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Executive Summary
The strategic position of Morrisons was rigorously evaluated through the utilisation of real-world examples and proven Framework. The hybrid approach of the company made it fundamentally coherent, with neither cost leadership nor efficiency to differentiation completely achieved. The generic strategies of Porter were utilised to indicate Morrisons was “caught in the middle,” unable to maintain differentiating advantage because of counter closures and inadequate digital infrastructure and unable to compete with discounters like Lidl and Aldi on pricing. This conclusion was supported by data from operating margin compression to 1.4% in 2024 and market share loss to 8.3% in 2025. Instead of pursuing hazardous international expansion, recommendations are concentrated on accomplishing digital-led differentiation integrating sustainability into profitability and consolidating local businesses. Strengths in theoretical applications in redundancy and an action plan to ensure originality, clarity and record in future outputs were all underlined in the reflective account which was organised making use of Gibbs reflective cycle. 
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[bookmark: _Toc224115940]Introduction
In this report, the strategic management of Morrisons, a significant grocery business in the United Kingdom, will be critically evaluated. Its mission, vision and changing business strategy will all be included in the study. It will use PESTLE to evaluate external pressures, VRIO to evaluate the internal resources and CSR to obligations. To demonstrate how the company will maintain its competitive advantage in volatile markets, implementation, strategic decisions and recommendations will also be discussed. 
[bookmark: _Toc224115941]Section 1
[bookmark: _Toc224115942]1. Organisational Context and Overview
[bookmark: _Toc224115943]1.1 Company Details, Mission, Vision and Business Model
William Morrison established Morrisons, formally recognised as Wm Morrison Supermarkets Limited, as a butter and egg market stall in Bradford in 1899. IT gradually expanded over time to become one of the largest supermarket networks in the UK with more than 100,000 employees and nearly 500 locations across the country (Morrisons, 2025). The headquarters of the organisation are still in Bradford, and it has managed to maintain its stringent British retailer identity. The ownership structure of the organisation and strategy priority were altered after the US private equity group Clayton, Dubilier and Rice purchased the organisation in 2021 (Morrisons, 2026). 
[image: ]
Figure 1: Morrisons Logo
Source: (Morrisons, 2025)
The mission of Morrisons is to support British farmers and suppliers while providing reasonably priced and high-quality food. Its vision is to become the most customer-oriented supermarket, with focus on value, sustainable practices and service (Morrisons, 2025). As Morrisons controls a huge portion of its food manufacturing and production facilities, it has control over supply networks and quality more than its competitors, making vertical integration a unique attribute of the business strategy. 
Retail supermarkets, convenience stores under the Morrisons Daily brand, online sales in collaboration with Amazon wholesale supply to independent retailers and the sales of fuels through petrol stations are just a few of the techniques the organisation uses to conduct its business (Morrisons, 2026). The company reported nearly £18.5 billion in revenue in 2022, highlighting both its resilience through diversification and the complexities in an ever-evolving retail sector (Morrisons, 2025).
[bookmark: _Toc224115944]1.2 Discuss the Industry in which it Operates, its Rivals and Positioning
The company operates in a highly competitive grocery Retail Industry of the UK, where discount stores like Lidl and Aldi are currently changing how customers behave. Morrisons has nearly 8.3% of the market share as of late 2025, which puts it ahead of Co-Op and Waitrose but behind Sainsbury's, Asda and Tesco (Technavio, 2025).
Intense price competition, changing inclinations of consumers and rising demand for online and convenience forms are characteristics of the grocery market of the UK. With approximately 28.3% of the market in 2025, Tesco is the leading supermarket, followed by Sainsbury's (15.8%), Asda (11.6%), Aldi (10.6% and Morrisons (8.3%) (Läubli et al., 2025). Niche and regional markets are impacted by smaller organisations like Waitrose (4.4%), Iceland (2.3%) and Ocado (2.1%). The grocery sector of the UK is oligopolistic, with the top five organisations holding nearly 75% of the market (Global Data, 2025). 
Discounters like Lidl and Aldi, who is aggressive pricing policies and rapid advancement, have minimised conventional supermarket shares, putting Morrisons’ position in jeopardy. However, the company sets itself apart through vertical integration, controlling a huge portion of its food manufacturing, which empowers more stringent control over supply networks and quality standards (Morrisons, 2025). Its market share has stagnated in comparison to its rivals, despite this, underscoring the requirement for more stringent digital transition and competitive pricing. 
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Figure 2: Trends of Grocery Retail Sector
Source: (Läubli et al., 2025)
Due to inflationary pressures, the budgets of consumers were tight in 2025, and promotions are once again a major attribute in customer loyalty (Bruce and Schomberg, 2026). Diversification is provided by the wholesale alliance of Morrisons and cooperation with Amazon for online delivery, but maintaining advancement calls for more strategic positioning versus budget stores and competitors that put emphasis on digital technology (Rizvi and Siddiqui, 2022). Its current market share highlights both vulnerability and resilience in an ever-evolving retail sector. 
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Figure 3: Inflationary Pressures
Source: (Bruce and Schomberg, 2026)
[bookmark: _Toc224115945]2. External and Internal Environment Analysis 
[bookmark: _Toc224115946]2.1 PESTLE Analysis
[bookmark: _Toc224115947]2.1.1 Political
The supply network strategy of Morrisons is still changing as a result of Brexit. The company is currently more dependent on domestic suppliers due to increased costs brought on by increased customs checks and tariffs on EU imports (Solanki et al., 2024). This reduces sourcing flexibility and exposes the company to domestic agriculture instability, even if it is consistent with the purpose of facilitating British farmers. Planning for the long run is also complicated by political unpredictability surrounding trade agreements (Rashid, 2023). 
[bookmark: _Toc224115948]2.1.2 Economic 
With the cost of food expected to increase by 6-7 per cent in 2025, the grocery industry of the UK is encountering fundamental inflationary pressure. Lidl and Aldi, whose combined market share now surpasses 19%, profit from the growing price sensitivity of consumers (Global Data, 2025). The competency of the organisation to match discounter pricing is constrained by its comparatively larger cost base as an outcome of vertical integration (Craft, 2025). To sustain market share, strategic decisions need to strike a balance between quality maintenance and aggressive sales. Its 8.3% share could be further eroded if it does not adapt. 
[bookmark: _Toc224115949]2.1.3 Social
Healthier options, online shopping, and convenience are becoming quite popular among customers. With a 12% online penetration rate, the collaboration of Morrisons with Amazon is strategically vital. Morrisons, however, falls behind Sainsbury's and Tesco in terms of digital usage (Bizibl, 2026). The company needs to include corporate social responsibility (CSR) into its brand identity to appeal to socially conscious and younger consumers, as social trends also put more focus on ethical sourcing and sustainable practices.
[bookmark: _Toc224115950]2.1.4 Technological
Digital transformation is a serious limitation. Morrisons has increased Amazon shipping, but its in-house online network is still underdeveloped. In terms of AI-enabled logistics and personalised shopping, competitors like Tesco and Ocado are at the forefront (Rivera et al., 2021). To stay competitive, the organisation requires making huge investments in customer apps, data analytics and automation. Execution of technology is a survival strategy in a market that is rapidly becoming digital. 
[bookmark: _Toc224115951]2.1.5 Legal
Rising compliance costs are imposed by labour regulations and food safety standards. Given its sizable staff, the payroll of Morrisons will be greatly influenced by the minimum wage hike to £11.44 per hour in 2025 (Saker-Clark, 2026). Regulations pertaining to food safety and labelling also call for more stringent oversight, requiring the purchase of compliance solutions. Legal risk management must be incorporated into strategic decisions to prevent penalties and harm to the reputation of the company (Refer to Appendix 1).
[bookmark: _Toc224115952]2.1.6 Environmental
Pressures for sustainability are increasing. Morrisons has made investments in carbon-neutral beef and less plastic packaging, and the supermarkets of the UK have committed to becoming net-zero by 2040 (Morrisons, 2026). Although these approaches raise operating expenses, they improve brand reputation. Particularly as environmental regulations become quite stringent, strategic decisions must balance profitability in the short run against sustainability objectives in the long run. 
[bookmark: _Toc224115953]2.2 Identify the critical success factors and strategic challenges faced by the company 
[bookmark: _Toc224115954]2.2.1 Success Factors
The vertically integrated business strategy of Morrisons, which allows it to own a large portion of its food production, continues to be a major component of its competitive advantage. Stringent control over pricing, resilience of supply network and quality is made possible by this structure, which is particularly beneficial in the post-Brexit context as import expenses increased by 8% in 2025 (Morrisons, 2025). With Christmas 2025 sales of its premium “The Best” collection rising 17.4% every year, its reputation for fresh food, highlighted through the Market Street counters, continues to set it apart from competitive rivals (Morrisons, 2025). In addition, it expands its reach outside conventional stores through wholesale coordinations and its connection with Amazon for online delivery, providing diversification in a market that is becoming increasingly impacted by convenience and e-commerce. 
[bookmark: _Toc224115955]2.2.2 Strategic Challenges
Morrisons has structural complexities despite its advantages. Its 8.7% market share in 2024 fell short of that of Lidl and Aldi, whose combined shares surpassed 19% by 2025. The higher cost base of the company is a concern due to the raised price sensitivity of consumers brought on by inflationary pressures, with supermarket prices rising 6.7% in 2025 (Bruce and Schomberg, 2026). Although aggressive marketing is important, minimising margins poses a strategic conflict between profitability and competitiveness. Another serious issue is digital underperformance. Morrisons trails Tesco and Ocado in proprietary online channels and AI-enabled logistics despite Amazon's collaborations expanding delivery to more than 50 regions (Bizibl, 2026). This disparity makes it more complex for them to take advantage of the 12% of UK food sales that are currently made online (Morrisons, 2025). 
Although the concerns of cutting costs are demonstrated by operational restructuring, which includes closing 17 convenience stores and various counters in 2025, there is a challenge that the experience of customers and brand identity may be compromised. The commitments of sustainability, like achieving net-zero by 2040, complicate matters further by requiring investment in the long run that rivals immediate financial survival (Morrisons, 2026).
[bookmark: _Toc224115956]2.3 Assess the organisation’s internal environment, focusing on its key resources, capabilities, and core competencies
The competitiveness of Morrisons is fundamentally shaped by its internal environment, which demonstrates both unique strengths and structured complexities. Its vertically integrated supply network, which owns a huge portion of its food manufacturing, is its most significant resource (Larbi et al., 2024). In contrast to leaner discounters, this provides value through cost control and quality assurance, but it also reduces flexibility by developing rigidity. Although the fresh food reputation of the organisation, particularly at its Market Street counters, remains a significant competency, recent counter closures in 2025 highlight that this differentiation may be eroding due to financial complexities (Morrisons, 2025).
Reach into convenient and online networks is expanded by collaborations and wholesale capabilities, specifically with Amazon. Instead of developing internal technical capabilities, the company depends on external channels due to its lack of proprietary digital infrastructure (Buzatu et al., 2019). Strategy autonomy in the long run is compromised by this dependence. With more than 100,000 workers, human resources is both a strength and a liability due to advancing labour expenses and rising minimum wages (Morrisons, 2025). Although the trust of consumers and brand legacy are significant intangible assets, they are not uncommon in the market where well-developed competitors predominate (Larbi et al., 2024). Hence, the internal environment of Morrisons highlights valuable resources but limited rarity and inadequate technical abilities. Its purpose is to overcome digital underperformance and cost ineffectiveness while transforming operational strengths into a competitive advantage in the long run. 
[bookmark: _Toc224115957]2.4 VRIO Framework 
The most strategically significant capability of Morrisons, as per the VRIO analysis vertically integrated supply network (Refer to Appendix 2). It is uncommon in UK supermarkets, useful in reducing dependence on imports and ensuring quality and challenging to replicate due to its legacy and size (Chatzoglou et al., 2018). This is a long-term competitive advantage since organisational support is still strong (Murcia et al., 2022). However, agility is also damaged by its rigidity, particularly when competing with leaner models. 
Once a differentiator, the provision of fresh food is becoming less unique as competitors optimise the premium offerings. Market Street counters closing in 2025 indicate a decline in organisational support, making this a transient advantage (Morrisons, 2025). Although the dependence of the company on external infrastructure compromises organisational control, the collaboration with Amazon offers unique access to a stringent digital platform, making it a prospective rather than realised advantage (Bizibl 2026), . 
Although brand heritage fosters trust, it lacks uniqueness and is often imitated by rivals through marketing, offering just competitive parity (Lopes et al., 2018). Hence, diminishing differentiation and poor digital capabilities undercut the internal strength of Morrisons. It requires strategically utilising vertical integration, reinvesting in fresh food innovation and also turning collaborations into proprietary abilities for maintaining its advantage. 
[bookmark: _Toc224115958]2.5 Critically discuss how the organisation’s internal strengths contribute to its competitive advantage.
Only when evaluated in light of important industry challenges as opposed to being discussed in isolation, do Morrisons’ internal qualities contribute to a competitive edge. As it protects the organisation from fluctuating prices of imports and optimises quality control, its vertically integrated supply network is strategically significant (Farida and Setiawan, 2022). However, this benefit comes with a contingent: integration optimises fixed costs and decreases agility, making the company vulnerable when discount stores take advantage of leaner, more adaptable models. As a result, strength serves as both a barrier and a limitation (Azeem et al., 2021). 
Market Street counters historically represented fresh food competency, which is a symbolic significance for difference. However, the expertise lacks scarcity in 2025 as rivals increased their premium offerings and Morrisons themselves minimised the number of counters (Morrisons, 2025). The erosion indicates that in order to maintain a competitive advantage, strengths need to be regenerated; otherwise, they fall into parity. Although a partnership with the Amazon optimises reach through online networks, strategic autonomy is reduced by the reliance on external infrastructure. Rather than dependence, a meaningful advantage requires proprietary technological competence (Distanont, 2020). Similarly, the trust of consumers and brand legacy are valuable yet rapidly imitated by competitors through marketing, offering little competitive advantage. From a critical perspective, the internal capabilities of the company only produce a competitive edge when they are actively utilised in opposition to digital transformation and discounter disruption (Azeem et al., 2021). These advantages on the risk of turning into liabilities and jeopardising strategic positioning in the long run in the absence of reinvestment in innovation and more rigorous cost control. 
[bookmark: _Toc224115959]3. CSR and Sustainability Objectives
[bookmark: _Toc224115960]3.1 CSR Strategy of Morrisons and Its Alignment with Its Objectives
The CSR strategy of Morrisons is centred on its Sustain program, which targets packaging climate, waste and sustainable diets. The company extended coverage to its entire value network, including Scope 3 emissions, which account for 98% of its carbon footprint and became the first supermarket in the UK to postpone its net-zero target from 2035 to 2050 in December 2025 (Morrisons, 2026). This transition highlights a strategic reevaluation: the postponement indicates budgetary and operational limitations, while the advancement of scope highlights ambition. The alignment with corporate objectives is challenging (Nyame-Asiamah and Ghulam, 2020). On the one hand, CSR initiatives like carbon-neutral beef and less plastic packaging support the unique fresh food and sustainability of Morrisons, bolstering relationships with suppliers and consumer confidence (Morrisons, 2026). These programs directly support its mission of high-quality and affordable food while maintaining ethical sourcing. In contrast, the delay in net-zero undermines credibility, specifically as competitors like Tesco and Aldi maintain earlier targets (Wang et al., 2022). This makes it quite complex for the company to utilise CSR as a competitive advantage in a market where the loyalty of customers is being driven by sustainable practices. 
Crucially, Morrisons utilises CSR more as a protective measure against reputational damage rather than as a driver of proactive advancement. Misalignment is highlighted by the conflict between sustainability commitments in the long run and short-term cost inclinations, which are highlighted by counterclosures and restructuring (Mayorova, 2019). The strategy of Morrisons runs a challenge of being reactive, undermining both the confidence of stakeholders and competitive positioning unless it executes CSR into its fundamental profit model rather than treating it as an afterthought.
Essentially, the CSR approach of Morrisons optimises brand resilience but is not appropriately executed with the business objectives, making it susceptible to charges of strategic inconsistency and greenwashing. 
[bookmark: _Toc224115961]4. Comprehensive and holistic view of the organisation
[bookmark: _Toc224115962]4.1 Balanced Scorecard Analysis for Morrisons
A multifaceted Framework for evaluating the strategic performance of Morrisons is provided by the Balanced Scorecard by Kaplan and Norton in 1992 (Kaplan and Norton, 2001). It is evident how operational strengths and weaknesses correspond with its objective of offering reasonably priced, high-quality food while maintaining competitiveness in a volatile Market by looking at the customer, financial learning and internal process perspectives (Rashid, 2020). 
[bookmark: _Toc224115963]4.1.1 Financial Perspective 
In 2024, the operating margins of Morrisons dropped to 1.4%, far less than the 4.2% of Tesco, revealing structural ineffectiveness resulting from vertical integration. Price sensitivity increased as inflation averaged 6.7% in 2025, further minimising the purchasing power of consumers (Tesco, 2026). KPIs need to monitor cost-to-serve per basket and margin variants versus discounted instead of descriptive marginal recovery, appropriately associating the operation to affordability. Restoring margins beyond 2% within 2027 is a strategic objective, but doing so will need striking a balance between digital investment, integration of sustainability and aggressive promotion in order to offer resilience beyond pricing in the short run (Garafiev and Garafieva, 2021). 
[bookmark: _Toc224115964]4.1.2 Customer Perspective 
The market share of the company in 2025 was 8.3%, lower than the combined 19% of Lidl and Aldi, demonstrating a decline in customer loyalty. It is developing a distinctiveness and trust as the objective. Basket size, net promoter score (NPS), and basket size are instances of KPIs (Lin et al., 2021). By 2027, goals should be to optimise NPS by 10 points and reclaim 9% of the market Reviving fresh food counters, raising the convenience stores of Morrisons Daily, and improving the online delivery of Amazon are some of the initiatives. Critically, since discount stores predominate in cost leadership, consumer benefit needs distinction beyond price. 
[bookmark: _Toc224115965]4.1.3 Learning and Growth 
Morrisons’ weakest quadrant is learning and growth, but structural dependency, rather than just under investment is the significant issue (Lin et al., 2021). The strategic vulnerability of the organisation stems from their dependence on Amazon for online delivery, which highlights a lack of internalisation of digital capabilities. Morrison behind Tesco and Sainsbury's in proprietary implementation, despite the 12% online food penetration rate of the UK in 2025 (Tesco, 2026). KPIs like the percentage of sales through the own channels of Morrisons and the percentage of personnel trained in digital technologies (target: 18% within 2027) are insufficient unless they are associated with autonomy. Resilience is compromised in the absence of private infrastructure as competitive advantages are still dependent on external partners (Oosthuizen et al., 2021). In order to avoid irrelevance in a market that is changing rapidly in the long run, learning and growth is needed to be refrained as a test of independent and innovative speed rather than just training hours.
[bookmark: _Toc224115966]4.1.4 Internal Business Procedures
A major component of the vertically integrated business model of Morrisons is operational effectiveness. The goal is to minimise stiffness while using integration for durability. Efficiency in the supply network, waste reduction and sustainability compliance or instances of KPIs. By 2027, it should include complete supply chain traceability, under 20% decrease in food waste (Fuertes et al., 2020). Programs include automation in logistics, investment in carbon-neutral beef, and reducing plastic packaging (Morrisons, 2026). Significantly, while execution is beneficial, it runs the risk of becoming a disadvantage if it is not updated with digital technologies, making the company less flexible than its competitors. 
The mission and execution of Morrisons are not aligned, according to the Balance Scorecard. Inflation and discount competition are putting stress on the consumer and financial perspective, but internal processes are still robust and rigid. Resilience in the long run is undermined by the severe underdevelopment of learning and growth (Makadok et al., 2018). The company needs to rebalance its scorecard by making investments in digital infrastructure and innovation, and sharing the profit models to execute CSR obligations and strategically using vertical integration to maintain a competitive advantage. Its comparative position could deteriorate much further in the absence of this recalibration. 
[bookmark: _Toc224115967]5. Strategic Choices and Implementation
[bookmark: _Toc224115968]5.1 Strategic Choices: Business and Corporate Levels
Morrisons needs to make a complex decision at the corporate level between differentiation and cost leadership. Its vertically integrated business model, which optimises fixed costs and reduces agility in comparison to Aldi and Lidl, intrinsically limits cost leadership. Its operational profit margin dropped to 1.4% in 2024, well below the 4.2% of Tesco, indicating the risk of erosion of margins related to trying to compete only on price (Tesco, 2026). However, differentiation is still possible through customer service, sustainable practices and fresh food quality. However, distinction needs to be revived because rivals have increased their premium offerings and Market Street closures in 2025 reduced its symbolic edge (Sri-Pathma, 2025). Recalibrating differences around digital convenience and sustainable practices are areas where the loyalty of customers is increasingly shaped, rather than choosing a single strategy in isolation (Bolivar et al., 2023). 
International development and diversification provide few opportunities at the company level (Islami et al., 2020). Wholesale collaborations and Morrisons Daily outlets are a diversification, but international expansion is strategically challenging given its weak domestic performance and depends on UK-oriented supply networks (Krasyuk et al., 2019). Focus and resources would be diluted by expansion without stabilising the domestic market share. In order to minimise its dependence, corporate strategy should instead blend diversification into wholesale and digital networks using the Amazon collaboration while developing its own e-commerce infrastructure. 
Recommendation: The company needs to concentrate corporate diversification into wholesale and online networks while pursuing business-level differentiation based on fresh food sustainable practices and digital convenience (Islami et al., 2020). While domestic recovery, international expansion would be irresponsible, and cost leadership is untenable against discounters. Hence, the company needs to maintain a comparative advantage by executing digital Innovation and CSR into its differentiation strategy. 
[bookmark: _Toc224115969]5.2 Critically assess how well the organisation has managed change and its impact on strategic implementation.
As per Tang, (2019), Lewin's Three-Stage Model (Unfreeze-Change-Refreeze), which demonstrates fundamental limitations in the ways strategic initiatives have been carried out, can be utilised to evaluate the change management of Morrisons.
The unfreezing stage has not been carried out well. The company conveyed change primarily as cost-cutting rather than strategic renewal, notwithstanding the urgency caused by the fall of market share to 8.3% in 2025 and compression of margins to 1.4% in 2024 (Butler, 2025; Retail Gazette, 2025). Counter closures and restructure in the presented defensively, undermining the trust of employees and consumers. As there was no psychological readiness, stakeholders of the transition were reactionary, which undermined its credibility. Initiative like the collaboration with Amazon and sustainability initiative were developed during the change stage (Harrison et al., 2021). Execution, however, was disjointed as the dependence of the company on Amazon for online delivery is indicative of opportunistic adaptation rather than structural change making them dependent on technology (Rosenbaum et al., 2018). Similarly, the postponement of its net-zero objective until 2050 damaged confidence by the most rating that short-term financial constraints take precedence over CSR commitment (Morrisons, 2026). As the result change was strategic rather than part of a cohesive strategic objective.
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Figure 4: Lewin Change Management Model
Source: (Thudium, 2023)
The weakest stage has been the refreezing stage. Morrisons has not been able to solidify wins, despite emphasis or institutionalising new behaviours. Growth in premium products like “The Best” Ranger 17.4% Christmas 2025 sales gain, and was not executed into a more extensive differentiation plan (Davey, 2026). Instead, projects continue to be isolated, which hinders the stabilisation of operations and culture. From a critical perspective, defensive restructuring, disposed implementation and inadequate institutionalisation have been hallmarks of the change management of Morrisons. When changes are undertaken as crisis management instead of proactive transition, strategic execution fails (Harrison et al., 2021). The competitive advantage of the company will continue to diminish unless it reframes transformation as innovation-led and executes it into organisational culture. 
[bookmark: _Toc224115970]6. Strategic Evaluation and Recommendations
[bookmark: _Toc224115971]6.1 Critically evaluate the organisation’s current strategy using SWOT.
The present approach of Morrisons demonstrates a paradox: its structurally significant strengths are compromised by poor execution (Teoli et al., 2019) (Refer to Appendix 3). In the grocery retail sector of the UK, vertical integration is a unique feature that offers resilience against import expenses brought on by Brexit (Bloom et al., 2019). However, this advantage has two limitations: integration increases fixed costs, which minimises flexibility in the face of discounted stores whose lean business structures empower more intense price competitiveness. Hence, under inflationary pressures, what ought to be a prolonged advantage runs the risk of turning it into a liability (Benzaghta et al., 2021). 
The premium “The Best” range’s 17.4% sales rise in Christmas 2025 supports the fresh food review station and recommends potential for differentiation (Davey, 2026). However, the symbolic edge of Market Street was undermined by counterclosures in 2025, which damaged the perceptions of consumers regarding quality leadership (Sri-Pathma, 2025). Investment in quality branding while destroying its operation underpinning is a strategic contradiction. 
Opportunities in online grocery shopping, which accounts for nearly 12% of the sales in the UK, are vital. The relationship between Amazon and Morrisons optimises reach but highlights dependence (Davey, 2026). The company cannot develop competitiveness in the long run or completely capture value without proprietary digital infrastructure. Digital underperformance is hence the most serious challenge, highlighting strategic reinvention. The trends of consumers are associated with CSR practices like packaging reduction and carbon-neutral beef (Morrisons, 2026). However, postponing net-zero objectives until 2050 damages credibility and increases the possibility of being accused of greenwashing. In the companies strategically exposed to rivals who stick to their early objectives and acquire a reputational advantage (dal Mas et al., 2022). 
From a critical perspective, the current strategy of Morrisons lacks coherence. Strengths are not leveraged appropriately, opportunities are pursued reactively, and weaknesses are left unaddressed. Unless the company reorient towards digital-led differentiation and embeds CSR into its profit model, its competitive edge will continue to diminish.
[bookmark: _Toc224115972]6.2 Strategic Recommendations for Morrisons
Porter’s Generic Strategies, which demonstrate the requirement to select between cost leadership, focus or differentiation, must be utilised to critically evaluate the strategy removal of Morrisons. The attempt of the company at hybridisation has left it strategically adrift, lacking both cost efficiency and unique differentiation (Islami et al., 2020). It is structurally impossible to accomplish cost leadership. Morrisons is less flexible than Aldi and Lidl, whose lean supply network supports a combined 19% market share in 2025, since vertical integration optimises fixed expenses. The operating profit margin of the company dropped to 1.4% in 2024, much lower than the 4.2% of Tesco, indicating how price rivalry tarnishes profitability (Butler, 2025; Tessco, 2026). Morrisons is a prime instance of the susceptibility, as Porter cautions that businesses “caught in the middle” lack sustained advantage (Ali and Anwar, 2021).
However, differentiation is still feasible if it is strategically redefined. The premium “The Best” collection and fresh food reputation highlights that consumers are willing to pay more for better quality products. However, counter closures indicated inconsistent implementation and decreased symbolic difference (Davey, 2026). The company requires executing distinctiveness into digital convenience and sustainable practices for maintaining its advantage (Memon et al., 2021). Differentiation may be operationalised into competitive advantage as highlighted by the investment in AI-unable to logistics of Tesco and the monetisation of sustainability through premium ranges of Sainsbury's.
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Figure 5: Porter’s Generic Strategies
Source: (Shyamadanthi, 2022)
The company needs to give up being costly in favour of digital-led differentiation and include CSR in its business strategy. This calls for the revitalisation of fresh food innovation, quantifiable sustainability targets (like 30% of sales from sustainable products by 2030), and proprietary e-commerce infrastructure (Morrisons, 2026). Porter's Framework makes clear that only a decisive commitment to differentiation can prevent the erosion of the market share further and restore coherence in strategies (Saputra et al., 2019).


[bookmark: _Toc224115973]Section 2: Reflection
[bookmark: _Toc224115974]7. Reflective Account Using Gibbs’ Model of Reflection
[bookmark: _Toc224115975]7.1 Description
The strategic evaluation and recommendations for Morrisons were prepared utilising a methodical approach based on industry data and academic theories. The competitive position of the organisation was evaluated utilising frameworks like SWOT, Porter’s Generic Strategies, and Lewin’s Change Management model, and SWOT. To ensure relevancy, real-time data on profitability, market share and inflation were combined. The procedure was iterative, involving drafting, critique and refinement for avoiding descriptive tendencies and guaranteeing analytical depth (White, 2017). 
[bookmark: _Toc224115976]7.2 Feelings
I felt both confident and frustrated while doing the research and getting ready. When I was competent to precisely evaluate the strategic limitations of Morrisons, utilising theoretical frameworks like Lewin's Change Management model and Porter's Generic Strategies, I felt assured. I was satisfied with those moments because I feel that my evaluation was genuinely critical rather than descriptive. But I was also irritated when I saw recurring themes in various drafts, particularly when it came to instances like counter closures and dependents on Amazon. I was competent to improve my analytical abilities and refresh my arguments as a result of this frustration. 
From a wider perspective, the procedure highlights how postgraduate-level analysis frequently vacillates between uncertainty and confidence. Tension develops when it originally appears limited, where confidence optimises when theory and evidence are consistent (Aaker and Moorman, 2023). This duality, satisfaction when insights are enhanced and uneasiness when redundancy threatens depth, is what gives critical writing its emotional richness (Barney and Hesterly, 2019). Finally, these emotions are formed by how vital diligence and incremental improvement are for creating critical work.
[bookmark: _Toc224115977]7.3 Evaluation 
I learned from working on the assignment that coherence and depth are considerably more vital than breadth when it comes to academic quality. I was quite aware that my analysis frequently turned descriptive, enumerating the Balanced Scorecard or PESTLE analysis without considering the strategic significance (Fuertes et al., 2020). The exercise made clear how risky it is to depend on external alliances like Amazon without carefully analysing the cost of dependency. The deferral of the net-zero target of Morrison's demonstrated inconsistencies between implementation and aspiration, which made me learn the significance of balancing the commitments of CSR with profit margins. From a wider perspective, the evaluation shows that postgraduate-level analysis requires balance: theoretical rigour must be paired with a wide range of evidence, or less repetition weakens critical insight (Rothaermel, 2018). 
[bookmark: _Toc224115978]7.4 Analysis
The structural flaws and advantages in the procedure of developing Morrisons’ strategic evaluation are demonstrated in the analysis part of Gibbs’ reflective model. The most significant realisation is that theory works best when utilised as a lens to evaluate data rather than validate it (Ansoff et al., 2018). The generic strategies of Porter, for example, highlighted how theoretical clarity might sharpen criticism by exposing the susceptibility of the company in attempting hybridisation. This highlights that the frameworks are not neutral tools; rather, their usefulness depends on how regularly they are utilised to demonstrate inconsistencies (Ansoff et al., 2018). I realised that when I resisted descriptive tendencies and instead refrained from revealing significant discrepancies, my finest analytical contributions became apparent. For instance, Lewin’s Change Management model highlights the ability of the organisation to institutionalise new behaviours that went beyond cursory remarks on counterclosures (Rosenbaum et al., 2018). This highlights that in order to produce insight rather than reputation, postgraduate-level evaluation is associated with the systemic application of frameworks. 
[image: ]
Figure 6: Gibbs Model of Reflection
Source: (The University of Edinburgh, 2026)
From a wider perspective, the procedure highlights a persistent academic issue: even in cases when criticism is stringent, originality might be compromised by depending more on well-known instances (Henry, 2021). Analytical fatigue could result from overusing data points such as dependence on Amazon or counter closures. Hence, maintaining critical shortness needs diversification of evidence. It can also be said that this paper has highlighted how the quality of criticism was shaped by the introduction of dissatisfaction and confidence. Sharper theoretical application was modified with confidence, while iterative refining was compelled by this satisfaction with redundancy. This interaction highlights that critical evaluation involves both the reflective discipline of the writer and the content (Lynch, 2021). Finally, the analysis stage confirms that theoretical rigour, originality and evidence diversity are indispensable for strategic evaluation.
[bookmark: _Toc224115979]7.5 Conclusion
Through this introspection, I identified that my review of Morrisons was more than just identifying its limitations and strengths; it was also about questioning the inconsistents is embedded in its approach. Although I acknowledged that I had overemphasised vertical integration as a difference at first, my research made me encounter how rigidity comprises agility in a market driven by discounters (Henry, 2021). This conflict led me to wonder if competitive advantage could ever be maintained without consistent reinvestment in innovation. I found myself seriously reassessing the utilisation of frameworks like VRIO and balanced scorecard, realising that day highlights structural misalignments rather than providing proper solutions.
From an analytical perspective, the dependence of Morrisons on Amazon and the delay of net-zero objectives highlight how reactive strategies undermine the trust of stakeholders. These actions, from my perspective, highlight short-termism, which is at odds with resilience in the long run. For me, the contemplation optimised my competency to delete academy frameworks to real-world circumstances and brought attention to the risks of weaving digitalisation and CSR as peripheral rather than essential (Davey, 2026). Finally, I came to the conclusion that rather than observing sustainable practices as merely symbolic compliance, my own strategic thinking requires a transition toward challenging presumptions, putting more focus on autonomy in digital competency and executing sustainable practices with profitability. 
[bookmark: _Toc224115980]7.6 Action Plan
	Objective
	Actions
	Timeline
	Measurement
	Achievability

	Reduce redundancy in analysis
	Apply one framework per section to avoid overlap
	Immediate, next assignment
	Draft review checklist for repetition
	Achievable with disciplined drafting

	Diversify evidence
	Incorporate at least three new industry examples beyond Morrisons’ counters and Amazon
	Within 3 months
	Count of unique examples per section
	Achievable through targeted research

	Strengthen theoretical application
	Use theory explicitly as a lens to interrogate evidence
	Ongoing
	Number of critical insights linked to theory
	Achievable with conscious practice

	Enhance originality
	Reframe familiar data points with new perspectives
	Next two assignments
	Examiner feedback on originality
	Achievable with iterative refinement

	Improve draft quality
	Conduct two rounds of self-review focusing on redundancy and clarity
	Each submission
	Reduction in repeated points
	Achievable with time allocation

	Embed reflective practice
	Apply Gibbs’ cycle after each major assignment
	6 months
	Completion of reflective notes
	Achievable with structured reflection


Table 1: Action Plan
Source: (Self-made)
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[bookmark: _Toc224115983]9.1 Appendix 1: PESTLE
	Factor
	Key Impact on Morrisons
	Real-Time Data (2025–26)

	Political
	Brexit trade rules increase import costs and regulatory paperwork.
	UK food import costs rose 8% in 2025 due to customs checks.

	Economic
	Inflation and consumer spending pressures drive demand for discounters.
	UK grocery inflation averaged 6.7% in 2025, Aldi/Lidl grew market share to 19% combined.

	Social
	Shifts toward convenience, online shopping, and healthier food.
	Online grocery penetration reached 12% of UK sales in 2025 (Bizibl, 2026).

	Technological
	Digital transformation critical for competitiveness.
	Morrisons’ Amazon partnership expanded delivery to >50 towns in 2025.

	Legal
	Labour laws and food safety regulations increase compliance costs.
	UK minimum wage rose to £11.44/hour in 2025, impacting retail payroll (Saker-Clark, 2026).

	Environmental
	Sustainability and net-zero commitments shape supply chains.
	UK supermarkets pledged net-zero by 2040, Morrisons invests in carbon-neutral beef (Morrisons, 2026).


Table 2: PESTLE
Source: (Self-made)
[bookmark: _Toc224115984]9.2 Appendix 2: VRIO
	Resource/Capability
	Value
	Rarity
	Imitability
	Organisation
	Advantage

	Vertical integration (manufacturing)
	High
	Moderate
	Difficult
	Strong
	Sustained

	Fresh food reputation (Market Street)
	High
	Moderate
	Moderate
	Weakening
	Temporary

	Amazon partnership (online delivery)
	High
	Rare
	Moderate
	Partial
	Potential

	Brand heritage & trust
	Moderate
	Low
	Easy
	Strong
	Competitive parity



Table 3: VRIO
Source: (Self-made)


[bookmark: _Toc224115985]9.3 SWOT
	Strengths
	Weaknesses
	Opportunities
	Threats

	Vertically integrated supply chain ensuring quality control
	Weak digital infrastructure; reliance on Amazon
	Growth in online grocery (12% of UK sales in 2025)
	Aldi & Lidl’s combined 19% market share eroding Morrisons’ 8.3%

	Strong fresh food reputation and premium “The Best” range (+17.4% sales in 2025)
	Margin compression (profit margin 1.4% in 2024 vs Tesco 4.2%)
	Sustainability initiatives (carbon-neutral beef, packaging reduction)
	Inflationary pressures (6.7% grocery inflation in 2025)

	Wholesale partnerships and Morrisons Daily outlets
	Counter closures weakening differentiation
	CSR-driven consumer loyalty
	Rising labour costs (£11.44/hour minimum wage in 2025)


Table 4: SWOT
Source: (Self-made)
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