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Abstract 

The case study is about XYZ, an international non-vegetarian food chain which was expanding its 

restaurant facility in the holy city of Banaras, U.P., India. It was a big challenge for XYZ to capture 

the consumers’ for its vegetarian cuisine. Madhukar Patel was hired as the Regional Head who had a 

good experience and hailed from Banaras. He was smart, driven, and visionary—a classic 

entrepreneur. He understood the holy sentiments well and believed that, highly engaged employees 

make the biggest difference for customers in creating a strong brand and engaged customers. Internal 

brand building connects employees with customers. He drafted an innovative onboarding and 

engagement programme for the employees. Initially this involved hiring the right people. He worked 

on the building blocks of any successful onboarding programme often called the four C’s. He 

strategized the process to couple it with impressive channels that could help in reaching the right 

customer audience. Constant feedback and information system were the supporting blocks of the 

entire process. The level of service and hospitality XYZ provided for guests differentiated the brand 

from competitors. Soon the results were obvious and Banaras welcomed the foreign restaurant with 

open arms. 
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Discussion 

XYZ, an international food chain was expanding its restaurant facility in the holy city of Banaras, 

U.P., India. Primarily started as a non-vegetarian joint, it gained success after many hits and trials. It 

expanded its operations in several countries, received accolades and won customers loyalty. When it 

entered the Indian market, the biggest challenge was to target not only the non-vegetarian customers 

but also the vegetarian people. It hired the best Indian cooks for delivering the promise to satisfy the 

customers through its rich variety and high quality of food and ultimately won the Indian customers. 

With the huge success of its vegetarian cuisine in other parts of U.P, it was introducing the rich and 

tasty food to the people of Banaras. The ancient city holds a prominent place in the religious and 

spiritual realm of the country and majority of the people adhere to the conservative way of living. 

The vast vegetarian population was initially strictly opposed to the foreign chain. This was the first 

attempt at targeting the holy customer group. It was a risky task full of challenges.  

In addition to introducing the vegetarian cuisine to the holy city, XYZ wanted to create an exciting 

launch of its restaurant. The objective was not only to satisfy customers and earn profit but also to 

build a workforce that could meet up to challenges of the local population as well as the vast tourist 

genre that endowed the city. It was essential for XYZ to be accepted by all target groups. The only 

way to build trust was to build open communication channels for its employees, supervisors, and 

customers.  

Rajan Chauhan was heading the Indian counterpart of XYZ in Mumbai. He had a vast experience 

with MNC culture and was a competent leader. His approach towards the Indian food market had 

made XYZ a name to reckon with in the most sought after metro city. He wanted to head the new 

project as well. But the company did not want to take any risk. It wanted a powerful and a successful 

opening in the holy city. 
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XYZ knew that the first requirement was to devise a thorough leadership, onboarding and 

engagement programme for its new workforce. It strongly believed that a happy workforce only 

could create happy customers. So employee satisfaction and motivation was the basic objective. 

Madhukar Patel was hired as the Regional Head. Patel had a good experience and hailed from 

Banaras. He was smart, driven, and visionary—a classic entrepreneur. He understood the holy 

sentiments well. Before joining XYZ he was working with a food processing company and had a 

good record of handling labour issues. He was also good at understanding labour psychology and 

knew how to implement change. 

His strategy was that XYZ should not be seen as a foreign presence but as part of the local 

community… the opportunity was to take the best ideas from the foreign food chain model and adapt 

them to serve the needs of the Indian consumer. He drafted an innovative onboarding and 

engagement programme for the employees. He wanted to ensure an exciting opening of the 

restaurant and create an acceptance for XYZ in Banaras. He perused the local environment and 

designed a plan to softly penetrate into the food market. This required a complete transformation of 

the XYZ image of a non-vegetarian food chain into a vegetarian joint and being reflected as adhering 

to the local needs.  

Initially this involved hiring the right people. For Madhukar, this meant Indian managers who not 

only read and spoke the language, understood the restaurant business and the Indian consumer, but 

who also had experience in the Western way of doing business. He knew firsthand the Western 

model but also understood the challenges of operating in the, very traditional, very evolving Indian 

market.  

He worked on the building blocks of any successful onboarding programme often called the four 

C’s- Compliance stands at the lowest level and includes teaching employees basic legal and policy-

related rules and regulations. Clarification ensures that employees understand their new jobs and all 

related expectations. Culture means providing employees with a sense of organizational norms— 

both formal and informal. Connection includes interpersonal relationships and information networks 

that new employees must establish. (Source: Onboarding New Employees: Maximizing Success, 

Copyright Talya N. Bauer 2010). 

Madhukar believed that offering a wider variety of foods will help patrons make healthier choice. He 

looked at the examples of other foreign food chains that had struggled to make an impact on the 

Indian consumers. The best examples were from McDonald and KFC. 

Just looking at India, McD was a big success compared to KFC. KFC actually started earlier (KFC 

came to India in 1995 and McD in 1996) but got into early controversy over its beef products. After 

revamping its menu, it picked up again. McDonald modified the menu greatly to suit the Indian 

tastes. It also opened several outlets with no meat burger since a higher percentage of vegetarian 

population would not even visit a place which offered non-vegetarian meals. Even during huge 

inflationary times in India, McD had kept its prices low and affordable.  

Madhukar crafted the rules of the food game and strategized the process to couple it with impressive 

channels that could help in reaching the right customer audience. 

He knew well that internal branding was a prerequisite for external branding. Only when the 

employees are engaged and satisfied, they will deliver products and create customers that no sales 

promotion campaign and advertisement can achieve. The backward and forward engagement 

relationships have to be in sync and to be taken care of together to mark the presence of XYZ in the 

challenging holy city. Madhukar believed that, “When employees are highly engaged around the 

things that make the biggest difference for customers, the result is a strong brand. Engaged 
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employees create engaged customers. Internal brand building is an innovation that connects 

employees with customers. 

He drafted a plan to hire employees and sales people, who were positive in approach, shared the 

vision of XYZ and were committed to success. It was possible only if a fun environment could be 

created to match their motivation and energy level and making them receptive to training on the 

functional skills they needed to succeed. A continuous dialogue and feedback from the employees 

was needed to avoid unionization. Satisfied employees would in turn bring in customers, profits and 

growth. The word of mouth publicity from the employees regarding the fully vegetarian food variety 

of XYZ could easily convince the customers to try the MNC brand. The review of other MNC food 

outlets revealed that the only way to be successful in overseas markets was to offer international 

services but give localized food. Sole dependence on international food was not preferred. People 

want to eat their own type food as main course and may be try the variants as a side dish shared by 

people.  

Madhukar was taking more control of the hiring process, finding new ways to hire people who 

culturally fit, versus examining just their skill sets. He wanted employees who were excited about 

coming to work. He used a panel audition to screen for people who were naturally born with gifts 

that make them a good match for XYZ, an upbeat personality and positive attitude, a strong customer 

service ethic, and the ability to develop deep relationships with customers. He also changed the 

onboarding process to be more interactive and geared toward building cultural awareness and pride. 

He spent more time on developing strong supervisor relationships and engaging employees with 

value-based rewards through employee training programmes. The use of technology for 

communicating internally at XYZ to enable management to directly interact with employees and 

receive feedback through a two-way social engagement platform was encouraged. Further employee 

interaction with prospective customers to discover their requirements and provide an international 

food with Indian feel to the customers was practiced. Constant feedback and information system 

were the supporting blocks of the entire process. 

In addition, XYZ was becoming more assertive about performance management and committed to 

building more consistency across the service profit chain—developing a level of ownership with line 

employees and coaching the leaders to model that culture across the business. The service profit 

chain was about recruiting and hiring the right people and engaging them to think of ways to drive 

new forms of customer relationship to generate revenue. 

The level of service and hospitality XYZ provided for guests differentiated the brand from 

competitors. Soon the results were obvious and Banaras welcomed the foreign restaurant with open 

arms. 

For XYZ, the future was about consistent execution and making sure their culture and values were 

the same across the business. It was about helping the managers become better coaches, while 

instilling an ownership culture to cross-sell, up-sell, and work smarter and faster. 

Analysis 

XYZ wanted to be accepted by all target groups. The only way to build trust was to build open 

communication channels for its employees, supervisors, and customers. The first requirement was to 

devise a thorough leadership, onboarding and engagement programme for its new workforce. It 

strongly believed that a happy workforce only could create happy customers. In addition, XYZ was 

becoming more assertive about performance management and committed to building more 

consistency across the service profit chain—developing a level of ownership with line employees 

and coaching the leaders to model that culture across the business. The service profit chain was about 
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recruiting and hiring the right people and engaging them to think of ways to drive new forms of 

customer relationship to generate revenue. 

Conclusion 

Madhukar knew well that internal branding was a prerequisite for external branding. Only when the 

employees are engaged and satisfied, they will deliver products and create customers that no sales 

promotion campaign and advertisement can achieve. The backward and forward engagement 

relationships have to be in sync and to be taken care of together to mark the presence of XYZ in the 

challenging holy city. He believed that, “When employees are highly engaged around the things that 

make the biggest difference for customers, the result is a strong brand. Engaged employees create 

engaged customers. Internal brand building is an innovation that connects employees with 

customers. The level of service and hospitality XYZ provided for guests differentiated the brand 

from competitors and XYZ was soon recognized in the food market of the holy city. 
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