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Executive summary 

A clear strategy is essential for any organisation; from business to government, and military to healthcare. Without a strategy in place, actions are meaningless when not working towards a pre-defined goal under a pre-defined approach. A tactical or operational plan can then be built utilising the strategy as a framework underpinning an organisation’s approach. 

Setting a new strategic direction is a challenge for any organisation when it comes to change management. Set against the backdrop of a global pandemic and the challenge is significantly greater. Organisations have to grapple with an unknown event and changing possible outcomes with often short lead times on courses of action meaning very little time in which to pivot and adjust operations accordingly. 

Faced with internal and external considerations, identifying the right changes to be made and then implementing the right course takes considerable effort and resource to set up for successful migration. By planning for the long term and establishing an agile and adaptable approach, organisations can apply a strategy that is fit for purpose regardless of the external environment. If organisational set up and culture is aligned with the strategic direction, then the efficiency of change and approach to it, is significantly improved and therefore provides greater competitive advantage and longer-term sustainability.   

In the context of customer care, there are many touch points and considerations to account for. This report considers UK LPG supplier AvantiGas Ltd, which is a business with physical assets, delivery vehicles and engineers, meaning there is a high element of physical contact with the customer as well as an online service in terms of prospecting, advertising, customer service, ordering, account management and information dissemination. Organisations who can take advantage of all touch points and channels of interaction and communication with the customer can increase brand loyalty and brand perception utilising a holistic approach to strategy in order to convey authenticity and genuineness. 

Set against this backdrop and complex landscape is the need for organisations to innovate to achieve competitive advantage. As a commodity-based provider, AvantiGas has to innovate in customer service more importantly than product offerings and so this focus is a key consideration when it comes to setting strategic direction.   

Introduction 

Events such as a global pandemic are unpredictable and present a low risk of disruption in the longer term. Other acts such as war and extreme weather in geographies such as the UK are also low risk on the wider scale. Watkins (2007) identifies how business leaders “understand that they can’t observe and control everything in their organisations” and with this understanding getting caught up in the minutiae of singular events which might happen once in a lifetime shouldn’t have too much mindshare on business leaders planning activities. However, the need to be agile and for strategic direction to be adaptable to a changing environment is critical, whether a global pandemic or any other unforeseen event. 

Considering both internal and external factors, this report examines how off-grid energy supplier AvantiGas can set a new strategic direction to improve customer care and ensure sustainable competitive advantage, whilst simultaneously “future-proofing” the organisation against further challenges. Any change has repercussions for organisational structure and the impact is examined in the context of change management for the various internal departments within the organisation. Evaluating the impact on wider organisational structure as individual silos identifies the importance of a cohesive strategy to drive the wider organisational strategy.

Established since 2011, AvantiGas is a part of the UGI group of companies engaged solely in the supply, distribution and marketing of Liquefied Petroleum Gas (LPG) and other energy related products, providing energy solutions for off-grid domestic (residential) and commercial/industrial (business) customers. For a detailed overview of the organisation, please refer to the appendix at the end of this report. 

Main findings

[bookmark: _Hlk57912914]Strategy applies at varying organisational levels; corporate strategy, business strategy, operational strategy and departmental level such as a marketing strategy (Lynch, 2015). However, when considering a new strategic direction, it is important to first define what strategy and strategic management is. Chandler (1962, p13) defines strategy as the “determination of the basic long-term goals and objectives of an enterprise, and the adoption of courses of action and the allocation of resources necessary for carrying out these goals.” Campbell, Edgar and Stonehouse (2011) recognise that this is a very basic definition and that defining what strategy is, is highly subjective but concede that at its most “fundamental” level, strategy is the “means by which [an organisation] seeks to achieve its long-term goal or goals.” 

The common denominator in all definitions is the notion of the long-term goal but as Anand and Barsoux (2017) highlight, strategic relevance is fleeting and in today’s business environment a strategy can soon become outdated. Without a continual process of evaluation and iteration, an organisation could lose its competitive advantage and those organisations which are agile and have the ability to pivot and change direction will ensure competitive advantage is maintained. The ability to transform could be considered an organisation’s source of competitive advantage, and in today’s hyper-competitive environment, this could be the only distinguishing factor, particularly in a commodity-based sector such as AvantiGas’. This is further supported by McGrath and McMillan (Ovans, 1995) who stated that strategy is about “rapidly responding to ever-evolving competitive and market changes” cementing the importance of agility and flexibility.

Taking this long term, high-level overarching vision, it’s important to differentiate between strategy and planning. If one considers the strategy as the endgame, a course of action must be planned and tactically enacted. Latham (2017) highlighted that organisations often “confuse strategy with plans” which contributes to failures in strategic planning and that in the absence of a strategic framework, everyday business decisions, challenges and obstacles will render/disrupt an organisation’s activity and stifle change and progression. 

Identifying that change and corporate transformation is critical to remain relevant and competitive, the fact is that the success rate of change programs is poor (Leonard and Coltea, 2013) and as implementation is often cited as the most prevalent reason for failure, improved execution is a key focus. In this respect resource is employed or outsourced and again this has mixed success. Change management can therefore be viewed as the enaction of the strategy change in order to bring about the strategy change. Arnand and Barsoux (2017) found that misdiagnosis of the problem should be of equal importance. When identifying what needs to change, if the wrong topic is identified this can not only result in a failed implementation but also negative consequences in terms of disruption to teams and culture as well as added cost. However, this remains a risk in today’s fast-moving world and is an easy area to get wrong.  

In order to enact change it requires leadership and this is distinct from change management. Kotter (1996) asserted an 8-step process for effective change and according to Kotter (2011), change leadership could be considered as the “driving forces, visions and processes that fuel large-scale transformation.” In managing the process, ensuring its objectives are met, costs are controlled, and people are brought on board, it requires effective change leadership. Without it, the success of the programme could be compromised and so the two go hand in hand though are distinctively different. 

Without a framework when undertaking change management, an organisation is essentially trying to implement change “on the hoof” without a strategic, professional or systematic approach. Additionally, all stakeholders affected need to be on-boarded and their concerns, fears and prejudices addressed. Processes can be put in place, but without people buy-in the project will not be a success and potentially rebel against it. This can lead to a toxic culture which has potentially further human resource repercussions. Utilising the Satir Change Management model (1991) provides a way for change to be understood, by acknowledging that there will be a period of resistance to the proposed changes and then as change is undertaken it may feel chaotic. Once the integration takes place what was once the “norm” or “status quo” will have evolved into a “new normal state.” 

The Change Kaleidoscope theory (Hope Hailey & Balogun, 2004) categories change into four types; evolution, adaptation, revolution and reconstruction, with the aim of changing outputs, behaviours or values. It takes into account both the external drivers for any of the changes and the internal motivations and contextual issues which both need to be considered for a true analysis. 

Other analysts have stated that corporate transformation can be boiled down to five areas (Arnand and Barsoux, 2017) which are to achieve a global presence, a higher focus on the customer’s needs, agility, innovativeness and improved sustainability. By focusing on these key areas, an organisation can effectively benchmark their performance against peers, industry sectors or wider comparisons if relevant. It provides a tool in which to gain insight into their own positions.

Critical to the success of any organisation is the level of care and service afforded to its customer base. An ever-increasing trend towards bespoke and personalised service creates challenges to address both operationally and financially. Taking an innovate approach to customer care can improve service levels and make an organisation more relevant. However, for an organisation such as AvantiGas with a large customer base, hyper-personalisation (McKinsey, 2020) could be costly to achieve. Therefore, technology to provide personalisation such as marketing software is critical for achieving this strategy economically. 

Gilmore and Pine II (1997) acknowledge that organisations recognise the need to provide outstanding service but a laser focus on the customer is both critical to success and a potential curse. By trying to address the nuanced needs of every customer, organisations can add unnecessary cost and complexity and risk alienating their customer base by over complicating the strategy.  

Technology allows organisations to adopt mass customisation efficiently but without consideration for what customers and prospective customers actually value, time, effort and money can be spent on an ill-informed strategy. When considering the impact change has on an organisation, this could have negative consequences on the organisation. 

Furthermore, developing product offerings which can be tailored to individual customer types rather than imposing a one-size-fits-all product creates greater engagement, attractiveness to new prospects, customer loyalty and ultimately retention of existing business. This is supported by Coelho and Henseler (2012) who found that personalisation “increases perceived service quality, customer satisfaction, customer trust, and ultimately customer loyalty.” 

Market segmentation enables an organisation to identify both similarities and differences amongst their customer base, enabling a greater understanding and therefore the ability to tailor communications and offerings to specific groups, facilitating the personal care approach. According to Tynan and Drayton (1987), segmentation aims to “identify and delineate market segments or sets of buyers,” but utilising market segmentation techniques to define customer types, can result in a generic message delivering mediocre results (Mailchimp, 2020). However, understanding customer demographics and changing behaviour is also critical for setting the business up for future success. With a generally older customer demographic, AvantiGas has communicated with customers in traditional ways; mostly offline channels, due to the long-held belief that older generations are less au fait with technology (Nominet, 2017). With both an increasingly younger demographic customer base and older generations becoming digitally “savvy” (Ofcom, 2017), AvantiGas needs to incorporate both channels within future strategic direction. Arnand and Barsoux (2017) stated that digital change is not a transformation in itself but merely a means to an end. It could therefore be considered a strategic tool in which to achieve the desired strategy. 

This has strategic implications for AvantiGas; how to communicate with customers, how to take advantage of cost savings associated with digital channels, how to find new customers, improving customer service, new product offerings, utilisation of data and improved reporting and where to direct budget towards for maximum return on investment. Value generation has to be considered from both the short-term perspective to undertake new business development and take advantage of revenue generation opportunities in response to market demand, but also the long-term perspective for sustainable value creation and the building of brand loyalty through the nurture of retained customers by securing levels of revenue and finding ways of increasing spend and/or profitability of servicing this loyal customer base (McKinsey, 2020).

Watkins (2007) identifies how many business leaders understand the need for a cohesive strategy and grasp the theory but struggle with its crafting and implementation. An organisation cannot develop a strategy without first thinking through the requisite components that make up the strategy; mission, goals, vision and stakeholders. These elements provide the who, what, why and how and when considered iteratively and logically in a step-by-step process, enable strategic direction to be simplified and strategy crafted easily.  

Campbell, Edgar and Stonehouse (2011) highlight the importance of analysing both the internal and external environments and a number of different theoretical approaches can be utilised for analysing an organisational position within a market coming from varying angles – competitor position, market share, product offering, etc. 

A SWOT (strengths, weaknesses, opportunities and threats) analysis is a commonly used strategy tool for objectively assessing current competencies in relation to opportunities and threats in the market. The outcome of a SWOT analysis will determine which areas are strategically important and provide competitive advantage. The information can be used to create value in offerings or approaches as well as to assess any resource required and also to analyse competitor competencies. A PESTLE (political, economic, socio-cultural, legal and environmental) analysis is another commonly used tool for strategically assessing the external business environment and the effect these factors can have on the strategic direction of an organisation. 

AvantiGas utilise both SWOT and PESTLE analysis models for customer insight and profiling to understand market share, competitor insight, product positioning and customer segmentation. However, further consideration needs to be made for the nuances and peculiarities of the LPG industry in that it is an asset heavy and capital-intensive industry requiring investment in physical storage and distribution assets which involve long-term payback and is sensitive to underlying commodity price fluctuations. Additionally, a regulated sector with health and safety requirements and also susceptive to regulatory and legislative policy interventions.     

AvantiGas’ parent company UGI Corporation is also a publicly listed and traded company in the United States of America and is therefore reliant on the money markets for capital which in turn has a requirement to answer to shareholders and adhere to strict reporting requirements. With a prerogative to pay dividends and increase share price, the balance between investment and return has to be considered. Therefore, tools to evaluate the competitive landscape and the setting of organisational and business unit strategy which sits in line with the wider corporate strategy are critical in setting strategic direction. 

Consideration of the external environment could be considered the most important aspect when it comes to setting strategic direction in the shadow of a global pandemic.  However, when setting strategy, organisations must consider the risk associated with such unpredictable and rare events. It could be argued that planning could take into account any manner of random occurrences but the nature of them is that something may occur that wasn’t considered a possibility and also even if the event occurred, the scale and impact it might have. This reiterates the point that strategy in today’s world must be agile and adaptable to pivot as events unfold. Those organisations who can adapt will set themselves up for most success whereas organisations who struggle to adapt, catch up and respond risk redundancy and irrelevance. A study by Deverell and Olsson (2010) found that when faced with a crisis, those organisations that manage to adapt their strategy and their managerial and operational levels were more flexible, adaptable and open to change and this strength was fundamental in their strategic outlook. 

In order to develop a competitive advantage strategy for AvantiGas, there are a number of strategic management tools available. This report will evaluate and critique Bowman’s Strategy Clock and Ansoff’s Matrix alongside Porter’s Five Forces and Generic Strategies models in contrast with Blue Ocean Strategy.

Porter has developed a number of strategic management tools for use in varying organisation types. His Five Forces and Generic Strategies models provide a tool for analysing the level of competition which is critical for market insight and understanding an organisation’s own market position and for identifying gaps where competitive advantage can be created and communicated. 

As the name suggests, Porter identifies five items which can have an impact on the wider industry. These are the level of competition, the threat of new entrants to the market, the threat of substitute (i.e. indirect) products, the bargaining power of suppliers and that of customers. Within the LPG industry, there are three established players which account for over 70% of the UK market. All three are owned by larger corporates, all having a corporate strategy governing their various divisions but with the LPG division and specific companies within it having their own strategies feeding in. Porter (1987) identifies how for diversified companies, corporate strategy provides an overall planning tool but advises that although it is a popular methodology, there exists no unified understanding of what corporate strategy is or about how a company should formulate it. As AvantiGas is a constituent company of UGI, an understanding of the major competitor’s strategy in relation to the corporate parent can provide an insight into their focus and attention.

Applying Porter’s Generic Strategies model (1985), with either a focus on cost, product differentiation or market, allows an organisation to make the most of resources and budget. However, this could be considered a too simplistic strategy in today’s business environment (Speed, 1989) as an organisation such as AvantiGas as part of a wider group is a diversified organisation with different markets of interest and various stakeholders. A cost focused strategy would be the most obvious fit for AvantiGas as a commodity-based supply company but in a highly-capital intensive industry, a cost-only approach isn’t sustainable in the longer term. With the underlying cost of product being market driven and susceptible to external world events affecting supply and demand, costs are a critical factor, making product differentiation and innovation important to provide a unique offering. Therefore, a justification for pursuing a hybrid strategy for competitive advantage is valid. However, capital heavy sectors provide a strategic competitive advantage in respect to creating a financial barrier to entry for new market entrants.

With these constraints and friction between costs and value, Bowman’s (1996) strategy clock model provides a theoretical framework for strategic market positioning. Multiple product offerings could be placed in different positions within the matrix allowing for a diversified offering and therefore providing differentiation and ultimately competitive advantage in the market. This is evidenced in AvantiGas’ product offering as there are different offerings for different markets (B2C heating vs. industrial B2B process applications as an example). Spanning the strategic positioning clock enables a wider customer base to be targeted and the business diversified and ultimately achieve higher market share.

Expanding on the notion of positioning a product offering on the value and price matrix, Blue Ocean Strategy (Kim and Mauborgne, 2005) provides a concept of where to operate based on the notions of red and blue oceans, originating from the seed of value innovation from simultaneously pursuing differentiation and the lowering of costs. This strategic model provides a riposte to Porter’s notion of a singular focus and market identity (Burke, van Stel, & Thurik, 2010) and in the context of improved customer care, if applied to AvantiGas, who would be considered as operating in a competitive red ocean, adaption of a blue ocean strategy would allow greater market growth potential and diversification for sustainable competitive advantage and also provide bespoke customer offerings by addressing the needs of different segments of the market. Searching out new markets and offerings, also reduces the risk and impact of competitor disruption.    

The Ansoff Matrix provides a model for future strategic growth in regard to product and market development (Ansoff, 1965). It’s four aspects of market penetration, market development, product development and diversification allow a roadmap to be developed based on current offerings and potential of the market to developing new product offerings or completely diversifying to attain further market share and growth prospects. In relation to AvantiGas, with a mature marketplace and a commoditised product offering, all matrices can be targeted. Market penetration via organic and acquisitive growth, market development via targeting sectors previously underserved or not entered, product development to sell new products or offers to existing market players and finally diversification in the wider yet related energy and fuels markets. 

Undertaking stakeholder analysis and mapping allows an organisation to understand the various parties (customers, suppliers, regulatory bodies, etc.) concerned. By identifying the most important stakeholders allows their power and influence to be determined and also how to manage the various stakeholders from a strategic perspective. French and Raven (1959) define various power bases consisting of legitimate, reward, expert, referent, coercive and informational which highlight the various approaches to leadership. As the organisational structure of AvantiGas is complex, with multiple strategic expectations and multiple stakeholders both internal and external to the organisation, a blended approach is appropriate for success. This also allows the subjectivity of strategic direction to be considered and according to Knights and Morgan (1991) who examined subjectivity within corporate strategy, they concluded that strategic analysis “cannot be reduced either to rationalist accounts of markets and environments nor interpretive understandings of actors' frames of reference” and that strategy must be something that is part of “managerial discourse” throughout change and in consideration of the subjective nature of strategy amongst leadership individuals. 

By analysing the structure of an organisation, an evaluation of the effectiveness of a proposed strategy in terms of competency, strengths and weaknesses can be undertaken and used to determine how successful the organisation will be in delivering on that strategic plan. At the departmental level, gap analysis can be performed to allow business leaders to critically assess their team’s strengths and weaknesses and ensure that individual departments are appropriately staffed in line with the wider strategic organisational priorities. A clear understanding of departmental contribution to organisational strategy enables value adding activities to be identified providing the most chance of strategic deliverables being met. 

Following a recent organisational re-structure, AvantiGas has become more agile, taking advantage of cross-country economies of scale and shared resources. The global pandemic has provided further resilience in allowing employees to work remotely both effectively and productively. With no detrimental effects to customer service, the investment in technologies to enable remote working on-par to in-office working has meant that productivity has remained whilst also being able to offer similar levels of service as before. 

The challenge with remote working lies in maintaining the work culture and in addressing any potential grievances between employees who may feel resentful against those who are able to work remotely. This could have a negative effect on company culture and therefore on performance and profitability. This could result in poor engagement (and dis-engagement), deterioration of working relationships and even the potential of valued employees seeking employment elsewhere. For an organisation with over 200 employees spread across multiple departments and geographical locations, the challenge is further complicated. Transitioning to a new “normal” will require a change management process as well as consideration for how it fits into the business strategy. 

The wider outside influences need to be considered for any organisation in order to determine the impact on the organisation strategically. For example, with AvantiGas being a pre-dominantly fossil fuel supplier, any legislation specific to taxation or regulation may have a considerable impact on regulatory requirements of the business which in turn has cost implications. If cost is prohibitive it can also lead to profitability questions and the decision on whether or not a planned (or existing) activity is even worth pursuing. In the current climate of climate change and net zero, this topic is most pertinent to AvantiGas and its product offerings. Setting a strategy with environmental and sustainable objectives at its heart is not only an essential commercial necessity but also an ethical one. This is particularly pertinent for AvantiGas if sustainability isn’t at the core of its future strategic direction as it risks not only losing customer’s and negative PR, but faces a moral dilemma if strategic efforts are not focused on reducing the organisation’s carbon footprint both directly and indirectly. Stead and Stead (2013) acknowledge the co-existence of sustainability and responsibility along with profitable opportunities for those organisations who fulfil this strategically.  

Technology is developing at a rapid pace and with increasing adoption, organisations need to ensure that employees have the skill sets to utilise these technologies effectively and to assess the best value in an increasingly crowded market based on the objectives and strategy of the organisation. Technology has the opportunity to augment employee’s roles (Bughin, Lund & Hazan, 2018) and not just replace them but PwC (2017) acknowledge that “organisations are dealing with the reality of a digital-native workforce” and the adoption of new technology as an evolutionary change rather than revolutionary allows incremental efficiency and productivity benefits driving sustainable competitive advantage through innovation and adaption. With this strategic approach, technology is less of a fear and can contribute to employee (and organisational) success and job satisfaction. With the onset of the recent Coronavirus pandemic, this adoption of technology to improve productivity has enabled remote working thus contributing to a seamless integration to remote working without any negative effect on customer service, experience and expectations. Another strategic benefit is in the human resource aspect and rethinking organisational structure in regards to what the future workplace could look like (Hart, 2020). With the flexibility that remote working allows via the application of appropriate technology, organisations can recruit future employees outside of an immediate geographic area meaning that the talent pool is widened and higher calibre candidates for roles can be attracted no matter where they are geographically located. It also allows for flexible working, improved productivity and retention of valued employees. These incremental competitive advantage steps are all essential building blocks critical for sustainable growth. 

Utilisation of data and technology will allow greater future customer care by being able to predict customer’s future needs before they know they need them (McKinsey, 2020). This proactive approach is how a commoditised business such as AvantiGas can really excel in their differentiation offering of a far more value-added customer care experience. If the business experiences an unpredicted, unforeseen event, the investment in technology and data driven tools allows for greater resilience when the organisation is impacted. The ability to continue servicing the customer despite organisational change and turmoil, will increase the likelihood of retention and also improve the chances of new customer acquisition and growth. 

With a predictive and proactive approach, operational activities can be monitored, and problems addressed and resolved before they arise. These investments have the potential to not only add value in an organisation’s interaction with the customer but save costs and enable personalised customer targeting. In real terms, this means less down time and reduced calls coming into the business therefore freeing up time to work proactively in other areas or reduce the investment in contact centre staff. In respect to AvantiGas, this could also mean eliminating wasted deliveries saving costs associated with driver time, fuel, fleet wear and tear and administration, and that saved time could be used to deliver gas to another customer directly contributing to revenue generation. The “prevention rather than a cure” approach increases customer care both directly and indirectly. In this regard, the customer doesn’t even know they are being serviced and could be argued that this is the premium customer service experience (Agarwal, Jacobson, Kline & Obeid, 2020). This level of insight and data can provide key analysis on customer behaviour, needs and drive new offerings, customer experiences, most important communication channels and timing all contributing to personalised levels of customer care. 

A consistent voice and experience across all channels, will cement the brand in the minds of the customer and provide a seamless experience which is ultimately recognisable as AvantiGas but also providing the level of bespoke attention and care the customer will expect. Any organisation (Choudhury, 2017) expecting to be around in the longer term will need to invest in this area of the business or risk being overtaken by their competitors. 

Conclusions

There are certain events that are in the control of an organisation and certain things that are not. By managing the latter from a risk perspective allows contingency plans to be put in place for organisations to adapt should the external environment change considerably and unpredictably. Although the actual event cannot be predicted, the notion of an unexpected event, provides the impetus for organisations to rethink their strategy and ensure that they have the structures and processes in place to be able to pivot, change direction and respond in a timely manner. 

It’s imperative to distinguish the strategy the organisation is working towards. It could be a general overarching strategy, a growth focused strategy, a customer retention and/or acquisition strategy or a marketing strategy as examples. Having a structure or template to guide an approach to crafting strategy is critical for formalising an organisational approach. 

AvantiGas has a clear business unit strategy which aligns and feeds into the wider corporate strategy at the parent company level which oversees various companies in various markets. Without an overarching corporate strategy, all the individual companies and divisions would be required to make their own strategies without any reference or common goal. Alignment allows better cross-working and shared resources which in turn improves the competitive advantage which is supported by Bowman and Helfat (2000) who evidenced that corporate strategy has a positive effect on organisations and contributes to profitability. 

Examining the internal and external impacts upon the strategic direction of AvantiGas in the context of improved customer care, it is possible to identify utilising established models of strategic management, a new strategic direction. Focusing on digitalisation, a diversified product offering and a clearer understanding of customer types will see cost savings and diversification in line with the Blue Ocean strategy model which will set the business on a course for sustainable competitive advantage and improved customer care. Adding value to the business and the customer ensures not only sustainable growth, but profitable growth for continued investment in innovation and development. Stephen (2017) highlights that “ultimately, without customers there is no business. But without customers who perceive there to be superior value in what you offer, there's no business growth and long-run success.”  

The most contemporary external issue facing the LPG industry at present, is the net zero and decarbonisation agenda. As a responsible employer and societal stakeholder, it could be argued that AvantiGas has a moral obligation to address this in its future strategic direction. Not only does this make ethical sense, but it has clear financial benefits also as organisations that have clear environmental, social and governance factors are attractive to investors (Hanson and Murphy, 2020). 

During the first four months of 2020, at the height of the first wave of the COVID pandemic, $12.2 billion was invested into environmental, social and governance funds (McCabe, 2020), representing over 100% growth on previous year, and over 70% outperformed their peers. With this in mind, a change in the future supply chain and business model is inevitable. The transition to a renewable future and product offering could mean a shift in current industry supply chains, with likely investments required further back up the chain. Taking a vertically integrated approach, could open up the opportunity to operate in a blue ocean creating a sustainable competitive advantage. This would allow greater control over costs and diversification, addressing both pillars of the fundamentals of Blue Ocean strategy.   

AvantiGas should be looking to adopt technology, utilise data and insight and continually assess how they are structured to ensure they remain competitive, relevant, innovative and ultimately grow market share, particularly as the industry is very traditional, doing so would allow greater differentiation. By adopting technologies to drive efficient mass customisation, customer care can be improved, but other factors which are on the critical path to success also need to be considered in regard to further personalisation, whilst still adding value and not creating an unnecessary distraction. 

However, any change to the business due to the complex organisational structure both at the company level and as part of the wider corporate structure, would have to be effectively managed via a change management process that considers the impact on departments from a cultural point of view and also a business respect. Poor change management implementation risks making any new strategic direction ineffective regardless of the reasoning behind it. 
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Appendix

About AvantiGas Ltd

Headquartered in Derbyshire, AvantiGas was formed in 2011 by the purchase of the business from Shell by American based UGI Corporation and is engaged solely in the supply, distribution and marketing of Liquefied Petroleum Gas (LPG) and other energy related products, providing energy solutions for off-grid domestic (residential) and commercial/industrial (business) customers.  

AvantiGas’ core customer base is homes and businesses located off the gas grid who rely on alternative fuels to natural gas for heating and process needs. For heating purposes, historically oil and coal have been the dominant off-grid heating fuels, but alternative options include electric, LPG, or even a renewable solution such as biomass or heat pumps. As policy and consumer choice is moving away from high carbon fossil fuels, LPG as a low carbon alternative is a solution for homeowners and businesses to decarbonise their heating fuel, particularly with the introduction and transition to renewable (or bio) LPG which is starting to enter the market, in turn creating new markets. 

For commercial organisations who require fuel for industrial processes, LPG is an ideal low-carbon fuel source for these very specific needs. Certain sectors are hard to decarbonise with renewable alternatives only really suitable for space or water heating. 
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