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1. INTRODUCTION 


  The company business strategy is a crucial component that can be implemented to establish and enhance the organisation. The nature of the strategies employed, influences an organization's survival, stability, and growth. Strategic originates from the Greek term for military cleverness and an efficient military commander, and it provides the broad direction of an endeavour, or in other words, it is a means of explaining how we will accomplish things and how we will get there (Mintzberg,1987 & Ansoff,2019). The definition of strategy according to Alfred Chandler (1963), is that from the formulation of goals and objectives to the allocation of resources, indicates logical flow. Michael Porter (1996) emphasises on intentional decisions, diversity, and competitiveness. According to Peter Drucker (1994), it is a concept about how a company will win. From all the definitions that pointing important elements of strategy, Richard Whittington (2020), defining strategy as a long-term direction of an organisation.  An effective business strategy considers existing challenges as well as resources such as power, people, money, and resources, all of which must be aligned with the vision, purpose, and ultimate goals of the organization's activity. This report will examine the strategic business approaches used by J Sainsbury Plc in the highly competitive retail sector in UK. To evaluate the performance of the company, in this report will be used a combination of various analytical tools, such as Porter’s Generic Strategies, Ansoff Matrix and VRIO analysis. 


2. SAINSBURY’S BACKGROUND 


   J Sainsbury plc, often known as Sainsbury's, is the United Kingdom's second-largest grocery company. This firm was founded in 1869 by John James Sainsbury and his wife Mary Ann (Sainsbury,2023). It began as a fresh food shop before expanding into packaged items.  The founders' beliefs and goals strive to be the customer's first option for food shopping, and Sainsbury's seeks to provide superior products, value for money, outstanding service, and attention to detail. Throughout the year, they provide delicious meals at reasonable prices to every customer while serving and guiding them. They are backed by their own diversified brands, which include Argos, Sainsbury’s Bank, Habitat, Nectar, Tu, all of which are focused on providing goods at reasonable prices and convenient shopping alternatives, both in-store and online. In 2023 year, the market share in retail sector of Sainsbury’s is 14.8% and take second position after the main competitor Tesco (Statista, 2023, Appendix I). 




3. IDENTIFYING BUSINESS AND CORPORATE STRATEGIES OF SAINBURY’S 

3.1 Porter’s Generic Strategies 
   Competitive strategy is concerned with how an organisation, business unit, or company gains competitive advantage in its field of operation. Costs, product and service qualities, and branding are all aspects of competitive strategy. In addition, competitive advantage is concerned with how a firm, business unit, or organisation provides value for its consumers that is both greater than the expenses of supplying them and better to that of competitors (Whittington, 2020). According to Porter (1980, 1985), some of the most fundamental decisions that businesses must make are the extent of the markets that they are going to serve and how they will compete in those markets. Competitive strategies concentrate on how a company may reach the most beneficial position in its industry (Pearson, 1999). According to Michael Porter (1985), an organisation may achieve a competitive advantage through three general strategies: cost leadership, differentiation, and focus.
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Fig. 1: Source: Porter (1985) 


   The cost leadership approach focuses on creating standardised goods at a very low per-unit cost for price-sensitive consumers. According to Griffin (2005), a low-cost strategy is one in which a company strives to acquire a competitive advantage by lowering its costs below those of competitors. Porter (1985) demonstrated the link between low-cost strategy and firm performance, and he discovered that cost leadership strategy is a successful technique to achieve sustained competitive advantage by cutting and managing costs, and therefore boosting organisational performance. Numerous authors (Thompson (2018), David (2017), Thomas (2012)), emphasised that there are two categories of cost leadership. Type one is a low-cost approach that provides goods or services to a wide variety of clients at the lowest market price. Type two is a best-value approach, which provides goods or services to a wide variety of clients at the best market price.
  The development of a unique good or service is referred to as a differentiation strategy. A differentiation strategy is in which an organisation strives to differentiate itself from rivals by improving the quality of its goods or services. This method, according to Porter, delivers strong consumer loyalty if the product or service is unique. As a result, if customers believe the product or service is unique, they will be loyal to the brand and willing to pay a greater price for it (Islami et al., (2020). 
  A focus strategy is in which an organisation focuses on a certain regional market, product line, or buyer group. Pursuing this approach allows the company to integrate a wide variety of operations associated with distinction and low cost in a specific area from which the company makes better profits.
  In terms of cost leadership, Sainsbury's has prioritised maintaining a fair pricing mechanism for its products and services (Sainsbury, 2023). According to Walters and Rainbird (2011), Sainsbury's operational processes are meant to avoid wasteful spending and keep operational costs under control. Sainsbury has perfected the technique of low-cost manufacture throughout the years. The use of the cost leadership approach has allowed the retail business sector to stay on track during difficult periods. Sainsbury implements this approach by strengthening business ties and building attractive contracts with suppliers and agents, allowing it to acquire products at a lesser cost than its competitors. Overall, this strategy has benefited Sainsbury, particularly in defeating the fierce competition in the UK grocery-retail market.

3.2 Ansoff Matrix 

  The Ansoff matrix is a strategic tool designed to assist and advise businesses in making company growth decisions. The matrix provides organisations with four strategic options: market penetration, market development, product development, and diversification. A company or organisation must select one of these four strategies, or a mix of them, based on a variety of internal and external circumstances. Sainsbury's has frequently used the Ansoff matrix to become one of the retail sector's leaders. The following are some of the techniques that the company has successfully implemented using the Ansoff matrix and categories (Appendix II).
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Fig. 2: Source: Ansoff, 1988



A) Businesses that want growth for current products in markets where their brands are already present, and functioning utilise the market penetration approach. Sainsbury’s investing more in new products to attract new customers in the existing market. Opening new stores in different locations. 
B) Product and service development is a strategy that consists of the creation of new goods and services for current markets. Sainsbury’s for the last year launched more than 1400 new products, under the brand “Taste the Difference”.  New range of fresh and convenient products for people to eat better whilst on move, named “Flourish” was launched in January (Sainsbury, 2023). Nectar App, offer new discounts, to all supermarket’s prices, previously the discount was personalised. 
C) [bookmark: _Hlk153388033]Market development entails introducing current goods or services into new markets (Whittington et al., 2020). Sainsbury’s mainly operates in UK and Ireland. In 2000 year, the company invested in Egypt and after 14 months, they decided to pull out from the market with £110 million lost. 
D) Diversification occurs when a company extends into markets, products, and services that are radically different from its own (Whittington et al., 2020). Sainsbury’s Bank offers product and services, such as car insurance, life insurance, credit cards, personal loans, saving accounts, travel and pet insurance. Also, Sainsbury’s have petrol stations, which are strategically based near the stores. 




4. RESOURCES AND CAPABILITIES 
An organization's resources and capabilities contribute to its long-term survival as well as its competitive advantage (Whittington et al., 2020). While resources are vital, how an organisation utilises and deploys its resources in the form of capabilities is just as important for long-term survival. The efficiency and effectiveness of physical or financial resources, or of people in an organisation, are determined not only by their presence, but also by the systems and procedures that manage them.

	Resources
	
	Capabilities

	· Inventory - £1, 899 (m)
· Property and equipment - £8,201 (m)
· Intangible assets - £1,024 (m) 
· Right of use assets - £5,345 (m)
	Physical
	595 Supermarkets and 814 Convenience stores. 

	· Profit - £327 (m) (appendix III) 
· Investments - £7, 680 (m)
· Trade and other receivable - £56 (m) 
· Financial services - £5,392 (m)
· Employee costs - £110, 578 (m) 
	Financial
	The company invest in research and development of new products and services to attract more customers and stand out of the competition. 

	· 152, 663 employees (Appendix IV)  
	Human
	Recognition, development and wellbeing
Share ownership 
Colleague engagement 
Reward and benefits



Fig. 3. Source: Sainsbury Annual Report and Financial Statement (2023) 



4.1. Value Chain Analysis 
  If organisations want to gain a competitive edge by providing value to their consumers, managers must understand which actions are critical to producing that value and which are not. This may then be used to simulate an organization's value generation. (Whittington et al., 2020). 
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Fig. 4 The value chain in organisation (Source: Whittington et al.,2020)

Inbound Logistic - As the initial stage in the value chain, it has the first chance to create value. This step includes operations like as receiving items from suppliers at the warehouse, internal handling and distribution to the stores, and lastly placing the goods on display on the shelves.  Sainsbury's quality control procedures are prioritised at every stage to ensure that consumers receive actual value for money and that unnecessary expenditures are not passed on to them.
Operations - Operations show to be an important and critical aspect for Sainsbury's smooth running. The tasks include daily inventory management, shelf demonstration, and stock management to maintain an edge over competitors.
Outbound Logistics - It is in charge of delivering goods to customers. Sainsbury’s provides consumers with ease by providing home delivery. Efforts are being made to increase trolley space, parking spaces, and other tangibles in order to maximise customer satisfaction.
Marketing and Sales - Sainsbury's has successfully engaged loyal consumers with the Clubcard Nectar project, but alternative methods are being developed to attract more customers through intensive advertising. Sainsbury's has also launched a green effort as part of its corporate social responsibility and to promote itself as a green and responsible organisation in the eyes of customers.
Service – Sainsbury’s employees are trained to give excellent services to the customer, as well as positioning and handling of goods with high quality. 

4.2. VRIO Analysis 
  The VRIO framework's stringent criteria may be used as a strategic tool to determine if an organisation has the resources and capabilities to develop and sustain competitive advantage. A VRIO study therefore aids in determining whether, how, and to what degree an organisation or corporation have resources and competencies that are valuable, rare, inimitable, and supported by the organisation (Whittington et al., 2020). 

	Sainsbury’s
	Value
	Rarity
	Inimitability
	Organisational support

	Brand
	√
	√
	√
	√

	Distribution Network 
	√
	√
	√
	√

	Organisational culture 
	√
	×
	×
	√

	Management 
	√
	×
	×
	√


Fig. 5 VRIO Analysis: Source: Self developed 

Value - According to the figure, Sainsbury's internal elements have a strong position and a high level of competitive advantage. The firm's brand value is founded on service excellence, substantial market presence, and customer communication. Sainsbury's financial resources have a high value since they are utilised to invest in new external opportunities. Because of the employees' commitment, the company has a high percentage of staff retention. All of this will benefit Sainsbury's customers more because it raises the value of their products and services. Sainsbury's distribution network is a valuable asset. This allows it to connect with a growing number of consumers. 
Rarity - Employees are a precious resource, according to the Sainsbury's VRIO Analysis. Patents are hard to obtain and are not owned by competitors.  Sainsbury's distribution network is a scarce resource.
Inimitability - Sainsbury's financial resources are expensive to replicate due to the company's long-term consistent profitability throughout the years. Sainsbury's patents are exceptionally difficult to imitate.  It is also extremely costly for competitors to replicate Sainsbury's distribution network.
Organisational Support - The resources are carefully used to make the optimal investments, maximise on opportunities, and mitigate risks. Sainsbury's connects with its consumers by ensuring that items are offered in all of its stores.
5. EVALUATING STRATEGY IN ACTION 
  Suitability, Acceptability, Feasibility, and Evaluation (SAFE) are four criteria for methodically analysing potential strategic initiatives. Suitability determines whether a strategy addresses key strategic challenges that an organisation faces, Acceptability determines whether a strategy meets stakeholder expectations, Feasibility examines its practicability, and Evaluation synthesises these assessments for the best strategy, as the results for each often suggest different strategies to pursue (Whittington et al., 2020). 

	Sainsbury’s
	

	Suitability
	Sainsbury’s focused on delivering consistent value for the customers. In cost-of-living crisis, the company keep food prices low and from the last year “Aldi Price Match” matched more than 300 products. With Nectar App, which offer more 70 million unique offers, save to customer around £200 yearly. Sainsbury’s expanded Taste the Difference range, with more healthy food, and sales are higher than previous year. To be ensure that all fresh and frozen meat is from supplier with welfare conditions, Sainsbury’s agreed long-term contract with suppliers. Transformation in distribution network, with 17 Fulfilment Centres, with same and next day delivery to fulfil customers’ demands faster. 

	Acceptability
	Sainsbury’s is the first supermarket that paying Living Wage, with increasing over 44% for the last 7 years. Because of financial pressure, Sainsbury’s offer free food to employees during the shifts and pay in advance schemes. That lead to higher engagement and satisfaction from employees. Increase in the number of customers that are returning to stores, and sales are up with every year. The precent of Online shopping is higher as well from the previous years. More than 11 million Nectar App users, which give to Sainsbury’s bigger data for understanding customers needs. 

	Feasibility
	Investment in more that 1400 new products. Expanding Argos product range and investing more in the digital capabilities. Closing 45 standalone Argos Stores and opened 24 inside supermarkets, and 92 in-store collection points. With total 424 in-store Argos, 420 collection points and 285 standalone stores. £1.3 billion of cost savings and cost of sales. Closure of two warehouses to invest more than £90 million for improving automation. Transformation in logistic operations, move to dedicated partnerships across food, general merchandise and clothing, and transport, instead multiple different contractors.

	Evaluation
	Sainsbury’s strategy is to simplify operations across the departments in order to save and invest for improving goods quality, increase the range of goods, and permanent delivery of value to the customers. The strategy addresses all key threats and opportunities, all the expectations form stakeholders are met and the strategy work in practice. (Appendix V)  


Fig. 6 SAFE Framework: Source - Sainsbury,2023
6. EVALUATING SUSTAINABILITY EFFORTS 
  In today world that facing environmental and social issues, Sainsbury’s put in the core the planet and the people in order to protect it. Investing to support customers to make healthier choices on affordable prices. The target is until 2025 year 85% of total sales to be healthy, the current percent is 81,2. Reducing Carbon emission – greenhouse gas reduction from own operation to Net Zero by 2035 year and from value chain emission achieving Net Zero until 2050 year. Investing in new sustainable technologies in stores, such as ventilation and refrigeration. Reducing lighting energy with LED, the consumption was reduced with 70%. New stores are built with innovations, for energy efficient – air sailed doors on the chillers, solar panels and usage of rainwater for handwash. Sainsbury’s is the first retailer that introduce strategy of fully electric refrigerated trailers by 2035 year. Reducing food waste with 20%, Sainsbury’s donation programmes connected with more than 25,000 charities and donated more than 2,500 products to help people in need. Reducing the use of plastic packaging in store and help to customers to recycle. This year the company reduced plastic usage with more than five tonnes. Minimising usage of water in Sainsbury’s operations, this year the reduction of water is 17,6% and it is on track to achieve water neutrality until 2040 year. Sainsbury’s achieving the place of inclusive place to work and shop, with diversity and inclusion. Supporting employees with living cost, mental health and wellbeing. Opportunities for growth to all employees with different programs, such as “Skill Boost”.  The sustainability strategy is aligned with the corporate culture, vision, values and strategy. (Appendix VI)  

7. CONCLUSION 
  In conclusion can be observed that Sainsbury’s has successfully developed their differentiated competitive advantage. Efficiently business and corporate strategy that enhance their capabilities on the market to meet the customer demands.  It was also discovered that the corporation has made a substantial connection between their business strategy and brand image and corporate social responsibility and sustainability efforts. Sainsbury’s successfully utilised their resources and capabilities for managing their strategy and competitive advantage. 
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9. APPENDIX 

Appendix I – market share Sainsbury’s 
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Source: Statista (2023)

Appendix II – Sainsbury’s Ansoff Matrix application 
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Appendix III – J Sainsbury Plc profit before and after tax from 2014 to 2023 year 
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Appendix IV 
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Appendix V – SWOT analysis of Sainsbury’s 
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Source: MarketLine (2023)

Appendix VI – Strategies and sustainability 
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Source: Sustainability Report Sainsbury’s (2023) 
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