[image: ]



Morrisons 
Digital Entrepreneurship Report
June 2021



Course: Digital Entrepreneurship
ID Number: 1912407. 
BY YULIANNA DAYKIN 

[bookmark: _Hlk74164379][bookmark: _Hlk74503082]Executive Summary
This report provides a systematic analysis of Morrisons supermarket internal structure. 
The value chain helps to understand the activities that the company does to create value to the customer (Porter, 2001, p.50). 
The primary activities of the value chain are: operations, Inbound and outbound logistics, marketing and sales, and service (Porter, 2001, p.52). The support activities are firm infrastructure, human resource management, technology development (Porter, 2001, p.57).
For Morrisons digital marketing we could state that the main objectives could be:
· Sell: Increase online market share by 20%.
· Serve: Increase interaction with customers on our online platform by 5%.
· Speak: Reduce the time to interpret Morrisons data with artificial intelligence by 10%.
· Save costs: Reduce cost of online marketing by 10%.
· Sizzle: Improve brand recognition by 20% online.
The SOSTAC framework involves: plan, reach, convert, engage, and resources.
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[bookmark: _Hlk75010888]Introduction:
Morrisons was founded 1899 by William Morrison in Bradford Market, UK (Morrisons, 2021a). Also, it is currently the 4th largest supermarket in the UK. 
The purpose of this report is to elucidate an assessment of Morrisons considering digital media technology.
This analysis will be performed with the use of strategic tools such as Porter’s value chain, and the strengths and weaknesses of the company. In addition, a digital marketing plan that considers both internal and external factors within the industry will be presented.



Morrisons is a grocery vendor that operates in the UK with nearly 500 stores and online home delivery service (Morrisons, 2021a). 
The strategy of the business is “to be more competitive, serve customers better, find local solutions, develop useful services, simplify and make the core supermarkets strong” (Morrisons, 2021b).
[bookmark: _Hlk75024889]Porter’s value chain:
There is no determined concept of value proposition as it can be developed with one or more than one marketing element such as product, price, place, promotion, people, process, and physical facilities (Ivy, 2008) (Hassan, 2012).
[bookmark: _Hlk75015427]Morrisons must create value based on their strategy and who they are. The value chain helps to understand the activities that the company does to create value to the customer (Porter, 2001, p.50). 
[bookmark: _Hlk75023409]As stated by Porter (2001, p.52) the primary activities of the value chain are:
[bookmark: _Hlk75024902]Operations: The main operations were preparation of fresh foods (Morrisons, 2021a). Also, the company is the 2nd largest manufacturer in the UK.
[bookmark: _Hlk75024922]Inbound and outbound logistics: Morrisons (2021e) states that their logistics are rapid, agile and highly responsive with an emphasis on efficiency and lowering costs.
[bookmark: _Hlk75024959]Marketing and sales: Morrisons consider their marketing team as “their voice”. Furthermore, their main activities include developing the reputation of the brand online, creating price plans, and understanding the customers (Morrisons, 2021f).
[bookmark: _Hlk75024971]Service: Morrisons is known for their high-quality products and store experience (Guo, and Wang, 2019, p. 325).
The support activities are (Porter, 2001, p.57): 
[bookmark: _Hlk75024981]Firm infrastructure: The company has a traditional business structure. A distinction is that all activities regarding their manufacturing sites and business units revolve around the supermarket needs (Morrisons, 2019). 
[bookmark: _Hlk75025001]Human resource management: The company is focused on attracting the best talent and coaching and improving the skills of their workforce with development programmes (Morrisons, 2020b).
[bookmark: _Hlk75025018]Technology development: Morrisons aim is to turn Morrisons into a digitally centred retailer by utilising apps to clouds to leverage their tech capabilities (Morrisons, 2020c). 
Procurement: The department oversees sourcing all the items that the company utilises. They are committed to controlling costs whilst prioritising the environment (Morrisons, 2020d). 


[bookmark: _Hlk75025048]Digital management: 
According to Chaffey, Hemphill, and Edmundson-Bird (2018, XIV) digital business seeks to improve the competitiveness of a company with digital media.   It involves the use of electronic communications to enhance the value chain.  E-commerce is the act of buying and selling online and differs from digital marketing because it has a narrower scope (Chaffey, Hemphill, and Edmundson-Bird, 2018, p. 11).

[bookmark: _Hlk75025061]Digital value chain: 
Reinartz, Wiegand, and Imschloss (2019, p.350) outline that subject to the significance of the new sources that create value, the stationary retailing will prevail in a omnichannel decision. Nevertheless, they further outline that the growth of digitalisation is increasing in authority. It could be stated that although Morrisons might be creating their value proposition based on traditional sources, it will potentially increase their digital value as the company digitalises itself.
Ellis‐Chadwick, Doherty, and Anastasakis (2007, pp.2-18) highlight that even though digital technology can build opportunities to increase competitive advantage, it is challenging to maintain based on web offerings due to risk of replication by competitors. Morrisons might need to focus on resource complementarity where the website is enhanced with the use of brand image and customer loyalty to obtain competitive advantage because the online services are similar to those from the competition.
[bookmark: _Hlk75025082]Internal factors:
Strengths:
· Morrisons has 10.0% of the market share in the UK and it is the 4th largest grocery retailer (Kantar, 2021). 
· Morrisons has 18 manufacturing sites, and it is the second largest fresh food manufacturer in the UK (Morrisons, 2021c). Which provides the company with the opportunity of having higher control over quality.
· Strong online presence due to partnership with Amazon with four delivery platforms (Morrisons, 2021d).
· Incorporation of digitalisation in the core strategies in recent years (Morrisons, 2020a, p.7).
· Development of digitalisation in stores, such as the use of apps to scan products, introduction of handheld terminals, and tablets for workers (Morrisons, 2021d).
· Active social media interaction with customers (Morrisons, 2021d).
· Piotrowicz and Cuthbertson (2014, p.5) state that as the physical and online channels are integrating, the omnichannel approach is about ensuring that the consumer has a positive customer experience on every channel. Morrisons is utilising an omnichannel method towards customer relationship management.

Weaknesses:
· Other retailers are more advanced with technology and digitalisation as Morrisons has relatively recently started their digital revolution (Ellis‐Chadwick, Doherty, and Anastasakis, 2007, p.2)
· Morrisons has a stronger presence in the north of the UK than in the south (Haleem and Jehangir, 2017, p.6)
· Morrisons has limited product availability in comparison to their competitors (Haleem and Jehangir, 2017, p.6)

[bookmark: _Hlk75023610][bookmark: _Hlk75025122]Recommendations to digitalise the organisation:
Morrisons must try to surpass expectations of the customers, to provide an easy experience for customers in terms of website and app design and tailor strategies to digital platforms to persuade customers to increase their basket size (Nielsen, 2015, p.14-15).
UK grocery customers prefer delivery by 88% and only 2% prefer click and collect (Galante, López, and Monroe, 2013, p.25). This suggests that the company must strengthen their delivery service by expanding availability and speed, instead of focusing on their click and collect service.
Chaffey, D. and Smith (2017, p.23) pinpoint 5Ss of digital marketing that can help to create suitable objectives for the company. These are: sell, which could be achieved by increasing distribution channels; serve, which intends to provide as much value as possible; speak, key to communicate with customers; save, which entails reducing costs; sizzle which means to expand the brand online.
For Morrisons digital marketing we could state that the main objectives could be:
· Sell: Increase online market share by 20%.
· Serve: Increase interaction with customers on our online platform by 5%.
· Speak: Reduce the time to interpret Morrisons data with artificial intelligence by 10%.
· Save costs: Reduce cost of online marketing by 10%.
· Sizzle: Improve brand recognition by 20% online.
In addition, the company should develop an integrated digital marketing strategy utilising SOSTAC and the RACE framework (Chaffey, 2021). A sample plan with the SOSTAC framework would be:
· Plan: To increase the online sales and digital engagement by 20% by January 2022.
· Reach: Through social media and digitally driven platforms, such as google ads, facebook ads and Instagram ads.
· Act: Encourage digital brand interactions with social media posts.
· Convert: Increase online sales with the use of digital loyalty cards.
· Engage: Participate in social events and local food banks to increase brand awareness and encourage people to follow the social media platforms to obtain discounts and special offers.
· Resources: A strong digital marketing team and designated social media marketer on each manufacturing site.
[bookmark: _Hlk75025199]Tactics: 
· Price: On the website Morrisons could utilise online loyalty cards to create discounts, add bundles and create online vouchers for customers that are willing to provide feedback.
· Product: The use of clear images with nutritional labels and fresh-looking items on the website.
· Place: Keep the customers informed of the process of their purchases online
· People: Chatbots or artificial intelligence to provide quick answers to the customer during the online purchase.
· Promotion: E-banners of the products that want to pay for advertising, social media advertising, email subscriptions and use of key influencers.
· Process: The creation of an easy-to-use platform to make the online purchase as easy as possible and the device adaptation to allow the customers to buy from their computers or their phones.
· Physical Evidence: Allow the products to have customers reviews to enhance trust.
Control: Weekly review from the marketing team and monthly informs to see the progress of the plan. 


Conclusion
After the internal analysis of Morrisons, it could be concluded that the company is in the process of digitalising their services. The platform for digital technology inclusion has been set. The challenge is to leverage the digital resources and the data that comes with it and increase the value delivered to customers.
Morrisons will need to utilise artificial intelligence to reduce the speed in which the company can process the data. Furthermore, it is critical to create omnichannel value as replication in the industry is likely to occur.
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Hello, my name is Yulianna Daykin and this will be part A of task 1 of the digital entrepreneurship module. This presentation will provide an external critical analysis of Morrisons supermarket.

Introduction
[bookmark: _Hlk74855262]The acquisition of Safeway from Morrisons in 2004 consolidated the “Big 4” in the UK, which are Tesco, Asda, Sainsbury’s and Morrisons (Chakraborty, 2018, p.6). These account for 70% of grocery sales (Garnett, Doherty, and Heron, 2020).
According to KANTAR (2021), as of may 2021, Tesco has 27% of the UK grocery market share, Sainsbury’s has 15,1%, Asda has 14,4% and Morrisons has 10.0%. Morrisons is the 4th largest supermarket in the UK (Clarke, 2005, p.3).
The discounters Aldi and Lidl have disrupted the market with their low-priced strategy and have risen competitiveness (Wareing, 2017, p.5).
Digital technology in the market
From a digital perspective, Amazon is pioneer in the application of digital technology in the industry. In the UK, Amazon has developed same day deliveries (Harris et al., 2017, p.23) and utilised artificial intelligence and sensors to produce a tilt less checkout where the customer takes the product and gets charged without scanning the products (BBC, 2021).
It is unlikely that Aldi and Lidl will improve their competitive advantage if they do not invest in an online platform to digitalise their service (Wareing, 2017, p.5). Also, Amazon has only started and is currently only available in London (BBC, 2021). However, they are one to observe. 

Digital disruption:
[bookmark: _Hlk74855291]The grocery retail sector is encountering high levels of digital disruption due to a shift to online purchase (Game, 2017, p.67). The change in costumer’s behaviour, the aforementioned high levels of competitiveness, and the challenges brought by the pandemic have been the main factors that have contributed to it. 
Grant, Fernie, and Schulz (2014, p.6) suggest that 1 in 5 households in the UK are acquiring their groceries online. 
[bookmark: _Hlk74855316]Due to covid-19 restrictions and according to the Office of National Statistics, all grocery stores had a 12.2% increase in online sales in January 2021 in comparison to the previous month (OFN, 2021a). Online spending dropped by 5.6% in April 2021 due to easing of the pandemic restrictions (OFN, 2021b). This implies that the pandemic caused an increase of online grocery consumption. Nevertheless, as the restrictions eased, the customers visited supermarkets more frequently. 
The delivery of a product is an extra cost to the retailer. Nonetheless, the supermarkets that do not embrace and adapt to the trend, have the potential to become obsolete soon (Game, 2017, p.68-70).
[bookmark: _Hlk74855331]Morrisons is in a strong position in terms of online grocery shopping due to having fivefold channel (Warrington Gardian, 2020). Although this tactic allows the customers to have greater access to their products, it is also detrimental because it is not focused, and it trumps their capacity to innovate. A more suitable strategy would be to concentrate on strengthening their partnership with Amazon and optimising their website. As Morrisons has manufacturing sites they could strengthen their supply products to Amazon’s supermarkets and benchmark technology driven initiatives in their own logistics.

Consumers:
[bookmark: _Hlk74855442]Driving factors that influence the increase of ecommerce in the industry are the growth of millennials and Gen Z individuals that are comfortable with digital retailing (Nielsen, 2015, p.3), consumers that require a blend between online and traditional shopping and consumers that demand higher convenience and quality due to increased access to digital resources (Game, 2017, p.76). The challenge for retailers is to satisfy the online as much as the traditional approach (Nielsen, 2015, p.4).
Although digital commerce will grow in the grocery industry, traditional grocery shopping will not be discarded due to sensory experiences that the customer has whilst shopping, human interaction with the products, improved selection and that 61% of individuals find grocery shopping enjoyable (Nielsen, 2015, p.13). 
Morrisons must prioritise to make the online and the physical channel enjoyable for the customers. 

Technology in the industry:
[bookmark: _Hlk74855483]Retailers are utilising six e-commerce alternatives which are: “home delivery, in-store pickup, drive-through pickup, curbside pickup, virtual supermarket and automatic subscription” (Nielsen, 2015, p.7). 
Tesco has focused on increasing product range, improving the customer’s life and triggered communication online to improve e-CRM. They have utilised their loyalty card to convince customers to purchase online (Chaffey, Hemphill, and Edmundson-Bird, 2018, pp.439-440). Amazon has formed alliances with local supermarkets to offer more products to their customers (Grant, Fernie and Schulz, 2014. p.6). Hackney, Grant, and Birtwistle (2006, p.354) affirm that Tesco has superior performance in technological best practices.
Therefore, Morrisons could improve their e-CRM practises and should utilise digital loyalty cards to persuade customers to consume their products.
Challenges for retailers:
A challenge is the usage and leverage of the data developed by the traditional and the online purchases (Game, 2017, p.76). Morrisons could ensure that the data collected from both online and physical stores are leveraged by acquiring data analysts and innovation managers.
The physical supermarkets might need to lower their costs to compete with the online only stores such as Amazon Fresh and Ocado to remain competitive (Game, 2017, p.77). This strategy should also neutralise Aldi and Lidl’s increase in market share.

Opportunities:
· Morrisons could become the grocery retailer with the strongest online presence in the UK.
· Morrisons could expand and become an international company. 
Threads:
· Aldi and Lidl increasing their market share.
· The growth in competition in the industry as new grocers have taken market share from the “Big 4” in the last 20 years. 
· Being outdated by competitors in technology, with Amazon as main current disruptor. 

PEST analysis:
Sammut‐Bonnici and Galea (2015) suggest that PEST stands for political, economic, social and technological factors. Furthermore, this analysis considers macro factors that influence a company’s competitive advantage.
Politics: Due to government policies the retail sales decreased whereas online sales soared from 20% in 2019 to 28% in 2020 (House of Commons, 2021, p.3). This indicates that supermarkets must concentrate in developing an optimal omnichannel experience for the customer and strengthen their digital presence. Also, elements such as lockdowns and uncertainty with Brexit might impact Morrisons (Tetlow and Pope 2020). 
Economic: During the pandemic, the government supported the sector with job retention schemes, business rates relief and loans (House of Commons, 2021, p.12). Also, 69% of the economy will be impacted by either coronavirus or Brexit (Tetlow and Pope, 2020, p.1). Therefore, Morrisons can expect to encounter turbulent macroeconomic times. 
Social: Quinn (2021) pinpoints that Morrisons has recently ceased using plastic loyalty cards and has opted for a digital type instead. Furthermore, loyalty cards are outdated because shoppers are not interested in collecting points as much as price cuts and instant gratification. Also, Tesco has created a successful contactless loyalty card scheme with considerable price cuts which Morrisons has not been able to leverage. 

Technological: Rigby (2021) highlights that Morrisons sales increased and has diversified online grocery delivery during the lockdowns. The company created a strategic partnership with Amazon that provides them with fresh produce. Also, Morrisons is planning to digitalise their stores with a scan and shop trial, digital labels to computerise price modifications and improve the online picking process that is developed in the stores (Morrisons, 2021).  This indicates that the company is interested in investing in technology to remain competitive. 
Conclusion: 
Tesco, Asda, Sainsburys and Morrisons are the “big 4” in the market. (Chakraborty, 2018, p.6).
The grocery sector is facing digital disruption due to shift in customer’s behaviour, competitiveness and challenges brought by Covid-19 (Game, 2017, p.67). The pandemic caused an increase in online grocery shopping. 
Consumers require a blend between online and traditional shopping and higher levels of convenience and quality (Nielsen, 2015, p.4) (Game, 2017, p.76).
Although digital commerce will grow in the grocery industry, traditional grocery shopping will not be discarded (Nielsen, 2015, p.13).
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