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Executive summary 

This report analyses the marketing strategy of Aldi, a leading international discount 

supermarket that has become very prominent and successful in the UK. Aldi has seen 

consistent growth over many years, thanks to its focus on offering great value for money, 

keeping costs low and understanding and providing what customers want. It is an excellent 

example of how informed, planned and well implemented marketing can support delivering 

business success in one of the most competitive sectors of today’s retail world. 

The report starts by understanding Aldi’s background and the business “mission” to focus on 

a no-frills, low-cost approach and highly efficient operations. It evaluates the business 

environment Aldi operates in by applying a PESTLE analysis, examining the political, 

economic, social, technological, legal, and environmental factors that affect Aldi’s 

performance. To understand the competitive business environment Porter’s Five Forces 

framework is applied to identify Aldi’s position in the UK grocery market and the challenges 

and opportunities faced. 

The report explores Aldi’s key strengths, resources, and assets that give it a competitive 

edge. There is an analysis of how Aldi targets its customers and positions itself in the 

market, showing how the brand successfully attracts value-conscious shoppers without 

compromising on quality. 

Aldi faces challenges in keeping costs down while inflation rises, meeting growing demands 

for sustainability, and boosting its online presence. To tackle these issues, the report 

suggests enhancing digital initiatives, pushing forward with sustainable practices, introducing 

a straightforward loyalty scheme, and telling the Aldi story in a more engaging way. 

To conclude, Aldi’s ongoing success comes from managing the business efficiently and 

being creative with marketing. On the expectation that Aldi keeps adapting to changing 

customer habits and market trends, it’s in a strong position to keep growing and staying 

competitive in the UK grocery marketplace. 
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1. Introduction 

This report critically analyses the strategic marketing management practices of Aldi in the 

UK. Aldi is a leading international discount supermarket chain. Aldi’s growth, driven by cost 

leadership and customer-centric innovation, makes it an ideal case study (Kotler et al., 2019; 

Porter, 2008)." 

Aldi’s mission is "to provide customers with the highest quality products at the lowest 

possible prices." A commitment that has driven its rapid expansion and strong customer 

loyalty. As the UK’s fourth-largest supermarket, Aldi now holds 10.1% market share, having 

overtaken Morrisons, and continues to expand, targeting 1,500 stores by 2030. With a 

cost-efficient operational model, Aldi has positioned itself as the fastest-growing supermarket 

in the UK, consistently achieving double-digit sales growth and attracting middle-income 

shoppers looking for value without compromising quality (Mintel, 2023). 

To analyse and evaluate Aldi’s success, this report draws on core strategic marketing 

frameworks such as PESTLE analysis (Johnson et al., 2017), Porter’s Five Forces (Porter, 

2008), and the STP model (Segmentation, Targeting and Positioning). The Ansoff Matrix 

(Ansoff, 1957) is also used to examine Aldi’s growth and diversification approach. 

Aldi’s focus on offering high-quality private-label products at lower prices — exemplified by 

its well-known slogan “Like Brands, Only Cheaper” — has allowed the brand to build strong 

customer loyalty and market competitiveness (Mintel, 2023). This report evaluates how Aldi’s 

marketing environment, segmentation and positioning strategies, and competitive 

decision-making align with marketing theory and continue to underpin its success. 

 

2. Aldi Company Overview 

Aldi was established in Germany in 1946 by brothers Karl and Theo Albrecht taking over 

their mothers grocery shop. Today, it operates as a global supermarket chain under two 

separate entities: Aldi Nord and Aldi Süd. Aldi Süd is responsible for the UK operations, 

having entered the market in 1990 (Mintel, 2023). 

Aldi’s no-frills, low-cost business model focuses on offering own-label products and a limited 

selection of stock-keeping units (SKUs). This approach streamlines operations, reduces 

overheads, and achieves economies of scale, keeping prices consistently low (Grewal et al., 



2020; IGD, 2023). The model reflects Porter’s (1985) cost leadership strategy, allowing Aldi 

to compete effectively on price without compromising on quality. 

As of early 2024, Aldi holds a 9.9% share of the UK grocery market and operates over 1,000 

stores (Kantar, 2024). It has become a serious competitor to legacy retailers like Tesco, 

Asda, and Sainsbury’s, regularly ranking highly for customer satisfaction and value for 

money (Statista, 2024). 

Aldi’s simplified store layout, lean staffing model, and highly efficient supply chain contribute 

significantly to its competitive advantage (Baines et al., 2019). The brand has also adapted 

to shifting consumer values by expanding into organic, plant-based, and ethical product 

ranges (Nielsen, 2023). Its growing appeal among middle-income shoppers further 

demonstrates its successful repositioning (BBC News, 2023; YouGov, 2023). 

3. Current Marketing Environment Analysis (PESTLE) 

Political 

Brexit has affected tariffs, labour mobility, and supply chains. Aldi has strengthened domestic 

sourcing and expanded UK distribution centres to reduce political risks (The Guardian, 

2022). Government sustainability initiatives have prompted Aldi to reduce carbon emissions 

and invest in eco-friendly packaging (DEFRA, 2023). 

Economic 

Rising inflation and the cost-of-living crisis have made consumers more price-sensitive. 

Aldi’s Everyday Low Pricing (EDLP) strategy positions it well to attract budget-conscious 

shoppers and has led to increased customer footfall during economic uncertainty (Mintel, 

2023). Over the past five years, the market size has seen fluctuations, with a compound 

annual growth rate (CAGR) of -0.8%, reflecting the economic challenges faced by the 

industry (Statista, 2024). 

Social 

Changing social attitudes around sustainability, health, and ethical consumption have 

influenced Aldi’s product development. The supermarket now offers broader organic, vegan, 

and plant-based ranges. It has also successfully attracted middle-class consumers, once 

reluctant to shop at discount supermarkets (BBC News, 2023). Aldi ranks highly in customer 

satisfaction, with an overall rating of 73%, demonstrating strong brand loyalty and trust 

among consumers (Statista, 2021). 



Technological 

Aldi has gradually adopted digital technologies, including click-and-collect services and trials 

of checkout-free stores. These developments have improved the shopping experience and 

demonstrate the brand’s commitment to innovation (Aldi UK, 2023a). The rise of online 

grocery shopping and rapid delivery services is reshaping the industry landscape, 

necessitating Aldi's continued investment in digital transformation (Retail Insight Network, 

2023). 

Legal 

Aldi complies with strict UK regulations regarding food safety, employment law, and 

advertising. Rising minimum wage levels and regulatory scrutiny continue to influence 

operational costs (CMA, 2023). A current example is the increase in Employer National 

Insurance contributions from 13.5% to 15% announced in the Autumn Budget 2024 and will 

be payable from April 2025 (ICAEW, 2024).  

Environmental 

Aldi’s corporate responsibility strategy includes net-zero carbon targets, renewable energy 

sourcing, and reducing single-use plastics (Aldi UK, 2023b) aligned with growing consumer 

demand for environmentally responsible businesses. Consumer behavior trends evidence a 

shift towards discount supermarkets like Aldi due to high food prices and the cost-of-living 

crisis, reinforcing the need for sustainable practices (Retail Insight Network, 2023). 

 

 

4. Segmentation, Targeting and Positioning (STP) 

Segmentation:​

Aldi primarily segments customers using behavioural and psychographic factors. It targets 

value-conscious consumers who prioritise quality but are price-sensitive. It also appeals to 

customers seeking ethical and sustainable choices (Kotler & Armstrong, 2018; Mintel, 2023). 

Targeting:​

Aldi employs a mass marketing strategy aimed at the general UK population. The brand 

uses consistent pricing, streamlined product offerings, and broad advertising to reach a wide 

audience. In recent years, Aldi has extended its appeal to middle-income families, 



challenging the perception that discounters only serve low-income groups (YouGov, 2023; 

Jobber & Ellis-Chadwick, 2019). 

Positioning:​

Aldi’s brand is positioned around value and quality, supported by its slogan “Like Brands, 

Only Cheaper.” and the current “Can’t match this” advertising campaign “mocking 

competitors Price Match to Aldi advertising”  Watch: Aldi mocks competitors in new 'Can't 

Match This' campaign - Retail Gazette This strong value proposition has enabled Aldi to 

differentiate from traditional retailers and build loyalty (Baines et al., 2019). Perceptual 

mapping places Aldi on par with major supermarkets in terms of quality but significantly 

lower in price, reinforcing its unique position in the market. 

 

5. Marketing Mix (4Ps Framework) 

Product:​

Aldi focuses on a limited product range — with over 90% of items being own-label — 

ensuring quality while keeping prices low (IGD, 2023). Seasonal ‘Specialty’ promotions and 

award-winning ranges offer differentiation and excitement. 

Price:​

The brand’s core pricing strategy is EDLP, which means prices remain consistently low 

without heavy promotional gimmicks (Kotler et al., 2019). This strategy builds long-term trust 

with consumers. 

Place:​

Aldi operates uniform, cost-efficient stores in strategic locations. It has also expanded to 

urban areas and introduced click-and-collect services to improve accessibility (Aldi UK, 

2023a). 

Promotion:​

Aldi relies on integrated marketing communications, including television, digital, print, and 

emotional storytelling in seasonal campaigns. It's Christmas adverts have become highly 

anticipated events in the retail calendar (Marketing Week, 2023). 

 

 

https://www.retailgazette.co.uk/blog/2024/05/aldi-cant-match-this-ad/
https://www.retailgazette.co.uk/blog/2024/05/aldi-cant-match-this-ad/


6. Brand Perception and Customer Perception 

Aldi has managed and marketed the business to change people's perceptions of discount 

supermarkets. It used to be viewed as a basic, budget option — now it’s considered a smart 

choice for shoppers who want both quality and value. Aldi has focused on building trust with 

award-winning own-brand products, good customer reviews, and a reliable in-store 

experience. 

Own-label ranges, including wines, cheeses, and skincare, have been positively reviewed 

which has helped shape the positive brand image (Euromonitor, 2023).  

Analysis through Aaker’s Brand Personality Framework (Aaker, 1997) identifies Aldi under 

the “competent” and “sincere” traits — showing it's dependable, honest, and good at what it 

does. These traits connect well with price-conscious consumers who still care about quality 

and ethical values. 

 

7. Competitive Analysis (Porter’s Five Forces) 

To better understand Aldi’s market position, Porter’s Five Forces framework (Porter, 2008) 

provides a useful framework for assessing competitive dynamics in the UK grocery sector. 

Threat of New Entrants – Moderate 

Supermarket retail is a capital-intensive industry with high barriers to entry but the rise of 

digital-first grocery retailers and rapid delivery apps (e.g., Getir, Gorillas) has altered the 

landscape.  These platforms can sidestep some of the traditional fixed costs associated with 

physical store estates. However, Aldi’s scale, brand trust, and price advantage make it 

difficult for newer entrants to compete effectively on cost and volume. As of 2024, Aldi 

reached a market share of 10.4%, demonstrating its strong position in the market 

Bargaining Power of Suppliers – Low 

Aldi’s vertical integration and limited product lines increase its control over supplier 

relationships. Operating with fewer suppliers and placing large-volume orders gives Aldi 

substantial power in negotiations. Aldi’s commitment to local sourcing bolsters supplier 

relations and aligns with sustainability goals (IGD, 2023). 

 

 



Bargaining Power of Buyers – Moderate 

Shoppers in the UK have a wide choice of supermarkets, which increases their power in 

theory. However, Aldi’s reputation for value and consistent quality has built strong brand 

loyalty that reduces customer switching. According to YouGov (2023), Aldi ranks highly for 

customer satisfaction and trust, particularly among middle-income families. The company’s 

simple pricing structure and no-frills experience make it harder for competitors to lure 

customers away based solely on promotions. Tesco, ranked third in customer satisfaction 

with a score of 72%, and Sainsbury's, ranked sixth with a score of 68%, highlight the 

competitive landscape 

Threat of Substitutes – High 

Aldi competes not only with other supermarkets but also with convenience stores, online 

grocers, farmers’ markets, and meal delivery services. The convenience and speed offered 

by alternatives such as Amazon Fresh and Tesco Whoosh represent real threats. 

Nevertheless, Aldi mitigates this by maintaining exceptional value through its EDLP strategy 

and adapting to shopper expectations with services like click-and-collect (Aldi UK, 2023a). 

Lidl, with a market share of 7.1%, also poses a significant threat due to its similar low-cost 

model 

Industry Rivalry – Intense 

The UK grocery sector is saturated and fiercely competitive. Price wars are common, with 

Aldi often leading the way, forcing competitors like Tesco and Sainsbury’s to react with their 

own price-match and loyalty schemes (Chahal, 2020). The rise of Lidl, which operates a 

similar model, adds further pressure. Despite this, Aldi continues to grow its share, indicating 

the effectiveness of its differentiation and brand positioning strategy. Tesco's market share of 

27% and Sainsbury's market share of 16.4% illustrate the intense competition Aldi faces 

In summary, Aldi’s ability to neutralise threats through operational efficiency, private-label 

dominance, and clear market positioning is what gives it a sustained edge in a brutally 

competitive landscape. 

8. Challenges and Recommendations 

This report has evidenced Aldi is a strong performer in the market. However,  it faces 

growing strategic challenges that could threaten its momentum if not addressed. 

 



Challenges 

1: Managing Costs Amid Inflationary Pressures​

One of Aldi’s biggest ongoing challenges is maintaining its low-price promise while input 

costs (e.g., energy, transportation, and labour) continue to rise. The UK’s inflationary 

environment is squeezing margins across the sector. Aldi must ensure its cost-saving 

efficiencies remain ahead of these pressures. If cost-cutting compromises product quality, 

customer trust could erode — damaging a brand built on value and reliability (Mintel, 2023). 

2: Sustainability and Consumer Expectations​
Consumers are increasingly concerned about sustainability, from carbon footprints to ethical 

sourcing. Aldi has made progress — with recyclable packaging, net-zero commitments, and 

support for British producers — but there's still a gap when compared to sustainability 

leaders like Waitrose or Co-op (DEFRA, 2023; Fairtrade Foundation, 2023). To stay 

competitive, Aldi will need to make its Environmental Social and Governance strategy more 

visible and embedded in all areas of operations, including supply chain transparency and 

ethical labour practices. 

3: E-Commerce and Digital Innovation Lag​
 Despite its digital upgrades, Aldi still trails major competitors in e-commerce. As shopping 

habits evolve post-COVID, the demand for convenience, flexible delivery, and mobile-first 

experiences continues to grow. Competitors like Tesco and Amazon are excelling in this 

space, while Aldi's online services remain limited. This gap could eventually cost it market 

share, particularly among digitally savvy consumers (Chaffey & Ellis-Chadwick, 2019). 

Recommendations  

Key changes to strategic marketing recommended for Aldi:   

1. Accelerate Digital Transformation:​
Aldi should expand its digital footprint beyond click-and-collect by trialling home delivery in 

key urban areas. Investment in data analytics and personalisation tools could also enhance 

customer engagement, especially with younger demographics.​

 

2. Deepen Sustainability Initiatives:​
Aldi can gain a competitive advantage by clearly communicating its sustainability 

achievements. Expanding Fairtrade, carbon-neutral, and plant-based offerings could tap into 



rising consumer interest in ethical brands (Fairtrade Foundation, 2023).​

 

3. Launch a Simple Loyalty Scheme:​
Aldi has historically avoided complex loyalty programmes to keep costs down, a light-touch 

digital loyalty app could improve customer retention and provide valuable insights into buying 

behaviour. Lidl Plus is a good model to consider (Chahal, 2020).​

 

4. Invest in Brand Storytelling:​
Aldi should do more to tell its brand story — from responsible sourcing to community 

investment — through digital channels, helping build emotional brand equity that goes 

beyond just price.​

 

9. Conclusion 

Aldi’s success story is rooted in doing the basics exceptionally well — low prices, high 

standards, and a strict focus on what customers actually care about. Its marketing strategy 

goes beyond simply being a cheap alternative. Aldi now represents a value-driven brand that 

delivers quality, innovation, and ethical responsibility. 

By sticking to its cost-leadership roots while evolving with consumer behaviour, Aldi 

continues to thrive in a highly competitive sector. What sets Aldi apart is how it balances 

running efficiently with making clever marketing moves. Moving forward, keeping an eye on 

sustainability, digital trends, and customer engagement will be essential for long-term 

success. 
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