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[bookmark: _Toc500713842]Introduction:
This report about to discuss the strategic management practices of one of the top retail shop- Waitrose that is running their operation with John Lewis in partnership basis. To get the strategic management practices of the business, researcher should have clear understanding about the business external and internal environment. To analyse the strategic environment of the business, researcher need to analyse the major elements of the strategy environment. Business external and internal environment, resources and capabilities that derives with the purpose of the business and show the opportunity of the business that they can implement to meet the market demand. For Waitrose, there are many issues relates with their strategic environment as researcher can use different tools to identify the internal and external environment of the that business. Customer analysis, competitor analysis, five forces analysis, PESTLE analysis, VRIO analysis tools can use to identify the internal and external environment of the business. 
These different tools help to identify the exact strategy that the business is using and its influence and impact on the business growth. Management need to play leadership role to identify the needs and demands of the market and find the opportunity that the business is having from their resources and capabilities. Also, they should identify their competitor strategy and market growth according to their business position. As a positive and strong brand image Waitrose is having more opportunities to perform better on worldwide. They are in partnership business with one of the top-class business John Lewis Plc. This is giving more opportunity and their strong financial stability to perform better on the market to beat their competitors and reach goals and objectives of the business. 
So, they should set effective strategy that will show the unique practice and ensure valuable positioning, creating the strategy that fits with the business structure and capabilities. It will ensure the sustainable growth for the business






[bookmark: _Toc500713843]Present market condition of Waitrose:
Waitrose is the chain of supermarkets in UK that is one of the largest retailer on the food retail sector that is running partnership business with John Lewis. Waitrose starts their journey since 1904 and they make the partnership business with the most reputed John Lewis that have the largest employees owned business in UK. Waitrose is having more than 350 stores in UK and they are having some little Waitrose stores and sharing business with John Lewis. Also, they are operating online business. Recent financial report of John Lewis partnership business with Waitrose shows that Waitrose is having revenue more than 5400 million pounds with John Lewis Plc. More than 91000 employees are working for this partnership business. 
They are having many competitors but with their efficient business strategy and parent business John Lewis this business is running with successful run. They are having huge reputation in UK. They get the royal warrant to supply their groceries, spirits, alcohol to the Queens Elizabeth and the Prince Charles that helpto promote their business with more efficiency with this honour
They are having strong strategy as they are giving more focus on the quality control rather than direct profit margin. So, they are approaching to ensure the best quality of foods with reasonable prices that makes tough competition to their competitors. Also, they are approaching with organic food that helps them to improve the market share by satisfying and creating demand of their product and services to their customer. Also, their loyalty card, price matching guarantee offers, food magazine improves their engagement with their customer to reach the sustainable growth of this business. 
Recent Annual report of Waitrose shows that, this business increases their customer engagement as 2.8% what was 2.3 in 2016. Also, they improve the net promoter score 5 points than the previous year. In comparison, John Lewis profits falls and one of the reasons is the increasing of costs and high competition (Ruddick, 2015).  Waitrose is having 121 Cafes, 85 bakery grazing areas, 9 juice bars, 7 wine bar that helps them to ensure their presence and meet the customer demand. Also, they are operating their business in worldwide business platform by making new partnership with different business and they ae in process to make new export deal with Alibaba group to allows their selling option in China (Inside Retail Asia, 2016). So, proves their market development strategy to get success of their business policy to reach their visions. 



[bookmark: _Toc500713844]CEO changes and its impact on the business:
Waitrose is doing partnership business with John Lewis but they are having their own branches and operations as it Woking with the parent business John Lewis. One of the most significant issue is- they ran their business with the same director from 2007 to 2015. Mark Prices makes effective progress of this business by positive contribution on the strategy of this business. Under his self-style they added 197 more shops and adding more than 18000 employees with their business. Also, Waitrose gets 65% of sales and 1.2% more market share that helps to get their goals and objectives of the business. He is one of the most efficient leader who continue his duty for a long term where most of the retails and supermarket did clean sweep on their CEOs. But in year 2015 he made decision to step down and Rob Collins holds the retail director’s responsibility. 
There are lots of changes of CEO’s that made impact to the business activities and strategy. But Waitrose keep believing on Mark price during the recession time when most of the retailer falls down with their sales margin and market share. John Lewis Partnership business is also suffered of their profits margin that because of price war between all the super markets, costs of higher pensions, redundancy payment to their staffs maximise their cost that impact to their profit margin. Waitrose has shown the fallen of their like-for-like sales at 1.3% on ear 2015 that recorded as first drop on the 7 years of time. So, new CEO identify these causes and set the efficient strategy to make over and recent reports shows that they are in ongoing process to increase their sales margin and reduce their costs to get sustainable growth of their business
[bookmark: _Toc500713845]Major Changes on the strategy on the operations of Waitrose:
Management need to identify the different situation and market demand to make update of their strategy to meet the market demand. External and internal environment have direct and indirect impact and influences of the performance and activities of the business. So, they need to consider these issues to make update of their strategy to perform on the business to reach success of the business. Most of the supermarkets and retail shops suffered during the recession times. To face the recession time and after recession time this business make couple of major changes on their strategy and operations that helps to get continue success for this business. 


Waitrose is always believing to update their strategy by identify their competitor’s strategy and they try to set the opposite strategy that their competitors are using. 
After the recession time, they set their plan and give more focus to the loyalty scheme to their customers rather than reduce their product prices. This strategy helps them to ensure the highest quality of products to their customer with the reasonable price. But improvement of the loyalty program helps them to continue strong engagement with their employees. 
Also, they ensure their pricing range that relates with Tesco’s pricing range. So, they are ensuring their quality and pricing at the same time what helps them to get sustainable growth of their business
To give the value to their customer Waitrose approach with ‘Welcome Desk’ concept. That helps them to show the new way to greet their customer. They are offering free tea, coffee, ice water so these issues help them to improve the customer management and satisfaction. This concept helps them to get strong engagement of their business with their customer
On the other hand, they continue their effective marketing and promotional approaches that they spend more than 500 million pounds on every year because it helps them to show their efficiency and offers to their customer. Also, they give more focus to promote their loyalty program to their customer to make known them about their attractive loyalty programs what helps to continue the business growth (Chen, 2001). 
Also, this business makes diversity on their products and services to expand their product line and market area. They Launch the dry-cleaning options for their customers and their new services will help to engage more customers for them also, they launch their new website and giving click and collect options to their customers that helps to give more flexibility to their customer. Also, it helps them to compete strongly with their competitors (Sarah, 2014). 
Also, they changed their upmarket perception. They set their price range at the same price range as Tesco and on some products, they are charging less than their competitors. also, they are running with well reputation as organic food producer, best quality ensures so their offers relate with customer expectation and make strong engagement of their customer with the business strategy (Graham, 2013)



[bookmark: _Toc500713846]Literature Review:
For this kind of business report, researcher need to have clear idea about the issues of strategic management, its use and impacts to the business. The way to start and implement the strategy. Understanding customer behaviour, internal and external environment of the business, identify the market demand, match the market needs and demand with business capabilities to set the strategy to reach goals and objectives of the business.
Strategic management is one of the most concerning issues and functions of the business that mostly contributed by the top-level management of the business. Top level management implement effective and strong communication between the middle and low-level management. This relation and communications helps to identify the business present condition according to the market position, customer demand and their own resources and capacities to meet these demands. It also helps to identify the competitor activity and the efficiency of their present business strategy. After processing the collected data from all the management level top level management set the strategy to implement and passes the direction to all level management and employees to improve the productivity what will helps them to reach the business goals. 
Strategic management helps to identify answer of the different question relates with the business activities and progress. It helps to identify the path to use the resources of the business efficiently what helps to improve the quality maximization and cost minimization process what leads success for the business. 
There are different issues that relates with the strategic environment what research did analysis to find the exact situation of Waitrose. Research try to get the idea of the market of this business. As they are running with partnership business with John Lewis but they are having their own branded branches as they operate the food products. As they are having well reputation and they serving the royal family so they get the large brand image and their top class quality products and reasonable pricing with larger amount of employees helps them to operate the large market area. On the recession time when all the supermarkets slowing down their progress during that session still this business getting their growth because of their efficient practices of strategic management. Their parent business is getting slowing down on their profit but this business is running efficiency with their strong strategic management process. 
Business need to check their degree of turbulence what helps them to identify the need and capacity to make changes on their operations. This business is having strong capacity of financial ability and they are having strong management process that helps them to make changes by giving efficient direction to their employee by their managers.
These changes can be the process of constant changes, rapid changes or slowly. These changes depend on the growth and competition of the business. Researcher did analysis of strategic dynamics on Waitrose to identify the need to changes and the way to develop the best strategy to improve their productivity and success margin. There are different frameworks are available and researcher uses three S framework to identify the strategic dynamic concept. As the senses of changes need to develop by the business to identify their customer, suppliers or can be the technology that they are using. So, research tries to identify the customer demand on Waitrose and their resources to meet these demands and using of their technological issues to make faster development of changes. Also, researcher try to seize the opportunities by doing analysis of the business resources and strategies that currently Waitrose have (Mohammed and et all, 2004). There is different opportunity that Waitrose is having like product or market development, using high tech facilities, performance management, giving for focus on R&D etc. Also, researcher did survey to identify the outcome of the present strategies of this business on market operation. Researcher uses quantitative and qualitative research method to do effective survey to identify the market demand and customer behaviour on this business. It also helps to identify their market. Also, researcher uses different journal, website, existing reports as a secondary data to identify the clear understanding over the business strategy and activities. 
There are different strategic tools that used by the researcher to identify these internal and external environments. Strategic management are going throw a strategic environment where different issues relates with the environment. As, business should identify their internal and external environment what the researcher of this project use different tools to identify the internal and external environment of Waitrose. Researcher of this project use customer analysis, five forces analysis, competitor analysis, Ansoff matrix to identify the exact impact and influences of external environment on Waitrose. Also, researcher uses VRIO analysis, financial analysis, employee analysis to identify their resources and capacities to meet the market demand to set the new or update strategy to improve their market growth and share to reach their visions and missions
One of the most valuable tools of the external environment analysis like Five forces analysis helps business to identify their economic power on the market place. This strategy helps to identify the competitors of the business and their strategy including their performance on the market that have impact and influence to the business. Also, it helps to identify he bargaining power of customers and suppliers. Also, it helps to identify the substitute products of this business what can have impact and influence on the business. Also, it helps to show the potential threats of new entries to the business so this strategy covers the market conditions of the businesses an effective external environment tool (Mahbubur and Raisinghani, 2000).
Also, researcher uses different internal analysis tools and VRIO is one of the most significant tools among these other tools. VRIO helps to describe the valuably of the business products and services that helps business to reach the sustainable growth. Also, it shows rarity that defines the unique products or services like the competitive advantages of the business. Imitability shows the alter products and services or the brand name or quality that uses by the other business that has impact to the business progress. At last, shows the organizational practice to do effective employee management to improve productivity of the business to reach goals and objectives of the business
So, researcher uses different strategies and tools to identify the Waitrose present condition, their approaches and internal and external environment of the business that helps to identify the opportunities of this business to reach the goals and objectives of this project
[bookmark: _Toc500713847]Environmental analysis of Waitrose:
Researcher of this process, make efficient environmental analysis of Waitrose and use several strategic tools to identify the internal and external environment of the business. As, the project goals is to identify the present strategic management approaches of Waitrose and identifies the opportunity that they have in future to reach their visions. So, researcher uses different strategic tool to identify the business capacity and resources to set the recommendation to reach the vision of the project. 
[bookmark: _Toc500713848]External environment analysis of Waitrose:
There are different tools are available to do external environmental analysis as Ansoff matrix, Porter’s five forces analysis, competitor analysis, customer analysis etc. 
[bookmark: _Toc500713849]Porter’s five forces analysis:
This is the generic source of strategic analysis that helps to identify different threats to identify he market position of this business. This strategy helps to identify the risks of new entries, bargaining power of buyers and suppliers of the business, threats of substitution of the products and competitive rivalry of the business (Porter, 2001)
Waitrose is running their business as a supermarket and in UK there are many supermarkets and retail shops are operating so there is very chance for the new supermarket to entry and reach the success. Also, Waitrose is running with strong brand image as they are serving to the royal families, ensuring their quality and pricing and thy are having strong financial stability where they are the operating their partnership business with John Lewis it makes strong image tot their brand. Also, they are making deal with Alibaba to operate their business in China with new product line so it should be competitive advantages for this business to entry the market for them by using their strong brand image
This business is running with high competition in overall area they are operating. In UK, there are some high competitor they are having on supermarket business. Tesco, M&S, Sainsbury, Morrison, Aldi these business is having also good reputation and for the pricing issues and market share in UK, Tesco is running top of the table. So, this business is facing high competition from heir competitor. But, on the same time, their different strategy to maximize the quality, stay with the pricing strategy to approach reasonable price and similar to Tesco, customer loyalty program, diversification helps them to compete strongly with their competitor.
There products and services having more chances of substitution as most of the supermarket are offering same ranges products and services. So, there is more chances for customer to grow their buying power. It can be big threat for this business. They are concerning effective loyalty program that make them unique practices and also their recent activities like dry cleaning option that make their unique services to their customer to get more efficiency on their business performance
But there is low bargaining power that their suppliers are having. As there are lots of suppliers are available in the market so, it gives less risk to get more suppliers. Also, many suppliers want to stay with this business because of the reputation and they can do high margin of sales. So, it keeps low risk to this business on supplier’s concept.
So, the whole analysis proves that, there is less risks to have new competitors for this business but they need to make update of their strategy to set the effective customer reward programs, ensuring their quality and pricing strategy with effective marketing strategies to improve their market growth and beat their competitors. 
[bookmark: _Toc500713850]Ansoff Matrix on Waitrose:
This is the strategic tools that helps to identify the external business environment by identifying opportunities and strategies of the business on different concepts but it gives main focus to identify the best marketing strategy for the business according to its capabilities. Market penetration, products development, Market development and Diversification are the major concept of this Ansoff matrix. Researcher of this project use this by relating the Waitrose business strategy. 
On the analysis of market penetration, Waitrose is having more opportunity or improve their services and quality. They are operating their business with good quality products. Also, they are having a large number of employees not heir organization so they should develop their skills and improve their performance to give better customer service to make them satisfaction. There are couple of store that this business withdraws because of less growth and more cost so they should give their potential focus on all the shops to make all of them profitable for them
On the part of product development this business should use their strong brand image to introduce new products on their product line. It will help them to cover more customers by their operations to reach the sustainable profit and growth of the business. As, this business is doing mostly food items so, they should use their brand image and promote non-food items with their business.
Market development is another analysis of Ansoff matrix. This part shows the opportunity of the business to expand their business. Waitrose is having strong brand image so they have golden opportunity to ensure their strong global presence. Also, in UK they are one of the top brand for supermarket so they should expand their business on north-west part in UK to get more success. As they already start efficient online business that proves to reach more customers than before. 
Diversification is process that describe the business opportunity to use their brand image to launch new product to the new market. Waitrose is having this opportunity but it should be very smart strategy to take for their further growth. So, they should give more focus to the product and market development by using their brand name
After the brief analysis, it is clear that, Waitrose have more capabilities to use diversification strategy by using their strong brand image and financial capability what will help to reach more markets and customer that will lead their sustainable growth of the business.
[bookmark: _Toc500713851]Competitive analysis:
Competitive analysis helps to identify the competitors of the business. Also, it shows the growth and strategy of the competitor to operate the market and their efficiency over it. So, researcher uses this strategy to identify the competitor position and the market position of Waitrose to identify as an external environment of the business. In retail operation Waitrose is running with positive growth but on the position of online business their performance is low than their growth of their competitors. The major competitor of this brand is Tesco as one of the oldest and traditional retail shops in UK. They are running all types of daily commodities, food, non-food items with huge number of branches in all over the UK that help them to make strong engagement with their customer. Also, they start their online business for a long time. Waitrose starts third journey in early 19th century and later they start partnership business with reputed John Lewis but they start their online selling concept very late than their competitors are using. Also, recently they set the options for click and collect to their customer where it has been practices from long ago. So, this issues impacts a lot to this business growth and make customer engagement. 
Also, on the basis of stores, they are having less stores than their competitor. So, it makes impact to their presence to their customer. Also, they air having very less margin operation on north and west part of UK. That makes more difficulty to get shine in UK market. Waitrose is concerning about their high quality products but they need to launch more products to their product line and they can start non-food item products on their business to get more customers. Also, they need to increase their presence to their customer by increase the store number and efficiencies over online business
So, this business need to update their strategy and should identify he customer feedback in a continuous process. This will help them to identify the needs and demand of market and match with their resources to set eth strategy to reach goals and objectives of this business. 
[bookmark: _Toc500713852]Customer analysis:
Customer analysis helps business to identify their potential customers. Also, it helps to make segmentation of their customer according to the product and services of the business. It also helps to do effective target market to reach the goals and objectives of the business. So, researcher of this project chosen this strategic tools to identify the customer relation, target customer and potential customers for Waitrose. 
Online business is the most important platform for this business. Because they are having many loyal and potential customers on their business who like to stay with this brand. So, they might not have always time to do shopping from the store so they can easily do shopping from online. 
They are having strong customer relation and presence on southern part of UK so they need to make their efficient presence to other part of the UK to expand third market and customer. 
They are having strong brand image as they are serving the royal family and their strong marketing strategy should use to make their global presence. They can take diversification process to launch non-food products in Asian market to expand their market and customer margin. This will help them to reach sustainable growth and profit margin for the business
[bookmark: _Toc500713853]Internal Environment analysis of Waitrose:
There are different tools that available to analyse the internal environment of the business. By analysing the internal environment business can identify their resources and capabilities. So, they can set the strategy to operate the market by using their resources and capabilities. So, this is most significant issue to do decision making for the business to operate the market. Researcher uses VRIO analysis, employee analysis and Financial analysis to identify the internal environment of Waitrose. 
[bookmark: _Toc500713854]Employee analysis of Waitrose:
As the business is running with partnership business with John Lewis so, they are having the common rules and regulations for all employees and different screens and employee management policy that process by the partnership business authority. At present, both businesses having almost 87000 employees. by analysing the key performance indicator, the result is like, Waitrose is having better position than John Lewis in comparison of the year 2016 and 2017 so far. Waitrose best customer margin increase 2.8% in 2016 but John Lewis best customer percentage becomes low in alarming rate as it becomes 0.7% where it was 4.6% in 2016. Also, Waitrose is getting positive score on net promoter score where they have +34 what was +29 in 2016. But the job satisfaction margin become bit low for Waitrose as it become 68% where it was 71% (Annual report, 2017)
This partnership business offers shares to their employees as they are getting the percent from the profit of the business according to their share. This approaches help to make strong engagement of their customer with the business. Also, they are one of the most flexible employer in UK because they are offering different kind of jibs like part time, full time, career development opportunity, sessional jobs to their employees (O'Keeffe, M. & Fearne, A. 2002). They are providing the salary range that far better than the national wages margin. Also, they are giving 6 month pay when an employee served this business for 25 years or more.  Also, they are offering ethical practices of employee management. they are running with fair recruitment and selection process, fair wages policy, no discrimination process, giving equal opportunity, interesting reward policy, acknowledgement, motivational approaches make employee satisfaction of the business what helps to ensure strong employee engagement with this business. 





[bookmark: _Toc500713855]Financial analysis of Waitrose:
Waitrose is having strong financial background as this business is operating with John Lewis who is having strong financial background is well. So, both of them like to do investment to make progress of their business. During the recession time and after the recession many business cut their marketing cost but Waitrose thinks in different way that they continue with the same margin to promote their business. They offer different schemes, loyalty card, pricing offer to their customer and they use the strong promotional concept that helps them to get sustainable growth of their business during the recession and after recession time. They make the plan of unprecedented investment that seeks the continued market share and on the same time they improve the customer offer. This business is operating in store, online sales with effective pricing and ensure their quality of the product. So, it helps them to make their sustainable growth by beating their competitor.
They give more priority to improve their online services to give more flexibility to their customers. As they are investing to ensure strong delivery system of the inline orders. Also, they open new stores in South London to ensure their more capacity to give better customer support to boost up third sales and profit margin. They are believing in the sense of investing money to make more money. They bought new vans for the delivery process what have more capacity to carry the products than before (Retail week Staff, 2014)). Also, they are offering click and collect offers by using them in store and third party location to give more flexibility and ensure their presence to the customer to improve the sales margin what helps them to get financial stability

[image: ]
· Source: https://www.statista.com/statistics/420250/waitrose-revenue-uk-united-kingdom/
[bookmark: _Toc500713856]VRIO analysis of Waitrose:
VRIO is the analysis that helps to identify the internal strength of the business. It helps to get identification about the resources and capacities of the business to make efficient competition of the business with their competitor. VRIO analysis are consist of four concepts these are values of the resources and abilities of the business, rarity describes the issues that is the products or services that providing by the business is unique or rare, imitability issues that suggests is the product or service imitable by other business, on the other hand, organization suggest the capacity and strategy that they are approaching to continue their operations
VRIO analysis applies on the supermarket retailer while most of the retailer is having the same product line but pricing and quality of products with customer approaches as management and services makes the different from the competitors to the business. Brand value is playing vital role and to set the strong brand value, retail business need to ensure their quality of products, pricing, availability of products, customer services and reward policy to their customers makes strong part to reach the customer believe. These practices need to update by analysing the needs and demand of the customer and market and set the strategy is the key concept for the retailers to reach the sustainable growth.
Waitrose is operating their business as a supermarket that operating with food products. They are ensuring their best quality and reasonable pricing what makes values of their products and services. As they are serving the royal family so it proves the quality of their products and services. So, they should use their brand name to expand their market area and can launch new products on their product line to reach the sustainable growth of the business (Rayport &Bernard, 2002)
On the issue of rarity, this business has many competitors that are providing the same products so, the products and service are not rare in a huge margin while the quality of the product of Waitrose is top class and their strategy of pricing supports their quality so that gives tough competition to their competitors what makes their competitive advantages of the business
Next issue is the imitability. This business is running with their own trademark and also they are running efficiently with the partnership business of John Lewis which is also have big reputation. So, this is not easy to imitate this business while their strategy is very open so different business might imitate the strategy what can be give competition to them
Last part of this tool is the organization itself. By analysing this issues, business get the clear idea about their competitive advantages. For this business, quality of the products and matching pricing issues, strong brand image and their strong financial background by making partnership with John Lewis helps to reach sustainable growth. Also, their strong promotional activities help this business to operate efficiently to reach the success margin of the business
[bookmark: _Toc500713857]Recommendation:
After analysing the internal and external analysis and using the different strategic tools to identify the business position, resources and capabilities researcher of this project identifies some opportunity that the Waitrose is having to improve their performance and secure their market position. There is some recommendation for this business that offer by the researcher. 
Waitrose is running with strong brand image so they can use the product development and diversification approaches. As they can use their brand image to launch the non-food products in Asian market. This is the practices of diversification approaches what can Waitrose choose. This strategy will help them to ensure their global presence and expand the market to reach the sustainable profit margin
Also, they can do product development in UK as they are having strong image to their business in UK. They can use their brand image to add different products to their product line as they can add different cultural foods on their shops by identify the different regions demand. As UK is the multi-cultural country so there is more opportunity to make product development and get success of the strategy
There is another strategy that this business can choose is to do market explanation. As they are having very less presence on the north and western part in Uk, so they should use their brand name and make strong presence to these areas. It will make less cost and more productive approaches for this business. 
Among all the possible strategy, researcher of this research gives more priority to the diversification approaches because they are having strong financial ability so they should use this option to make global presence and expand their market and product development with a single strategy. So, idea will help them to reach the vision of the business


[bookmark: _Toc500713858]Conclusion:
After the brief discussion about the internal and external environment of the business, it’s clear that Waitrose is updating their business with their strong management. also, they are making more opportunities of their business by doing efficient resource allocation and waste management process. But they are having high competition that makes risks to the business. But their management should take the opportunities and use these to make less dependency on the UK market and make effective global presence what will help them to improve the capabilities and reach the missions and visions of the business. 
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