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Executive Summary

This report aimed to prepare a full analysis on the internal and external environment of the Co-operative Group. 
It examined the company background and the competitive strategies they used in their business.
Academic models and theories were explored including a stakeholder analysis, Porter’s five  forces, Bowman’s strategic clock and a SWOT analysis. Their advantages and disadvantages were examined and the Co-op was analysed using the models.
The report was concluded and recommendations were given.
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This report will aim to analyse the internal and external environment on the Cooperative group Ltd (Co-op) and examine how it demonstrates aspects of sustainability and resilience.
It will firstly investigate the company background, and examine the competitive strategies used by this business. This analysis will be completed using relevant academic models and theories and will include a stakeholder analysis, a SWOT analysis and also Porters five forces. The advantages and disadvantages of these strategies will be explored and a conclusion will be found.

Main Findings

Company Background

The Co-op is a large consumer co-operative and operates its business with food, insurance, legal services and funerals. The company is owned by millions of UK consumers.
Currently it owns 2500 shops, most of which are convenience stores; 800 funeral homes and also supplies over 5100 stores from its wholesale business, ‘Nisa Retail ltd’.
It is proud to be the number one funeral service provider in the UK, and is rated as one of the major general insurers developing legal service business. It has minority shares in Co-op bank and is part of a joint travel venture with Thomas Cook.
It has recently sold its Petrol forecourt business to release funds to enable it to follow its three year strategic plan for the future. (Co-operative.coop, 2022)


The staff numbers  are approximately 70 thousand employees and the company aims to be recognised for its social led community programmes.
The company was founded by the  Rochdale Pioneers in 1863 and was known as The Co-operative Wholesale Society; they supplied products to hundreds of Co-operative stores.
The Co-op values are self-help, where members unite to support a local charity or a community event.
Self-responsibility is another of their values and this they promote by encouraging every member to support their company.
It is a democratic company and promotes the equality of every individual and emphasises ‘one vote, one voice’.
They promote equality and equity by giving every member the opportunity to campaign for important causes such as fair trade. It prides itself of being committed to fairness.
They work on the premise of solidarity where members unite and are stronger together.
The business has over the last few years been operating on a turnaround project ‘Rescue, Rebuild and Renew’. This followed an almost collapse of the business ten years ago. Since then it has grown from strength to strength and is now performing well in competition with its main rivals (Co-oplegalservices.co.uk, 2020).
The Co-op  vision is “ To build a better society by excelling in everything we do”(Coop.co.uk, 2023).



Objectives 

The Objectives of the Co-op is “to elevate the profits we make to allow us to serve our members and to deliver our social goals as a successful co-operative. We do this with the premise to make a reasonable financial return for our members, owners both corporate and  individual”(Coop.co.uk, 2023).
This report will aim to analyse the internal and external environment of the Cooperative group Ltd (Co-op) and examine how it demonstrates aspects of sustainability and resilience.

Business strategy

Research suggests that a business strategy is essential to ‘create value and gain a competitive edge in the market’. It allows the company to set organisational goals and is used as a business tool to create value, without which a company is unlikely to succeed (Boyles, 2022). 
It can be defined as a way to look at the position of the company today and the understanding of the journey and progress to get to the end position of where the company wants to be.

What is the Coop business strategy

The current Co-op business strategy is to become the largest retailer in the UK. It aims to do this by building up a network of franchise stores and growing its ecommerce business by continuing to work with Uber eats, Deliveroo and Amazon which will support its own online direct to customer online business shop coop.co.uk.
This strategy will focus on 
· Value and range – where they will adopt a new pricing strategy to target customers.
· Loyalty – Introduction of new member offers to encourage loyalty and fuller baskets.
· Channels and Partnerships – To increase sales through e commerce and newly formed partnerships.
This strategy will be a three year project and focus on the core business whilst maintaining the excellent operational performance.

The first stage of this process takes into account the current cost of living crises and will involve ‘Pure Convenience’. This strategy is a 37 million investment to slash the prices of over one hundred items. (www.co-operative.coop, n.d.)

Stakeholder Analysis

A stakeholder analysis is a tool used by a business to identify business stakeholders and explore how they impact on the business.
The importance of the stakeholder analysis is that the need of each stakeholder needs to be met and so would require to be explored thoroughly so all stakeholders are given exactly what they expect. It may be that some require contact on a weekly basis whilst others only need information once every few months. This priority list can be tracked on a stakeholder power and interest model. This allows the strategist to prioritise the individuals through their needs and their level of support to the company (Hoory, 2021).
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This model shows the importance of the Customers who are the heart of the business; and members of the Co-op, who are the overall owners of the business. They are positioned on the top right of the model to show their importance and the need to managing closely. The Directors and colleagues are also on the top of the model showing their high power but with less of a need to manage but must be kept satisfied.
The suppliers, fair trade partners and charities are low power and low interest but must be monitored to proactively assess for any changes in pricing or changes in sustainable operations.
The Community is of high interest but low power and this is because the community are the people who know what is happening in that area and can pass on information of sales campaigns or charity events though word of mouth. They would also be aware of any competition or threats in the area and so the keep informed box is important for these stakeholders.

Bowman’s Strategic Analysis

Bowman’s Strategic Clock is a marketing model that seeks to explain strategic positioning. The model was developed by David Faulkner and Cliff Bowman who suggested that a business could position a product based on its price and perceived value. The strategic clock aims to show how a product can be positioned based on its price and perceived value. (Sridharan, 2021)
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The advantages of this strategic tool is that it offers the business a structured way of seeing and understanding competitive strategies.
Encourages a business to think about where it is positioned compared to other markets. (Cuofano, 2023)

The disadvantages of this strategic tool is that research suggests that it possibly oversimplifies the market dynamics. It is also suggested that when perceiving the value it is can be subjective. Both of which have a negative idea of this strategy. (Cuofano, 2023)

The Co-op group would be positioned at number 3 on Bowman’s clock, this is because it offers low price and product differentiation.
This ‘hybrid’ model offers products at low prices but with some differentiation that other brands don’t offer. Customers would regard this as a good company offering value products at a low / reasonable price.



Porters five forces 

Porters five forces is a strategic tool that is used to assess the product lines of competitors. They use this tool to explore new product ideas, and also to adjust their own competitive strategy accordingly.

Current Industry Competition
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This strategic tool looks at five important factors concerning competition in business. 
Competition in business must be monitored and the strategic plan adjusted accordingly.
When addressing the suppliers bargaining power the business looks at the more suppliers there are offering the product the lower the price can be negotiated to. The buyers bargaining power would suggest that the less buyers there are the bigger the deals can be from these suppliers as they fight for the custom.
The threat of substitution looks at the disruption of the business, by another newer business offering a better product and thus causing the older product to be discontinued.
The threat of new entry examines any new businesses offering the same type of products and being in direct competition for the business.
The advantages of this strategic model is that it delves deeper into the competition. It is a good way for planning new investments as you can assess the competition at a glance. It allows the business to forecast any future disruption and future competition by estimating what will happen in the foreseeable future.
Research show that although this model has many advantages it does have some drawbacks. It is not a good tool for analysing the position of a product in the marketplace. The markets can look undesirable when using this model but these could be viable markets and perhaps just have competition which can be countered. This model may not be useful if it’s a business that doesn’t rely on suppliers.
The Co-op could certainly use this strategic model to explore the competition and also use it periodically to monitor the position of the company in relation to its competitors.




The SWOT analysis 



A SWOT analysis is an excellent tool that can be used to understand the key components of the business. It looks at the strengths, weaknesses, opportunities and threats to a business. It can be used as a strategic tool but also as a tool for decision making (CIPD, 2023).




SWOT

	Strengths

· Fifth largest grocer
· Largest local store network
· Good ethical image
· Stores positioned in centre 
      of local community
	Weakness

· Hasn’t used its strong brand
 to advantage

· Problems with supply chain

· Loss of market share

· Loss of banking services




	Opportunities

· Focus on food business after selling the chemist side of the business.

· Rebranding to revive core values


· Opportunity to become the leader in convenience stores.

· Increasing segmentation to the convenience sector

· Build on partnerships to enhance e-commerce business.


	Threats

· Competition from larger retailers.

· Behind on the on-line markets

· The loss of trust due to the loss of the banking services means it has to regain trust of consumers.





The SWOT analysis, like many other strategic tools has advantages and disadvantages, The advantages are that it helps a business focus on the strengths and opportunities available for the business. Research suggests it helps encourage strategic thinking, and so inspires the understanding of the company’s strengths and weaknesses. It is useful to allow an organisation to identify business opportunities and action them, as well as foreseeing any potential threats and addressing them before they can cause any problems. This model is very flexible and can be adapted to different scenarios.
Research suggests that it can be a disadvantage if the person completing the analysis simplifies the data and uses insufficient data, and likewise it can be a drawback if too much data is captured. The process needs to be redressed at regular intervals for it to be useful to the business. (CIPD, 2023b)

Conclusion

This report aimed to prepare a full analysis of the external and internal environment of the Co-op Group Ltd. The Co-op has in previous years suffered losses and almost lost the business, however through good strategic planning a new three year phase has been drawn where the company hopes to become the market leader in the smaller shop category. This report has shown the importance of strategic planning and how it can help a business like the Co-op turn the business around from being almost at a point of closure to becoming one of the success stories of the industry.

Recommendations

The Co-op Group is a business that has stood the length of time and will hopefully continue to increase its sales and profits as it has been doing in the last few years. 
The plans to increase membership by one million in the next five years will provide a solid base for the company to grow further.
The further plans to continue with the growth through the core business and embracing the digital age will help the business develop further, and the continued partnerships that are driving the growth of the company through the legal services will undoubtedly help secure the future of the Co-op brand.
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