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1. Introduction
The grocery retail sector has undergone substantial digital transformation as changing customer expectations, artificial intelligence (AI), automation and advances in fulfilment technology have altered how retailers compete online. Online grocery increasingly requires the integration of ecommerce interfaces, inventory management, fulfilment, automation and last-mile delivery while maintaining tight operating margins. This creates opportunities for technology providers capable of improving both the economics and customer experience of online grocery.
Ocado Group plc represents an important case within this transformation. Although originally established as an online grocery retailer, it has increasingly developed into an international technology and automation company through the Ocado Smart Platform (OSP). OSP combines ecommerce, AI and data science, automated fulfilment and logistics capabilities within an end-to-end online grocery solution(Ocado Group plc, n.d.). 
Ocado's strategic position is nevertheless complex. FY2025 Group revenue increased by 12.1% to approximately £1.36 billion, while adjusted EBITDA increased from £111.7 million to £178.0 million. However, underlying cash flow remained negative at £213 million(Ocado Group plc, 2026a). The restructuring of partnerships including Kroger and Sobeys also demonstrates that technological capability does not automatically guarantee commercially successful scaling. The economics, flexibility and capital requirements of the deployment model therefore remain important strategic considerations.
At the same time, a potential growth opportunity is emerging. Ocado has removed exclusivity arrangements in a number of international markets, increasing its ability to work with additional retailers(IGD, 2026b). Its proposition has also become more flexible, supporting centralised and decentralised fulfilment and integration with retailers' existing systems(Ocado Group plc, n.d.). The May 2026 agreement with Asda demonstrates this shift because OSP will be deployed across Asda's existing store and dark-store network rather than relying exclusively on new large-scale automated Customer Fulfilment Centres (CFCs)(Ocado Group plc, 2026c). 
This proposal therefore investigates whether scaling a more flexible and capital-efficient OSP partnership model could strengthen Ocado Group's profitable growth. It will critically examine market conditions, customer requirements, competition, internal capabilities, financial performance and strategic risks. Rather than assuming expansion is desirable, the research will establish whether the opportunity is commercially viable and how it could be implemented.



2. Company Description and Business Opportunity
Ocado Group plc is a UK-headquartered technology and logistics business operating primarily through Technology Solutions and Logistics, while Ocado Retail is reported as an associate(Ocado Group plc, 2026b). Its central technology proposition, OSP, is designed specifically for the complexities of online grocery and integrates ecommerce, forecasting, automation, fulfilment and last-mile capabilities(Ocado Group plc, n.d.). 
OSP's commercial performance depends not only on acquiring retail partners but also on supporting those partners in successfully increasing the capacity and transaction volumes processed through the technology. Ocado has established international retailer relationships, demonstrating that OSP can be deployed across different geographical markets. Nevertheless, restructuring within some North American partnerships illustrates the risk of assuming that a highly automated, CFC-led model can be replicated uniformly across markets. The financial effects associated with Kroger and Sobeys are reflected in Ocado's HY2026 results(Ocado Group plc, 2026b). 
The opportunity investigated in this BDP is therefore not simply further international expansion. Instead, it concerns scaling a more flexible commercial proposition that allows retailers to adopt combinations of Ocado software, store-based fulfilment, automation, CFC technology and last-mile optimisation according to their infrastructure and market requirements. Ocado describes OSP as modular and capable of integrating with existing ecommerce, supply-chain and last-mile systems(Ocado Group plc, n.d.). 
The Asda partnership offers emerging evidence of this approach. Asda operates approximately 1,100 stores and fulfils more than 700,000 ecommerce orders per week. OSP is intended to support scheduled and short-lead-time orders, click-and-collect and orders originating through aggregator platforms, with deployment beginning in 2027(Ocado Group plc, 2026c). IGD interprets the agreement as evidence of Ocado increasingly working within existing store networks rather than relying solely on large standalone automated facilities(IGD, 2026b). 
A more modular model could widen Ocado's addressable market and potentially reduce implementation barriers for retail partners. However, it may also increase competition with specialist warehouse automation, ecommerce and fulfilment technology providers and create integration complexity. The BDP will therefore examine whether a flexible OSP model can balance three priorities: commercial growth, partner value and Ocado's path towards sustainable cash generation.



3. Research Aim
To critically evaluate how Ocado Group plc can accelerate profitable growth by scaling a flexible and capital-efficient Ocado Smart Platform partnership model, and to develop evidence-based strategic recommendations for its future expansion.

4. Research Objectives
The project will pursue five objectives:
1. To critically evaluate Ocado Group's current strategic, operational and financial position, with particular attention to Technology Solutions.
2. To analyse trends within online grocery, ecommerce fulfilment and retail automation and establish how changing retailer and consumer requirements influence demand for OSP.
3. To evaluate Ocado's competitive position and the attractiveness of flexible OSP deployment models using PESTLE, SWOT, competitor analysis, Porter's Five Forces and the Ansoff Matrix.
4. To examine the commercial, operational, technological and financial implications of scaling flexible OSP partnerships, with particular consideration of the emerging Asda model.
5. To develop realistic recommendations for profitable OSP growth, including implementation priorities, resource requirements, risks and performance indicators.
The objectives are sequential. The first two establish the internal and external evidence base, the third and fourth evaluate the strategic opportunity, and the fifth translates the findings into recommendations.

5. Research Methodology
5.1 Research Design
The study will adopt a secondary-research case-study design focused on Ocado Group. This approach is appropriate because the research examines a contemporary strategic opportunity within its organisational and market context.
The research will follow a predominantly pragmatic philosophy. Pragmatism is suitable for applied business research because methods are selected according to the research problem rather than commitment to a single philosophical position(Saunders, Lewis and Thornhill, 2023). The BDP requires practical recommendations and will therefore combine quantitative financial and market evidence with qualitative strategic analysis.
An abductive orientation will be adopted. Existing theories and strategic frameworks will guide the analysis, while empirical evidence from Ocado and the wider market will be used to refine the interpretation of the business opportunity.
5.2 Secondary Data Collection
No primary interviews, surveys or observations are proposed. This reflects the substantial secondary evidence available and the difficulty of gaining access to sufficiently senior Ocado and partner representatives during the 16-week research period.
Evidence will be collected from:
· Ocado annual reports, financial statements, investor presentations and regulatory announcements;
· Office for National Statistics (ONS) retail and ecommerce data;
· industry research from organisations including IGD, NIQ and Worldpanel;
· competitor and retail-partner reports;
· peer-reviewed academic literature concerning ecommerce, automation, AI, logistics and digital business models;
· UK Government and Information Commissioner's Office (ICO) publications; and
· reputable financial and business reporting where primary evidence is unavailable.
Sources will be assessed according to relevance, recency, authority and methodological transparency. Recent evidence from 2021–2026 will be prioritised, while older literature may be retained where necessary for established theories.
5.3 Data Analysis
Quantitative analysis will examine revenue growth, profitability, cash flow, technology performance and relevant market indicators. Its purpose will be to identify trends and assess the commercial plausibility of the proposed opportunity rather than undertake advanced econometric modelling.
Qualitative evidence will be analysed thematically around issues including capital intensity, partner adoption, flexibility, automation, fulfilment speed, technology integration and competitive pressure.
Source triangulation will be important because Ocado's corporate reporting, while valuable as primary organisational evidence, reflects management's own strategic perspective. Corporate claims will therefore be compared where possible with independent industry research, government statistics, competitor evidence and academic literature.
Five strategic frameworks will structure the final BDP: PESTLE, SWOT, competitor analysis, Porter's Five Forces and the Ansoff Matrix. These will be applied analytically rather than as descriptive checklists. For example, opportunities identified through PESTLE will be assessed against competitive pressures and Ocado's internal capabilities before recommendations are developed.
5.4 Reliability, Validity and Limitations
Reliability will be supported through a transparent record of search terms, databases, source-selection criteria and datasets. Wherever possible, financial evidence will be obtained from audited accounts or formal corporate announcements.
Validity will be strengthened through triangulation and alignment between research objectives and evidence. However, public sources may not disclose partnership-level margins, contractual pricing or commercially sensitive technology costs. Furthermore, because the Asda partnership is new, it cannot yet provide evidence of long-term performance. The research will explicitly acknowledge these limitations rather than address them through unsupported assumptions.
5.5 Ethical Considerations and Data Management
Ethical approval will be obtained in accordance with university requirements. Since the study uses publicly accessible secondary information and does not involve human participants, risks concerning participant consent are expected to be minimal. Nevertheless, intellectual property, academic integrity and accurate representation of evidence remain important ethical considerations.
No confidential information will be sought. Research materials, datasets and analytical notes will be securely stored within the university-provided OneDrive account and made available to authorised university personnel where required.

6. Market Research and Validation
Preliminary evidence demonstrates that the proposed opportunity warrants further investigation.
Online retail remains significant within the UK economy. ONS data indicate that online spending values increased by 8.4% in Q4 2025 compared with Q4 2024, while online sales represented 28.3% of total retail spending in December 2025(ONS, 2026). 
Consumer behaviour within online grocery is also fragmenting. IGD research based on 2,000 UK shoppers found that 63% of online grocery shoppers used multiple online sub-channels in early 2026. Quick-commerce adoption was particularly prominent among younger consumers and price remained an important factor influencing channel choice(IGD, 2026a). This development suggests that grocery technology increasingly needs to accommodate different shopping missions rather than focusing exclusively on scheduled weekly deliveries. 
This is strategically relevant to Ocado. Large CFCs offer highly automated fulfilment at scale, but retailers may also require same-day delivery, scheduled delivery, click-and-collect and rapid fulfilment. OSP's ability to integrate with existing infrastructure and support centralised and decentralised operations means that a modular proposition could potentially address a wider range of retailer requirements(Ocado Group plc, n.d.). 
The Asda partnership provides early market validation. Asda fulfils more than 700,000 ecommerce orders weekly, and Ocado's technology is expected to be introduced across stores and dark stores from 2027(Ocado Group plc, 2026c). The partnership therefore provides a practical test of whether Ocado can scale its technology without requiring every partner to adopt a conventional CFC-led network. Independent IGD analysis similarly identifies the partnership as an important shift towards working with retailers' existing infrastructure(IGD, 2026b). 
However, market validation also requires assessment of competition. Providers such as AutoStore, Symbotic, Exotec and KNAPP operate within warehouse automation and fulfilment technology markets. The final BDP will therefore examine their business models, capabilities and target markets using independently sourced evidence. The analysis will assess whether Ocado's competitive differentiation derives from integrating ecommerce, AI, robotics, fulfilment and last-mile capabilities rather than individual technological components.
Potential barriers to expansion will also be investigated, including capital requirements, B2B sales cycles, legacy-system integration, switching costs, cyber-security exposure and differences between international regulatory environments. These will be treated as research issues rather than established assumptions until supported by evidence.
Regulation represents an additional consideration. Where AI involves personal data, relevant data-protection legislation applies, while the Data (Use and Access) Act 2025 introduced changes to aspects of the UK's data-protection framework(Information Commissioner's Office, n.d.; UK Government, 2025). Regulatory issues concerning personal information and automated decision-making will therefore be incorporated within the PESTLE and risk analyses.
Overall, the preliminary evidence supports the existence of a researchable strategic opportunity, but does not establish that aggressive expansion is necessarily appropriate. The final judgement will depend on combined market, competitive, operational and financial analysis.


7. Key Risks and Proposed Mitigation
Several risks could affect either the proposed strategic development or the quality of the research.
Over-reliance on Ocado's corporate narrative – High: Company evidence will be triangulated with ONS statistics, academic research, independent industry analysis and competitor information.
Insufficient partnership-level financial data – High: Reported figures will be clearly separated from assumptions. Scenario analysis will only be used where assumptions can be explicitly justified.
Rapid technological change – High: Recent 2024–2026 evidence will be prioritised and developments in automation and AI reviewed before final recommendations.
Competitive pressure – High: Structured competitor analysis will compare technology, business models, deployment flexibility and target markets.
Partner adoption risk – High: Evidence from both successful and restructured Ocado partnerships will be assessed rather than relying solely on new agreements.
Capital and cash-flow pressure – High: Expansion recommendations will be evaluated against Ocado's financial resources, investment requirements and route towards positive cash generation.
Cyber-security and data regulation – Medium–High: UK data-protection legislation and relevant ICO guidance will be incorporated into PESTLE and implementation recommendations(Information Commissioner's Office, n.d.; UK Government, 2025). 
Researcher bias – Medium: Transparent source-selection criteria will be maintained and evidence contradicting the proposed opportunity will be considered.
Time limitation – Medium: Research will follow a structured 16-week programme with regular supervision.
Newness of Asda partnership – Medium: The partnership will be treated as evidence of strategic direction rather than proof of successful long-term performance because implementation is expected from 2027(Ocado Group plc, 2026c).
This approach distinguishes risks affecting Ocado's proposed strategic development from risks affecting research quality.

8. Proposed 16-Week Project Timeline
The project will follow a structured 16-week schedule:
· Weeks 1–2: Refine topic, research aim and objectives.
· Weeks 1–5: Research workshops and ethics preparation.
· Weeks 2–7: Literature search and review.
· Weeks 4–9: Secondary data collection.
· Weeks 6–10: Market, competitor and financial analysis.
· Weeks 8–12: Application and integration of the five strategic frameworks.
· Weeks 10–13: Development of strategic recommendations.
· Weeks 10–14: Drafting BDP chapters.
· Weeks 13–15: Integration, reflection and supervisor feedback.
· Weeks 15–16: Referencing, visual checks, proofreading and final submission.





















Reference list
IGD (2026a) Gen Z pushes quick commerce into mainstream as online grocery fragments. 6 May. Available at: https://www.igd.com/about-us/press-centre/articles/gen-z-pushes-quick-commerce-into-mainstream-as-online-grocery-fragments/73135 (Accessed: 5 October 2026). 
IGD (2026b) Asda and Ocado: what the deal means for UK online grocery. 1 June. Available at: https://www.igd.com/articles/asda-and-ocado-what-the-deal-means-for-uk-online-grocery/73302 (Accessed: 5 October 2026). 
Information Commissioner's Office (ICO) (n.d.) Legal framework. Available at: https://ico.org.uk/for-organisations/uk-gdpr-guidance-and-resources/artificial-intelligence/explaining-decisions-made-with-artificial-intelligence/part-1-the-basics-of-explaining-ai/legal-framework/ (Accessed: 5 October 2026). 
Ocado Group plc (2026a) Annual report 2025. Available at: https://www.ocadogroup.com/investors/results-and-presentations/2025-annual-report (Accessed: 5 October 2026). 
Ocado Group plc (2026b) Half year results 2026. Available at: https://www.ocadogroup.com/investors/results-and-presentations/half-year-results-2026 (Accessed: 5 October 2026). 
Ocado Group plc (2026c) Ocado Group and Asda to enter ecommerce partnership. 29 May. Available at: https://www.ocadogroup.com/newsroom/news/ocado-group-and-asda-to-enter-ecommerce-partnership (Accessed: 7 October 2026). 
Ocado Group plc (n.d.) The Ocado Smart Platform (OSP). Available at: https://www.ocadogroup.com/our-solutions/online-grocery (Accessed: 5 October 2026). 
Office for National Statistics (ONS) (2026) Retail sales, Great Britain: December 2025. Available at: https://www.ons.gov.uk/businessindustryandtrade/retailindustry/bulletins/retailsales/december2025 (Accessed: 5 October 2026). 
Saunders, M.N.K., Lewis, P. and Thornhill, A. (2023) Research methods for business students. 9th edn. Harlow: Pearson. 
UK Government (2025) Data (Use and Access) Act 2025: data protection and privacy changes. Available at: https://www.gov.uk/guidance/data-use-and-access-act-2025-data-protection-and-privacy-changes (Accessed: 5 October 2026). 
image1.jpg
Prifysgol Cymru
Y Drindod Dewi Sant

University of Wales
Trinity Saint David





