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Executive Summary

This report is looking into the internal and external environments of Morrisons through the strategic management choices which the business has made. The report uses multiple strategic management tools in a SWOT analysis, Stakeholder analysis, Bowman’s clock, Porters generic strategy and then the publicised strategy of Morrisons to analyse the internal and external environments of the organisation. Morrisons as an organisation have been operating for over a hundred years now and have a large share of the market, however, currently they are facing issues in terms of sales and market share, with both decreasing. The report looks to analyse the organisation in terms of both internally and externally with the potential to identify reasons as to why they are currently not as successful as previously or areas in which they can capitalise on to become as successful as previously. Analysing these areas of a business is vitally important for their strategy, as with Morrisons it has allowed identification of issues such as their decrease in market share but also reasons for this. The analysis has identified issues in Morrisons in their strategy, adoption of strategy and their view on strategy. As with Morrisons highlighting without carrying out this analysis it has the potential for an organisation to be operating in a way which is not successful. This analysis also enables identification of why issues may be occurring and either how to rectify what is causing the issue or identify prospects which a business can exploit for resolution.
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1. Introduction

1.1) The main objective of this report is to complete a full external and internal analysis of an organisation using different strategic management tools created by theorists. Johnson, Scholes & Whittington, 2005, explain strategic management as consisting of three major components. The strategic position of the organisation, the strategic choices of an organisation and then also the actual strategy in action. So, in-comparison to the operational management of an organisation, there is a much wider scope of the business taken into consideration. By analysing the strategic management of an organisation's strategic management, consequently an analysis of both the internal and external environments will form, much more detailed than the simple operational management of an organisation and resource allocation (Joshi, 2022).
1.2) [bookmark: _Int_s5kVmG1n][bookmark: _Int_mZLsG5G6]Prior to analysing the organisation, it is vital to gain a key understanding of who the organisation is and what they do. Morrisons are the 4th largest supermarket chain operating within the U.K. Their main product ranges include food, grocery and essentials. They are a national business operating across the U.K with through their delivery service cover 97% of U.K postcodes (Morrisons PLC, 2022). Morrisons Corporate, 2022, state that as an organisation they employ over 105,000 employees and contribute to many more in their supply chain. Morrisons PLC, 2022, explains how as an organisation Morrisons have existed for over a hundred years, growing from a singular market stall in Bradford back in 1899. Bedford, 2022, detailing the expansion to now being 497 stores. Bedford, 2022, displays how for Morrisons there has not always been continual growth, they were operating with over 650 stores. The organisations decreasing number of stores has not meant a cease in growth, rather growth in different forms, displaying the resilience of Morrisons. Growing into services such as online delivery, developing manufacturing centres and acquisition of the share capital, ending the listing on the stock exchange (Morrisons PLC, 2022). On appearance Morrisons appear to be an organisation which are extremely efficient in their operations and successful as with their extended period in operation in the sale of essential products. They have been seen to show great resilience in acceptance of the need to close stores and redevelop their organisation. 





2. Strategy
[bookmark: _Int_qHY4z255][bookmark: _Int_Inw6Jcfw][bookmark: _Int_3aRtNa2d][bookmark: _Int_nmjWfnC5][bookmark: _Int_rCSMx3eJ]2.1 Morrisons, 2022, title their strategy as ‘Fix, ReBuild, Grow, Sustain’, the organisation then has seven different priorities which form their strategy. It is hoped to broaden and strengthen Morrisons brand. In their seven different priorities there is a focus on improving the business in every area, such as ‘simplify and speed up the organisation’ and ‘creating and scaling for profitable growth’ show the focus on development of the business is terms of efficiency and profitability (Morrisons, 2022). The strategy includes other vital aspects of a business in terms of ethical, social and sustainable requirements, these include ‘serve customers better’, ‘local integration’, ‘serving the community’ and ‘pride in hygiene’.
[bookmark: _Int_ttqcJeAf]2.2 Morrisons strategy clearly shows their focus on their social and sustainability responsibility whilst also accepting their requirement or reliance on growing and developing their operational business. Isaac, 2022, explains the importance of the internal and external environment when forming a business's strategy, it is essential for an organisation to consider who they are, what they’ve got and what is influencing or impacting them when making strategic decisions. 
[bookmark: _Int_eY1qLsMQ]2.3 For Morrisons it is also important to recognise the impact the strategy is going to have on both environments. In terms of internally in having such a socially and sustainability focussed strategy it is going to be beneficial with their staff. Herzberg, 1965, suggests that in order for staff to be motivated to both succeed and operate effectively in their roles. There are more needs than simple things such as extrinsic motivators such as salary, there are intrinsic needs, such as aspirations and strategies of the organisation. Therefore, for Morrisons, their strategy in being customer, community and sustainably focussed they are providing extrinsic motivators which theorists argue is essential to creating a productive workforce. Internally their environment is much stronger in creating a strategy which employees want to be associated with. 




3. Stakeholder Analysis
[bookmark: _Int_DW0eT9ZI][bookmark: _Int_Tx839pO6]3.1. Bottorff & Hoory , 2022, explains how a stakeholder analysis establishes all the relevant personnel interested or impacted by an organisation. Completing a stakeholder analysis will allow identification of the people who form the internal and external environment of Morrisons. Morrisons Careers, 2022, themselves highlight several collective groups which are essential for their organisation. These include their customers, staff, suppliers, shareholders and community. Morrisons list these five groups as being vital for the function of their organisation or who they show most consideration. David, 2022, explains how for Morrisons, externally there is a much more diverse range of stakeholders, these include other retailers, government bodies, unions, Industry bodies and many more, all of which will require management. 
3.2 In order to establish the impact which these internal and external bodies are having on Morrisons, Mendelow, 1981, provides a matrix based on two key factors. Power and interest
[image: ]The matrix utilised in the table allows Morrisons to prioritise or identify who in their environment is most important and make decisions on how they need managing. (Professional Academy, 2022)
[bookmark: _Int_zXBIcLes]3.4 Some of the placings on the matrix are self-explanatory, for example shareholders have a high interest as it is their investments or capital at risk and have high power because it is essentially their say which matters in being the owners. Then others such as those in the keep informed section, simply need information on what the organisation is doing to keep satisfied and managed. 
3.5 EconomicsOnline, 2021 argues that the market Morrisons are operating within is considered oligopolistic. Anderson, 2021, infers how an oligopolistic market is quite significant in how Morrisons manage those which make up their environments. Their management of customers is vital in ensuring they do not lose their customers to one of the other large market share holders. Pettinger, 2021, argues how the market for supermarkets will form a competitive oligopoly. On the matrix, this is the reason for competitors crossing between the two sections for Morrisons. In the market they operate within, to simply survive they will have to monitor their competitors in terms of what they offer and how, which Morrisons succeed in. However, Morrisons have been seen to fail in monitoring their competitors in terms of pricing. Morrisons PLC, 2014, stated that in 2014 that they were adopting a ‘match & more’ scheme, looking to match or beat the prices of the other suppliers, this scheme was soon dropped after only a year in use (Thinkmoney, 2020). Suggesting Morrisons are no longer monitoring their competitors as closely as before or they should. 
[bookmark: _Int_zBBlC7LJ][bookmark: _Int_VWM3TOE1][bookmark: _Int_IqnmKQhz]3.6 Morrisons suppliers in comparison will hold less power or influence than in comparison with other supermarkets. Morrisons Farming, 2022, explains how the organisation are the only U.K retailers with their own production and growth facilities. They state how a large proportion of their products are grown, produced, manufactured and processed from their own facilities. They do still need their suppliers in a large section of their product range, however, the supplier power has been reduced in Morrisons self-sufficiency. 




4. Bowman’s strategic clock
[image: ]4.1 Bowman & Faulkner, 1997, created a diagram which can be used to highlight where within a market an organisation is operating. From this information an organisation can establish who they are or where they are in their external environment and from this make key decisions in their strategy. 
[bookmark: _Int_zHCs5636][bookmark: _Int_A4E0P3sY]4.2 Morrisons currently are in a position where their market share is decreasing. Davey, 2022, states in the three months leading to September, Morrisons market share decreased by 0.7%. This as a result of Morrisons decreasing by roughly 4.1% compared with period in the previous year. McKevitt, 2022, also provides an explanation in the expansion of businesses operating within the low price and hybrid section, such as Aldi experience unprecedented growth in sales of 18.7%. 
4.3 Cuofono, 2022, lists the final three positions on the clock as being unsustainable or unviable for success. Operating within this section means for Morrisons there is a need for change. They are generating strategies in a way which is failing to recognise the strengths and issues in their environment and work towards managing these. 







5. SWOT Analysis 
5.1 CIPD, 2021, explains how for an organisation to develop their strategies and goals it is essential to obtain an understanding of their internal and external environments. One highly effective way is a SWOT analysis. 
	Strengths 
	Weaknesses 

	· Morrisons have extremely strong links with their suppliers, producers and supply chains making their infrastructure and network secure (Morrisons Market Place, 2022).
· Morrisons have stores spreading all over the U.K (Morrisons jobs, 2022). They have an extremely strong geographical presence within the U.K.
· Morrisons Media, 2022, details their success in becoming voted the best supermarket in work to save the environment. 
· [bookmark: _Int_WLVWzqd0]The brand is well established and highly recognisable. YouGov, 2022, explains how 99% of people asked have heard of Morrisons.
	· Out of the top 10 supermarkets within the U.K Morrisons ranks 9th in terms of satisfaction and popularity (Statista, 2022).
· Briggs, 2022, Morrisons are slow to react and adapt to the needs of their customers. Both in terms of pricing and technological advancements. 
· Morrisons have recently lost their place in the big four supermarkets. Suffering significant loss in market share and sales (Rahman, 2022).

	Opportunities
	Threats 

	· Parr, 2022, explains how Morrisons market is set to grow by 11.3% within the next 5 years. Highlighting huge new potential income for the organisation.
· [bookmark: _Int_c5IJoVDA][bookmark: _Int_fN7bVhwd][bookmark: _Int_nkOvoTlk]Morrisons have the potential to build on a partnership already created with Amazon. Mulla, 2022, explains how the two organisations have collaborated to offer same day groceries, essentials and fresh produce in Cleethorpes. Morrisons have the opportunity to make this national and possibly international. 
· Hyken, 2022, explains how customers are now demanding convenience. 70% of consumers are now willing to pay higher prices, meaning higher profits, for convenience and 75% willing to shop elsewhere, higher income, for convenience. 
· [bookmark: _Int_VbzRnvYS]Morrisons have huge potential in developing their sustainability further in reaction to customer demands. They have recently opened a sustainability store with enormous potential (George, 2022).
	· The U.K is currently facing a huge economic crisis. For Morrisons this holds huge threats in the disposable income of the public decreasing, taxes increasing and issues in terms of labour (Inman, 2022).
· Bayford, 2022, there is a huge growth in intense competition, with budget retailers developing and succeeding in their aspirations of greater market share.
· A change with demographics, the younger generation have a much lower level of brand loyalty with convenience and price being prioritised (Skeldon, 2022).


[bookmark: _Int_Zp17RTt6]5.2 The strengths and weaknesses above highlight the internal environment (Kenton, 2022). For Morrisons these can also be considered as areas which they can capitalise on or need to improve on. The strengths for the organisation cover a range of areas and provide Morrisons with a clear competitive advantage. However, the weaknesses of the organisation are potentially very damaging. For Morrisons it is essential for them to identify these weaknesses internally in order to in their strategic management work towards reducing the impact they can cause. 
[bookmark: _Int_Q1y3mpx6][bookmark: _Int_GLuzWmLE]5.3 Accessing and exploiting these opportunities for Morrisons is going to be pivotal. The analysis of their external environment, is essential for Morrisons in both developing and changing their strategic management. Mitchell, 2022, explains how currently Morrisons are struggling due to weight of debt generated from their private equity takeover. This also makes the threats identified in their external market pivotal. If not managed effectively they will essentially be adding to the burden of an already struggling organisation. 



6. Porter Generic Strategies
[bookmark: _Int_I8OccGlP][bookmark: _Int_GY3ZySlb]6.1. Porter, 1985, explains a theory based on two principles in a business’ strategy. Their competitive scope and their competitive advantage. Essentially the theory is based upon looking at the external environment of an organisation in the competitive scope and then the internal environment in the competitive advantage. An organisation like Morrisons will look at the market, with who and where they are operating within their competitive scope and decide whether they want a narrowed segment or the whole market. They will then decide upon how they want to target this market in the run competitive advantage (Bruin, 2021). Porter, 1985, highlights from these two decisions there are four potential competitive strategies which can be used for the organisation to either meet the needs or capitalise on their internal and external environments. 
[image: ]6.2 The theory perceived by Porter is displayed in the table below created by the University of Cambridge, 2016. The table displays the strategies highlighted in Porter's work and how the relating decisions or environments result in the different strategies. 
[bookmark: _Int_Z94bQj1G]6.3 Walsh et al., 2022, explains how when compared with the other organisations, Morrisons are much more expensive exhibiting their clear distance from being low cost. ‘Which?’ compared the same basket cost across all major supermarkets and it was Morrisons who rated as the third highest. The likes of Tesco, Asda and especially Aldi all have a much lower rate, with Aldi roughly £20 cheaper. The only supermarkets costing more than Morrisons in 2022 were Ocado and Waitrose. Displaying a clear distance from the concept of low cost. 
[bookmark: _Int_gfUWsPwd]6.4 One of the keyways in which Morrisons differentiate is in their ethical approach to their operations. Morrisons in a number of ways are always looking to be continually pro-active. Morrisons differentiate themselves massively in their sustainability and environmental work, however, in Perrett, 2021, example they are not only working to be more sustainable but also aiding those businesses with less income to access the needs to operate ethically and efficiently. Morrisons have provided 400 of their suppliers with software to allow them to reduce their carbon emissions (Perrett, 2021). Another differentiating factor in Morrisons is their reputation for local products, adding 200 local suppliers to their supply chain in 2022. This again is reducing food miles and increasing their sustainability prowess (Ridler, 2022). Morrisons ways of differentiation are interlocking to offer high quality, local products in a sustainable way. 
[bookmark: _Int_Nl2yr527][bookmark: _Int_OATnXeIt][bookmark: _Int_NtZhZK46][bookmark: _Int_rXJhaDKN]6.5 Morrisons target an enormous range of different customers. Essentially everyone is a potential customer of Morrisons, all humans need the essential product which forms Morrisons product range. They meet all the different demographics in terms of ages, genders, ethnicities and also more demographics such as allergens and religious requirements (Morrisons Groceries, 2022). Dishman, 2020, explains how Morrisons quoted their slogan as ‘Our Brand, Lower Prices’, along with branded and premium ranges, highlighting their intention to meet a range of demographics in terms of pricing. Morrisons are now though, not operating in this form. Overall, it is obvious to say that Morrisons have the intentions of keeping their market as wide as possible, whether this is achieved fully, is disputed by their neglect of certain demographics in the aspiration to potentially differentiate to access higher profits. 




7. Conclusion
7.1 Mintzberg & Walters, 1985, explain strategy as being a process with two separate components. An intended strategy which is what the business sets out as their planned strategy. The other component composing of emergent or reactive strategies. Strategies which are created and occur in response to the ever-changing organisation and external environment. Mintzberg & Walters, 1985, explains the collaboration of two as the realised strategy. For Morrisons looking at their internal and external environments, their management of these, and the strategic management decisions which follow, I would say that they appear as an organisation fixed on the intended strategy, with the ignorance of reluctance of adopting change. Their lack of reaction to their environments in terms of technological advancements, customer requirements and lower pricing are clear examples of the organisations non-existent emergent strategies and potentially a major contributing factor to their market and sales loss. Obviously, it is imperative to recognise Morrisons success and sustained operation over years of operating, however, currently there is a much more volatile market with extreme strength and a consumer market with altering priorities resulting in the necessity for Morrisons to accept and implement emergent strategies in their strategic management. 
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