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Part 1.1 Introduction
Morrisons is one of the largest supermarket chains in the United Kingdom and operates within a highly competitive and low-margin grocery retail sector. The company was founded in 1899 by William Morrison as a market stall in Bradford and has since grown into a major national retailer with hundreds of stores across the UK. Morrisons employs approximately 95,000 people and plays a significant role in the British grocery market. The company focuses on providing high-quality food at competitive prices while maintaining strong relationships with British farmers and suppliers. Morrisons currently holds around 8–9% of the UK grocery market share and competes with major retailers such as Tesco, Sainsbury’s, Asda, Aldi, and Lidl. In recent years, the company has also invested in expanding its online grocery services and improving customer experience in order to remain competitive in a rapidly evolving retail environment (Kantar, 2025). 
The UK grocery industry has undergone a structural transformation driven by omnichannel adoption, intensified price competition, supply chain volatility, and increasing consumer demand for personalisation and sustainability. Traditional retail advantage rooted in scale and cost efficiency is increasingly challenged by data-driven ecosystems and digitally integrated competitors such as Tesco ( UK Grocery,2026).
This report critically evaluates Morrisons’ innovation strategy and customer experience using the Innovation Ambition Matrix (Nagji & Tuff, 2012) and Customer Journey Mapping (Lemon & Verhoef, 2016). Rather than providing a descriptive assessment, the analysis interrogates the strategic balance between core, adjacent, and transformational innovation and evaluates the firm’s ability to create cumulative customer value across omnichannel touchpoints.
The report argues that although Morrisons demonstrates operational competence and vertical integration advantages, its innovation portfolio remains disproportionately weighted toward sustaining innovation (Christensen, 1997). This creates long-term strategic vulnerability in an industry increasingly shaped by AI-enabled personalisation, retail media ecosystems, and predictive analytics.
Building on this analysis, the report proposes SmartLife, an AI-powered digital transformation initiative designed to rebalance Morrisons’ innovation portfolio, enhance customer lifetime value, and strengthen strategic competitiveness
Part 1.2 – Innovation Ambition Matrix Analysis
In a time when businesses can no longer depend solely on technological advancements and gradual product improvements, innovation has become a top priority for management. Simultaneously, the complexity of innovation has grown, necessitating the combination of products, services, user requirements, and technologies while engaging various stakeholders. However, the innovation process is frequently perceived as quite linear, with research findings, emerging technologies, or user discoveries directing through advanced development and new business practices into the marketplace.(Kyffin & Gardien,2009). 
1.2.1 Core Innovation (70%)
Core innovations at Morrisons include pricing optimisation, supply chain efficiency improvements, incremental app updates, and in-store Market Street enhancements. These align with sustaining innovation theory (Christensen, 1997). While core innovation protects short-term margins, over-reliance on sustaining improvements risks strategic stagnation in digitally transforming markets (Christensen, 1997).
1.2.2 Adjacent Innovation (20%)
Adjacent innovation includes wholesale expansion, convenience store growth, and online channel development. O’Connor and Rice (2013) argue that adjacent innovation reduces uncertainty when supported by capability development. However, compared with Tesco’s data-integrated ecosystem, Morrisons’ adjacent innovation lacks scalability and digital integration depth, suggesting capability constraints rather than strategic ambition.
1.2.3 Transformational Innovation (10%)
Transformational innovation involves new markets and capabilities (Nagji and Tuff, 2012). Morrisons demonstrates limited AI-driven personalisation, predictive analytics, or retail media monetisation compared to Tesco. Liedtka (2015) suggests that design thinking enables breakthrough innovation by overcoming cognitive bias. Morrisons appear operationally conservative, with innovation heavily weighted toward core activities.
Christensen (1997) argues that transformational innovation enables firms to redefine markets rather than respond reactively. In contrast, Morrisons’ portfolio remains heavily weighted toward sustaining innovation, exposing the organisation to ecosystem-based competitors such as Amazon, which have redefined customer expectations through predictive recommendations and frictionless checkout systems.
Table 1. Framework 1
	Innovation Category
	Example
	Strategic Interpretation

	Core Innovation
	Pricing optimisation, supply chain efficiency, operational improvements (e.g., Market Street)
	Core innovation improves processes and incremental performance but is limited in long-term strategic differentiation (Tidd & Bessant, 2014). Such sustaining innovation reflects existing business model performance rather than breakthrough value creation (Christensen, 1997).

	Adjacent Innovation
	Expansion of convenience formats, wholesale partnerships, standard online grocery fulfilment
	Adjacent innovation leverages existing capabilities in new contexts (Markides, 1997). However, without integrated data analytics, these extensions may offer limited strategic impact due to insufficient ecosystem integration (Adner, 2017).

	Transformational Innovation
	Proposed SmartLife ecosystem with AI-driven personalisation, predictive analytics, sustainability intelligence, and retail media monetization
	Transformational innovation creates new sources of value and business models, aligning with dynamic capabilities (Teece, 2018) and digital transformation theory (Vial, 2019). Evidence suggests that firms with transformational digital capabilities achieve superior performance and resilience (Bharadwaj et al., 2013).






1.3. Current Customer Journey Mapping
Customer Journey Mapping identifies touchpoints, pain points and gain points (Rosenbaum, Otalora and Ramirez, 2017). The typical Morrisons customer journey includes awareness through promotions, consideration via website browsing, purchase in-store or online, post-purchase engagement and loyalty through discounts.
Pain points include limited hyper-personalisation, fragmented omnichannel integration and weak post-purchase engagement. Lemon and Verhoef (2016) emphasise that integration across channels enhances experience. Current fragmentation limits value co-creation and emotional engagement.
Table 2.Customer Journey Map
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The identified pain points within the Morrisons customer journey, including checkout delays, limited personalisation, and weak post-purchase engagement, significantly influence overall customer experience. Lemon and Verhoef (2016) argue that customer experience is cumulative across touchpoints; therefore, friction at key stages such as purchase and post-purchase disproportionately affects satisfaction and loyalty. For example, queue waiting times and digital navigation limitations increase cognitive and emotional effort, reducing perceived value.
Conversely, gain points such as loyalty rewards and competitive pricing enhance functional value but remain insufficient to create strong emotional differentiation. According to Touchpoint Theory, each interaction contributes to overall brand perception, meaning poorly integrated digital touchpoints weaken experiential continuity.
Service-Dominant Logic (Vargo and Lusch, 2004) further suggests that value is co-created through interaction rather than embedded in products alone. Therefore, digital opportunities such as AI-powered personalisation, predictive recommendations, and automated support systems enable customers to actively co-create value. By improving digital integration across touchpoints, Morrisons can shift from transactional efficiency toward relational value creation, strengthening long-term loyalty.
Part 2 – Proposed Digital Transformation Initiative: SmartLife
The SmartLife initiative proposes an AI-powered personalisation ecosystem integrated into the Morrisons mobile application and supply chain systems. This initiative aims to improve customer experience, increase operational efficiency, and strengthen Morrisons' competitiveness in the UK grocery market. According to Davenport and Ronanki (2018), artificial intelligence initiatives should focus on delivering clear and measurable business value rather than purely experimental technological innovation. Therefore, SmartLife is designed to address key customer journey challenges identified in the analysis, including limited personalisation, inefficient checkout processes and weak digital engagement.
Currently, Morrisons has strong operational capabilities through its vertically integrated supply chain and fresh food offering. However, compared with competitors such as Tesco, Morrisons has a less developed digital personalisation ecosystem. Tesco’s Clubcard programme uses customer data analytics to provide personalised promotions and targeted discounts, increasing customer engagement and loyalty (Lemon and Verhoef, 2016). Implementing SmartLife would allow Morrisons to develop similar digital capabilities while also highlighting its strengths in fresh food quality and transparency in sustainability.
The SmartLife platform would include several digital features designed to enhance the customer journey. Predictive shopping lists would use machine learning to suggest frequently purchased items based on past shopping behaviour. Personalised pricing and targeted discounts would improve perceived value and strengthen customer loyalty. AI-enabled meal planning could recommend recipes using purchased ingredients, encouraging additional purchases while reducing food waste. In addition, a sustainability dashboard would display the environmental impact of purchases, responding to increasing consumer demand for transparency and responsible sourcing. Finally, scan-and-go checkout technology would reduce queue times and improve in-store convenience. These improvements support a more seamless and personalised customer experience across digital and physical touchpoints.
Strategically, SmartLife represents transformational innovation within the Innovation Ambition Matrix because it introduces new digital capabilities and data-driven services that extend beyond Morrisons’ existing operational improvements (Nagji and Tuff, 2012). By integrating artificial intelligence and customer data analytics into its retail ecosystem, Morrisons can enhance its business model and strengthen long-term competitiveness in an increasingly digital grocery market.
For example, when a customer opens the Morrisons mobile application, SmartLife analyses their previous purchases and generates a predictive shopping list for the week. The system may suggest commonly purchased items such as milk, vegetables and bread, while also recommending additional ingredients for recipes based on the customer’s preferences. The customer may receive personalised discounts on frequently purchased products, increasing the likelihood of purchase and improving perceived value. While shopping in-store, the customer can use scan-and-go technology to scan items with their phone and complete the transaction without waiting in checkout queues. After the purchase, the application provides meal suggestions and sustainability insights based on the groceries bought. This integrated digital experience enhances convenience, personalisation and engagement across the entire customer journey (Verhoef et al., 2021).
2.1 Enhancing the Customer Journey with Digital Innovation
The SmartLife future customer journey integrates artificial intelligence and digital personalisation across multiple customer touchpoints. AI-driven promotions improve engagement during the awareness stage, predictive basket suggestions support decision-making during consideration, and scan-and-go technology reduces checkout friction during purchase. Post-purchase engagement is enhanced through meal planning recommendations and sustainability tracking, while gamified rewards strengthen customer loyalty and long-term engagement (Lemon and Verhoef, 2016; Rosenbaum, Otalora and Ramirez, 2017).
Table 3. Post SmartLife Customer Journey Map
	Stage
	Awareness
	Consideration
	Purchase
	Post-Purchase
	Loyalty & Engagement

	TOUCHPOINT
	Morrisons mobile app, email promotions, social media
	Morrisons website & app, AI shopping assistant
	Scan-and-go mobile checkout, online payment
	AI meal planner within the app
	Sustainability dashboard, loyalty programme

	ACTION
	Customer receives personalised grocery promotions while browsing phone or email
	Customer plans weekly groceries and checks available products
	Customer selects items and completes purchase in-store or online
	Customer reviews purchases and prepares meals using suggested recipes
	Customer interacts with Morrisons app and collects rewards

	EXPERIENCE / GAINS
	Relevant offers and personalised deals
	Faster planning and convenient shopping preparation
	Reduced waiting time and smoother checkout experience
	Convenience and reduced food waste
	Emotional engagement and sustainability awareness

	BUSINESS VALUE
	Higher engagement and targeted marketing efficiency
	Increased basket size through cross-selling and recommendations
	Faster transactions and improved operational efficiency
	Encourages repeat purchases and product discovery
	Increased customer loyalty and long-term retention



2.2 Implementation Blueprint
An implementation blueprint is a structured plan that outlines the stages, resources and processes required to successfully introduce an innovation or digital transformation within an organisation. It helps organisations manage technological change systematically while aligning innovation with strategic objectives and operational capabilities (Westerman, Bonnet and McAfee, 2014; Fitzgerald et al., 2014).
Phase 1: Develop a cloud-based data infrastructure to centralise customer, sales and operational data across the organisation. This allows Morrisons to integrate information from multiple sources and support advanced analytics capabilities.
Phase 2: Deploy AI analytics models to analyse customer purchasing behaviour, enabling predictive recommendations, personalised promotions and improved demand forecasting.
Phase 3: Redesign the Morrisons mobile application to integrate new digital features such as predictive shopping lists, personalised offers and scan-and-go checkout functionality to enhance convenience and customer experience.
Phase 4: Introduce retail media integration, allowing suppliers to deliver targeted digital advertising and personalised promotions through the Morrisons platform, creating additional revenue opportunities.
Phase 5: Conduct pilot testing in selected stores, followed by a national rollout to ensure the system operates effectively before full implementation.
This phased implementation approach allows organisations to adopt digital innovations gradually while reducing operational risk and supporting organisational learning during the transformation process (Westerman, Bonnet and McAfee, 2014; Fitzgerald et al., 2014).
2.3 Measuring Success & Business Impact
To evaluate the success of the SmartLife digital transformation initiative, a range of Key Performance Indicators (KPIs) can be used to measure improvements in customer experience, operational efficiency and business performance. KPIs are measurable indicators that help organisations monitor progress towards strategic objectives and evaluate the effectiveness of innovation strategies (Marr, 2012).
Customer Satisfaction Score (CSAT): Measures how satisfied customers are with their overall shopping experience at Morrisons through surveys and feedback systems. The SmartLife initiative aims to increase customer satisfaction by approximately 10% through improved convenience, personalisation and faster checkout processes.
Net Promoter Score (NPS): Measures customer loyalty by assessing the likelihood that customers will recommend Morrisons to others. With enhanced digital services and personalised offers, SmartLife aims to increase NPS by around 15%.
App Engagement Rate: Tracks how frequently customers interact with the Morrisons mobile application. New features such as predictive shopping lists, personalised promotions and scan-and-go checkout are expected to increase app engagement by approximately 25%.
Average Basket Value: Measures the average amount spent per shopping trip. AI-driven product recommendations and targeted promotions may increase basket value by around 8%, improving overall revenue performance.
Customer Retention Rate: Measures Morrisons’ ability to retain customers over time. Personalised loyalty programmes and digital engagement tools introduced through SmartLife could increase retention by approximately 5%.
Food Waste Reduction: AI meal planning and predictive purchasing recommendations can help customers buy appropriate quantities of food, potentially reducing food waste by approximately 6%, while also supporting Morrisons’ sustainability goals.
Regular quarterly performance reviews will allow Morrisons to monitor these KPIs and ensure that the SmartLife initiative contributes to improved customer satisfaction, operational efficiency and long-term competitiveness within the UK grocery retail market. Effective performance measurement systems are important for evaluating organisational strategy and innovation outcomes (Neely, Gregory and Platts, 2005; Bititci et al., 2012).




2.4. Risk and Feasibility Assessment
A risk and feasibility assessment is the process of identifying potential risks associated with a project while evaluating whether the proposed initiative can realistically be implemented within the organisation’s resources, capabilities and strategic objectives (Hillson and Simon, 2020). Conducting this assessment helps organisations anticipate challenges, reduce uncertainty and ensure that innovation initiatives are implemented successfully.
Table 4. Risk and Feasibility Assesment
	Risk Area
	Potential Risk
	Impact on Morrisons
	Feasibility / Mitigation Strategy

	Financial Risk
	High initial investment required for AI systems, cloud infrastructure and app development
	Increased operational costs and pressure on short-term profitability
	Implement the SmartLife initiative through phased investment and pilot testing to assess financial returns before full rollout

	Technological Risk
	Integration challenges between new digital systems and existing IT infrastructure
	Potential disruption to operational processes and delays in implementation
	Use scalable cloud technology and collaborate with experienced technology providers to ensure smooth integration

	Organisational Risk
	Employee resistance to new digital technologies and processes
	Slower adoption of innovation and reduced efficiency during the transition
	Provide employee training programmes and change management strategies to support digital transformation

	Data Privacy Risk
	Collection and analysis of large volumes of customer data
	Risk of data breaches or non-compliance with data protection regulations
	Implement strong cybersecurity systems and ensure compliance with data protection regulations such as UK GDPR

	Customer Adoption Risk
	Customers may be hesitant to adopt new digital tools such as scan-and-go or AI recommendations
	Lower engagement with the SmartLife platform
	Introduce the technology gradually and educate customers through app tutorials and in-store support


Despite these potential risks, the SmartLife initiative remains feasible because Morrisons already possesses strong operational infrastructure, a large customer base, and experience in grocery retail operations. A phased implementation strategy can reduce risk while enabling Morrisons to strengthen its digital capabilities and maintain competitiveness within the UK grocery sector.
3. Conclusion
This report critically evaluated the innovation strategy and customer experience of Morrisons using the Innovation Ambition Matrix and Customer Journey Mapping frameworks. The analysis revealed that Morrisons possesses strong operational capabilities, particularly through its vertically integrated supply chain and fresh food offering. However, the organisation’s innovation portfolio remains heavily concentrated on core innovation, such as pricing optimisation, supply chain improvements, and operational efficiency. While these sustaining innovations support short-term profitability and operational stability, they provide limited long-term differentiation in a retail environment increasingly shaped by digital ecosystems, data analytics and artificial intelligence.
The customer journey analysis also highlighted several key challenges, including limited digital personalisation, fragmented omnichannel integration, and weak post-purchase engagement. These pain points reduce the overall customer experience and limit Morrisons’ ability to build strong emotional relationships with customers. As research suggests, customer value is created across multiple touchpoints rather than through individual transactions alone (Lemon and Verhoef, 2016). Consequently, improving digital integration across the entire customer journey is essential for strengthening customer loyalty and long-term competitiveness.
To address these challenges, the report proposed the SmartLife digital transformation initiative, an AI-powered personalisation ecosystem integrated into Morrisons’ mobile application and operational infrastructure. SmartLife introduces predictive shopping lists, personalised pricing, AI-driven meal planning, sustainability dashboards and scan-and-go checkout technology. These features aim to enhance convenience, reduce friction in the purchasing process and create stronger customer engagement across digital and physical retail channels. From a strategic perspective, SmartLife represents transformational innovation because it introduces new data-driven capabilities that extend beyond Morrisons’ current operational improvements.
The report also outlined an implementation blueprint consisting of phased development stages, including cloud data infrastructure, AI analytics deployment, mobile application redesign, retail media integration and pilot testing before national rollout. In addition, a performance measurement framework was proposed using key performance indicators such as customer satisfaction, net promoter score, app engagement, basket value and customer retention. These metrics will enable Morrisons to assess the business impact of the SmartLife initiative and ensure alignment with organisational objectives. Finally, the risk and feasibility assessment demonstrated that although challenges such as financial investment, technological integration and data privacy exist, these risks can be mitigated through phased implementation, organisational change management and strong data governance.
Overall, the findings suggest that Morrisons has the operational foundation necessary to successfully implement digital innovation but must rebalance its innovation portfolio toward transformational digital capabilities in order to remain competitive. By implementing the SmartLife initiative, Morrisons can enhance customer experience, improve operational efficiency and strengthen its strategic position within the rapidly evolving UK grocery retail market.
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