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[bookmark: _Toc238675463]Executive Summary
This business plan examines the Morrisons's private-brand development strategy to add “The Best” to the GCC market, with the primary focus being biscuit and confectionery in the UAE and Saudi Arabia, treating this as a capital light market development as opposed to Morrisons branded stores (Morrisons, 2023/24). The market and PESTEL analysis reveal a conducive macro environment, including large and growing packaged foods and snacks sectors, increasing demand for imported high-quality premium brands, and the UK-GCC Free Trade Agreement, alongside regulatory and competitive pressures that demand disciplined execution (Alpen Capital, 2025; UK Government, 2026).
The business model and marketing and operations chapters suggest that "The Best" will be marketed under the slogan "premium British supermarket quality at accessible prices" with a limited number of hero SKUs, with more stringent category management and compliance, and with close links with partners such as Lulu, Noon and Kibsons, for category management and GCC specific promotions (Kumar and Steenkamp, 2007; Morrisons, 2025). The SWOT analysis, Competitor Analysis and Porter's Five Forces indicate that the firm possesses good internal resources (vertical integration, export experience) and a number of external pressures, primarily the intense competition, high buyer power and numerous substitutes, making targeted market development more feasible than a wide diversification policy (Porter, 1985; Strategy&/PwC, 2024).
The Financial Plan highlights that Morrisons' most recent cash flows (838m net operating cash inflow and 849m cash at period end) provide sufficient budgets to support a modest GCC programme, while sector data (such as the projected growth in the GCC snacks market to approximately USD 12.87bn by 2030) suggests that even a small premium niche could generate meaningful incremental profits (Morrisons, 2023/24; MarkNtel Advisors, 2024a). The reflection chapter concludes that the strategy needs to be executed in a phased and partial manner, starting with some “The Best” launches in selected priority UAE and KSA channels, building up the investment in GCC-specific insight and analytics, and the adoption of clear KPIs and scenario planning to evaluate whether to scale up, adapt or exit based on early results (Cornelius et al., 2005; Trigeorgis, 1996).

[bookmark: _Toc238675464]1. Introduction and Business Context
[bookmark: _Toc238675465]1.1 History, Ownership and Strategic Context
Wm Morrison Supermarkets Ltd (“Morrisons”) has had a long history of specialising in fresh food, and close ties with British agriculture since 1899, when it was founded as a small market stall in Bradford. The company grew from a regional grocer to a national supermarket over the past 110 years and over the years acquired several businesses and properties, including the Safeway purchase in 2004 that really broadened their store footprint and geographic reach (Morrisons, 2023/24; Myton Food Group, 2024). The historical path has importance because Morrisons' positioning in terms of British sourcing and 'in house' production and value for money is closely linked to the credibility of a premium range, such as ‘The Best' in international markets.
In recent years, there has been a significant transformation in the strategy and ownership of Morrisons. In 2021, the company was put under private equity ownership but continues to fulfil its reporting and public interest duties, given its involvement in the UK food supply chain (Morrisons, 2023/24). The new owners have emphasised on operational discipline, capital light growth and better return from core assets, which has resulted in programme of cost savings, divestment of non-core businesses like fuel forecourt and focused efforts on grocery and wholesale business. The Group's financial performance has featured a growth in revenue from continuing activities and an underlying boost in profit performance and cash generation, as evidenced by higher EBITDA margins and a decrease in external debt (Morrisons, 2023/24; Morrisons, 2025a; Retail Insight Network, 2025). This background is significant because it indicates a company that has a need and a desire for new opportunities for growth – in this case, international wholesale – but is not yet out of control.
Morrisons' current story focuses on its “food making and shop keeping” aspect – a unique level of vertical integration for a UK supermarket, strategically speaking. It has several manufacturing sites, slaughterhouses and packing plants and directly buy a large proportion of its stock from farmers (Morrisons, 2023/24; Strategy&/PwC, 2024). The integration enables the company to control the quality, traceability and cost in a way that pure retail competitors are unable to, and to influence their brand building strategy. Its competitive position is highlighted by its focus on British origin and direct links with suppliers and “made by Morrisons” products (Morrisons, 2023/24; Myton Food Group, 2024). It isn't just about the quality of ingredients, for a premium label such as “The Best” it means that its products also bear an authentic and trustworthy message that resonates well in markets where origin and trust are paramount, such as the GCC.
[bookmark: _Toc238675466]1.2 Product Portfolio and “The Best” Premium Tier
Morrisons provides a complete range of supermarket products including fresh produce, meat and fish, bakery, chilled and frozen convenience foods, ambient grocery, household goods and a selection of non-food items (Morrisons, 2023/24). In this diverse portfolio, own label products play a key role. As with other major supermarkets, Morrisons has three levels:
· A value tier to compete directly with discount chains and low-priced branded options, directly targeting consumers who are highly price sensitive.
· A basic level (the majority of the normal range), designed to provide a standard quality and price in line with the expectations of the general population.
· A higher quality offering, branded as “The Best”, targeting those willing to pay more for quality, innovation and indulgence.
The Best range is a crucial one, as it will enable Morrisons to go beyond price alone. Products in this grade may have more complicated and “restaurant style” recipes, more attractive packaging and higher-grade ingredients (Morrisons, 2023/24; Kumar and Steenkamp, 2007). They're set up for special occasions, at home treats or more critical customers who want to experience good worth in contrast to the greatest manufacturer brands. In the ranges such as biscuits, confectionery, chilled ready meals and desserts “The Best” offers a means for Morrisons to occupy high-end categories without just depending on the external brands (Morrisons, 2023/24; Morrisons, 2025). That is in line with the academic research on premium private labels that indicates that retailer brands which enhance quality and branding can become “quasi brands” that compete on image and price with manufacturer brands (Kumar and Steenkamp, 2007).
Brand architecture is another critical aspect. The Best is under the Morrisons master brand, but is often very different in appearance, featuring bold coloured packs, stylised logos and lots of pictures of the products (Keller, 2013; Kumar and Steenkamp, 2007). This will help it to get noticed in store and to help the concept of a sub brand expand beyond the UK. This visual distinctiveness is helpful in a GCC expansion where consumers may not be familiar with the Morrisons brand name - “The Best” can be offered as a clear and consistent premium offering, with cues for British origin and quality (Aichner, 2014; Burt and Sparks, 2002).
[bookmark: _Toc238675467]1.3 Internationalisation and GCC Presence
Unlike some of its peers that have ventured abroad in retail, Morrisons' internationalisation has been wholesale, via export and distribution channels instead of opening stores overseas. This indicates the firm's late entry into the international market, and its aim of risk management and CAPEX (Morrisons, 2023/24; Strategy&/PwC, 2024). This has actually involved the collaboration with third party distributors and big regional retailers, to list Morrisons products, deal with local logistics and ensure compliance (Johanson and Vahlne, 2009; Root, 1994; WTA Group, 2025).
The main one is the cooperation with Lulu Retail Group and its sourcing arm Y International (Morrisons, 2025). This partnership enables Morrisons to deliver a select list of its products to the Lulu hypermarkets and supermarkets in the GCC region. Corporate communications and trade press say initial trials were so positive in Qatar that the product could now be expanded to the UAE and Saudi Arabia and other countries in the Gulf region, with the number of stores stocking Morrisons products rising to approximately 260 outlets across the region over time (Leverbrook Export, 2022a). The stores normally have British food promotions or have sections for British food such as Morrisons stocked alongside other British brands.
Further, Morrisons has expanded their footprint in the GCC via digital. The Company's partnerships with platforms like Noon and Kibsons in the UAE enable it to display items in digital catalogues and sell directly to consumers through local logistics channels (Noon, 2025; Kibsons, 2026b). This provides a chance to test, collect information about product performance and market awareness creation for the expatriate community and, more digitally driven shopping audiences (Bain & Company, 2022; YouGov, 2024). Burnley's online listings sometimes mention British products and sometimes focus on “The Best” if it's a category in which British products are popular (Noon, 2025; Meydan Free Zone, 2026).
However, Morrisons' overseas operations are still more opportunistic than strategic. The product mix in GCC has been decided primarily with the interests of the distributors in mind and the British food festivals, while it was not a long-term strategy to make “The Best” a well-known premium brand in the region (Morrisons, 2025; Leverbrook Export, 2022b). Many of the products being exported are standard or mainstream ranges and the ‘The Best' is not necessarily consistently placed across markets or channels. There is very little visibility of category specific aspirations such as leadership in premium biscuit category in UAE and KSA (Strategy&/PwC, 2024). A lack of structured planning around “The Best” is the starting point of the business development project.
[bookmark: _Toc238675468]1.4 Customer Problem and Market Gap: GCC Premium Segment
The customer problem or market gap from the Morrisons perspective is a combination of three;
1. Consumers in the GCC region are increasingly interested in high end, imported food products, particularly in indulgent food categories such as biscuit and confectionery (Alpen Capital, 2025; GCC Food Market Report, 2026).
2. Retailers in GCC stock a wide range of international and British brands, but there is scope for value-added, premium brands that are not as “ultra” as the luxury brands (Strategy&/PwC, 2024; Leverbrook Export, 2022a).
3. Distribution access and manufacturing capability is already in place at Morrisons but they are not using their premium private label model to secure a clear and competitive position in this market (Morrisons, 2023/24; Morrisons, 2025).
The climatic and land limitation factors make food markets in the GCC highly reliant on imports (UK Government, 2026a; Strategy&/PwC, 2024). As a result, governments and retailers have diversified supply, established links with exporters and made investments in food security measures. Meanwhile, the UAE and the KSA has seen economic growth and increased income levels grow the proportion of expenditure on packaged foods and snacks (Alpen Capital, 2025; MarkNtel Advisors, 2024b). Youthful users and urbanization and high Smartphone penetration in the population has resulted in a higher exposure to the international brand culture and willingness to try new products (Bain & Company, 2022; YouGov, 2024).
The fact that Morrisons is still in operation, primarily via Lulu and online partners, indicates that there is some level of demand for the products (Morrisons, 2025; Noon, 2025; Kibsons, 2026b). The difference is that “The Best” is not actively being used as a solution to consumers in GCC who want a good value brand of British products. This project thus sees the absence of a structured approach to "The Best" in UAE and KSA as a growth opportunity since targeting premiums in the ambient space, and carefully selecting SKUs & marketing messages, could allow Morrisons to develop a more coherent position in the GCC premium grocery space (Morrisons, 2023/24; Strategy&/PwC, 2024).
[bookmark: _Toc238675469]1.5 Mission, Vision, Legal Structure and Specific Objectives For GCC
Morrisons' overall aim is to provide good quality food at good prices and to be a trustworthy grocery store in the communities that they serve. It is a matter of customer value, colleague development, responsible sourcing and environmental responsibility, which are all highlighted in its strategic documents. The company is legally organised as a UK registered supermarket group operating under holding company whose private equity owners are directors; board governance and reporting is to UK corporate standards.
The proposed GCC expansion for “The Best” can be expressed with specific and focused goals within this broader mission:
· To develop a viable and scalable premium private label business in UAE and KSA, as a successful viable international income stream for Morrisons.
· To strengthen the Morrisons brand story of British quality and food making skills in key international locations with ‘The Best' as the focal point.
· To pilot and adapt a model of internationalisation for the capital with the aim of replicating it in other regions/categories.
· To boost volumes of value-added products exported, contributing to British agriculture and manufacturing, rural economies and the UK's trade of food and drink.
The goals support the group's focus on disciplined, capital-light growth and offer a unified justification for the “The Best” brand being the spear they'll use to push into the GCC market, with no new store openings or new brands.


[bookmark: _Toc238675470]2. Literature Review and Strategic Framework
[bookmark: _Toc238675471]2.1 Macro Environment: GCC Food Market and Snacks Segment
The GCC region, which includes Bahrain, Kuwait, Oman, Qatar, Saudi Arabia and the UAE, has experienced a rapid economic and demographic change over the last few decades. Consumption has been transformed by big investments in infrastructure, diversifying the economy from oil, and a policy emphasis focused on foreign workers and tourists. Increasing incomes and urbanisation have spurred growth in the food and beverage sector, and the hypermarket and supermarket are now a part of daily life (Alpen Capital, 2025; Strategy&/PwC, 2024).
GCC snacks market is expected to experience significant growth and a remarkable trend towards higher value products, according to the reports. The snacks market is estimated to be approximately USD 8–9 billion and will grow to over USD 12 billion by 2030, with consistent demand for chips, biscuits, confectionery and nuts, but a growing trend of segmentation within these categories (MarkNtel Advisors, 2024a). Consumers are no longer only interested in low-cost products, but also in products with a high flavour or texture, nutritional claims or brand prestige. These are high quality cookies, chocolate biscuits and speciality items from European or British origins for biscuit and sweet snacks (Alpen Capital, 2025; GCC Food Market Report, 2026; Meydan Free Zone, 2026).
Further, governments in the GCC countries have voiced their worry on the food security and social health, which resulted in campaigns on balanced diet and responsible consumption. This has prompted some manufacturers and retailers to create the “better for you” versions, such as wholegrain biscuits, sugar lowered versions or products that feature clean label claims (Alpen Capital, 2025; Strategy&/PwC, 2024). In the case of “The Best”, this creates room for higher quality, more indulgent products that will still care about ingredients and quality, possibly making them stand out from lower grade products.
[bookmark: _Toc238675472]2.2 Consumer Behaviour: Premiumisation, Origin and Trust
One of the most notable trends in the GCC consumer market is premiumisation; as incomes increase and lifestyles evolve, consumers are prepared to pay more for a product in certain categories (Alpen Capital, 2025; Bain & Company, 2022). Consumption research in every FMCG category reveals that consumers will often make a premium choice if they believe there is added value and attribute quality to the product, its packaging and the brand. This is particularly apparent in food products such as chocolate, biscuits, dairy products and beverages and is associated with pleasure and social events (YouGov, 2024; Alpen Capital, 2025).
Perception of country of origin is another important consideration. Origin cues are a valuable indicator of quality and safety, especially for imported foods among consumers in the GCC region. European and British products enjoy a reputation for being more rigorously tested, having traditional recipes and are subject to trusted regulation (Aichner, 2014; Leverbrook Export, 2022b; Meydan Free Zone, 2026). This is supported by the communication of the marketing that emphasizes the provenance and heritage. They are often seen in ‘British aisles' or ‘British promotions' in hypermarkets and have long been associated with British products and expatriate communities (Leverbrook Export, 2022b; WTA Group, 2025). Morrisons' use of “The Best” is not being done as a marketing ploy, it is an acknowledging of a consumer preference for certain origins in premium food, a preference that applies to Britain (Aichner, 2014; Alpen Capital, 2025).
Retailer reputation is also a factor in gaining trust. Supermarkets, such as Lulu or Carrefour, have been investing in quality control and customer service, and they have become trusted distributors of foreign brands (Strategy&/PwC, 2024; Bain & Company, 2022). If the retailer endorses or co brands a new imported range, consumers might be more inclined to try it. Being featured in these trusted brands is a good first step for Morrisons but to substantiate a growth plan, the project must demonstrate that GCC consumers are likely to perceive “The Best” as a suitable substitute or complement to trusted premium brands (Morrisons, 2025; Strategy&/PwC, 2024). This assumption can be tested using secondary data sources, and to investigate attitudes towards private label products, and towards the British supermarket brands in particular (Kumar and Steenkamp, 2007).
[bookmark: _Toc238675473]2.3 Competitive Dynamics and Morrisons’ Potential Position
The three general players of the grocery market in GCC are influencing the competition:
1. Global manufacturer brands, frequently with large marketing budgets and reputations but with a long history in such categories as biscuits and confectionery, built their reputations (YouGov, 2024; Arabian Business, 2024; Gulf Business, 2024).
2. Regional and local brands, such as Middle Eastern brands that compete on price, local taste preference, coverage.
3. Retailer private labels – simple value lines to more and more highly developed premium lines that are more and more like branded products in quality and packaging.
Major brands like McVitie's, Oreo, Kit Kat and Cadbury have gained strong market shares in the GCC shelves as well as in the consumers' minds. They are often the most highly rated brands in FMCG surveys and are the leading choices for certain moments such as regular snacking and gifting (YouGov, 2024; Arabian Business, 2024; Gulf Business, 2024). For Morrisons that translates to going on new market segments where shoppers already have favourites. But the global brands also come with a higher listing price and might not fit every flavour category and packaging option that consumers desire. This leaves room for higher quality private labels that can be priced a little lower.
Morrisons' online presence and its presence through Lulu suggest that at least there is some willingness among the GCC population to post and stock its products. The brand is currently playing a second fiddle to well-established brand manufacturers and local brands suggests competitive analysis (Morrisons, 2025; Noon, 2025; Kibsons, 2026a). Growth is, therefore, targeted towards specific categories and outlets where “The Best” can make a meaningful impact – premium biscuits and confectionery in select outlets in UAE and KSA, complemented with digital storytelling and targeted promotions in online grocery apps (Bain & Company, 2022; Noon, 2025; Kibsons, 2026). Narrowing scope means that Morrisons don't have to invest too much in too many things and can more accurately assess their performance.
[bookmark: _Toc238675474]2.4 Regulatory, Logistical and Macro‑Risk Factors
The friction points have to be taken into account as well if a growth opportunity is to be validated. GCC food markets have strict regulatory standards for imported food products such as Arabic language labelling, nutrition panels that meet standards, and in the event of its application, halal certification (WTA Group, 2025; Source International FZCO, 2026). This requires a high degree of collaboration with partners and packaging adaptation for a UK retailer such as Morrisons. If labels are not adapted correctly or on time, this can result in rejection of stock at ports or delays, which will have a negative impact on costs and customer relationship (Source International FZCO, 2026; Morrisons, 2023/24).
Logistics are another factor to consider. Ambient products like biscuits and confectionery are more portable than chilled or frozen products, but their supply chains and forecasting also must be solid to ensure they are not out-of-stock or overstocked. Supply could be interrupted due to shipping times, port congestion or geopolitical instability in the region (WTA Group, 2025). These problems can be dealt with in part by working through experienced intermediaries like Y International, but not completely eliminated. A capital light approach that is based on wholesale has its operational risks as well as advantages (Morrisons, 2025; Johanson and Vahlne, 2009).
Macroeconomic and monetary risks are also important. The sterling price of sales in GCC markets may be impacted by exchange rate fluctuations, and commodity price fluctuations (e.g. cocoa, sugar, wheat) can also have an impact on margins (Alpen Capital, 2025; Strategy&/PwC, 2024). Consumers' confidence in the economy and their discretionary expenditure on premium imported food can be affected by the cycle of economic fluctuations in the GCC economies themselves, which are linked to oil prices (Alpen Capital, 2025). In times of economic downturn, however, consumers tend to gravitate towards cheaper products, which means the validation must take that into account if the strategy is a “The Best” private label (Kumar and Steenkamp, 2007).
However, the fact that the UK has a concluded trade agreement with the GCC, there is a demand for UK food imports and the continued maturation of modern retail networks shows that the UK exporters can play a meaningful role in the GCC market. The issue for Morrisons is to set the investment and expectations accordingly: ticking the GCC extension of “The Best” as a controlled experiment rather than a yes/no endeavor, with definite scenarios and exit conditions (UK Government, 2026a; UK Government, 2026b; Alpen Capital, 2025; Strategy&/PwC, 2024).


[bookmark: _Toc238675475]3. Methodology
The study investigates the possibility of implementing a partner-based approach with minimal capital investment in the GCC premium biscuits and confectionery sector. It uses exclusively secondary information such as corporate reports, government documents, market research, academic research and reputable trade sources, without gathering information from consumers, the retail sector or from Morrisons employees.
[bookmark: _Toc238675476]3.1 Research Design and Justification
A qualitative, desk-based, case study approach with limited quantitative scenario analysis is taken in the report. Morrisons was chosen as the case company due to its well-established history across the UK, food manufacturing capabilities, vertically integrated food sourcing, international penetration in the GCC markets and clear strategic opportunity in relation to its structured international development of ‘The Best'. The geographic scope is limited to UAE and KSA as these are two priority markets which are most relevant for the grocery retail business in the proposed expansion area of the GCC and are endowed with well-established grocery retail channels, online platforms and demand for imported premium food products.
Because this is a business plan for a PRESENT company, and not a study of consumer behaviour or feasibility study for a new venture, a secondary-data design is indicated. The goal is to evaluate the proposed expansion against existing evidence of suitability and financial viability of the proposed expansion considering the grocery environment in the GCC region, market trends and trade conditions. The annual report of Morrisons is the best source to gauge its financial capability, operational structure and current international activities, and published market and trade sources can be used to assess the external GCC environment (Morrisons, 2023/24; UK Government, 2026a).
Interviews, surveys and engagement with retailers were not used to collect primary data. Access to contact GCC consumers, Lulu representatives, distributors or Morrisons managers would have necessitated resources beyond the scope of this report – time, ethical approvals and sampling. The recommendations should therefore be taken as one that is based on evidence and strategy.

[bookmark: _Toc238675477]3.2 Source Selection and Reliability
	Pyramid level
	Source type
	Main use in the analysis

	Level 1: Highest reliability
	Official primary sources
	Morrisons’ financial position, operating model, export activity, cash flow, trade conditions and compliance requirements

	Level 2: High reliability
	Peer-reviewed academic literature and recognised academic books
	Application of strategy, internationalisation, competitive advantage and scenario-planning frameworks

	Level 3: Moderate-to-high reliability
	Established market-research and professional consultancy reports
	Market growth, consumer premiumisation, retail trends, competition and the GCC food environment

	Level 4: Moderate reliability
	Trade bodies, export specialists, retailer reports and industry media
	Export processes, labelling, halal requirements, retailer activity, logistics and practical market examples

	Level 5: Supporting evidence only
	General news articles, company marketing pages, blogs and commercial webpages
	Recent examples of listings, partnerships, campaigns or product availability


[bookmark: _Toc237906751][bookmark: _Toc238674411][bookmark: _Toc238674432]Table 1 Source Selection and Reliability Pyramid
A hierarchy of reliability was used to select sources. Primary corporate and government sources were prioritised in the report, such as Morrisons' annual report, corporate announcements, trade publications of the UK Government and the official guidance of the regulatory bodies. Factual information regarding Morrisons' performance, cash flow, international partnerships, trade policy and food-export requirements was derived from these sources, which are produced by organisations that are directly involved in or responsible for the subject matter. (Morrisons, 2023/24; Morrisons, 2025b; UK Government, 2026a; UK Government, 2026b).
The next group included existing market-research and professional industry sources like Alpen Capital, YouGov, Food Export USA, and Bain & Company. These were used to determine the market size, premiumisation trends, consumer preferences, retail development and packaged food demand in the GCC markets (Alpen Capital, 2025; YouGov, 2024; Food Export USA, 2025). Current market data were not used as sources for interpretation. For instance, Ansoff's Matrix was used to categorise the strategy as market development; Porter's 5 forces to evaluate industry pressure and Johanson and Vahlne's internationalisation model to evaluate Morrisons' approach of partner internationalisation (Ansoff, 1957; Porter, 1985; Johanson and Vahlne, 2009).
Articles, retailer news and company announcements were included only if they helped to illustrate a specific and limited fact, such as availability of products or export partnerships or an upcoming retail event. They were identified as potentially promotional, so were not regarded as a standalone indicator of consumer demand or financial results in the long term (Morrisons, 2025b; Leverbrook Export, 2022a). In order to make conclusions more credible through triangulation, where similar claims were made by sources the report contrasted them rather than limiting itself to a single source.
[bookmark: _Toc238675478]3.3 Ethics, Limitations and Data Interpretation
The report is based solely on publicly available secondary data and does not include human subjects, personal information, confidential company information or direct contact with consumers and retailers. This means it doesn't run the risk of informed consent or privacy and commercial confidentiality. However, ethical considerations were upheld by separating fact, interpretation and assumptions, and by citing sources throughout the text instead of using external statements as if they were independent findings.
The major drawback is that there's no primary evidence from customers in the GCC region, retail buyers, distributors and Morrisons' management. Broad consumer trends can be seen in published reports which can be double-checked against UAE and KSA consumers to see if these consumers recognise ‘The Best', would purchase ‘The Best' at advertised prices and prefer ‘The Best' to existing, established global and local alternatives. In the same way, it is not possible to confirm the commercial terms, space in the stores, margins or anything else Morrisons might be able to do with Lulu, Noon, Kibsons and KSA retailers.
Another drawback is that Morrisons doesn't provide any revenue, margin or volume or market-share information on a public basis for its activities in the GCC region or for "The Best". The report does not provide a specific financial forecast, but rather indicative scenario modelling. The assumptions of the estimated addressable premium segment, proposed market share, contribution rate and payback periods are used to test commercial plausibility. These should be taken as estimates that assist decision making and should be validated via discussion with retailers, trial listings and actual sales data before full implementation (Morrisons, 2023/24; Trigeorgis, 1996).
[bookmark: _Toc238675479]3.4 Analysis Procedure and Handling of Contradictions
There were four steps in the analysis. The information about Morrisons' strategy, supply chain, financial strength and export activity was gathered from corporate reporting and company communications, first. Second, market evidence was collected regarding GCC food demand, premiumisation, consumer trend, competitor, retail channel, trade condition and food compliance requirement. Thirdly, this evidence was analysed with PESTEL, SWOT, Competitor Analysis, Porter's Five Forces and Ansoff Matrix. Finally, the results were translated into practical recommendations for a phased introduction of "The Best" in the GCC markets in terms of operations, HR, Marketing and Financial.
The contradictions between different sources were addressed by assigning more credibility to the most reliable and pertinent evidence. For instance, information on financial matters was preferred in Morrisons' annual report; trade-policy information, in UK Government publications. If the figures were found to be different for market size, because of different definitions, e.g., snacks, packaged food, biscuits, or total confectionery, they were not assumed to be interchangeable. Rather, they were intended to represent the magnitude and direction of market opportunity, and the financial plan was based on conservative – and clearly stated – assumptions and not on precision (Food Export USA, 2025; Alpen Capital, 2025; MarkNtel Advisors, 2024c).
Overall, this procedure provides medium confidence in the report main conclusion that an expansion of "The Best" capital light and targeted to UAE and KSA is strategically possible and financially viable for Morrisons. Confidence is less high on precise demand, price acceptance and market share and break-even time, however, as these rely on information secondary data cannot fully provide. Phased implementation, however, with live validation with retailers and consumers before large scale up is therefore appropriate (Cornelius, Van de Putte and Romani, 2005; Trigeorgis, 1996).


[bookmark: _Toc238675480]4. Findings and Analysis
[bookmark: _Toc238675481]4.1 Marketing and Sales Strategy

[bookmark: _Toc237906752][bookmark: _Toc238674412][bookmark: _Toc238674433]Table 2 Morrisons' Marketing Strategy
[bookmark: _Toc238675482]4.1.1 Theoretical Grounding: Brand Positioning, Private Labels and COO
The proposed marketing-mix for “The Best” follows the theories of brand positioning and literature of retailer brands in UAE and KSA. The private brands offered by premium supermarkets are now considered as a “quasi brand” as they can compete head-to-head with the manufacturer brands by providing differentiated quality and image at lower price (Kumar and Steenkamp, 2007). Here, the positioning of ‘The Best’ as a ‘British premium range’ in the GCC naturally taps into the brand equity of the retailer as well as the country-of-origin effect, in which ‘UK' stands for quality and safety of food (Aichner, 2014; Burt and Sparks, 2002).
In the biscuit and confectionery domain, with high rivalry and strong global brands, sustainable advantage will not be realised through functional attributes alone – taste or packaging (Porter, 1985; Strategy&/PwC, 2024). Rather, literature on brand led differentiation highlights the value of emotional and symbolic benefits, such as “authentic British indulgence” and “restaurant quality treats at home” as the tangible quality cues, as defined by the ingredients and their provenance (Keller, 2013; Kumar and Steenkamp, 2007). The intended emphasis on a range of “The Best” hero SKUs, its planned synchronicity of the retail and online positioning, and the premium pricing of some SKUs fits in well with the current view on private label and international retail brands (Kumar and Steenkamp, 2007; Burt and Sparks, 2002).
[bookmark: _Toc238675483]4.1.2 Positioning: “Premium British Supermarket Quality at Accessible Prices”
The positioning statement for “The Best” in the GCC is “The best to enjoy Premium British supermarket quality, at affordable prices”.
This positioning highlights the British origin, the indulgence of the recipes and the high quality, aligning with top-of-the-range expectations among UAE and KSA consumers, while at the same time being more accessible than super luxury imports (YouGov, 2024; Alpen Capital, 2025). The GCC food shoppers appreciate and prefer strong brands across premium food categories, and the market analyses conducted by Alpen Capital indicate that premium, imported and “better for you” snacks and packaged foods are in increasing demand in the region (YouGov, 2024; Alpen Capital, 2025). Morrisons' approach of positioning “The Best” in line with the aforementioned trends, but keeping the supermarket tier pricing will allow it to play into a value oriented premium space in the category.
[bookmark: _Toc238675484]4.1.3 Target market and customer profile
The strategy focuses on the mid to high income shoppers, frequently shop for snacks, grocery at modern retail outlets as well as online platforms, and already buy foreign brands (Bain & Company, 2022; WTA, 2025). They are more likely to appreciate the British origin, brand heritage and indulgent product experiences, and are more likely to be found in segments with higher willingness to pay for quality (Alpen Capital, 2025; GCC Food Market Report, 2026).
Furthermore, expatriate communities, especially British and European residents, tend to look for familiar products and supermarket brands from their home countries (Leverbrook Export, 2022b; Meydan Free Zone, 2026). The segments identified by Lulu, Noon and Kibsons, and the leading brands in the UAE and KSA, are targeted through the trial and repeat purchase of the “The Best” SKUs by consumers who tend to trust the UK supermarket brands (Morrisons, 2025b; Noon, 2025; Kibsons, 2026a).
[bookmark: _Toc238675485]4.1.4 Pricing and Portfolio Strategy
The pricing policy of “The Best” is designed to keep premium prices, compared to standard private labels, but at the same time not to lose the competition with ultra-luxury imports of the product, leading to “affordable indulgence” (Kumar and Steenkamp, 2007; Porter, 1985). The logic of the structure will be a “good better best” within each category, with:
· “Good” includes the majority of Morrisons and value lines as appropriate.
· “Better” includes standard imported SKUs.
· At the top of the tiers, “Best” is the premium version of “The Best”, which has a higher perceived quality and slightly higher price (Morrisons, 2025a; Strategy&/PwC, 2024).
This is also consistent with the strategy for retailers' brand architectures, with the ability to target different segments without compromising on the premium positioning of ‘The Best' (Keller 2013; Burt and Sparks 2002). 
[bookmark: _Toc238675486]4.1.5 Branding and Promotion
Branding and promotion campaigns are aimed at creating awareness and strengthening the British premium message. Promotional campaigns, including themed in store displays and sampling events, are proposed to be co-developed with retailers in the GCC countries, such as British Food Festivals, which will feature “The Best” SKUs and connect to other aspects of British culture (Morrisons, 2025b; UK Government, 2017). The campaigns have already been rolled out by Morrisons and Lulu in Qatar and other GCC markets, suggesting that the retailers are willing to back them and consumers are interested (Morrisons, 2025b; Supermarket News, 2025).
Digital marketing will be complementary to key SKUs, origin stories, and usage occasions, including evening treats, weekend gatherings and gifting. This can be featured in the social media content, retailer app banners and influencer partnerships (Bain & Company, 2022; Stratrich Consulting, 2024). Strong imagery and clear descriptions and provenance information on enhanced product pages are recommended to strengthen the brand online for Noon (2025) and Kibsons (2026). It also reflects the findings that consumers are more and more turning to the internet to research products, and that high-quality visual information and content resonates with consumers of premium brands (Stratrich Consulting, 2024; Keller, 2013).
[bookmark: _Toc238675487]4.1.6 Distribution, Advertising and Sales Execution
The strategy focuses on three steps as it relates to distribution and sales execution:
· Enhance and deepen Lulu product listings for “The Best”, ensuring key biscuits and confectionery SKUs are in priority stores in UAE and KSA; with good shelf positioning and promotion (Morrisons, 2025b; Supermarket News, 2025).
· Secure other top chains listings in UAE and KSA, including Carrefour and leading KSA grocery stores, for a broader reach of customers and to diversify away from one retailer (Strategy&/PwC, 2024; WTA, 2025).
· Improve product pages and invest in quality product photography and advertising, across the leading online grocery platforms (including Noon) (Noon, 2025; Stratrich Consulting, 2024).
There will be a focus on the hero SKUs, the flagship products in each category, and a multi-channel campaign will be used to coordinate messaging in store, British Food Festivals and in digital communications (Keller, 2013; Burt and Sparks, 2002). Such an integrated approach aligns with best practice brand management and strives to deliver a unified brand experience (both physical and digital) (Keller, 2013; Bain & Company, 2022).
[bookmark: _Toc238675488]4.1.7 Customer Retention and Performance Measurement
Overall, the strategy emphasises customer retention and performance measurement for Morrisons. Repeat purchase rate, as well as category share and basket data, should be tracked by Morrisons and their retail partners in the GCC, while leveraging POS and loyalty programme data if available (Strategy&/PwC, 2024; Bain & Company, 2022). This will be beneficial in determining which “The Best” SKUs are doing well and which are in need of tuning or dropping.
Loyalty offers, multi buy promotions and British themed promotions for limited time can help incentivise trial and repeat sales, particularly to new customers (Alpen Capital, 2025; YouGov, 2024). As the data accumulates, it will enable the creation of assortment, pricing and messaging refinement, and help inform scenario planning and real options analysis on a variety of ways to scale, adapt or exit specific categories (Cornelius et al., 2005; Trigeorgis, 1996).
[bookmark: _Toc238675489]4.2 Operation Plan
[bookmark: _Toc238675490]4.2.1 Current Operations: Vertically Integrated UK Supply and Partner‑Based Export
The operations of Morrisons in the GCC markets are supporting their "Best" and other ranges supply chain, which is vertically integrated in the UK, and based on a partner-based export model (Morrisons, 2025a; Morrisons, 2026). In the UK, Morrisons operates and owns production facilities, slaughterhouses and meat packing plants and has direct access to British farmers, providing it with a high degree of control over the quality of the products, from farm to store traceability and the costs (Myton Food Group, 2024; Morrisons, 2023/24). Successful integration upstream is the basis for the production of “The Best” biscuits, confectionery and other ambient products with consistent standards suitable for export.
Morrisons uses export specialists like Y International, as well as other distributors, to package, label and distribute to the different regions for the GCC (Morrisons, 2025b; Leverbrook Export, 2022a). Common working procedures are:
· Bulk production and packing of “The Best” SKUs in UK.
· Bulk shipping to GCC by sea freight in coordination with exports partners and logistics partners (WTA, 2025).
· Label adaptation and compliance, such as Arabic labelling, panel of ingredients and nutritional labels, and halal certification where required, are typically carried out by Y International and/or Morrisons (Source International 2026; WTA 2025).
· Distributed to retailers, like Lulu, and via their regional network to stores in UAE, KSA and other GCC countries (Morrisons, 2025b; Supermarket News, 2025).
This operation is in line with capital light model as Morrisons does not own its own stores in the GCC region nor does it own its own warehouses, but relies on those of its partners (Johanson and Vahlne, 2009; Root, 1994). It aligns with the Group's plans to grow its overseas wholesale and export business without significant long-term investments (Morrisons, 2025a; Strategy&/PwC, 2024).
[bookmark: _Toc238675491]4.2.2 Operational Strengths
There are a number of positive elements currently in place in Morrisons that will help its expansion into the GCC region:
1. Direct sourcing and management of manufacturing: Morrisons' direct control of sourcing and manufacturing ensures a consistent quality and it is also meeting origin-based expectations which is important in premium segments (Morrisons, 2026; Myton Food Group, 2024). For “The Best”, it is about having recipes, ingredients and processes designed centrally that comply with both UK and GCC specifications, and having claims of “British quality” that are believable (Aichner, 2014; Leverbrook Export, 2022b).
2. Built export connections: With Y International and other partners, there are proven routes to ensure products from the UK factories reach the shelves in the GCC. (Morrisons, 2025; Supermarket News, 2025). These partners have local knowledge of the logistics, regulatory and retail sector, which helps Morrisons to manage less and move to shelf (WTA, 2025; Source International, 2026).
3. Products availability: “The Best” SKUs are already present on the shelf in around 260 Lulu stores and online platforms like Noon and Kibsons, with some operational success of the products at this baseline level (Morrisons, 2025b; Noon, 2025; Kibsons, 2026b). This in-market presence translates to specific operational functions that are operational such as labelling, shipping, and warehousing; which means that expansion can leverage existing functions and processes instead of starting from scratch (Strategy&/PwC, 2024).
4. Capital light structure and flexibility: Morrisons do not own any of the stores in the GCC, which means that there is no need for a significant commitment of capital and no long-term lease agreements are made (Cornelius et al., 2005; Trigeorgis, 1996). Functionally, there is less risk to the local property and staff and scenario planning can be used to determine whether to scale, adapt or exit (Cornelius et al., 2005).
[bookmark: _Toc238675492]4.2.3 Operational weaknesses
While the current model has a number of strengths, there are some weaknesses that may restrict the effectiveness of “The Best” expansion:
1. Limited operational visibility across GCC: Morrisons depends on its partners for local distribution and in store operations, therefore it has limited direct visibility of day-to-day operations including stock management, merchandising quality and in store promotions (Morrisons, 2023/24; WTA, 2025). This can complicate identification of problem areas such as stockouts, poor placement of products on shelves, or sub-optimal implementation of campaigns.
2. Staying Connected: Communication and coordination may not be optimised working through intermediaries, which can also cause delays in adapting the packaging for Arabic labels and halal certifications (Source International, 2026; WTA, 2025). The postponement of these could hinder the introduction of new “The Best” SKUs or reduce timeliness to new consumer trends in the UAE and KSA.
3. No granular SKU level performance data: Morrisons currently has some data from retail partners but public information indicates that it does not have comprehensive real-time SKU level performance data in all GCC outlets (Morrisons, 2025a; Strategy&/PwC, 2024). The absence of detailed sales, margin and basket data per SKU makes it more difficult to optimise assortments, price and optimise promotions effectively (Bain & Company, 2022).
4. Reliance on others: Morrisons depends on the compliance, forecasting and store execution of Y International, Lulu and others for everything (Morrisons, 2025b; WTA, 2025). A skewed focus for instance on the retailers’ own premium private labels may hinder support of “The Best” in operations and hinder growth.
[bookmark: _Toc238675493]4.3 Human Resource Capital Allocation
[bookmark: _Toc238675494]4.3.1 Current Staffing and Management of International Wholesale/Export
The international wholesale/export function is run by a dedicated team within Morrisons, who are responsible for developing and maintaining relationships with partners and ensuring Morrisons is involved with international trade activities (Morrisons, 2022; Morrisons, 2025). This central team liaises with category management, supply chain, finance and marketing teams in the UK to ensure export decisions are consistent with product strategy, operational capacity and financial goals (The Grocer, 2022; Morrisons, 2025).
Within the realm of GCC expansion, this team liaises with Y International, Lulu, Noon and other partners, as well as negotiates listing agreements and maintains a high-level monitoring of performance (Morrisons, 2025b; Strategy&/PwC, 2024). But public data reveals that their remit is wide ranging, covering several regions and several categories and that there is no specifically managed micro-level “The Best” range in GCC (Morrisons, 2023/24; Supermarket News, 2025).
[bookmark: _Toc238675495]4.3.2 Skills and Capability Gaps Related to GCC Expansion
Several capability gaps are identified to assist the recommended strategy for “The Best” such as,
1. International category management with insight into the market in the Gulf countries (GCC countries): The team requires a specialised understanding of the key consumer trends and the category dynamics and competitive environment of biscuits and confectionery (Bain & Company, 2022; Alpen Capital, 2025). If not, it can be challenging to develop assortments, pricing and promotions that meet local expectations.
2. Trained in management and business skills: Many aspects are covered by partners but it is important for Morrisons to have enough in-house knowledge about the GCC regulations, Arabic labelling and halal requirements to advise partners properly and prevent reoccurring compliance problems (Source International, 2026; WTA, 2025). This means being aware of the implications of trade policy changes between the UK and the GCC for documentation and tariffs (UK Government, 2026a; UK Government, 2026b).
3. Analysing the Middle East brand and trade marketing: The marketing team also needs to be adept at making the brand story relatable to Middle East audiences, picking the right images and words, and going to Middle East destinations like local influencers and retail apps (Keller, 2013; Aichner, 2014). 
4. Data analysis of GCC sales and shopper data: Morrisons need to be able to analyse SKU level sales and shopper data from its GCC partners to gain insights into repeat purchase, basket composition and category share (Bain & Company, 2022; Strategy&/PwC, 2024). This requires not only group level financial reporting capabilities, but data analytics abilities in retail and FMCG analytics.


[bookmark: _Toc238675496]4.4 Business Analysis Models
[bookmark: _Toc238675497]4.4.1 PESTEL Analysis 
	Factors
	Summary

	Political factors
	Favourable UK-GCC FTA trade terms, tempered by geopolitical risk exposure

	Economic factors
	Rising incomes fuel premium demand, but oil and currency volatility loom

	Social factors
	Young, brand-aware GCC consumers value British quality and indulgence

	Technological factors
	E-commerce and digital retail growth open new marketing channels

	Environmental factors
	Sustainability and heat-resilience expectations shape packaging and sourcing

	Legal factors
	Strict labelling and halal rules demand proactive compliance


[bookmark: _Toc237906753][bookmark: _Toc238674413][bookmark: _Toc238674434]Table 3 Morrisons’ PESTEL Overview
Political factors
The direction of UK-GCC Trade policy and regulatory is at the core. The UK-GCC Free Trade Agreement introduces reductions in non-tariff barriers, as well as tariffs, facilitating the customs process and providing certainty for ‘The Best' exports to the UAE and KSA (UK Government, 2026; Gulf Today, 2025; Westo Direct International, 2026). GCC governments focus on food security and diversified and reliable imports, which align with Morrisons' supply and quality guarantees, but this certainly leaves operations at risk of geopolitical risk (Hill et al., 1990; Johanson and Vahlne, 2009). Overall, the political environment is favourable for UK exporters, given Morrisons' monitoring of food security policy and trade negotiations (UK Government, 2026a; Strategy&/PwC, 2024).
Economic factors
GCC opportunity is a result of income levels, growth, currency dynamics and food spending patterns. The demand for "The Best" in UAE and KSA is driven by high GDP per capita and a growing middle class, with increased spend on packaged food/snacks, and increased penetration of hypermarkets favouring 'The Best' expansion (Alpen Capital, 2025; GCC Food Market Report, 2026). But, the economies of the Gulf Cooperation Council are still vulnerable to oil-price volatility, macroeconomic fluctuations that can undermine consumer confidence and spending on premiums (Strategy&/PwC, 2024; Bain & Company, 2022) and sterling-Gulf currency fluctuations impact margins and pricing flexibility (Damodaran, 2012; Trigeorgis, 1996). The climate is favourable, but macro shocks and cost pressures need to be managed through scenario planning (Cornelius et al., 2005; Damodaran, 2012).
Social factors
Demography, cultural taste and attitudes to imported brands is important. GCC populations are young, urbanised and globally exposed through media, tourism, and expatriates, inspiring an interest in international snacks, and convenience foods (Alpen Capital, 2025; GCC Food Market Report, 2026). The UAE/KSA consumers have an awareness of FMCG brands and are prepared to pay for quality and taste and image (YouGov, 2024; Arabian Business, 2024). Owing to the UK's 'British aisles', themed promotions and demand from expatriates, British/European brands are perceived as safe, quality and traditional -- all are important characteristics that GCC shoppers look for in imported food products (Aichner, 2014; Leverbrook Export, 2022a). This is in line with ‘The Best’ marketing strategy aimed at British-indulgence, but there is a need to be sensitive to flavour, religious and cultural values (Aichner, 2014; Keller, 2013).
Technological factors
In UAE/KSA, online grocery and retailer apps have seen rapid expansion, particularly for home delivery, and for detailed digital information about products (Bain & Company, 2022; Stratrich Consulting, 2024), while Noon (2025) and Kibsons (2026) have introduced online grocery and retailer apps, respectively, offering Morrisons opportunities to market “The Best” SKUs through enhanced product pages and influencer marketing to digitally-focused customers. Exporter-retailer coordination is strengthened through better logistics tracking, demand forecasting and data sharing, but invests in systems and analytical capability (Strategy&/PwC, 2024; Bain & Company, 2022). In the end, the advantages of using technology are mostly for the purpose of branding and selling, and to improve the level of digital presentation and data-driven decision making (Keller, 2013; Damodaran, 2012).
Environmental factors
Expectations of sustainability, climate and environmental control are key. GCC countries are experiencing high levels of heat and water scarcity, leading to a significant reliance on food imports for both food security and sovereignty (Alpen Capital, 2025; GCC Food Market Report, 2026), and sustainability continues to be a major priority for the retailer and consumer focus on sourcing, packaging and waste (Myton Food Group, 2024; Strategy&/PwC, 2024). If this can be communicated effectively, Morrisons' pledge to ‘The Best' could differentiate the range, and products need to be heat stable, plus packaging needs to be protective and environmentally friendly (Morrisons, 2026; Myton Food Group, 2024), and logistics optimised to reduce waste and food spoilage (Source International, 2026; WTA Group, 2025).
Legal factors
Food safety, labelling, halal and trade law are of paramount importance. There are strict requirements for ingredient disclosure and nutritional labelling and Arabic requirements, with fines or product rejection for non-compliance (WTA Group, 2025; Source International, 2026), while legality and consumer trust in a product are dependent on Halal certification for many products (Source International, 2026; UK Government, 2017). The UK-GCC FTA also includes tariffs, rules of origin and customs procedures, which impact cost and administrative burden (UK Government, 2026a; UK Government, 2026b). Legal issues are therefore risk when standards are unclear or change rapidly, as well as opportunity for well-structured, high-standard exporters (Hill et al., 1990; Johanson and Vahlne, 2009); proactive compliance is key to "The Best" expansion.
What PESTEL tells us about ‘The Best' in GCC is summarised below:
Overall, PESTEL suggests that the environment for "The Best" in UAE and KSA is largely favourable; favourable trade policy, growing demand for premium products, favourable country of origin image and a rapidly changing digital retail landscape (Alpen Capital, 2025; Strategy&/PwC, 2024). In spite of this, the factors of economic cycles, regulatory complexity and partner dependence remain risks that have to be tackled with disciplined scenario planning (Cornelius et al., 2005; WTA Group, 2025).


[bookmark: _Toc238675498]4.5 SWOT Analysis of Morrisons for “The Best” in GCC
	Strengths
	Opportunities

	· Vertically integrated sourcing supports quality, traceability and "Made in Britain" appeal
	· Favourable UK-GCC trade and food security policies

	· Established GCC retail and e-commerce partnerships lower expansion barriers
	· Growing demand for premium, imported snacks

	· Strong "The Best" brand equity and premium positioning in the UK
	· Expanding e-commerce and online grocery channels

	· Capital-light model enables scalable, low-risk market entry
	· Differentiation potential through sustainability and British sourcing

	· Low brand awareness in the Gulf versus global competitors
	· Intense competition from global and local premium brands

	· Limited SKU-level data and operational visibility
	· Exposure to oil price and commodity cost volatility

	· GCC-specific marketing expertise still underdeveloped
	· Complex regulatory and halal compliance requirements

	· Heavy reliance on partners limits responsiveness
	· Execution risk from shifting partner priorities

	Weaknesses
	Threats


[bookmark: _Toc237906754][bookmark: _Toc238674414][bookmark: _Toc238674435]Table 4 Morrisons' SWOT Analysis
Strengths
· The Best's premium positioning is supported by traceability and "Made in Britain" appeal, thanks to Morrisons' vertically integrated supply and sourcing, and the company's ownership of manufacturing sites, abattoirs and packing facilities, as well as its close links with British farmers, provide good control over quality, provenance and cost (Morrisons, 2023/24; Myton Food Group, 2024).
· Export and retail partnerships in GCC: Morrisons already distributes through partners such as Y International and Lulu Retail Group (260 stores) and ecommerce companies Noon and Kibsons, which provides established shipping routes, labels, warehouses, and shelves, thereby reducing the expansion barriers (Morrisons, 2025b; Noon, 2025; Kibsons, 2026b; Strategy&/PwC, 2024; WTA Group, 2025).
· Built "The Best" premium tier and brand equity: A well-known UK premium private label, with strong home-market equity (Morrisons, 2025; Kumar and Steenkamp, 2007) and which was a quasi-brand, competitive with manufacturer brands (Kumar and Steenkamp, 2007; Burt and Sparks, 2002), supported by positive UK country-of-origin perceptions (Aichner, 2014; YouGov, 2024).
· Capital-light internationalisation model: In line with the theories of eclectics and Uppsala model which argue for progressive and risk managed market entry (Hill et al., 1990; Johanson and Vahlne, 2009), not having own outlets reduces fixed costs and makes it a scalable option to enter the GCC market as it has been tested and is not in danger of killing the UK business (Cornelius et al., 2005; Trigeorgis, 1996).
Weaknesses
· Low brand awareness in Gulf: Morrisons and "The Best" are far less known than global brands such as Cadbury, Oreo or Kit Kat (YouGov, 2024; Arabian Business, 2024), whereas entry into a new market demands significant investment to establish trust which is still at an early stage in the GCC (Burt and Sparks, 2002; Keller, 2013).
· Limited operational visibility and data gaps: Partner-led operations result in Morrisons having limited SKU-level performance data (Morrisons, 2025a; Strategy&/PwC, 2024), limiting assortment, pricing and promotion decisions (Bain & Company, 2022), and learning agility (Damodaran, 2012; Trigeorgis, 1996).
· Lack of GCC-specific marketing skills: Despite having a strong marketing capability in the UK, the resonance may not yet be there as these skills haven't been localised to the GCC or opportunities may be missed in social media, influencer, or retailer-app channels without specialised marketing skills here (Morrisons, 2022; UK Government, 2017; Aichner, 2014; Stratrich Consulting, 2024).
· Heavy partner dependence and slow adaptation: Dependence on Y International, Lulu etc. for compliance, labelling, execution can impact packaging or SKU changes; shift in partner priorities to their own private labels could reduce support for "The Best" (Source International, 2026; WTA Group, 2025); (Hill et al., 1990).
Opportunities
· Supportive trade and food security environment: The UK-GCC food security agendas and FTA prioritise diversified UK imports, and lower tariffs and customs allow for competitive, quality export development (Gulf Today, 2025; Westo Direct International, 2026).
· Growth in Premiumisation and Imported Snacks: Consumers are willing to pay more for premium snacks due to their origin story and indulgence (YouGov, 2024; Gulf Business, 2024), while their value-priced nature makes them a viable niche option for this premium product category (Alpen Capital, 2025; GCC Food Market Report, 2026).
· Growing e-commerce and online grocery: As online grocery and retailer apps like Noon and Kibsons proliferate (Bain & Company, 2022; Stratrich Consulting, 2024), these platforms offer new opportunities for promotion, including product pages rich with content, targeted advertising and influencer marketing (Noon, 2025; Kibsons, 2026a), along with the limited physical branding available (Keller, 2013; Strategy&/PwC, 2024).
· Differentiation through sustainability and British sourcing: Morrisons' British sourcing efforts and sustainability measures (Morrisons, 2026; Myton Food Group, 2024) can help differentiate ‘The Best’ in a market that is increasingly focused on sustainability (Alpen Capital, 2025; Aichner, 2014).
Threats
· Premium global and local competition: There are many brands on the market, both international and local, that contend with "The Best" with increased budgets and shelf space (Strategy&/PwC, 2024; Bain & Company, 2022), and it is important for “The Best” to distinguish itself (Kumar and Steenkamp, 2007; Porter, 1985).
· Macroeconomic and commodity price volatility: GCC demand for premium imports is affected by oil prices and macroeconomic changes (Alpen Capital, 2025 and GCC Food Market Report, 2026), and commodity price volatility (cocoa, sugar, wheat) affects profitability and needs proactive pricing and hedging strategies (Cornelius et al., 2005; Strategy&/ PwC, 2024).
· Regulatory and compliance risks: With complex labelling, nutrition and Halal certification requirements (WTA Group, 2025; Source International, 2026), there are potential risks of delay, rejection and fines (UK Government, 2017; Hill et al., 1990) as well as tightening in sugar content or child-directed advertising (GCC Food Market Report, 2026; Strategy&/PwC, 2024).
· Execution risk and partner priority conflicts: Retailers may prioritise their own brands or promotions over the visibility and support of "The Best" (Supermarket News, 2025; Strategy&/PwC, 2024) while gaps in execution such as inconsistent shelf placement and digital messaging can undermine strategy (Keller, 2013; Bain & Company, 2022) This in returns highlights the importance of effective category management and shared KPIs with partners (Parnell, 2010; Johanson and Vahlne, 2009).


[bookmark: _Toc238675499]4.6 Competitive Landscape for "The Best" in GCC
The GCC grocery market has three levels of competitors: global manufacturer brands, regional/local manufacturer brands, and retailer-owned labels (ROI) (Bain & Company, 2022, Strategy&/PwC, 2024). Global brands such as Oreo, Kit Kat, Cadbury and McVitie have strong market positions and have been able to maintain their market positions with a consistent marketing investment and consumer trust (Gulf Business, 2024; YouGov, 2024), regional manufacturers compete on local taste and lower price and the retailers are pushing their own premium private brands, utilising the shelf space and data on shoppers against imported products (YouGov, 2024; Strategy&/PwC, 2024; Burt and Sparks, 2002).
[bookmark: _Toc238675500]4.6.1 Global manufacturer brands
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[bookmark: _Toc237906745][bookmark: _Toc238674407][bookmark: _Toc238674426]Figure 1 Competitors in snacks and biscuits for Morrisons
Consumers are most competitive and prefer global brands such as Oreo, Kit Kat, Cadbury and Lays compared to local brands, as consistently found by YouGov's FMCG rankings in UAE and KSA (YouGov, 2024; Arabian Business, 2024). Their advantages include:
· Heavy advertising and overseas advertising (Keller, 2013; Porter, 1985)
· Proven distribution and shelf visibility in major hypermarkets and supermarkets in the GCC (Strategy&/PwC, 2024; Bain & Company, 2022)
· They have narrow or wide product lines with diverse tastes and price points, and are the default choice of shopper (YouGov, 2024; Gulf Business, 2024).
These brands are directly in competition with ‘The Best' in the premium biscuits and confectionery sector, matching the scale of the advertising or the length of time on the market is not feasible with Morrisons (Aichner, 2014; Kumar and Steenkamp, 2007).
[bookmark: _Toc238675501]4.6.2 Regional and local brands
Regional manufacturers are mainly competing in the mid-priced and value category by differentiating on the basis of local flavours (dates, nuts, cardamom, honey) and also enjoying local cost structures and familiarity with regulations (Alpen Capital, 2025; GCC Food Market Report, 2026). The major GCC conglomerates have expanded their presence in strong dairy and bakery segments to biscuits and confectionery (Strategy&/PwC, 2024; Bain & Company, 2022). Their less expensive and more culturally relevant presence can place pressure on imports that don't seem to provide a higher value or experience (Aichner, 2014; Leverbrook Export, 2022a) -- but it also represents the middle ground that “The Best” can fill, providing a higher quality (warm, approachable, fun) and more affordable British product (Kumar and Steenkamp, 2007; Keller, 2013).
[bookmark: _Toc238675502]4.6.3 GCC retailers' private labels
Major retailers such as Lulu, Carrefour and Panda are investing in the higher quality of their own brands, identical in quality and packaging to the manufacturer brands (Strategy&/PwC, 2024; Burt and Sparks, 2002), with benefits in:
· Preferential shelf space and promotion, as retail stores decide how to allocate their shelves (Strategy&/PwC, 2024; Bain & Company, 2022)
· Detailed shopper/basket data, which can be used to make localised range and pricing decisions (Bain & Company, 2022; Damodaran, 2012)
· The perception of value lies in between international brands and local value products (Kumar and Steenkamp, 2007)
For Morrisons, as a Lulu supplier, the key is to make sure that "The Best" gets noticed and supported in the premium and mid-range categories (Morrisons, 2025; Supermarket News, 2025); "The Best" should be marketed as a unique line of imported British premium products and not be confused with own label lines (Aichner, 2014; Burt and Sparks, 2002).
[bookmark: _Toc238675503]4.6.4 Morrisons' competitive position
Morrisons can be characterised as:
· A new, niche biscuit and confectionery player in the GCC market with low brand awareness, but access to distribution (Morrisons, 2025b; Noon, 2025)
· Differentiated by its British origin and vertical integration, providing a sourcing guarantee that few competitors can offer (Morrisons, 2023/24; Myton Food Group, 2024).
· Dependent on strong execution and category focus given limited marketing scale and reliance on partners (Strategy&/PwC, 2024; WTA Group, 2025)
However, “The Best” shouldn't go up against the bigger manufacturer brands across the whole board, but should focus on premium biscuits and confectionery with a British provenance and brand appeal that resonates with the middle and higher earning shopper (Alpen Capital, 2025; YouGov, 2024). This means:
· The competition based on emotional/symbolic value and brand story instead of advertising expenditure (Keller, 2013; Kumar and Steenkamp, 2007)
· With a focus on the quality of perception and British authenticity, it was assumed that there will be certain segments which will still be dominated locally (Aichner, 2014; Leverbrook Export, 2022b)
· Ensuring that "The Best" is sold as a separate imported premium brand, rather than becoming part of own label brands (Burt and Sparks, 2002; Strategy&/PwC, 2024).


[bookmark: _Toc238675504]4.7 Porter's Five Forces for "The Best" in GCC

[bookmark: _Toc237906746][bookmark: _Toc238674408][bookmark: _Toc238674427]Figure 2 Porter's Five Forces Analysis
[bookmark: _Toc238675505]Industry rivalry - High
Brand strength of competitors and strong regional manufacturers and own-label brands of retailers mean rivalry is high (Strategy&/PwC, 2024). The global brands such as Oreo, Kit Kat, Cadbury and McVitie's are doing well through long-term brand building and consumer default preference (YouGov, 2024; Gulf Business, 2024), whereas the local brands and store brands are bidding hard on pricing, promotions and locally tweaked flavours (Alpen Capital, 2025; GCC Food Market Report, 2026). With the competition for shelf space, promotion and digital visibility being so high (Strategy&/PwC, 2024; Bain & Company, 2022), it is important for ‘The Best' to distinguish itself not only on the intensity of competition, but also through British origin and brand narrative (Kumar and Steenkamp, 2007; Keller, 2013).
[bookmark: _Toc238675506]Power of buyers - High
Retailers and consumers are in a strong position. Consolidated retailers, such as Lulu, Carrefour and other major KSA chains determine pricing, margins, and level of support for promotions and listing fees (Strategy&/PwC, 2024; WTA Group, 2025), as well as shelf placement and wording of promotions (Burt and Sparks, 2002; Bain & Company, 2022). There are many choices available to consumers across different national brands, private label and local brands (YouGov, 2024; Gulf Business, 2024) and they will readily switch to other choices if "The Best" does not meet its taste and/or value expectations (Porter, 1985; Kumar and Steenkamp, 2007). This means Morrisons must make its price premium more transparent, and form better, data-driven retailer relationships (Strategy&/PwC, 2024; Parnell, 2010).
[bookmark: _Toc238675507]Bargaining power of suppliers - Moderate to Low
Upstream supplier power is low due to vertical integration and long-term supplier relationships in the UK, enabling Morrisons to negotiate favourable deals and ensure consistent recipes (Myton Food Group, 2024; Morrisons, 2026). But the suppliers of commodities (cocoa, sugar, wheat) also have some leverage because of the price fluctuations (Damodaran, 2012; GCC Food Market Report, 2026) and so do the specialist logistics and compliance companies for GCC regulations and halal requirements (Source International FZCO, 2026; WTA Group, 2025). Overall, integration maintains supplier power as moderate-low, however commodity and specialist costs require active management (Morrisons, 2023/24; Strategy&/PwC, 2024).
[bookmark: _Toc238675508]Threat of substitutes - High
Threat of substitutes are also high due to availability of substitutes, such as crisps, chocolate, nuts, pastries and fresh bakery items, in place of biscuits or confectionery products (Alpen Capital, 2025; GCC Food Market Report, 2026), and an increased demand for healthier alternatives such as low sugar biscuits, whole grain biscuits, or fruit-based biscuits (Strategy&/PwC, 2024; Bain & Company, 2022). Demand for biscuits/confectionery products can move to other product categories, as purchases are usually based on a purchase occasion of “an indulgent treat” and not necessarily on a particular product (Porter, 1985; Damodaran, 2012). This underscores the importance of Morrisons to communicate through emotional means – a sensuous indulgence as it were [Keller, 2013; Kumar and Steenkamp, 2007] – and not functional attributes.
[bookmark: _Toc238675509]Bargaining power of buyers - Low to Moderate
Barriers to entry are moderate, as strong supply chains, regulatory knowledge, shelf space and marketing budget are needed to enter the market (WTA Group, 2025; Source International FZCO, 2026), while incumbents have advantages in terms of scale, relationships and data (Strategy&/PwC, 2024; Bain & Company, 2022). However, niche international brands and D2C ecommerce can play a selective role from online channels (Stratrich Consulting, 2024; Alpen Capital, 2025). New entrant threat is not as significant as rivalry or buyer power; however, niche players aiming for premium British positioning are a watch point (Porter, 1985; Parnell, 2010).
[bookmark: _Toc238675510]Strategic implications and overall attractiveness.
The Five Forces analysis reveals a structurally challenging market with strong rivalry and buyer power, high threat from substitutes, moderate-low supplier power and non-trivial new entrants’ risk (Porter, 1985; Strategy&/PwC, 2024). Success with "The Best" requires:
· High Britishness and supermarket brand value and quality (Kumar and Steenkamp, 2007; Aichner, 2014)
· Retailer relationships to obtain strong shelf, promotion and pricing (Burt and Sparks (2002) and Bain & Company (2022).
· Control of margins and costs in the context of commodity prices and marketing requirements (Damodaran, 2012; Trigeorgis, 1996)
[bookmark: _Toc238675511]4.8 Ansoff Matrix of Morrisons’ GCC “The Best” Strategy
	Ansoff Quadrant
	Point

	Market penetration
	Secondary focus, given the GCC's limited footprint, on boosting sales of existing SKUs in existing GCC stores

	Market development
	Primary strategy exporting proven UK ranges into new UAE/KSA markets and segments

	Product development
	Secondary, localisation-led adaptation of flavours and packaging for GCC tastes

	Diversification
	Not recommended at this stage, given high risk and limited incremental value


[bookmark: _Toc237906747][bookmark: _Toc238674409][bookmark: _Toc238674428]Figure 3 Ansoff Matrix Quadrant
[bookmark: _Toc238675512]4.8.1 Market penetration (existing product, existing markets)
Market penetration boosts sales of existing products in existing markets through pricing, promotions and improved distribution (Ansoff, 1957; Porter, 1985). The UK is the main place where this is relevant for Morrisons, as ‘The Best' is already established and can be expanded through in-store marketing and digital engagement & assortment optimisation (Morrisons, 2023/24; Keller, 2013). Penetration would involve more strongly promoting existing SKUs in small stores in the GCC, such as Morrisons, in listed stores, with better shelf placement, and improved retailer-app visibility (Morrisons, 2025b; Supermarket News, 2025; Strategy&/PwC, 2024; Bain & Company, 2022). This is secondary to market development in view of the limited GCC footprint.
[bookmark: _Toc238675513]4.8.2 Market development (existing products, new markets)
Market development involves selling established and already-tested products into new markets or segments, which involves some risk (Ansoff, 1957; Ansoff, 1989). Here lies the essence of Morrisons' GCC strategy: introducing successful premium ranges to UAE and KSA and appealing to the mid-to-high income population of locals and expatriates (Morrisons, 2023/24; Strategy&/PwC, 2024). PESTEL analysis and competitor analysis confirms this as favourable factors for expansion because of improving trade policy, the increased demand for premiumisation and very strong modern retail and ecommerce infrastructure (Alpen Capital, 2025; YouGov, 2024). Adapting the message of distribution, compliance and marketing to GCC conditions while keeping the core British message of quality at value (Kumar and Steenkamp, 2007; Aichner, 2014). This is Morrisons' major approach, where they will be capitalising on their brand architecture in the UK and expanding to the new region (Ansoff, 1957; Strategy&/PwC, 2024).
[bookmark: _Toc238675514]4.8.3 Product development (new products, existing markets)
Product development involves the creation of new products for current markets, usually to satisfy changes in customer preferences or to target some high-value market segments (Ansoff, 1957; Keller, 2013). Morrisons have already been regularly updating their ‘Best' recipes and SKUs in the UK (Morrisons, 2023/24; Morrisons, 2025a). This might involve customisation of either flavour or packaging, such as adding a local profile of dates, pistachios or local spices, or creating a size that suits the gifting or family sharing culture of the GCC region (Alpen Capital, 2025; GCC Food Market Report, 2026; Leverbrook Export, 2022a; Meydan Free Zone, 2026). It should be a secondary strategy that is still based on localisation and not a big push into new products.
[bookmark: _Toc238675515]4.8.4 Diversification (new products, new markets):
The quadrant with the greatest risk is diversification, new product in new market, where new capabilities are needed in the face of high uncertainty, as proposed by Ansoff (1957, 1989). This would represent new, possibly non-food product lines for Morrisons, and GCC entry (Strategy&/PwC, 2024). At this stage, complete diversification is not recommended as it is a capital-light approach and is looking to utilise current UK assets (Morrisons, 2023/24; Cornelius et al., 2005). The issue is that, with the high levels of competition and the execution issues already associated with market development, there would be no clear additional value with diversification, but an added strain on resources. (Porter, 1985; Trigeorgis, 1996). The focus continues with market development with selective product development, where there is a clear opportunity in the GCC.
[bookmark: _Toc238675516]4.9 Overall Strategic Analysis: How the Models Look for Morrisons' GCC Expansion
Overall, using PESTEL, SWOT, Competitor Analysis, Porter's Five Forces alongside the Ansoff Matrix, Morrisons' "The Best" entry into UAE and KSA appears to be a strategic move with its potential difficulties:
· Overall, the macro environment is favourable as per PESTEL (UK Government, 2026a; Alpen Capital, 2025) with supportive UK-GCC FTA trade policy, increasing incomes and premiumisation, a strong demand for imported brands, and evolving retail and e-commerce infrastructure, which are counterbalanced by regulatory, environmental and economic cyclicality that necessitates scenario planning (Cornelius et al., 2005; WTA Group, 2025).
· SWOT identifies that UK vertical integration, export relationships and brand architecture are strengths, while GCC brand awareness, data visibility and partner reliance (Morrisons, 2023/24; Bain & Company, 2022) are weaknesses. Opportunities include premiumisation, digital grocery growth and sustainability differentiation, while threats include high competition, a high buyer power and regulatory risks (YouGov, 2024; Strategy&/PwC, 2024).
· Research on competitors reveals that there are many competitors including global competitors, local manufacturers, and retailer private labels (YouGov, 2024; Gulf Business, 2024), which necessitates the creation of a unique niche for Morrisons in the British premium market to distinguish itself from other brands and products.
· Porter's Five Forces suggest that rivalry is high, buyer power is high and strong substitute threat, while supplier power and new entrants’ pressure is moderate – a structurally challenging industry for above-average returns (Porter, 1985; Strategy&/PwC, 2024), where success requires differentiation, retailer cooperation, cost discipline and focused targeting instead of broad expansion (Parnell, 2010; Trigeorgis, 1996).
The combined models indicate that Morrisons' GCC expansion can be a successful, yet challenging, endeavour, as the external environment and internal capabilities are favourable and a market development strategy that targets existing market segments can be successful, provided there is careful planning, strong partnerships and an attitude to continuous learning (Cornelius et al., 2005; Porter, 1985).
5. [bookmark: _Toc238675517]Implementation Plan
[bookmark: _Toc238675518]5.1 Business Model Canvas
[bookmark: _Toc238675519]5.1.1 Key Partners
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[bookmark: _Toc237906748][bookmark: _Toc238674410][bookmark: _Toc238674429]Figure 4 Strategic partners for Morrison’s "The Best"
Partnerships are central to "The Best" business model (Johanson and Vahlne, 2009; Root, 1994). Lulu Retail Group and its sourcing/packing arm Y International are the main regional partners, distributing Morrisons products to around 260 Lulu outlets across UAE and Saudi Arabia (Morrisons, 2025; Supermarket News, 2025). Other potential retail and e-commerce partners include Carrefour (Strategy&/PwC, 2024), Panda and Tamimi in-store, and Noon and Kibsons online (Noon, 2025; Kibsons, 2026b), enabling simultaneous presence across hypermarkets, supermarkets and online grocery (Bain & Company, 2022; Strategy&/PwC, 2024). Logistics companies and export agents also support shipping, customs clearance and compliance, including Arabic labelling and halal certification (WTA, 2025; Source International, 2026). This network-based approach mirrors the revised Uppsala model, using existing relationships to reduce liability of outsidership and capital risk in market entry (Johanson and Vahlne, 2009; Hill et al., 1990).
[bookmark: _Toc238675520]5.1.2 Key Activities
Four activities underpin GCC expansion. First, UK-based sourcing and manufacturing through Morrisons' vertically integrated plants, abattoirs and pack houses maintains "The Best" quality and supply reliability — a differentiator versus competitors (Morrisons, 2025a; Myton Food Group, 2024; Morrisons, 2026). Second, export logistics and compliance — shipping, documentation, Arabic packaging, nutritional panels and halal certification — is managed with Y International and specialist partners to prevent border delays or rejections (WTA, 2025; Source International, 2026). Third, category management and joint business planning with GCC retailers covers SKU selection, pricing, shelf positioning and promotions, critical in a competitive biscuit/confectionery category dominated by global brands (Strategy&/PwC, 2024; Bain & Company, 2022; YouGov, 2024; Alpen Capital, 2025). Fourth, brand development and marketing — in-store theatre, British Food Festivals, sampling and digital campaigns — translates the UK "affordable luxury" positioning into a story that resonates with UAE/KSA consumers (Morrisons, 2025b; UK Government, 2017; Aichner, 2014; Keller, 2013).
[bookmark: _Toc238675521]5.1.3 Key Resources
Strong brand equity and product development capability let Morrisons create standout recipes and packaging versus value lines and competitor labels (Morrisons, 2025a; Kumar and Steenkamp, 2007). A dedicated wholesale/export team and existing GCC sales data support category performance analysis, repeat-purchase tracking and assortment gap identification (Morrisons, 2022; Morrisons, 2025a). Strategically, these resources enable a hybrid competitive approach — differentiating on quality, provenance and branding while retaining some cost advantage versus global manufacturer brands (Porter, 1985; Parnell, 2010).
[bookmark: _Toc238675522]5.1.4 Value Proposition
For consumers, "The Best" offers premium British supermarket quality — restaurant-inspired recipes at accessible prices, meeting demand for quality imports at a competitive price versus ultra-luxury brands (Morrisons, 2025a; YouGov, 2024; Alpen Capital, 2025; GCC Food Market Report, 2026). For retailers, Morrisons offers a broad, reliable range of British grocery products with strong sourcing standards, differentiating it from other global brands in the GCC partner mix (Morrisons, 2022; Leverbrook Export, 2022a). Together, consumer indulgence and retailer reliability position "The Best" as a credible premium private label within the premiumisation trend (Kumar and Steenkamp, 2007; Burt and Sparks, 2002).
[bookmark: _Toc238675523]5.1.5 Customer Relationships
Two relationship types apply. At B2B level, Morrisons engages retailers and distributors through joint category planning, promotions and business reviews — key to securing shelf space and managing stock (Morrisons, 2022; Strategy&/PwC, 2024). At B2C level, consumer engagement runs through in-store displays, sampling, British Food Festivals and digital activity on retailer apps and social media (Morrisons, 2025b; UK Government, 2017). This dual structure aligns with retail brand theory, which holds that premium private labels need both strong upstream retailer relationships and consistent downstream consumer engagement (Burt and Sparks, 2002; Keller, 2013).
[bookmark: _Toc238675524]5.1.6 Channels
Channels include GCC hypermarkets and supermarkets — mainly Lulu, with potential expansion to other top UAE/KSA chains (Morrisons, 2025b; Strategy&/PwC, 2024) — and online grocery platforms including Noon and Kibsons (Noon, 2025; Kibsons, 2026a; Stratrich Consulting, 2024). In-store channels offer high footfall and visibility (Morrisons, 2025b; Supermarket News, 2025), while online channels reach digitally-savvy shoppers and delivery-preferring expatriates with richer product content (Bain & Company, 2022; Stratrich Consulting, 2024).
[bookmark: _Toc238675525]5.1.7 Customer Segments
Two core segments exist: GCC retailers and distributors who purchase wholesale for resale (Morrisons, 2022; WTA, 2025), and end consumers — mid-to-high income residents and expatriates with an existing affinity for foreign snacks in modern retail settings (Bain & Company, 2022; YouGov, 2024). This fits the premiumisation trend, with higher-income consumers valuing British origin and indulgence, and expatriates drawn to familiar UK brands (Alpen Capital, 2025; Meydan Free Zone, 2026).
[bookmark: _Toc238675526]5.1.8 Cost Structure
Main costs are UK manufacturing and sourcing, including ingredients and labour (Morrisons, 2025a; Myton Food Group, 2024); export logistics, duties and compliance, including Arabic labelling and halal certification (WTA, 2025; Source International, 2026); and marketing/promotional investment across store displays, festivals, sampling and digital activity (Morrisons, 2025b; Strategy&/PwC, 2024). While the capital-light model avoids store investment, variable logistics and promotional costs still require close management to protect margins (Damodaran, 2012; Trigeorgis, 1996).
[bookmark: _Toc238675527]5.1.9 Revenue Streams
Revenue comes primarily from wholesale sales of "The Best" and complementary lines to GCC retailers (Morrisons, 2022; Morrisons, 2025a), with incremental growth expected from range extension and online platform penetration (Noon, 2025; Kibsons, 2026b). Though small relative to group EBITDA, this revenue is strategically valuable if sustained, offering learning in internationalisation and premium positioning (Cornelius et al., 2005; Trigeorgis, 1996).
[bookmark: _Toc238675528]5.1.10 Interpretation and Improvement Areas
Overall, Morrisons' current GCC model is a B2B wholesale approach with "The Best" as an underleveraged premium sub-brand (Morrisons, 2025b; Strategy&/PwC, 2024). Key improvements include: strengthening the value proposition and customer relationships around a defined premium strategy rather than generic export (Kumar and Steenkamp, 2007; Keller, 2013); increasing emotionally-driven brand marketing around "authentic British indulgence" and "restaurant quality treats at home" (Porter, 1985; Burt and Sparks, 2002); and expanding online engagement through richer product pages and targeted campaigns on Noon, Kibsons and retailer apps (Stratrich Consulting, 2024; Bain & Company, 2022). The core opportunity is shifting from opportunistic export to a structured regional brand strategy, with "The Best" as the UAE/KSA growth driver while retaining the capital-light wholesale model (Johanson and Vahlne, 2009; Trigeorgis, 1996).
[bookmark: _Toc237690669][bookmark: _Toc238675529]5.2 HR Allocation and Role Design
[bookmark: _Toc237690670][bookmark: _Toc238675530]5.2.1 Designate a GCC Category Manager for “The Best”
Morrisons needs to appoint a Category Manager to look after “The Best” range with a focus on the GCC market. This position will be responsible for:
· Creating GCC assortments for “The Best” biscuits and confectionery, using local preferences and sales data (Alpen Capital, 2025; GCC Food Market Report, 2026).
· Establishing pricing policies and promotional strategies jointly with the retailers and maintaining the ‘premium but accessible' positioning (Kumar and Steenkamp, 2007; Porter, 1985).
· Monitoring the performance of each SKU and suggest modifications to the product line or marketing efforts (Bain & Company, 2022; Cornelius et al., 2005).
It is a dedicated role focused on a hub & spoke approach with the UK as the hub and the GCC region as the spoke but managed by category specialists (Johanson and Vahlne, 2009; Strategy&/PwC, 2024).
[bookmark: _Toc238675531]5.2.2 Enhance local market insight via regional marketing specialists
The company needs to improve the ability to gain local market insights by employing or contracting local marketing experts, or by collaborating closely with local partner marketing teams (Burt and Sparks, 2002; Aichner, 2014). These specialists could:
· Give direction on cultural subtleties, language and images appropriate for UAE and KSA consumers (Aichner, 2014; Keller, 2013).
· Recommend local media, influencer, and digital platforms that can help amplify “The Best” narrative (Stratrich Consulting, 2024; Bain & Company, 2022).
· Support translation of global campaigns into regionally appropriate campaigns, brand consistency, while avoiding mistakes in translation (Burt and Sparks, 2002).
[bookmark: _Toc237690672][bookmark: _Toc238675532]5.2.3 Develop data analytics capability for GCC retail data
Finally, Morrisons needs to invest in data analytic capabilities targeting data from the GCC retail sector. This may involve:
· Incorporating analysts into the export or category management team responsible for managing the POS and loyalty data from Lulu, Noon and other partners (Bain & Company, 2022; Strategy&/PwC, 2024).
· Monitoring “The Best” performance via SKU, store and channel using tools and dashboards, and uncovering areas for optimisation (Damodaran, 2012; Trigeorgis, 1996).
The GCC expansion's success and ability to achieve its goals will be driven by strong analytics which will form the basis of scenario modelling, financial planning and realistic assessment of the goals achieved so far, with agile adjustments to strategy and operations (Cornelius et al., 2005; Trigeorgis, 1996).
[bookmark: _Toc236867750][bookmark: _Toc238675533]5.3 Operational Improvements
[bookmark: _Toc236867751][bookmark: _Toc238675534]5.3.1 Supply and assortment planning
First, Morrisons needs to tweak its supply and assortment planning for GCC, by concentrating on SKUs that are:
· Shelf stable under local conditions: Biscuits and confectionery which are tolerant to heat and have reasonable shelf life (Alpen Capital, 2025; GCC Food Market Report, 2026).
· Responsive to local preferences: Such as providing variations of the product with chocolate, dates, nuts or spices that are relevant to the local consumer taste palette (Leverbrook Export, 2022b; Meydan Free Zone, 2026).
This focussed planning helps minimize waste and stockout, and ensures “The Best” range matches the categories best suited to the GCC logistics and demand landscape (Strategy&/PwC, 2024; Bain & Company, 2022).
[bookmark: _Toc236867752][bookmark: _Toc238675535]5.3.2 Regulatory compliance and packaging
Second, the regulations compliance together with packaging adaptation should be improved in Morrisons. All “The Best” products for the GCC have to meet the following requirements:
· Correct Arabic labelling and ingredients lists.
· Provide nutrition information in compliance with local legislation.
· If necessary, ingredients or processes need to be appropriately certified with a halal word mark (Source International (2026) / WTA (2025).
To minimise delays and errors, Morrisons may integrate compliance checklists into their packaging production process in the UK, and collaborate with Source International or similar compliance advisors to keep their knowledge of the requirements in the GCC region up to date (Source International (2026); UK Government (2026b)).
[bookmark: _Toc236867753][bookmark: _Toc238675536]5.3.3 Logistics optimisation and forecasting
Third, it probably will need to fine-tune shipping routes and stock allocation between its primary markets UAE and KSA. This includes:
· Analysing freight networks and warehouses to optimise transit times and minimise the potential for stockouts (WTA, 2025; Strategy&/PwC, 2024).
· Coordinating closely with partner on joint forecasting and replenishments, tie-in UK production with GCC sales trends to ensure there is no over production or under stocking (Bain & Company, 2022; WTA, 2025).
[bookmark: _Toc236867754][bookmark: _Toc238675537]5.3.4 Quality control and customer service
Lastly, Morrisons needs to strengthen the quality management and customer service system across the export value chain. This entails:
· Setting definitive standards in terms of the quality of “The Best” products during transportation and storage, including temperature and handling, and quality of presentation (Myton Food Group, 2024; Source International, 2026).
· Setting up feedback loops with GCC retailers to inform them of product issues, consumer comments and observe performance trends, and addressing concerns quickly (Morrisons, 2025b; WTA, 2025).
Strong quality control safeguards the premium brand image of “The Best” and helps mitigate the risk of brand damage in markets where there is consumer sensitivity to perceived quality and safety (Aichner, 2014; YouGov, 2024).
[bookmark: _Toc238675538]5.4 Financial Plan
[bookmark: _Toc238675539]5.4.1 Purpose of the financial plan
The financial plan assesses the viability of Morrisons' "The Best" expansion into UAE and KSA, based on the company's cash flows, capital structure and GCC snacks/confectionery market performance (Damodaran, 2012; Strategy&/PwC, 2024). It covers Morrisons' capacity to self-fund the project, the scale of the GCC opportunity, and the key financial risks and sensitivities of a capital-light market development strategy (Ansoff, 1957; Trigeorgis, 1996).
[bookmark: _Toc238675540]5.4.2 Sector Level Financial Performance: GCC Snacks, Biscuits and Confectionery
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[bookmark: _Toc238674430]Figure 5 GCC Snack Market Future Growth
The GCC snacks/confectionery segment is financially attractive and growing steadily:
· Snack market (chips, biscuits, snack bars): ~USD 8.49bn in 2024, projected to reach USD 12.87bn by 2030 (~7.2% CAGR) (MarkNtel Advisors, 2024a)
· Packaged food retail across GCC-6: ~USD 40bn in 2023, projected to reach ~USD 57.1bn by 2028, with sweet biscuits, snack bars and fruit snacks the fastest-growing categories (Food Export USA, 2025)
· Sweet biscuits: ~335k tons / USD 858m in 2024, projected to reach ~USD 1bn by 2035 (volume CAGR +0.4%, value CAGR +1.8%) (GCC Sweet Biscuit Market Report, 2025)
· Confectionery (chocolate, sugar confectionery, ice cream, preserved pastries): USD 17.6bn currently, projected to reach USD 24.2bn by 2029 (~4.5% annual growth) (GourmetPro, 2024)
Together, these confirm premium biscuits and confectionery in UAE/KSA sit within a multibillion-dollar regional market, with premiumisation and higher unit prices driving value growth (Alpen Capital, 2025; GCC Food Market Report, 2026). For Morrisons, a premium "The Best" sales share could generate revenue that's significant relative to its current international wholesale business, though modest against total group revenue (Morrisons, 2023/24; Strategy&/PwC, 2024).

[bookmark: _Toc238675541]5.4.3 Morrisons' Cash Flow Position and Funding Capacity
[image: ]
[bookmark: _Toc238674431]Figure 6 Morrisons Cash Flow Statement FY 2024
Morrisons reported £835 million underlying EBITDA, £817 million operating cash inflow from continuing operations, £849 million cash and cash equivalents, and £326 million capital expenditure in 2023/24. A conservative proxy for funds available before financing is therefore £491 million, calculated as operating cash inflow less capital expenditure. This is not reported free cash flow and should not be confused with cash available for unrestricted distribution; it is used only to demonstrate that the proposed GCC programme is immaterial relative to Morrisons’ operating cash generation.
These figures show Morrisons is well-funded, with strong operating cash flow, meaningful cash from asset disposals, and low borrowing needs giving it flexibility to fund a capital-light GCC expansion without taking on excessive new debt (Morrisons, 2023/24; Morrisons, 2025a). "The Best" GCC project can therefore be financed from existing cash generation within normal investment and marketing budgets, rather than through equity or major new debt (Damodaran, 2012; Trigeorgis, 1996).
[bookmark: _Toc238675542]5.5 The Best’s Five-Year Projection
[bookmark: _Toc238675543]5.5.1 Core assumptions
	Assumption
	Base-case input
	Rationale

	Forecast period
	2026–2030
	5 years, which represents launch, early scale-up and payback.

	Target markets
	UAE and KSA
	These forms the priority markets of the report and adopts a partner-led route to market.

	Market-entry route
	Existing and new retail/e-commerce partners
	There are no stores or distribution centres assumed, hence limited fixed investment.

	Revenue growth
	45%, 35%, 25%, 20%
	Initial growth is accentuated by more widespread distribution and awareness building; subsequent growth is slowed as the base grows.

	Year 1 revenue
	£0.70m
	The report's previous 1.0m annual base case for launch year sales has been reduced.

	Gross margin
	32% of revenue
	Assuming post manufacturing, packaging, freight, duty and retailer/distributor discounts; this needs to be verified with supplier and partner quotes.

	Marketing and trade spend
	12% to 8% of revenue
	More to raise at launch to fund listings, sampling, digital content, promotions and British-food events.

	Operating overhead
	£0.19m–£0.25m
	Includes GCC category management, local marketing support, compliance, analytics and administration.

	Upfront investment
	£0.30m
	All inclusive: localisation, Arabic packaging, compliance, launch marketing, listing support, systems/data work and initial working capital.

	Discount rate
	10%
	A smart international FMCG pilot rate with Demand, Execution, Partner-dependence risks.

	Corporation tax
	25%
	Applies only if the venture makes a positive operating profit, not a description of the tax treatment in each jurisdiction – planning assumption.


[bookmark: _Toc238675544]5.5.2 Initial investment requirement
The £300,000 initial commitment is deliberately limited because the proposed model uses Morrisons’ established UK production base and partner distribution, rather than requiring owned stores, warehouses or major fixed assets in the GCC.
	Initial investment item
	£000
	Timing

	GCC product adaptation, Arabic labelling and regulatory work
	55
	Pre-launch

	Product testing, packaging artwork and compliance documentation
	30
	Pre-launch

	Retailer listing fees and launch merchandising
	50
	Year 1

	Digital content, sampling and trade marketing
	75
	Year 1

	GCC category-management, analytics and training set-up
	40
	Year 1

	Initial working-capital provision
	50
	Pre-launch / Year 1

	Total initial investment
	300
	2026



[bookmark: _Toc238675545]5.5.3 Five-year revenue forecast
The forecast assumes a phased expansion, initial listings in selected UAE and KSA channels in 2026, increasing availability and online visibility in 2027–2028, followed by broader distribution and selective SKU additions in 2029–2030. This approach is consistent with capital-light, partner-based entry design.
	£000
	2026
	2027
	2028
	2029
	2030

	UAE revenue
	420
	609
	822
	1,028
	1,234

	KSA revenue
	280
	406
	548
	685
	822

	Total revenue
	700
	1,015
	1,370
	1,713
	2,056

	Revenue growth
	—
	45.0%
	35.0%
	25.0%
	20.0%

	Cumulative revenue
	700
	1,715
	3,085
	4,798
	6,854


The projected £2.06 million sales level in 2030 remains modest when compared with the report’s estimated £200 million accessible premium biscuit and confectionery segment. It represents approximately 1.0% of that reference market, so the model does not require an implausibly dominant share to achieve its upper-year forecast.
[bookmark: _Toc238675546]5.5.4 Five-year profit and cash-flow model
	£000
	2026
	2027
	2028
	2029
	2030

	Revenue
	700
	1,015
	1,370
	1,713
	2,056

	Cost of goods, logistics and retailer/distributor deductions
	(476)
	(690)
	(932)
	(1,165)
	(1,398)

	Gross profit
	224
	325
	438
	548
	658

	Marketing and trade promotion
	(84)
	(102)
	(123)
	(137)
	(164)

	GCC operating overhead
	(190)
	(205)
	(220)
	(235)
	(250)

	Operating profit/(loss)
	(50)
	18
	95
	176
	244

	Tax at 25% on positive profit
	—
	(5)
	(24)
	(44)
	(61)

	Operating cash flow after tax
	(50)
	13
	71
	132
	183

	Initial investment / incremental working capital
	(300)
	(40)
	(50)
	(55)
	(60)

	Net free cash flow
	(350)
	(27)
	21
	77
	123

	Cumulative net free cash flow
	(350)
	(377)
	(356)
	(279)
	(156)


The project reaches annual operating profitability in 2027 and generates positive annual free cash flow in 2028. However, the cumulative five-year cash position remains negative at £156,000 because of the launch investment and continuing working-capital needs. This means the project is strategically viable under the base case, but its cash payback occurs after the fifth year rather than within it.
[bookmark: _Toc238675547]5.5.5 Break-even analysis
The break-even calculation identifies the revenue needed to cover annual GCC-specific operating costs. It uses the Year 3 contribution structure because this represents a more stable operating year after launch.
	Break-even calculation
	Amount

	Gross margin
	32.0%

	Marketing and trade spend
	9.0% of revenue

	Net contribution margin
	23.0%

	Year 3 annual operating overhead
	£220,000

	Annual revenue break-even
	£956,522

	Forecast revenue in 2027
	£1,015,000

	Interpretation
	Annual operating break-even is reached during 2027.


The project therefore needs approximately £0.96 million annual sales to cover its recurring operational cost base. The base-case forecast exceeds this threshold from Year 2, but recovering the total initial investment takes longer.
[bookmark: _Toc238675548]5.5.6 Sensitivity analysis
The main uncertainties are sales growth, gross margin and promotional costs. The following sensitivity test assesses the effect on five-year cumulative free cash flow and the approximate payback period.
	Scenario
	Key change from base case
	5-year cumulative FCF
	Approximate cash payback
	Decision implication

	Downside
	Revenue 20% below base case; gross margin 29%; marketing 1 percentage point higher
	(£520,000)
	Not achieved within 10 years
	Reduce range, restrict spend, or exit after review.

	Base case
	Forecast as modelled
	(£156,000)
	Year 7
	Continue only with KPI progress and partner support.

	Upside
	Revenue 20% above base case; gross margin 34%; marketing 1 percentage point lower
	£241,000
	Year 4
	Expand range, channels and selected KSA distribution.


The sensitivity analysis shows that the proposal is most dependent on gaining sufficient sales velocity and maintaining margin after retailer discounts, freight and promotional spending. This supports a controlled pilot rather than a full rollout: Morrisons should release later-stage funding only when agreed sales, margin, availability and repeat-purchase targets are achieved.
[bookmark: _Toc238675549]5.5.7 Affordability and funding recommendation
	Funding measure
	£m
	Interpretation

	Morrisons operating cash inflow, continuing operations, 2023/24
	817
	Reported operating cash generation.

	Less: capital expenditure, 2023/24
	(326)
	Existing Group investment in stores, systems and other assets.

	Indicative cash generation before financing
	491
	Conservative affordability reference, not reported free cash flow.

	Proposed Year 1 GCC cash requirement
	0.350
	Initial investment plus Year 1 operating loss.

	Year 1 requirement as proportion of indicative cash generation
	0.07%
	Financially immaterial at Group level.

	Cash and cash equivalents at October 2024
	849
	Indicates liquidity capacity, though this cash is subject to wider Group needs and treasury decisions.


The proposed programme is affordable because its Year 1 funding requirement is only £350,000, equivalent to approximately 0.07% of Morrisons’ 2023/24 operating cash generation before capital expenditure. Nevertheless, affordability alone does not justify the investment: the base case produces a long cash payback, so approval should be conditional on a staged investment model and measurable commercial thresholds.
[bookmark: _Toc238675550]5.5.8 Financial recommendation
Morrisons should get a year 1 pilot budget of £350,000, which includes the launch investment of £300,000 and the expected first year operating loss of £50,000. For expansion, the funding should not be granted before the venture hits £0.96 million annualised revenue, a positive operating result, agreed retailer data-sharing, good availability and repeat purchase.
However, Morrisons should not make the leap to a wider rollout in KSA if its revenue is 20% below plan or its gross margin is below 29%. Rather, it should adjust the number of SKUs, renegotiate the terms and support for retailers, focus on the best channel, or abandon the project. This staged approach would preserve cash and leave the possibility of expanding if the commercial evidence suggests that this is a worthwhile option.
[bookmark: _Toc238675551]5.5.9 Overall Financial Realism of Morrisons' GCC Expansion
The bottom line is that the planned expansion of the GCC is a viable financial investment only in the form of a small-scale, staged and capital-light pilot project, and not a major investment in growth. Forecasting shows that the forecast takes around £350,000 in first year funding and breaks even in annual operating revenues around the second year with £0.96 million of revenue. While the base case does not pay off in less than 5 years, the cash required for the investment is not significant for Morrisons' operating cash flow, capital expenditure and cash balance in 2023/24, which were £817 million, £326 million, and £849 million, respectively (Morrisons, 2024). The offering is therefore priced well, but commercial success will rely on sales growth and protecting margins post retailer deductions and controlling promotion spend. As such, Morrisons should only make further investments if the pilot achieves pre-agreed revenue, margin, availability and repeat purchase figures.

[bookmark: _Toc238675552]6. Conclusion and Recommendations
[bookmark: _Toc238675553]6.1 Conclusion
This report concludes that ‘The Best' is a strategically credible opportunity for Morrisons to expand its premium private label brand to Dubai in the UAE and KSA, but it should not be considered a full-scale international retail launch. Morrisons already has an adequate base in capital-light, via export and retail relationships, like Lulu, and digital tools like Noon and Kibsons. It is a vertically integrated supply chain in the UK, with a British sourcing brand and a premium range which are viable differentiators in the GCC market where there is demand for imported, premium food products. But material risks are also recognized in the analysis. Morrisons has comparatively low brand awareness in the GCC markets, high competition from both global brands and retailer own brands and relies on partners for in store execution, distribution and sales data. The financial case is viable at project scale but not transformational scale the capital-light model reduces risk of exposure to fixed costs but the contribution and payback is dependent on achieving adequate distribution and repeat purchase and promotional support. In general, a focused market-development approach, with a limited degree of product adaptation is recommended. It should sort of put “The Best” into the category of high-quality British supermarket products at affordable prices, not primarily a price battle or an attempt at generalized diversification (Ansoff 1957; Porter 1985).
[bookmark: _Toc238675554]6.2 Recommendations
Morrisons should make a phased pilot of the proposal instead of rolling it out immediately in the GCC. This should be UAE and KSA first, selected Lulu stores, relevant online platforms and, where possible, a limited number of priority KSA retail partners.
The initial phase should comprise of:
· Introduction of a small range of shelf-ready ‘The Best' hero SKUs in biscuits and confectionery, selected to suit the logistics, compliance and local preferences in the GCC.
· In-store displays, sampling, British promotions and better product content online to support the British origin and indulgent quality whilst maintaining accessible premium value.
· The recruitment of a GCC category manager, and by leveraging regional marketing and compliance support to enhance assortment decisions, Arabic labelling, halal requirements if applicable, promotion planning and retailer relationships.
· Creating joint performance reporting with partners, including SKU sales, SKU availability, repeat purchase, promotion results, stock out and customer feedback.
Prior to expansion, decision criteria should be set by Morrisons. The pilot must be scaled down if it fails to meet agreed criterion of sales growth, contribution margin, repeat purchase, availability and retailer support. If performance is below the base case, Morrisons should change the mix of SKUs, the pricing, the positioning or the partner approach, or if performance is still not good, they should reduce the range or exit with minimal sunk costs. This staged approach is representative of the real options perspective of the need for a small initial investment to buy the option, but not the obligation, to expand when evidence becomes stronger (Cornelius, Van de Putte and Romani, 2005; Trigeorgis, 1996).
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Note £m m
Cash flows from operating acti

Cash generated from operations 57 944 966
Interest paid (106) (76)
Taxation received - 18
Net cash inflow from operating activities 838 908
Cash flows from operating activities (discontinued operations)* 21 ©
Cash flows from investing acti

Interest received 14

Dividends received from joint ventures, 42 5

Proceeds from the disposal of petrol forecourts 1,868 -
Proceeds from disposal of property, plant and equipment, investment property and assets

held-for-sale 343 480
Purchase of property, plant and equipment and investment property (256) (335)
Purchase of intangible assets (70) 73)
Payments to parent undertaking (1,103 -
Net cash inflow from investing activities 801 8
Cash flows from investing activities (discontinued operations)' © (16)
Cash flows from financing activities.

Proceeds from settiement of derivative contracts - 58
Repayment of borrowings (74) -
Repayment to parent undertaking (882) (961)
Repayment of lease obligations (113) ©7
Net cash outflow from financing activities (1,069) (1,000)
Cash flows from financing activities (discontinued operations)® - -
Net increasel(decrease) in cash and cash equivalents 570 ®
Cash and cash equivalents at start of period 279 287
Cash and cash equivalents at end of period 849 219
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