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Greenhouse Café Strategic Analysis
Executive Summary
Strategic analysis is normally a process of conducting a study on an organization and its operations to create a strategy. The strategic analysis process involves aspects such as evaluating and identifying relevant data to company’s strategy, defining the external together with internal environments being analyzed as well as using analytic methods like SWOT analysis or Porter’s five analysis. This case study aims to understand the operations, strategies, opportunities, and threats of Greenhouse café, a vegetarian restaurant situated in Caloundra. The restaurant industry is very competitive; therefore, external factors like PESTEL, Porter’s five, and competitive analysis were used to determine the components that affect the company from the outside. Pricing and competition were some of the issues the organization is currently facing. Internal factors like stakeholders, leadership, resources, and capabilities affect the Greenhouse café from the inside. For instance, Greenhouse café’s primary stakeholders are their customers, and it is their objective to offer them the best nutritious organic food. The strategic analysis aligns with the company’s visions and goals, as mentioned above, and it allows the company to formulate strategic plans that will allow the organization to operate smoothly. One of the key issues from this analysis is the pricing. This would bring about challenges to the organization because their prices will have to fluctuate to stay ahead of their competitors when they have expanded. Greenhouse cafe needs to know their competitors, adhere to government policies regarding public health, and know their strengths and weaknesses to grow. Organizations fail to grow due to a lack of proper strategic analysis and plans.



Introduction and Background
This case study aims to understand the operations, strategies, opportunities, and threats of Greenhouse café. Greenhouse café is an organic-based vegetarian café located in Caloundra that serves nutritious breakfast and lunch. They care for the environment and the general well-being of their customers. Their mission is to promote healthy eating by preparing fresh organic food every day through vegetarian dishes (Greenhouse Café, 2020). Its key stakeholders are their customers looking to have fresh organic healthy meals either as breakfast or lunch. Other key stakeholders are its suppliers of fresh farm produce, investors, and employees. Greenhouse café works hand in hand with each of their stakeholders to ensure they operate effectively. Greenhouse café’s daily activities include old fashion customer service, purchasing natural products, meal preps, and accounting. They serve their customers using the table service, which is no longer used in many cafes today since self-service. Their meal is prepared to meet the specific needs of their clients using fresh farm produce. Besides, their services offer 3 hours parking, which allows their clients to hold meetings on their premises while enjoying their meals. Greenhouse café’s structure consists of the owners who brainstorm with their employees, a general manager, an executive chef, and a front-of-the-house manager. Greenhouse café’s work culture is based on its core values, mission, communication, and teamwork. It employs skilled individuals who can work well with fellow employees through teamwork and align with their mission and goals. One of its goals is to establish customer loyalty to gain more clients in their establishment. 
Strategic Analysis
Strategic analysis is a process of conducting a study on an organization and its operations to create a strategy. The strategic analysis process involves the following factors, evaluating and identifying relevant data to the company’s strategy, defining external and internal environments being analyzed as well as using analytic methods like SWOT analysis or Porter’s five analysis (Dwojak, 2020, p.250-263).
3.1 External environment analysis
	3.1.1 Macro/ general environment
External environment analysis is the key process of strategy formulation. Greenhouse café abides by the food industry's political factors, which is ensuring its food is nutritious and healthy for their consumers by following the public health policies. Second, economic factors like taxation, consumer spending, and interest rates affect the restaurant industry's opportunities and options. Despite Greenhouse café's effort to offer healthy vegetarian meals, fast food companies are far ahead because healthier food is expensive and takes a lot of time to prepare (Dickson, 2017, p.111). Third, food trends shift based on what the consumer wants, and Greenhouse café has offered just that to its customers by being a healthy food restaurant only by offering vegetarian meals. Fourth, Greenhouse has utilized technological factors by adopting an online menu and having an updated website. Fifth, Greenhouse café has adopted greener methods into their work culture to ensure the food they produce has been grown with fewer pesticides. Lastly, Greenhouse café needs to adhere to the legal factors by keeping an eye on waste management, packaging, and food distribution (Alava et al., 2018, p. 10).  
	3.1.2 Industry -> Lifecycle, competitive forces, industry issues
The restaurant industry is very competitive, and companies like Greenhouse café have competitors like Mc Donald’s and Burger King to beat since their prices are lower and meals are quick to prepare, which hinders their growth. The bargaining power of suppliers in Greenhouse café is small because they have several suppliers of fresh produce (Small, 2016, p. 207). The bargaining power of buyers for Greenhouse café is low because people still prefer fast foods more. The threat of substitutes in Greenhouse café is due to the availability of substitutes like GMO products. Threats of new entrants are high because there is a lack of entry barriers, and it is easy to emulate what Greenhouse café is doing.
	3.1.3 Competitive -> Customers, competitors, critical success factors (CSF)
Competitive analysis is the procedure of identifying competitors and assessing their strategies to determine their weaknesses and strengths to develop a market strategy (Karpenko and Filyppova, 2016, p. 392). Greenhouse café has both direct and occasional competitors. It needs to identify who they are. Then collect information from these companies such as their prices, number of customers, and employee count. The next step is to conduct a go-to-market analysis like finding out their target customers, going through their websites, and product reviews. Greenhouse café also needs to analyze the competitors' products to determine the ingredients they use. Lastly, Greenhouse café needs to know how their competitors are using their social media platforms to target and reach more customers.
	3.1.4 Summary of opportunities and threats
One of the opportunities of Greenhouse café is that people are beginning to lead a healthy lifestyle, and most will prefer to eat nutritious meals instead of fast foods. They can also find ways to generate more traffic during slow days by offering free delivery services to their loyal customers. The most significant threat Greenhouse café will keep facing is the fast-food restaurants because of their cheap food prices and that their menu also includes vegetarian dishes as per the public health policies to advocate for healthy eating. In addition, some fresh produce can be seasonal, and this may increase the price of foods that require these ingredients when they become scarce (Phadermrod et al., 2019, p. 194-203).
3.2 Internal organization analysis
	3.2.1 Resources and capabilities
One of Greenhouse café’s resources is the café itself. They can hire out the café to outsiders for private functions because of its ambiance and excellent service. People can also hold meetings or study in their café because of the quiet environment, fast WIFI provision, and air-conditioned space. This offers Greenhouse café a strategic advantage over its competitors because most of its spaces are usually noisy. They are capable of offering outside catering services and private celebrations like birthdays and meetings in offices. Consequently, customers who cannot make it to their restaurant for lunch due to work can get their meals delivered to their offices since they have transport.
	3.2.2 Stakeholders and governance
Greenhouse café's primary stakeholders are its customers, suppliers, and employees because, without them, there would be no restaurant. Employees need to be motivated to offer customers better services; therefore, the organization’s leadership has to be effective. The firm also needs to satisfy its customers with nutritious, healthy meals, and drinks for their well-being as they are the key stakeholders. Additionally, they cater to customers with specific dietary needs and allergies. They ensure their services are excellent to exceed their customers’ tastes and appetite experience. Besides, they ensure their menu is children friendly and that their space is catered for by carrying toys and play table for children. Lastly, they have gift vouchers for customers who are interested in spreading the word about greenhouse café. They also love to support the local coffee farmers and suppliers for quality and organic grown coffee and tea by buying from them (Lipset et al., 2017, p. 127-136).  
	3.2.3 History, culture and leadership
The Greenhouse café’s owner is Georgia Pearson. Greenhouse café has gotten to where it is now because of giving the customers what they want since they are becoming more aware of what they eat. It has also been stable because its products are fresh, organic, and not refrigerated for many months. Greenhouse café’s leadership style is democratic because the owner allows their employees to make decisions regarding specific situations. Notably, this kind of leadership empowers employees to go the extra mile because they are trusted by their employers, allowing them to be innovative.  
	3.2.4 Strength and weakness
Excellent customer service is one of the Greenhouse café strengths. Based on the reviews, customers left the restaurant satisfied because of the good food and excellent service. Their employees are highly motivated to serve. The second strength is their capability to offer freshly prepared meals every day by liaising with different farmers for different produce (Phadermrod et al., 2019, p. 194-203). For instance, they have a farmer who supplies them with herbs and greens straight from their farm, while their coffee is roasted in Montville. Unfortunately, a weakness that may exist in the organization is the lack of training the employees on matters like waiting for the table. 
Synthesis and Interpretation
External analysis like PESTEL and Porter’s five have shown that Greenhouse café has the potential to expand. 
	4.1 Synthesis of internal and external analyses
From the analyses above, Greenhouse café’s external factors, like competition and pricing, are making it hard for the organization’s situation. It can become more prominent, but its competitors and prices are what is keeping it from expanding. It needs to conduct the competitor analysis to identify who their competition is as they embark on emerging at the top. It also faces the threats of new markets, high purchasing power during low fruit and vegetable seasons. When it comes to internal factors, Greenhouse café's leadership style is what drives its employees to offer its clients excellent tasting food and services. An organization whose leader does not allow its employees to be a part of the solution demoralizes the team, which results in poor service and bad customer reviews. Additionally, the organization is also capable of providing outside catering services to its customers upon request.
	4.2 Interpretation of the value and relevance
Greenhouse café's mission is to offer its customers healthy options for enjoying organic-based food. The analysis aligns with the company’s visions and goals because once the process mentioned earlier are implemented, they could come true. For instance, their main goal is to provide organic meals free from additives, preservatives, and chemicals hence their emphasis on freshness and their customer’s good health. The analysis will help the restaurant reach many people, allowing it to expand from Caloundra to other cities. Second, the analysis will allow the company to formulate strategic plans that will allow the organization to operate smoothly. 
	4.3 Key issues
One of the key issues from this analysis is the pricing of the food. This would bring about a challenge to the organization because their prices will have to fluctuate to stay ahead of their competitors when they have expanded. Product pricing is vital in any business, and if the pricing is not right, customers may stop coming to the restaurant. Poor strategic planning and implementation is the second issue. After the analysis, if it is not implemented well, the organization will not achieve its new objectives, which may negatively affect the organization’s productivity. The third key issue is providers. When the organization expands after analysis implementation, questions like "how big should we go" will arise. This is because when a company like Greenhouse café grows, it will have to hire new people, train them, and look for more suppliers due to high demand.
Conclusion and Recommendations
In summation, having understood the operations, strategies, opportunities, and threats of Greenhouse café, a vegetarian restaurant situated in Caloundra, it is evident that strategic analysis is an essential factor that determines an organization's growth despite its size (Knapp and Kronenberg, 2016, p.35-71). To analyze an organization, strategic management uses a company’s internal and external factors such as Porter’s Five and PESTEL analysis to determine its strategic plan based on the assessment. Greenhouse café is a small town restaurant that has the potential of becoming more prominent because it offers what people need, healthy, organic, whole meals. Its services are exceptional because of teamwork and outstanding leadership. Greenhouse cafe needs to know their competitors, adhere to government policies regarding public health, and know their strengths and weaknesses to grow. Organizations fail to grow due to the lack of proper strategic analysis and plans.
I would recommend the Greenhouse café to use their social media platforms effectively to market themselves because their potential customers are on Twitter, Facebook, and LinkedIn. This will also help them connect with their customers on a personal level through promotions and giveaways (Voorveld et al., 2018, p. 38-54). In addition, they can also use social media influencers who are into consuming healthy food to market their brand through them to gain more loyal customers and increase sales. The second recommendation would be to introduce online ordering, which will help clear up phone calls and reduce delays. This will help to improve their delivery services. They can also partner with companies like Uber Eats to expand their horizons. I would also recommend that they keep updating their websites, especially the 'About Us' section so that people can know more about their history and their inspiration behind the idea of selling healthy foods. People will also be able to identify the founders and some of their executive team members. As part of the Caloundra community, Greenhouse café should start giving back by hosting dinners in their restaurant to maybe raise funds for a community project and the like. 
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