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1 Executive Summary
This report presents a strategic analysis of Nemrut International Supermarket, a family-run 24-hour convenience store that has operated successfully for over fifteen years. The business has built a strong community presence through reliability, affordability, and exceptional customer service. Its customer-focused business model and close family management have fostered strong loyalty and operational consistency.
The analysis examined Nemrut’s strategic direction, environment, and competitive position, revealing that while the store benefits from a loyal customer base and unique 24-hour service, it faces increasing challenges from large supermarket chains, rising costs, and changing consumer expectations. Through the application of SWOT, PESTEL, Porter’s Five Forces, and stakeholder analysis, the report identified opportunities in local sourcing, digital innovation, and service diversification.
A combined focus differentiation and product development strategy is proposed as the most sustainable long-term approach. This involves expanding locally sourced and fresh product ranges, enhancing digital presence through marketing, and improving operational efficiency via staff development.
Key recommendations include a formal leadership training, digital integration, and sustainability initiatives. These actions will strengthen the store’s competitiveness, community value, and long-term resilience, ensuring Nemrut International Supermarket continues to thrive as a cornerstone of the local community.

2. Introduction
Nemrut International Supermarket is a well-established, family-run small (SME) operating in the retail and convenience sector. Located in the heart of the local community, it has served as a trusted 24-hour convenience store for over 15 years, earning a strong reputation for reliability, accessibility, and exceptional customer service. Despite operating with a small team of six employees, the business has demonstrated sustained success through its continues strive to meet the everyday needs of its customers.
The supermarket offers a diverse range of essential products and services, including groceries, snacks, beverages, household goods, personal care items, and ready-to-eat meals. In addition to traditional retail offerings, it provides practical community-focused services such as bill payments, mobile top-ups, and parcel collection, positioning itself as a one-stop shop for local residents. Its target market primarily consists of local families, working professionals, and students who rely on the store’s round-the-clock convenience and competitive pricing.
Nemrut International Supermarket operates on a customer-focused business model (sales force, 2025), combining affordability, product variety, and efficient service delivery. By sourcing high-demand items at competitive prices and maintaining strong supplier relationships, the store creates value through consistent availability, convenience, and personalized service. The family-based management approach ensures close oversight, fostering teamwork, accountability, and a sense of community both among employees and customers.
What truly sets Nemrut International Supermarket apart is its unique positioning as the only 24-hour retail outlet within a two-mile radius, making it indispensable for customers with late-night or early-morning needs. Its longevity, family values, and personal approach to service have cultivated a loyal customer base and a strong community presence. This blend of traditional values and operational flexibility provides a competitive edge, enabling the business to thrive in a challenging retail environment while maintaining its local identity and customer trust.




3. current strategic direction and goals
The 24-hour convenience store known as Nemrut International Supermarket strategic direction is centred on sustaining growth through community engagement, customer satisfaction, and operational efficiency. As a family-run business, its vision is to become the community’s most trusted and convenient retail destination, recognized for quality products, excellent service, and continuous availability. This vision reflects a long-term commitment to customer loyalty and social connection, aiming to position the store not merely as a place of purchase but as an integral part of daily community life.
The mission continues to focus on providing accessible, affordable, and reliable products and services around the clock, while maintaining a personal and friendly shopping experience. This mission aligns closely with the business’s values of integrity, responsiveness that stem from its family-oriented culture. By operating 24 hours a day, it demonstrates adaptability to customer lifestyles and modern retail demands.
The business objective has stayed the same from first concept of the business these being to expand its product range to meet evolving customer needs, maintaining high service standards through continuous staff development. Additionally, the business aims to strengthen supplier relationships and sourcing more products locally.

4. Environmental scan
Internal Environment
SWOT Analysis:
	




[image: ]Family ownership fosters trust, personalized service, and consistent management. The convenience sector in the UK has a strong presence there are roughly 50,486 convenience stores. (Stores, 20025)
	Weakness
Rising costs are a major concern: National Living Wage increases, higher Employer National Insurance contributions and higher rates of business rates (taxes on property) reduce net margins.
The National Insurance Contribution jumping from 13.8% to 15 resulted in an increase average cost for a convenience store over £4,400 extra a year.
(Shrivastava, 2025) 

	Opportunities
Demand for “food-to-go” and rapid last-minute shopping is growing. UK convenience stores can leverage more digital tools to improve efficiency. There is also tailoring store formats and differentiation via fresh/chilled goods. 
(intelligence, 2025)
	Threats
Fierce competition from supermarkets and discounters (like Aldi, Lidl). Consumer spending is tight due to inflation and cost of living pressures. (savills, 2025)



PESTEL Analysis
	Political
	Economic
	Social
	Technological
	Environmental
	Legal

	
	Rising wage costs (National Living Wage), inflation in food/grocery, energy cost increases, cost of doing business
	Growing consumer demand for convenience, “top-up” shopping (smaller, frequent purchases) instead of big supermarkets trips.
	Opportunity in digital tools: improving inventory management, better POS systems
	Smaller stores have a desired smaller carbon footprint than large stores
	They are exempt from the
Sunday Trading Act
(Gov.UK, 1994)




External Environment
Porter’s Five Forces
	Porter’s Forces
	Threat level 
	explanation

	Threat of New Entrants
	Medium/Low
	There are already a number of convince stores in the area making the likelihood of a new entry low

	Bargaining Power of Suppliers
	Medium
	They control the supply of product that the store receives, but they aren’t the only suppliers.

	Bargaining Power of Buyers
	High
	Customers are price sensitive, many alternatives (supermarkets, discounters, online). Convenience must offset price through service or immediacy.

	Threat of Substitutes
	High
	Customers can go to larger supermarkets, discount chains, online grocery delivery services or local independent stores (SWOT, 2025)

	Competitive Rivalry
	Very high
	The UK convenience store market is very crowded: many independent shops, symbol groups and branch networks of major retailers are all competing. For example, the report for The Co‑operative Group notes “many rivals including major national chains and local businesses” (canvas business model, 2025).



Nemrut International Supermarket’s analysis shows strong community ties and 24-hour service as key strengths but faces rising costs and fierce competition. Economic pressures and changing consumer habits challenge profitability, while opportunities exist in digital innovation, local sourcing, and sustainability. PESTEL factors highlight inflation, growing demand for convenience, and technological advancement. Porter’s Five Forces reveal high buyer power and rivalry, with moderate supplier influence and low threat of new entrants. Overall, success depends on leveraging community loyalty and adopting digital and sustainable strategies to remain competitive.
5. Available Strategic Growth Choices
The 24-hour family-run convenience store operates within a competitive and rapidly evolving UK retail landscape. The sector is dominated by supermarket convenience formats such as Tesco Express, Sainsbury’s Local, and Co-op, as well as independent stores and franchised operators like Londis and Nisa. With the timely reports from the Association of Convenience Stores (ACS) Local Shop Report 2025 we know there are an accounted for 50,486 operating stores across the UK, contributing significantly to the economy and local employment. To ensure sustainable growth in this competitive environment, the store must pursue a clear, differentiated strategy that leverages its strengths in customer service, flexibility, and community engagement. This goal is achievable by use of different methods including:
Porter’s Generic Strategies
For this convenience store, a focus differentiation strategy is most appropriate (Institute for Manufacturing, 2025). Competing on cost would be challenging due to limited economies of scale compared with large supermarket chains that benefit from bulk purchasing and supply chain efficiencies. Instead, focusing on a defined local market segment allows the store to differentiate itself through superior service quality, personal relationships, and convenience.
The differentiation can be achieved by offering locally sourced and high-quality products, providing 24-hour accessibility, and maintaining a warm, family-oriented shopping atmosphere. These characteristics create a unique customer experience that large, impersonal chains often cannot replicate. Moreover, by emphasising community values and local engagement, the business can foster emotional loyalty and repeat patronage, both essential for long-term sustainability.
Ansoff Matrix:
The Ansoff Matrix outlines four growth strategies: market penetration, product development, market development, and diversification (Peterdy, 2025). Each presents relevant opportunities for the store:
· Market Penetration:
The store can increase market share by encouraging repeat purchases through promotional offers and extended late-night deals. Community-focused marketing can reinforce brand recognition and drive customer retention.
· Product Development:
Introducing new product lines such as freshly prepared foods, locally sourced produce, or eco-friendly household items can meet evolving consumer preferences for sustainability and health. Offering ready-to-eat meals or fresh coffee-to-go options caters to busy professionals and night-shift workers, further differentiating the store from competitors.
· Market Development:
Expanding reach through click-and-collect services can capture tech-savvy consumers and those seeking convenience beyond the physical store. Partnering with local delivery platforms or developing a simple mobile app could enhance accessibility.
· Diversification:
Adding new services such as parcel collection, mobile top-ups, and recycling points provides additional revenue streams while reinforcing the store’s role as a multifunctional community hub.
Proposed Long-Term Strategy
A combined focus/differentiation and product development strategy is my proposed strategy as the most sustainable long-term approach. This hybrid strategy allows the business to maintain its personalized, community-driven identity while innovating to meet changing customer expectations. Differentiation through quality service, local sourcing, and extended product offerings helps build loyalty reducing price sensitivity and strengthening repeat patronage (McCusker, 2024).
This strategy is sustainable because it aligns with macro-environmental trends identified through the PESTEL analysis—particularly the UK’s social and environmental focus on supporting local businesses and reducing carbon footprints.
In the long term, the strategy positions the business as more than a convenience store it becomes a community hub offering convenience, sustainability, and personal connection. This creates a durable competitive edge that larger, impersonal chains struggle to replicate, ensuring financial resilience and local relevance for years to come.

6.  stakeholder analysis
A 24-hour family-run convenience store operates within a complex network of stakeholders whose expectations, influence, and engagement levels determine the success of any strategic decision. Understanding stakeholder dynamics enables the business to design strategies that are not only feasible and acceptable, but also sustainable in the long term. This analysis employs Mendelow’s Power–Interest Matrix to assess stakeholder influence and RACI analysis to clarify accountability during strategy implementation.
Mendelow’s Power–Interest Matrix
	Quadrant
	Stakeholder Group
	Level of Influence & Interest
	Management Approach

	High Power, High Interest
	Owners/Family Members/Employees
	Directly control decision-making and must be closely managed. 
	Manage Closely

	High Power, Low Interest
	Government/Suppliers
	Influence via regulations and provision of products. 
	Keep Satisfied

	Low Power, High Interest
	Customers, Local Community
	Interested in service quality, employment stability, and ethical practices but have limited control.
	Keep Informed

	Low Power, Low Interest
	Competitors
	Indirect influence of price 
	Monitor



Stakeholder Expectations and Strategic Alignment
Owners and Family Members and employees
As primary decision-makers, family members seek business continuity, profitability, and the preservation of family values. Their expectation is to maintain a balance between financial performance and reputation.
Customers
Customers expect consistent quality, affordability, and convenience. According to the (ACS Local Shop Report (2024), 2024), UK consumers increasingly value accessibility, local sourcing, and sustainability. Thus, strategies such as product diversification (locally sourced goods, eco-friendly packaging) would align with customer expectations while strengthening loyalty.
Suppliers and Distributors
Suppliers seek reliability and timely payment. Establishing long-term partnerships with local producers supports mutual growth and enhances the store’s local identity. This collaboration reduces supply chain risks and supports sustainability objectives, fulfilling both operational and ethical expectations.
Local Community
The community expects ethical behaviour, environmental responsibility, and contribution to local well-being. By sponsoring local events, reducing waste, and sourcing locally, the business strengthens social capital and reinforces its brand as a community-oriented enterprise. These actions also enhance reputation and consumer trust—key components of long-term success.
Government
Government expect compliance with trading standards, food safety, and employment laws. Meeting these requirements ensures operational legitimacy and minimizes risks. Regular audits, transparent practices, and adherence to licensing laws are essential for regulatory confidence and business continuity.
FSA strategic option
Following the stakeholder analysis, the most promising strategic direction for the 24-hour convenience store involves a combination of focus differentiation and product development. This dual strategy enables the business to strengthen its community roots while adapting to the evolving UK retail environment characterised by increasing competition, and sustainability demands. 
This can be achieved with the implementation of a wider variety of sold products (in-store coffee) (McCusker, 2024), improving store layout, and offering needed services (parcel collection, cash withdrawal, and bill payments).
· Suitability: This strategy is highly suitable given the internal and external environmental conditions identified in the SWOT and PESTEL analyses. The store’s current strengths such as its strong community reputation, family management, and personalised service align well with a differentiation approach. 
· Feasibility: The strategy is financially feasible. With only six employees, the business can efficiently implement targeted improvements without overextending resources. The project can be implemented incrementally by firstly expanding product lines.
· Acceptability: The proposed strategy is widely acceptable across key stakeholder groups. Family owners view it as consistent with their values and long-term vision for stability and legacy building. Customers perceive direct benefits in convenience, and quality, which strengthens loyalty.


7 Strategic Recommendations
The strategic analysis of Nemrut International Supermarket highlights that while the business enjoys strong community support and a unique 24-hour operating model, it faces mounting pressure from digital competitors, rising operational costs, and evolving consumer expectations. To ensure sustainable long-term growth, this section proposes four key strategic recommendations: digital transformation, local sourcing and sustainability, service differentiation, and organisational development. Each recommendation is supported by practical implementation guidance and aligned with the business’s mission and resources. 
--Leadership and skill sets
A key challenge for many small and family-run businesses is the absence of formal strategic management structures. To sustain growth, structured staff training and leadership development should be prioritised. Training in digital literacy, customer service, and product knowledge will empower employees and improve efficiency.
Training all family members in areas such as financial management, retail operations, and digital marketing will build long-term strategic capability (Storey, 2016). 
There will need to be a continuous use of flat decision-making structure instead of considering changing to a different model such as functional structure (Kenton, et al., 2025), as it is optimal for faster implementation of business decisions.
--Technology
The rise of digital commerce has transformed consumer behaviour, even within local convenience markets. Nemrut International Supermarket should adopt a phased digital transformation strategy, beginning with an online presence and social media marketing to enhance visibility and customer engagement. Establishing a simple e-commerce function such as click-and-collect or home delivery will expand customer reach beyond walk-in traffic. 
In-store technology can also improve operational efficiency with the addition of better item tracking software that enables better stock control, reduces waste, and supports data-driven decision-making as well as they can easily know which of their products are doing better and provide the information on their app with which items they have in stock.
According to (Eurostat, 2023), digitalisation improves SME competitiveness by enabling cost efficiency, customer interaction, and data-driven decision-making. Therefore, Nemrut could start by developing a mobile-friendly website and integrating an affordable point-of-sale (POS) system that tracks inventory and purchasing patterns. A digital champion among the current staff could manage social media and online updates, ensuring low-cost yet consistent engagement.
--Stakeholder
Differentiation remains central to Nemrut’s competitive edge. Building on its 24-hour availability and personal service, the store should diversify its offerings by introducing freshly prepared foods, local bakery items, or an in-store coffee station.
Using the insights from Mendelow’s matrix, the store should maintain strong communication channels with both high-power stakeholders (family, and suppliers) and high-interest groups (employees, customers, and the local community).
Externally, community engagement initiatives such as supporting charities, or offering loyalty programs (e.g. Every 10 purchases over £20, £10 off) strengthen social capital and brand reputation. This approach builds trust and loyalty, making the business more resilient against larger competitors.
--Sustainable
Consumers are increasingly motivated by ethical and sustainable purchasing choices. Nemrut can strengthen its market position by expanding local sourcing partnerships, promoting “Buy Local” campaigns, and reducing environmental impact. Establishing supply relationships with nearby farms or small producers not only supports the regional economy but also reduces logistics costs and carbon emissions.
Implementing sustainable initiatives—such as energy-efficient refrigeration, LED lighting, and the introduction of biodegradable bags—will further enhance the brand’s environmental credentials. Research by (Porter & Kramer, 2011) emphasises that integrating sustainability into business strategy creates shared value, benefiting both company and community. These actions will enhance Nemrut’s reputation, attract environmentally conscious customers, and contribute to long-term cost savings.
--Plan
Short-term (0–6 months):
· Launch social media presence and online marketing campaigns.
· Begin sourcing from local suppliers.
· Introduce basic sustainability practices (LED lighting, recycling bins).
Medium-term (6–12 months):
· Develop an online ordering or click-and-collect platform.
· Pilot a loyalty rewards system.
· Conduct customer service and digital skills training.
Long-term (12–24 months):
· Expand fresh food and beverage offerings.
· Establish delivery partnerships.
· Formalise succession and leadership plans.
	
	KPI
	Measurement

	Digital Transformation
	social media engagement
	20% increase in followers and engagement within 6 months

		Customer Satisfaction




	
	Customer feedback ratings and repeat visits



	



	
	Achieve 90% positive feedback and 15% increase in repeat customers annually




	Sustainability
	Energy use and local sourcing ratio
	25% reduction in energy costs and 20% of products sourced locally within 12 months

	Financial Performance
	Monthly revenue and profit margin
	10% revenue growth and stable 2–4% profit margin per quarter





8 conclusions
In conclusion, Nemrut International Supermarket has demonstrated resilience and longevity as a trusted, family-run convenience store deeply embedded within its local community. Its success is founded on strong customer relationships, consistent service quality, and a 24-hour operational model that provides a clear competitive advantage. However, as market dynamics evolve and consumer expectations shift toward digital accessibility and sustainability, the business must adapt to remain relevant and competitive in the long term.
The strategic analysis highlighted that while Nemrut’s vision and mission align with its community-centred values, gaps remain in areas such as digital presence, operational scalability, and formalised performance management. 
Addressing these challenges through targeted strategies particularly in product line expansion, digital transformation, local sourcing, and staff development will enable the business to enhance its market position and long-term sustainability.
By embracing gradual innovation, strengthening internal capabilities, and deepening community engagement, Nemrut International Supermarket can continue to use its strong local reputation as a sustainable strategic advantage. Continued investment in people, technology, and partnerships will ensure it remains not only a place of convenience but also a cornerstone of the local community for years to come.
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