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Executive Summary
This report analyzes IKEA’s external and internal strategies. The framework of "Five Forces" is used as a ruler to study the external environment of IKEA and analyze the situation of the industry in which it is located. (Porter, 1980) SWOT is also used to analyze IKEA's transformation in the face of bottlenecks in traditional furniture retail development, the impact of e-commerce and the COVID-19. The VRIO framework serves as a plan for further research on IKEA's internal sustainable resources and capabilities. At the same time, it analyzes the strategy of pursuing personalized customer service in terms of technology, experience economy, food, store remodeling, etc. To cope with the changes, these IKEA transformations to survive are still at the trial-and-error stage. Some strategies are to completely abandon the original advantage strategy for survival. Therefore, this article offers a personalized customer care which combines the original benefit strategy and then innovates Suggest.

1. Introduction-Company background
Spread across the globe, IKEA has a passion for furniture and a common vision that creates a better life for all. The value-orientation of IKEA is a zeal for living a life at home.(About.ikea.com) IKEA has grown from a mini type family business in Sweden to the household furniture with more than 500 stores covering six continents employing two hundred and seventeen co-workers sitting on the chair of the largest and with retail sales reached EUR 39.6 billion in FY2020. (FY20: a year of homecoming, 2020) IKEA, which has carried out global affairs, already has the basis of economies of scale. From procurement to logistics and transportation to marketing into different markets, it has explored its superior unique style. (Mårtensson, 1988: 25) One of IKEA's strategies can be condensed into "standardization", and uniform standards are used to spread from business models to global products.(Jonsson and Foss, 2011) Furthermore, even with a standardized strategy, IKEA's products satisfy diverse types of consumers and at the same time become a leader in the world of furniture retail (Kotler eal., 2009). IKEA hopes that all consumers can afford the products they design at a low cost, and their design style is simple, functional and convenient. Complete functions, durable quality, and reasonable price are the core secrets of his continuous development and growth. Now IKEA is also regarded as an distinguished global business entity in today's sanitary ware industry.

2. Porter’s 5 Force Analysis
Porter’s 5 forces，is a tool that analyzes the basic competitive situation of IKEA in accordance with 5 competitive industrial forces.
2.1 Rivalry between existing competitors
Walmart, Amazon, Wayfair, Sears, Tesco, American Woodmark, Pepperfry (India), Private label brands, Unorganized Competition are the main competitors of IKEA.( marketing91.com，n.d, 2018) Walmart has performed tremendously splendid in the retail business and is often regarded as the top competitor of IKEA. In addition to high investment and rising costs, IKEA is also facing more competition. German online furniture retailer Home24, American Wayfair and other peers are expanding rapidly. At the same time, Amazon and traditional department stores have a cooperation. Sex retailers expanded to the home decoration category. Juvencio Maeztu, chief financial officer of IKEA, pointed out that despite the gradual increase in raw material costs, the company did not raise prices to solve this problem, and it will not in the future. 
2.2 The threat of entry
The profit of the furniture industry generally exceeds the profit level of other industries in society. The improvement of people's economic level and the high profit rate of the furniture industry attract more investors to enter the furniture industry. Consumers who were previously unfamiliar with online shopping are now becoming ambassadors for this way of shopping. At least part of the reshaping of shopping habits will be permanent.(Hoekstra and Leeflang, 2020) IKEA also implements the Click & Collect online service in most of its stores, which allows customers to order online store pickups. The United States is the largest market for this service. The IKEA Group also acquired TaskRabbit, a running platform, to provide customers with flexible and convenient services such as furniture installation. IKEA We have improved e-commerce functions to better serve IKEA’s 4 billion website visits. Compared with FY19, online retail sales increased by 45%.(FY20: a year of homecoming, 2020) IKEA Group CEO Jesper Brodin said: "We know that 80% of customers start shopping online. " As far as offline stores are concerned, when social distancing is maintained, big cities have reached a state of saturation, and free zones such as parks, streets, and shopping streets, and natural areas such as woods and beaches can provide space Insufficient, there will be a trend of shifting to medium-sized cities.(Hoekstra and Leeflang, 2020)
2.3 The threat of substitutes
According to reports, among the Swedish cities that IKEA chose to enter between 2004 and 2007, durable goods retail revenue increased by an average of 20%, and durable goods retail employment increased by an average of 17% (Daunfeldt et al., 2017). They also report that these effects are inversely related to distance from IKEA. (Daunfeldt et al., 2016). IKEA's rural entry in Kaparanda increased the initial shopping retailers in the countryside by 35%, and the same result occurred in Kalmar (an increase of 18%). Entering coaxial cities such as Karlstad and Gothenburg, the previously existing one-stop shopping retailers found no significant impact. The other is that there is no cumulative overlap effect when the urban IKEA entry included.(Han et al., 2018) Complementary products in the furniture industry include housing, household appliances and other daily consumer goods. In order to adapt the high housing price to the furniture and decorations inside the house, people are willing to use high prices to complete this adaptation process, and at the same time achieve the goal of pursuing high-quality life and improving the living environment. China, the first lockdown, was also initially lifted and plenty of Chinese shoppers immediately hit IKEA shops when they returned.(The Economist,2020) Many bought big and expensive items, says Jesper Brodin, CEO of Ingka Group. Once approved to open, customers flocked to the mall. "Efforts to control the crowd" was a request made by IKEA managers when IKEA in Europe (Germany, Austria, Switzerland, etc.) reopened. (The Economist,2020) With technological changes and exponential growth in product categories, the prices of household appliances and other daily consumables have been declining, and people can spend more on furniture consumption in terms of food, clothing, housing and transportation. On the other hand, complementary furniture products are not a big threat to the furniture industry, but may be a growth point.
2.4 The bargaining power of buyers
IKEA hopes to satisfy customers' needs by adding more options. And all options are dedicated strive to provid consumers with the lowest prices and the highest quality furniture. The concept of providing consumers with low-priced products has been transformed into the entire sales process of IKEA. After consumers have purchased the products in the mall, after that they pick up the goods from warehouse themselves. In this way, consumers save part of their cost (collection, assembly, transportation) and enjoy low prices; IKEA saves costs and maintains the low price advantage of its products. The flat packaging increases the possibility of consumers' autonomous transportation. This model allows consumers and companies to establish a stronger emotional connection when searching for value.(Hoekstra and Leeflang, 2020)
2.5 The bargaining power of suppliers
According to official website data, IKEA currently has 963 upstream suppliers worldwide, covering 51 countries and regions. One of its earliest suppliers, Gyllensvaans, has been cooperating with IKEA since 1952 and has now become the largest supplier of its BILLY series of bookcases. IKEA insist that brilliant suppliers can perceive the products better and show the final effect of the products more completely, which is a key factor to ensure that the company's products are better. Therefore, the IKEA Group attaches great importance to maintaining good long-term cooperative relations with suppliers, with an average of 11 years of cooperation with suppliers. A Supplier Code of Conduct-IWAY has also been set up by the community to govern supplier responsibilities and use this as a standard to select and assess suppliers. Not only does it ensure fairness and performance, but it also increases the tolerance to faults in the choice of suppliers. IKEA advises different suppliers of the corresponding specifications for the goods to be made, and each supplier offers detailed plans for their requirements. The most suitable vendors are chosen for collaboration after price comparison, and a significant number of constant and consistent orders are placed in order to ensure the continuity of production and performance of goods and to efficiently minimize selection costs and shipping costs. The trend of shortening the supply chain was revealed in the COVID-19 crisis. Hoekstra and Leeflang(2020) deem that the epidemic has given us an idea of the previous dependence on foreign markets in terms of demand and supply.(Hoekstra and Leeflang, 2020)
 
3. VRIO
3.1 V – Value of resources and capabilities
IKEA's international expansion has gone through three stages, even in the "flexible replication" stage, it has always maintained its strategy of becoming a cost leader.(Jonsson and Foss, 2011) IKEA's low-cost strategy is from the design, procurement, logistics, and sales links. The design philosophy of IKEA home furnishing products is low-cost and high-quality. Adopting the strategy of "reverse pricing", designers consider the first factor in product development is the amount consumers are willing to spend on the product, and then select the most suitable raw materials within a limited cost to improve the quality of the product. IKEA uses a corporate sourcing model and has many worldwide delivery centers. Today's sales in China, led by Poland and Italy, account for about 20 percent. IKEA will consider the price and human resource cost of the place of purchase to adjust its place of purchase, preferentially choosing regions with lower costs. IKEA began to implement flat packaging in 1956. The furniture is modularized and packaged, the limited space is released, the carrying capacity is effectively exerted, and the damage rate of the goods is also reduced, and the transportation and storage costs are doubled. Secondly, IKEA is often located in the suburbs, with smoother traffic conditions and low construction costs, saving a lot of costs for transportation and storage. In the sales process, IKEA advocates the general shopping concept of "home", with no shopping guides, combining product mixes and creating a model room, allowing customers to enjoy an immersive shopping model. IKEA does not provide customers with free delivery and installation services, but instead encourages customers to pick up goods independently by charging a certain fee.
3.2 R – Rarity
In 1976, Ingvar Kamprad decided to conceptualize IKEA to ensure that no matter which local market IKEA enters, IKEA should become IKEA, not "IKEA Germany" or "IKEA Switzerland." Because of the “Do-It-Yourself” function of IKEA furniture, consumers show higher willingness to pay when assembling products by themselves (Mochon, Norton and Ariely, 2012),forming the "IKEA effect". Behind the IKEA effect is " People monitor and influence their world by constructing things on their own, thereby demonstrating their talents to themselves and others."(Mochon, Norton and Ariely, 2012) The IKEA effect will come into play when the company integrates customers into the value creation process by giving customers control and decision-making power over the product portfolio. Conversely, when individuals cover up their creations, psychological ownership and IKEA effects disappear.(Sarstedt, Neubert and Barth, 2017)
3.3 I – Inimitability
IKEA’s internationalization process is described as a replication strategy. Replication is a mechanism that should allow adaptation and learning to be flexible, not just a way to sustain competition and competitiveness. Learning gained locally is spread internally, It can also be used as a means to manage the complexity of entering and operating in different markets.(Jonsson and Foss, 2011) The area of IKEA's physical stores is divided into two major modules. One is the home furnishing area that provides services such as furniture purchase and self-pickup; the other is the area for customers' leisure and entertainment, which mainly includes customer restaurants, children's playgrounds and food houses. As people's pursuit of food standards continues to rise, it is not uncommon for Internet celebrity foods to drive economic effects. IKEA's food has a high reputation on all major sharing platforms due to its Swedish characteristics and high cost performance. In the process of IKEA's transformation to an e-commerce model, there is still no neglect of user experience. Scene experiential marketing is the main service model. Maintaining and improving this model during the transformation is also IKEA's current biggest advantage. Companies still need to ingest more network development, because network-based grids can reduce transportation and logistics costs. (IKEA Current Operations and Future Strategies, 2018).
3.4 O – Organizational support
The IKEA Group and Inter IKEA Systems have conducted a higher level of management to balance exploration and development to attain sustainable development, that is, profitable globalization.(Vahlne and Jonsson, 2017) Of IKEA's existing more than 9,000 products, 60% are produced based on renewable materials. At the same time, it is planned to use renewable materials in all products by 2030. These achievements and goals are closely related to IKEA's supply chain partners. IKEA also initiated IKEA’s first global running (not time-limited) social entrepreneurship products. These partnerships aim to be mutually beneficial – IKEA dedicates resources to develop the businesses and the ability to meet the IKEA requirements, the partners showcase different approaches to engaging with vulnerable and marginalised groups and producing innovative products and services.(“Annual Review FY19 IKEA Social Entrepreneurship,” 2020)
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Figure.1 Programmes through intermediaries and direct support（Annual Review FY19 IKEA Social Entrepreneurship，2020）
Jordan River Foundation conducted a survey among the women who participated in the IKEA generation. The results showed that women showed positive attitudes in assessing sustainability, financial aspects, coping strategies and relationship well-being. This support allowed JRF to enhance its capacity to produce quality products that meet IKEA’s various requirements.(“Annual Review FY19 IKEA Social Entrepreneurship,” 2020) IKEA Social Entrepreneurship B.V. supports with developing a theory of change and financing a pre-study and the purchase of the mini production plant for the programme like “i-did”.
4. SWOT
4.1 Strengths
IKEA believes that it was a groundbreaking force in sustainable approaches to mainstream consumer culture. Kamprad calls the "democratic design".(Goel and Garg, 2018) ,forming a “DIY” culture. Its DIY products are quite famous among customers, which makes them the first choice of many customers. During the COVID-19 crisis, marketing is faced with a major challenge: channel. Companies with their own online channel are at an advantage compared to stores that only operate offline.(Hoekstra and Leeflang, 2020) With experience in e-commerce sales, IKEA set up an official website in 1997, and thus realized e-commerce business in thirteen different countries and regions. IKEA’s online business model is still based on the core brand spirit of respecting customer experience. Consumers can use the “scenario shopping” model with 3D perception technology as the core to see each product and where they are on the spot. The suitability of the office, bedroom, and even outdoor environment. As of December 2020, the client "IKEA" has been downloaded nearly 100,000 times, with a score of 5.0.( data comes from the Apple App Store) The above achievements are inseparable from the accumulation and optimization of IKEA's e-commerce sales experience.
4.2 Weaknesses
The service features of IIKEA have always been based on experience interpretation. The e-commerce model will ultimately reduce customer loyalty and enjoyment by intuitive interaction during the shopping process and will also reduce the impulsive consumption phenomenon encouraged by active shopping. While enhancement and exploiting consumer’s touch behavior will actively promote the production of consumer behavior in retail(Hultén, 2012) and sales will inevitably be affected to varying degrees although the “scenario shopping” model that has been simultaneously launched in online stores can formally supplement this physical sales model. In addition, IKEA's advantageous services include restaurants and food like the Swedish-style food mentioned above is mainly salmon, meatballs and ice cream. The peculiarities of food services and consumers' increased consumption behavior(Hultén, 2012) will lead to the reduction of IKEA's offline quality services. Since IKEA does not have own transportation facilities, its supply and distribution network is physically connected through external participants and thousands of logistics partners. Coordinating and connecting the IKEA used in this complex network requires a lot of energy and a very advanced monitoring system. IKEA has operations in many countries, but not all places follow the same standards. Therefore, their product portfolio cannot be fully replicated everywhere, which has caused trouble for the company.(Goel and Garg, 2018)
4.3 Opportunities
It is wise to invest in research and development (R&D) and innovation during periods of austerity(Srinivasan, Lilien and Sridhar, 2011), including not only products, but also new services and processes, such as the aforementioned home delivery services. In the period of contraction, consumers' acceptance of new products/services is higher than in the period of expansion. And with the onset of COVID-19, more emphasis has been placed on the efficacy and effect of the use of antimicrobials for home goods, like furniture, to reduce disease transmission.(Inter IKEA Group | Newsroom : Our view on chemicals, 2020) Low-cost products will prove to be huge markets in China and India because of the low per capita income in developing countries.(Goel and Garg, 2018)
4.4 Threats
The offline shopping experience that IKEA was once proud of has also shown signs of fatigue in its motivation to attract consumers. “IKEA's online business is very thin. For a long time, it only has e-commerce services on the official website of the PC side. There is no mobile APP.” IKEA is hesitating whether to cooperate with third-party platforms. According to Torbjorn Loof, CEO of Inter Ikea, the sales platform has entered the finalization of the details. Or test the water on e-commerce platforms such as Alibaba for the first sales test. According to Torbjörn Love, there must be room for "accommodating a platform" between the IKEA online store and comprehensive e-commerce platforms such as Amazon and Alibaba. This means that IKEA has to share online traffic with other brands, from fully self-operated to integrated platform. Prices must be used cautiously as a marketing tool because consumers' price sensitivity increases(Van Heerde et al., 2013) with the effect of the COVID-19 around the world. Now, more important than ever is to create products that provide consumers with "value for money". If consumers pay higher prices without improving the quality of products or services at the same time, they will be dissatisfied.(The do’s and don’ts for marketing in a recession | BI, 2020)
5. customer care
Jon Abrahamsson Ring, Managing Director of Inter IKEA Systems, “The expectations of customer change constantly, there’s still lots to do.” When IKEA UK made its strategic layout for the London market, it considered the way Londoners interact with the IKEA brand, rather than considering the factors of stores and online stores. More and more young people live in the city center, and the private car ownership rate of the British is getting lower and lower. Opening an IKEA store in the center of London can stimulate their desire to buy and bring IKEA products home. It has also become more convenient and easier. Jon Abrahamsson Ring “IKEA UK created new stores closer to where people live, work and socialise.” This new store opened in London can be said to be a "three nos" store: no dining, no cash register, no immersive experience. The things users fancy can only be purchased through the mobile APP or online, and finally placed directly at home-the planning studio. "The Studio will provide Londoners with a relaxed and professional experience to get the advice and inspiration they need to plan more complex or large-scale home projects," said IKEA London City Centre business leader Jane Bisset. (IKEA opens its first city centre Planning Studio – Housewares, 2018) IKEA's transformation from a large suburban store to an experience store in the center of a big city is to cope with the impact of online platforms, adapt to the lifestyle and consumption habits of the younger generation, and the trend of reduced private cars. The business is experimenting in cities with 25 separate "touch points," ranging from the workshop on the posh Upper East Side of Manhattan to a mini-store that will open in West London next spring. In the next couple of years, large cities in America are planning to expand. Decreasing commercial-property prices due to business failures caused by a pandemic could bring bargains.（The Economist）
The theory of consumer behavior must be reconsidered for reason that consumers will rely on technology to understand needs and realize products, thus becoming more passive participants in retail consumption.(Rosenbaum et al., 2017) In 2016, IKEA began to enter the smart home business. The IKEA TRDFRI smart lighting kit is one of the first products to mark this change. The IKEA media group announced that a big effort would be the smart home project. They also established a cooperative relationship with Philips Hue.(Goel and Garg, 2018) Wireless charging furniture, integrating wireless charging into daily furniture is another strategy of smart home companies. IKEA announced a collaboration to apply Sonos' smart speaker technology to furniture sales in 2017.(Goel and Garg, 2018)Before reserving the ones they like in the IKEA Place app, which uses Artificial Intelligence to give users curated and tailored home furnishing tips, clients can see 3-D renderings from various angles of over 2,000 brands. Artificial Intelligence and Virtual Reality are merged in the software. Based on curation, meaning and behavior, individuals will get smart home furnishing tips and recommendations. (Inter IKEA Group | Newsroom , 2019)and IKEA acts as a free infobroker(Koniorczyk, 2015).
i-did’s collaboration with IKEA started in 2016. i-did has together with IKEA designed and produced two local temporary collections – ÅTERSTÄLLA 1 and 2 – sold in all IKEA stores in the Netherlands.(“Annual Review FY19 IKEA Social Entrepreneurship,” 2020) The textiles used in the collections manufactured by i-did are surplus IKEA fabrics that have been redesigned into new products, such as cushion covers and table mats. Going forward, i-did hopes to realise its vision of establishing ‘mini production plants’ in which locally sourced textile waste is upcycled and turned into sellable products. IKEA Netherlands sells the products locally and IKEA of Sweden provides support to product development.
Because the COVID-19 crisis is being discussed about climate change and its consequences for the planet and its residents, the sustainability of the brand also plays an important role.(Hoekstra and Leeflang, 2020) Information on the additives not used can also be seen on particular items such as chrome-free leather sofas sold in IKEA stores in the US and on the local IKEA websites in certain countries to help consumers make an informed decision.
[bookmark: _Hlk59149919]IKEA hopes to satisfy customers' dual needs for nutrition and deliciousness by adding more food options to its restaurants. The survey covered 27 countries and regions, with 27,000 people participating in the survey. Only a quarter of the population does not want to lessen the impact on the environment. The vast majority of people, including many carnivores, are willing to turn into "vegetarians" in order to reduce the environmental impact and eat plant-based alternative meat. If the price, nutritional value and flavour of the vegetable meat are the same as the meat, they are very pleased. (People Want to Make Healthy & Sustainable Living Choices but Don’t Know Where to Start, 2020). IKEA recently launched a new vegetable protein meatball, this is the first time IKEA has tried water and vegetable meat. This meatball is made of pea protein, potatoes, onions, and apples. It will be offered to participants at the 2020 China Import Expo for tasting. Consumers said that there is still a common problem of "poor taste".(Inter IKEA Group | Newsroom , 2020) IKEA is also constantly developing plant-based foods that can solve the problem of poor taste.

6. Conclusions
Through the external and internal strategic analysis of IKEA, we found that the traditional offline retail giants faced the fierce impact of online platforms and the pressure of rising store rents, raw materials, etc., caused some abandonment Advantages to transform the move. What is not to be disputed is that the changes made are all to adapt to the new changes in the times, to meet the new needs of customers (for example, to seize the young people), and to survive the business. Under the influence of the COVID-19, IKEA developed a certain strategy to offer online services and apply technology to furniture and furniture purchases. At the same time, IKEA’s traditional layout strategy and sustainable development strategy have also been innovated by expanding the range of cooperative suppliers, as well as furniture materials and food bureaus. The limitation is that practices demonstrated in many aspects of IKEA treatment are contradictory and not combined.

7. Recommendations  
In the future, the development of IKEA can combine its past benefits with new market changes and new customer needs to personalize strategies. Starting from the five dimensions of convenience, design, selection, professionalism, and sustainable development, with digital solutions to create a new furniture retail experience integrating shopping, leisure and social interaction, and innovate on the basis of its original experience economy . Add an area that integrates local characteristics in the layout of stores in major cities around the world, such as the style of old houses in Shanghai, the layout of IKEA blankets in the prayer activities of the Middle East or the Muslim Eid al-Fitr in Germany. Add an area that integrates local characteristics in the layout of stores in major cities around the world, such as the style of old houses in Shanghai, the layout of IKEA blankets in the prayer activities of the Middle East or the Muslim Eid al-Fitr in Germany. In terms of channels, formulate a development strategy for diverse channels in order to improve consumer accessibility, in particular by opening new stores, investing in electronic commerce and co-operating with third-party electronic commerce platforms. Through some furniture experience or sustainable development experience activities, we can add social functions to IKEA.
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Table: Social entrepreneurs and businesses producing products for IKEA
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