Lamb leg, frozen lamb chops which is sourcing from Australia and New Zealand and the prices depend on the same factor which is currency rate. 

Even at this moment cost of King prawns are costing about £23kg and this is probably the highest price Naya would be paying for their king prawns, but if they buy British king prawns, they have to pay almost double the price, which is £40kg (Great British Prawns, 2020). This is the call Naya has to make, on one hand, sourcing cheaply and damage the environment for making a profit, or sourcing British product and increase the menu price and the customers might appreciate the sourcing or reject, unless they try, they would not now. 

Legal factors are mandatory for any business and they must comply with a government law, during covid19 government has given furlough skim where they have helped many business and employees employed by giving 80% of the staff wage and given choose for organisation to contribute 20% and this has to help Naya to retain their employees and keep the business open. They have shown that socially responsible organisation by providing delivery service to vulnerable and keep Naya’s door open for service when the business was not paying feasible to an extent that they were not generating functional cost. 

The option Naya has to reduce over price or unstable prices is to avoid foreign product by sourcing ingredients locally if it is available. By doing that Naya will help an environment and also grow the local and national economy if sourcing nationally (Britain). 
 
By local/national sourcing they will reduce carbon footprint which means the product has to travel less and they’re for burning less fuel and equal to less pollution. Local/national lamb are available can buy from local butchers and for king prawns, Naya can use British king prawns, by doing that they will avoid accusations associated with modern slavery which is the social factor. These things can influence people to choose Naya from its competitor who is not thinking of changing their buying habits. When organisation has healthy and ethical inbound logistic often make their outbound logistic fruitful for organisation and this will be beneficial Naya’s for gaining new customer and tighter switching cost for existing customers. 

The Nays environmental engagement has shown visually by planting indoor plants and also paying local flourish to sow flowers plant in the flowerpot outside Naya restaurant. Moreover, they have reduced their packaging buy not replacing a component of packaging but taking one component out altogether, which is easily noticed by customers when they unpack the foods and will appreciate the reduction of packaging by not including paper bag inside the plastic bag and using an aluminum container instead of a plastic container. This is could be the starting point of an environmentally friendly approach which can only go further by more investment in sustainable packaging, which is expensive now, but since it will create value for the business by attracting more customers who are aware of environmental issues and eager to contribute at saving the planet earth. 







[bookmark: _Toc57192210]Internal environment 
To analyse the positioning of organisation resources and the environment in dimension: Strength, Weaknesses, Opportunities, and Threat (SWOT, Samejima, et al, 2006). Opportunity and Threat and Opportunity analyse external factors where organisation has little or no control over it and Strength and Weakness are internal factors where organisation has full control of (Dyson, 2004). 
[image: ]
[bookmark: _Toc57172327]Figure 1: SWOT analysis.
Source: (Morden, 2016; Helms and Nixon, 2010)
[bookmark: _Toc57192211]SWOT 
The SWOT analysis has identified some interesting capabilities and resources that possess by Naya which creating value for them. Among many resources and capability which generate the most value for Naya is its use of technological, buying capability, and low staff turnover. The Naya is using technology for taking orders and using social media platforms for its advertisement. The social media platform is Facebook, which has proven to be effective and customer engaging since customers can make comments and share Naya’s posts. Naya has positive feed ratting on TripAdvisor which is influencing or trafficking customers to Naya and not its competitors. Naya has a little less than a 5-star rating on TripAdvisor, the total number of people ratted is 228, among them 228 vast amounts of 168 gave 5-star which mean everything that Naya does excellent and 41 people shown their view as very good (TripAdvisor, 2020). Them ratting and comment from customers is vital because people often read the ratting before they place their order. The Naya restaurant has also used Facebook for advertising, taking bookings, and also a great channel for making customers aware of what is Naya doing currently and in the future. Since customer feedback is way forward for organisation, Naya has 223 people on their Facebook page and very generous one who share a content post by Naya on Facebook also gave ratting as 4.3 (Facebook, 2020). 

The common factor shown on SWOT analysis in three of its four domains is about staff, the weakness domain emphasises employee’s skills development. One of Naya’s strengths is less staff turnover and at the same time the staff they have are not getting regular training and yet they are doing well compared to competitors. for Naya to sustain and their good work they must train their staff regularly for employee’s job satisfaction purpose so that the employees they have to stay with the company for longer and training will improve foods consistency and efficiency. 

Finding from SWOT analysis also suggests that finding chef is more difficult in a restaurant than waiting for staff, and the reason is new generation is not willing to take over the restaurant trade from owners who are approaching retirement (Alexander, et al, 2020). More specifically working in a kitchen is avoided by the new generation because the work is challenging and tiring. Naya’s opportunity domain of SWOT suggests that this could be an opportunity for Naya if they could attract the new generation to work in a kitchen can give them a long sustainable competitive advantage. 

One of the generic weaknesses that Naya has is an unwritten strategy which is a practice by SMEs because they think it is time-consuming, which means they do not follow what they tell employees to practice (Majama, and Magang, 2017).

 Majama and Magang, (2017) also believe SMEs start their business with low managerial skills and not knowing benefits and also unaware of techniques to use strategic management due to lack of education. Having an unwritten strategic direction will be harder for the owner to remember the direction and even harder to communicate strategy with the employees, who are responsible for the success of strategic direction. Moreover, it will be very hard for SMEs to measure their success since they are is no written object. 

[bookmark: _Toc57192212]Porter’s Five Competitive Forces 

	Bargaining power of the buyer 
	High and that is because three other restaurants serve almost identical foods. Similar products as available. 

	Bargaining power of supplier 
	Bargaining power suppliers is low because the owner shops around and has space to store unperishable goods as such frozen and dry. 

	Treat of a Substitute product 
	The threat of substitute products is high since there are two other restaurants are selling an almost identical product. And big supermarkets such as Asda and Tesco are selling Indian curry.

	The threat of new entrance 
	The barrier to entry is high, two main factors have made it high, first, the parish council who will be against this, and second is even if the parish council allow, the new venture as an Indian restaurant will come with a high running cost in term of rent, council tax and cost of doing it from scratch.

	Rivalry/competition 
	Two other competitors are competing in the same market, however, Naya is serving high-end customers, that makes Naya different than the rivals. The imitability will be very costly, in extend of losing existing customers due to menu price increase.



[bookmark: _Toc57172109][bookmark: _Toc57172496][bookmark: _Toc57191487]Table 2: Porter five forces 
Source: (Porter 2008) 

Michael Porter suggests businesses must see the competition in a broader view rather than a leaner view since multiple factors impact organisation profitability. The Naya restaurant operates in an environment where they have multiple factors that impact their profitability as well. the bargaining power of customers is high since two other restaurants are selling similar foods so that customers have more choice of choosing where they want to buy the foods from. Globalisation and technology made the bargaining power of customers more, globalisation made key ingredients readily available and technology (YouTube) made possible for people post videos which are efficient, feasible, and visually exposed steps of cooking methods, and that’s why normal people can cook curry at home if they choose to. 


Bargaining power of suppliers is low, due globalisation and use of technology, point to be considered are those factors that happen to be negative for Naya’s customers having high power but it appears to be positive for Naya’s power of suppliers is low due to globalisation and use of technology. Because Naya can shop around since many suppliers are available and utilising technology Naya can compare the prices that are readily available on the supplier’s website (Hyperama.com. 2020; Jjfoodservice.com. 2020). 

The threat of substitute product is very high and it is easily available in form of, cooking at home, similar product sale by direct competition from rival and well as supermarket supply chain such as Asda and Tesco who is selling curry. Curry needs a microwave which can get the curry ready within 3 minutes at full power setting. Asda supermarket added a description of all the amount of energy, sugar, fat, content, salt, etc contain per 100g of foods, printed on the packet which will help customers to choose which curry to choose from (Groceries.asda.com., 2020). The price Asda selling meal for two is £7, which is not even equivalent to one main dish Naya charge, which is £9.95 for chicken tikka masala. A meal for two will cost about £25 at Naya, however, freshly cooked and Naya’s ability to cook dishes that customers can add and deduct key ingredient is key which adds value to customers because they customers get the foods to cook how they want and this cannot be fulfilled by Asda and Tesco. 


[image: ]
[bookmark: _Toc57171972][bookmark: _Toc57172328]Figure 2: chicken tikka masala and chicken korma meal for two
Source: (Groceries.asda.com., 2020). 

The Naya can respond to home cooking by introducing an online cooking class which can be accomplished by using technology that took their customers to bring them to Naya. Naya can charge a small fee for customers who want to join them and sell their special mixed spices. If Naya does this, they will make it harder for customers to change to another provider since the other provider will have their spice and not Naya’s special mix spice. Since Naya has popularity in Henley-In-Arden they can pursue this by using the technology taking customers away from the same technology to bring lost or potential revenue to Naya. Naya could also give a box of ingredients for customers to cook while they are in class, so they will learn more, plus they do not have to go shop for buying the ingredient. Sometimes it could be very difficult to find all the ingredients in the shop, so it will save customers time and disappointment of not having all the ingredients.  

The threat of new entrants is low, since the rent is high, and finding new places will be harder to convert or get A3 permission (sale hot foods) because Henley-in-Arden has only limited shops and the parish council will make it harder for getting permission for another hot foods outlet (Henley-in-arden-pc.gov.uk. 2020). There are already three Indian restaurants in Henley-in-Arden, and they don’t need anymore. The second option is to buy an existing one which can be difficult as well since they are profitable as well. so a threat of new entrance is very low. 

The rival is of Naya is two other Indian and Bangladeshi restaurant in Henley- in-Arden who are serving almost identical foods, however, they are focusing on different customers segment which was discussed in this report previously on section emergent strategy that Naya is focusing on high-end customers and to imitate competitors have to change how they are operating and the possibility is that they might vanish existing customers since Naya is enjoying first-mover advantage on serving high-end customers. so, it will be better for them to operate the way they are operating rather than imitate Naya.  
[bookmark: _Toc57192213]Stakeholder analysis 
[image: ]
[bookmark: _Toc57172329]Figure 3: A communications strategy matrix
Source: (Gregory 2007, p. 66).
According to Edward Freeman, Organisation success should not be only financial profitability, because the financial department mainly focuses on investors rather than other people who can be affected by the strategic decision or choices Naya makes (Freeman, 2020). Edward Freeman also thinks organisation must be conscious of the stakeholders so that they can decide considering that they are creating value for customers as well as suppliers. Naya must be good to the shareholder and equally to shareholders who share information, resources locally and globally. 
Often stakeholders are targeted rather than think of partners, where Naya can co-create and innovate for batter for both parties, important partners consider are, government, community, environmental NGO, transportation, customers, suppliers, and farmer, etc. an organisation must be conscious about the stakeholder and what extend they should communicate with those stakeholders (Gregory, 2007). 

Naya has many suppliers who provide all the ingredients, some suppliers have high power and high interest. The Cobra beer has high power because of recognition as traditional Indian beer, and kingfisher beer is second in popularity among traditional Indian beer. In Naya, both the beer is sold, which put Naya at a position of bargaining because they sell both of the beer, therefore the Cobra beer has high interact at Naya’s custom since the Naya has more option to choose from if they are wishes. The East End brand spices has also high power and reasonably high interest since other existing competition from brands like, Natco and KTC, however, some restaurant will not change spices brand since it can change teste and has lots of experiment to get the taste right and therefore switching is costly for customers who wish to change brand. 

Green suppliers/producer of raw materials have low power but high interest because if people don’t buy the product, they might have the only source of income. The ethical stance of Naya and environmental/sustainability can be achieved by coordinating with the producers and suppliers. Naya can ask their suppliers to provide details of the produces and the process involved for the produced as such as prawns, mutton, spices, chicken, and green vegetable and propose joint investment with suppliers to improve process and livelihood of produces. This way both Naya and its suppliers will have a sustainable, eco-friendly supply chain. The top-down approach is the way to go, an example of fruit tree can be a very useful way of understanding this, which is, most important/expensive component of the tree is the fruits, but the roots and the soil is the important component which responsible for producing fruit.
The government and local council (Parish Council) and food hygiene officers process high power and have high interest. These stakeholders are they to ensure the safety of public health and have high power to close the business down if Naya is not operating align with the guideline set by the government. The Naya have to communicate with those stakeholders with care and follow their guidelines strictly as possible. 

A low-power and low-interest stakeholder are those, not affected by Naya, and Naya is not affected by them, therefore Naya can focus on stakeholders who have high power and high interest more. 



[bookmark: _Toc57192214]Strategic choices 

	Strategy A
· Product differentiation. Invest in innovation and co-crate products with suppliers and customers. Produce soothing that customers want then to tell them that you have created something they want rather than create something and ask customers to buy. 


· Diversification, purely delivery service by operating in kitchen only environment and this can be done cost-effectively by renting premises where the rent is less rather than opening in a high street where the rent is high, preferably in an industrial area where the rent comparability very less than the high street. The leading company such as uber eat and Deliveroo can deliver the foods since employing someone for delivery can cost Naya more and most importantly one person might not be enough for delivering the foods on time.

· Optimum use of machines and technology for efficiency and consistency. 


· Invest more time in value creation activity, such as inbound logistic, operation, outbound logistic, marketing and sale, and after-sales care, like taking customers to feedback for improving customers satisfaction. Spend less time on supporting activities, such as firm infrastructure, human resource management, technology development, and procurement  (Porter,1985). Infect by using information technology, the primary and secondary or supporting activity what does not create value by themself but support the primary activity can use information technology which can save time and money. If the company supplier, customers, and Naya’s information have a link with each other can help to strengthen the business relationship (Bocij, Greasley, and Hickie, 2008). 

· Save money while being green or environmentally friendly, by replacing kitchen equipment with environmentally friendly equipment will result in economic benefits (Revell and Blackburn, 2007), plus saving the environment by using less energy. 
	Strategy B 

1. Overall cost leadership invests in production efficiency by using a machine for efficiency and mass production. 





1. Diversification, the online cooking class will bring extra revenue for Naya, if the online cooking class associate with Naya, the cooking class will have more chance to survive and help Naya in financial crisis. 











1. Optimum use of machines and technology for efficiency and consistency. 


2. Invest more time in value creation activities, such as inbound logistics, operation, outbound logistics, marketing and sale, and after-sales care, like taking customers to feedback for improving customer satisfaction. Spend less time on supporting activities, such as firm infrastructure, human resource management, technology development, and procurement (Porter,1985). Infect by using information technology, the primary and secondary or supporting activity what does not create value by themself but support the primary activity can use information technology which can save time and money. If the company supplier, customers, and Naya’s information have a link with each other can help to strengthen the business relationship (Bocij, Greasley, and Hickie, 2008). 

3. Save money while being green or environmentally friendly, by replacing kitchen equipment with environmentally friendly equipment will result in economic benefits (Revell and Blackburn, 2007), plus saving the environment by using less energy.



[bookmark: _Toc57191488]Table 3: Strategic choices
Source: Author 


[bookmark: _Toc57192215]Overview of strategy 
The proposed strategies are the plan that Naya can gain a sustainable competitive advantage over its competitor. Both the strategic plan is very similar and will give Naya a similar competitive advantage. The major strategic directions are identical and they are generic strategies that must be included for both the strategies because they will give Naya a sustained competitive advantage.
 Optimum uses of machines and technology will give Naya a competitive advantage by increasing operational efficiency and consistency. If Naya buys a machine for flower mixer and replace the clay oven with a pita oven will increase the nan making process exceptionally (Pita Oven Small 30&quot; - Pita Oven- Pita Bread and Grillers, 2020), plus low skills employees can perform the same task with little training. As for using technology, Naya can reduce its administration cost by using an office automation system and doing the marketing on social media with little cost. 

The sustainability and value creation activity is really important because by being able to operate sustainably Naya can save the environment by reducing the usage of energy, reduce waste or dispose of the waste responsibly and they can also save gain economic benefit. If they use equipment that consumes less electricity, they will save money on electricity. Naya can also buy a dishwasher that can wash the dishes and that will require less water than a person washing the dishes. The value creation activity is very important since those activities are responsible for financial gain for Naya. The other activities are purely supportive and do not create any real financial value, but they are important because Naya has to do it to keep the business open. However, those supportive activities should take the least and the primary activity most of the time.

But there are some differences within those proposed strategies, and the key differences are in the table below:




	Strategy A

· Product differentiation. 
· Open delivery only service. 
	Strategy B

1. Overall cost leadership. 
2. Online cooking class. 



[bookmark: _Toc57191489][bookmark: _Toc57172111][bookmark: _Toc57172498]Table 4:Key strategic differences
Source: Author

The Naya restaurant has dined in customers who take takeaway foods from Naya as well, if they compete a base on cost leadership on the takeaway side of the business they will be noticed since the same customer dinning in do take takeaway as well. so, there is no chance for Naya to have different strategies for takeaway and dining, rather they must have one strategy for both the dining in and takeaway services.

Because Naya is serving high-end customers they should concentrate on product differentiation in their current venture rather than cutting unnecessary costs, such as reducing staff who are working with them for a long time. rather they can upskill their staff by sending them for a training course and if possible formal education, mainly for kitchen staff and encourage them to be innovative and teach them how to use the machines and make them familiar with the use of technology as such, accepting oncoming order or order machine and so on. If customers get innovative foods and excellent customer service, customers will not hesitate to pay extra (Tanwar, 2013).

The second strategy's different view was on diversification, whether Naya should open an online cooking class or open kitchen only delivery service. Both thoughts can be performed at the same time, but the cost and risk differ for both plans. Online cooking class does not need huge investment, whereas the opening kitchen does need a bit of investment, which is manageable for the organisation, since they are profitable now. The call is very difficult because online classes need almost no investment, but kitchen delivery service will need investment, but manageable. The Naya should go for Kitchen only delivery service because they are experienced in that sector. They can use a delivery company for delivering their foods. In this way, they do not have warry delivering foods but only concentrate on production, and by using machine Naya can gain an economy of scale where they can produce their curry at the lowest possible price. They can postpone the online cooking class at the moment and concentrate on kitchen only delivery service where the company can quickly since their expertise and personnel are in favour of this strategy. If Naya grows bigger they can create more jobs while improving existing employee's skills and ability. 



















[bookmark: _Toc57192216]VRIO Framework
The VRIO was invented by Barney and Hesterly (2018), VRIO is an abbreviation of Value, Rarity, Imitability, and Organisation. This framework help managers to choose the strategic direction by simply asking them questions about the strategic choice that they made or avoiding some strategic direction. If all the answer to the framework is yes on all the element of VRIO, the strategy will give the organisation sustain competitive advantage and like no will indicate competitive disadvantage.


	Strategy choice 
	Valuable 
	Rare 
	Inimitable 
	Organised 
	Competitive 
Nature 

	Strategy A
	Yes 
	Yes 
	Yes 
	Yes 
	Sustain competitive advantage 

	Strategy B
	Yes 
	Yes 
	Yes 
	No
	Competitive advantage  



[bookmark: _Toc57191490][bookmark: _Toc57172113][bookmark: _Toc57172500]Table 5: VRIO framework
Source: (Barney & Hesterly, 2018).

It is appeared to be those two proposed strategies will be valuable, hence they will create value for Naya. the strategic direction of both the strategy is rare and sense of Naya’s competitors, because they do not have another side business or diversification in terms of an online cooking class or and nor do they have any delivery only venue. Those strategies will be inimitable because it will be very costly for Naya’s competitors to imitate for two reasons, one is financial restrain and another one is a cultural barrier. The cultural barrier is because Naya will create a culture where which will be machine, technology, and employee's ability driven. Those three factors will be hard to imitate, however the training and formal education that Naya committed to providing their employees will be almost impossible for their competitors to imitate. The organisation factor well suits strategy A, because Naya can deliver the kitchen only delivery service and have the economy of scale by using a machine. Furthermore, partnering with the delivery company can deliver the foods on time as well. Since Naya is serving a high-end customer and not delivering at the moment they can concentrate on product differentiation by inventing new dishes and regular interior decoration. That will make customers pay more, because of fresh interior and innovative foods. 
[bookmark: _Toc57192217]Recommendation 
The proposed strategy will be strategy A, where Naya can make their staff ready for the changes by providing training, education from income generated course by serving foods at a high-profit margin. And they can concentrate on product differentiation, diversification of opening kitchen only delivery service at another venue. 
[bookmark: _Toc57192218]Implementation 

[image: ]
[bookmark: _Toc57172330]Figure 4: Lewin’s change management
Source: (Cdn2.slidemodel.com. 2020)

Implementation of the strategy or the changes this report aims to deliver will be conducted by following Lewin’s change management framework. Some journals agree and some disagree on the fact that Lewin is the founding father of this theory of change management. Worley and Mohrman, (2014) went on and accusing other scholars of lying and peeling them to re-visit the original work of Lewin, however, this will not make any difference for this report whether Lewin is the founding father or not. 

The theory help manage changes and they can be mange by following three simple steps but can turn out to be very effective on change management. The Changes Naya will face will be big changes, neither the owner/manager nor the employees have seen or thought of. Them changes will be challenging for Naya and also for the owner/manager, since they are new and it is involved in big change, in terms of finance and work culture. 

The Naya must buy the new machine and train employees on how to use the equipment properly and also get the employees to use the technology. The Nays have to unfreeze their existing way of working and then make the changes. After they made the changes they have to refreeze until any other changes require. 

The employees will have the driving force and the restraining forces that will determine the success of the strategy. Once the changes are made Naya’s owner/manager must closely monitor that the strategy is in practice. The Naya must weaken the restraining for and strengthen the driving force (Kaminski, 2011), by maintaining the machine regularly, other ways restraining forces will make them do the tasks the old way. The employees might not use the machine that Naya bought by investing lots of money, only because of not knowing or finding difficulty using the machine, if employees do that sort of activity they will waste Naya’s resource. If Naya does not use its resources effectively it will not achieve what this strategy is hoping to achieve for Naya. 
The management must communicate plainly so that everyone in the organisation knows what is it that they are aiming to achieve. Clear direction from Naya’s leader can give employees hope that their leader will drive them out of danger will have faith in the leader and they are for they will follow the direction that leader is proposing (Stewart el at., 2017). 

If Naya can communicate effectively they can make the changes efficiently without facing retaliation from employees who are resistant to change. The holistic value-creation approach should enhance holistic corporation as long as Naya does not move from its core belief and value they hope to archive, which is to create value for all the stakeholders.  employees and 







Conclusion 
Naya restaurant has many strategies that are working very well for them, especially not providing delivery service. The Naya can concentrate more on dining in customers rather than diverting engage in the delivery side of the business. It is more profitable for Naya to serve dining in customers because they spend more money on foods, and they consume drinks that have a high-profit margin but minimum effort. 
The environmental analysis, competitive analysis, and stakeholder analysis put forward some of the facts that Naya must rectify and think about how they can save themselves from them an obstacle. 
One of the main problems the Naya ethnic hospitality industry facing is a shortage of staff.  This problem is so big and serious that the restaurants might have closed because of short staff. This problem must be dealt with swiftly because in the future they will struggle for staff. Organisation commitment to offering competitive salary will not solve the problem. The Naya must create scope for the young generation and work environment where they feel comfortable only then they might make a career as a chef or take over ownership from their parents.

The substitute products are saturated in the curry industry, which is affecting Naya’s profitability, and the only way Naya can solve the problem or turn the table around by continuous innovation. it is easy to say that to be an organization that promotes innovation, but is risky, however not innovating will be even riskier. Naya must innovate and grow its market share so that they can accommodate educated people and offer them job role such as area manager, market executive, and so on, it will be possible only by growing the market share or growing the company by diversification, accusation, merging with other company or even ally with competitors (Barney & Hesterly, 2018). 

The proposed strategy summary is below.
· Product differentiation
· Diversification, purely delivery service 
· Optimum use of machines and technology for efficiency and consistency. 
· Invest more time on value creation activity, 
· Sustainability 

The Naya has resources and capability to cultivate the best out of the strategy and that why they should go for that strategic choice. This will be a proactive approach for the survival of Naya, if they spend the money the return will be greater if implemented effectively. This strategy will help them focus on things that create value for their organisation, customers, suppliers, and the environment. Strategy as such will take the organisation to sustain competitive advantage, the competitors will be too late to react in such a changing environment. If Naya buys all the environmentally friendly equipment they can start saving now and will comply with government legislation of environmental comply equipment. The competitor might not have the resources to buy environmentally friendly equipment when government legislation makes it compulsory rather than voluntary as it is now. 
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SWOT Analysis


Strength
1. Upto date tecnology 
2. Real time payment transaction for the raw material put Naya favourable position for negotiate price , and also Naya’s manager collect the goods by him self rather delivered at restaurant, prior to this Naya is not paying delivery charge. 
3. Low employees turn over. 

 


Threats
1. Substitite product  
2. Chef need formal education. and training.  
3. Product shortage and no stable price 


Weakness
1. Untrained and unqualified employees,  
2. Unwritten strategy 
3. Delivery service is not provided. 


Opportunities
1. Backward Integration with the suppliers can help Naya get its raw material at low price and also work with the suppliers to make sustainable supply chain (ethical sourcing, help produces to produce sustainably and ethically)
2. Expension to create scope for qualified people.   
3. Attract young generation through providing competitive wage and job releted facilities. 

 



power/interest matrix for stakeholder analysis


High Power/Low Interest
1. Media, 
                       2. Group of employees
  3. Landload


High Power/High Interest 
1.Goverment/Parish council
2. Supplier/ Cobra Beer 
3. Food hygiene 


Low Power/Low Interest
1. Community/Public
2. Cleaner


Low Power/High Interest
         1. Suppliers/Farmer
2. Employees 
   3. Customers
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