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Front Figure – Holland and Barrett Store


Contents
1. Executive Summary
2. Introduction

3. Company Background
4. Objectives of Report
5. Strategy – What is it?
6. Holland and Barret Strategy
Strategy Analysis of Holland and Barrett
7. Stakeholder Analysis
8. SWOT Analysis
9. Bowmans Clock Strategy
10. Sustainability

11. Conclusion
12. References


Executive Summary
This report has been conducted to analysis the internal and external environment of Holland and Barrett using strategic tools. The findings highlight the emergent strategy used by Holland and Barrett to progress and evolve in the modern market. Holland and Barret are accommodating change therefore monitoring and evaluating strategic approaches, helps to ensure flexible and strategic choices/strategies are made. The importance of such report is to understand Holland and Barrett’s internal and external environment as well as where Holland and Barrett are situated on the current market, the challenges they may chase and benefits they may reap. Touching on sustainability.
Introduction
The purpose of this report is to analysis the internal and external environment of Holland and Barrett with interest into sustainability and resilience. Objectives will be listed, Holland and Barrett’s company background will be investigated, furthering into discovery of their business strategy. Leading onto development of three major analysis tools, Stakeholder Analysis, SWOT Analysis and Bowmans Clock Strategy. Upon completion an evaluation of each tool will be made in justification to Holland and Barrett. Sustainability will be addressed thus leading to summary.
Abbreviation HB will be used to describe Holland and Barrett from now on.
Objectives of Report
· Research HB’s company background
· Define strategy, investigate HB’s strategy
· Apply and evaluate analytic tools Stakeholder, Swot and Bowmans Clock against HB.
· Overview of HB’s Sustainability
Company Background
Established 1870, HB now operates in 18 countries worldwide with approximately 1,600 stores. HB is “Europe’s largest health and wellbeing retailer” with 6,000 products accessible to customers. HB believes “people first, planet first” customers first, that wellbeing should be attainable, and their core values are teamwork, integrity, accountability, respect, and agility (Holland and Barrett Corporate, 2021).
Strategy – What is it?
Strategy is a long-term direction. Businesses can create and adapt these to include into their business models to help control and monitor their strategic intent, through changing environments “with the aim of fulfilling stakeholder expectations” (Johnson et al, 2011).
1950’s Peter Drucker stated competing price was strategy, this is when strategy first started to make an appearance for business (Drucker, F., 1994).
Porter (1979) developed more insight into strategy within business which spawned into the revolutionary idea of the five forces framework companies need to emerge/compete in the modern market. Porter considered pressures of pricing, threats of new upcoming companies to the market, substitution and suppliers/consumers bargaining powers, leading to a more planned approached.
Furthermore 1978 Henry Mintzberg brought his influence to adapt strategy into the term emergent meaning that overtime as the environment changes the plans are changed too, adapted to meet the new reality (Moore, K. 2011).
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Figure 1 – Emergent Strategy Diagram

Holland and Barret Strategy
Nutraingredients (2019) revealed a management shake-up, CEO Peter Aldis stepped down with John Walden and Steve Carson taking place. Carson showed great interest in developing the new strategic plan. 
HB’s “long-term strategic plan is to build digital and retail excellence.” A main objective within the strategy is “expanding its customers health and wellness needs with new store experiences.” To achieve this Artelia (Project, Cost and Asset Management Group) have been hired to put plan into action by “managing delivery of the retailers new store formats at pilot sites across the UK and overseeing the rollout programme.”  Wellness clinics, expanded product ranges, and Click and Collect facilitates are featured within the programme (Artelia, 2021).
Strategy Analysis of Holland and Barret
Stakeholder Analysis
Developed by Edward Freeman 1984. Stakeholder Theory “argues that a firm should create value for all stakeholders, not just shareholders.” To perform a stakeholder analysis all stakeholders must be determined. These are people/organisations that could be or are affected by the company. Grouping them into four categories can help to manage stakeholders as well as keep them under control and ease communication. It can help to address conflicts/issues early on. To ensure stakeholders understand the companies goals/plans and who the key parties are (Bonnafous-Boucher, M. Rendtorff, J., 2016, Stakeholder Theory, 2021).
 Understanding stakeholder analysis, below it is applied to HB.
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Figure 2 – Authors Stakeholder Analysis applied to Holland and Barrett
One of HB’s core values is that of its customers needs therefore it is only right that they are situated in the top left category ‘keep satisfied’ in turn this also relates to the public. With cancel culture a huge part of todays generation keeping on good terms with the public is a must. Trade associations also play an important part as many products must be adhere to rules and regulations due to the very nature of their HB’s products concerning health and wellbeing, using ingredients that must be handled and controlled correctly and safely. They must also keep their employees satisfied due to HB stating they are an integral part of the system.
Stakeholders that require minimum to no effort or only monitoring are those of government policies/licensing these tend to only be renewed every year so just briefly checking every six months can help to ensure no laws are being broken. Competitors currently are very low, with few health shops being able to compete with HB having said this it should be checked every so often whether new companies are creating a demand for this type of field. 
The stakeholders to keep informed are those that help towards the day to day running of the establishment, these stakeholders include suppliers, the marketing team, distributors however charities are included too, this is due to HB having campaigns to support several charities in turn these are spreading advertisement for HB and keeping their name alive.
The fourth category ‘engage closely and influence actively’ these are stakeholders that can drive change, who are at the forefront of the business. With the top three being Owners/CEO’s, Investors, and product developers. Employees are in this category too along with training as these are very important to overall running and customer satisfaction.
SWOT Analysis
Is a tool that stands for and identifies a company’s Strengths (what a company does well), Weaknesses (what a company does not do well), Opportunities (potential favourable conditions) and Threats (potential unfavourable conditions). Strengths and Weaknesses are the internal environmental factors of an establishment whilst Opportunities and Threats are the External. Once finished it can show a company development for business plans and basic direction (Bennett, Blake, Bevers. S, Borchardt. R, Duckworth. B, 2003).
Understanding what SWOT is, below it is applied to HB.
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Figure 3 – Authors SWOT Analysis applied to Holland and Barrett
HB have very key core values that they stand by and always have ever evolving with time along with strong product branding and highly trained staff. These are the three major strengths HB has. Another key strength is that HB is a long-standing establishment, now this may not always be a strength as many long-standing businesses can collapse but HB is a common name that most people know which helps keep the company alive like that of McDonald’s.
The only weaknesses that could be thought of are the aesthetics and layouts of their stores along with weak internet presence and surprisingly now it is known these weaknesses are going to be tackled through their new strategic plan, it would be interesting to perform a SWOT analysis when the project is complete to see whether any new weaknesses have occurred due to the new operations and whether they could be tackled.
The three major threats to HB are lose of key staff, rising rental costs of retail spaces and the economy. At the height of the COVID pandemic lots of people were furloughed or ultimately lost their jobs and over time a huge number of employees wanted to change trade, this potentially disrupted HB staff. With HB having huge dedication to their staff with training/knowledge losing some of these key people could prove costly in having to train new staff to fill the gap. Rising rental costs is unfortunately something that many companies are going through as well as families due to Brexit as well as the impacts of the COVID pandemic, this isn’t entirely a huge threat as a main part of HB’s new strategy is to bring itself to the forefront of the digital era. The economy has been dramatically affected due to the COVID pandemic with establishments having to shut their doors during the national lockdown period. Many people now are choosing not to spend but to save.
The three main opportunities HB could potentially benefit from are new retail spaces, wellness trends and increase online presence, and all three are major components in HB’s strategic plan. One way of addressing Wellness trends is by setting up the Wellness Clinics therefore HB make themselves at the forefront being able to develop products or programmes to help their customers get what they need. Artelia are helping with new store layouts to make them more appealing to the modern customer, revamping HB’s look but keeping the logo, beliefs, and values at heart. HB do have their own website, but it is quite dated in appearance and operations it is believed this is why HB are focusing on it now.
Bowmans Clock Strategy
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Figure 4 - The strategy clock is adapted from the work of Cliff Bowman, D. Faulkner and C. Bowman, The Essence of Competitive Strategy, Prentice Hall, 1995.
Bowman’s Clock is a tool that can separate companies into specific strategy categories.
1. No Frills – Companies which are low price along with low product benefits.
2. Low Price – Price is lower than competitors but offers similar product benefits.
3. Hybrid – To achieve differentation and low price relative to competitors.
4. Differentiation – Products that differ to their compeitiors along with similar benefits.
5. Focused Differentiation – High prices and high percieved benefits above or totally unquie to their compeitiors
Strategies designed for failure 6, 7, 8.
6. Prices increased without improved product development of benefits/services.
7. Product/service reduction with increase in price (monopoly situation).
8. Maintaining price, reduction in benefits (Bowman, 1998).
By understanding the routes that can be taken below is HB applied to Bowmans Clock.
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Figure 5 – Authors Bowmans Clock Strategy applied to Holland and Barrett
HB has been placed between 4. Differentiation and 5. Focused Differentiation. HB is a successful company and has been for many years therefore would not be situated in categories 6, 7 and 8. HB’s products are not of low value or price meaning route 1 or 2 would not be taken. Originally HB would have been placed at 5. But nowadays with modern health crazes and fitness plans within the millennial era, new up and coming companies have pushed it between 4 and 5 as it is not as unique as it once was. Still HB is leading in this department of health and wellbeing and with their new strategic plan it is possible if re-viewed within a year that it will have moved back to 5. It is only placed between 4 and 5 currently as it is believed over the years strategic planning was not a forefront plan within their company therefore have lost out on opportunities to put themselves above the rest.
Sustainability
Sustainability is important in strategic planning because.
1. It drives a competitive advantage through engagement of stakeholders
2. Improves risk management
3. Fosters innovation
4. Improves financial performance
5. Builds customer loyalty
6. Attracts and engages employees (Gutterman, A. 2021).
Sustainability is a core part of HB’s ethos the first retailer to ban; plastic bags 2010, microplastics 2012 and wet wipes 2019. HB’s environmental initiatives are energy conservation, recycling, environmentally friendly packaging, and animal welfare (Holland and Barrett Corporate, 2021). It can only be assumed that sustainability is playing part within HB’s strategic plan as it is such a core value and details of the strategic plan are limited.
Conclusion
HB established since 1870 believes people first, planet first. With help from project management group Artelia HB’s strategic plan is to gain retail excellence and build on the digital market. To understand where HB is on the market three analytic tools were used, Stakeholder, SWOT, and Bowmans clock. Stakeholder Analysis helped to identify all stakeholders as they are just as important as shareholders. SWOT identified two key weaknesses that have been highlighted in the new strategic plan as well as find opportunities HB are now going to take. Bowman’s helped to discover what type of company HB is, and where it is situated on the clock between 4 and 5, but this is something that could change after the new strategic plan has been implemented. These analytic tools can be used again and again to help a business progress in the ever-changing market. It is always best to use more than one tool to help grasp a company’s situation, especially a company as large as HB. Lastly the importance of sustainability within strategic planning and what sustainability means to HB was covered, resulting in a better understanding of what HB’s company background, internal/external environment, emergent strategy, and marketplace is. HB is a business that may possibly be late to implementing strategic planning within their establishment (as previous strategies could not be found) but has now pushed for change.
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