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Executive Summary
Acris Ltd, like any other 21st century organisations have been impacted by the strategic challenges posed by the digital age. Managing in an increasingly turbulent environment created by the digital age has made firms like Acris to be more competitive. According to Thomson (1997), for a firm must be able to control the environmental forces which provide the opportunities for growth and change including those forces which pose threat that need to be looked in before it can control change and development.    
Different strategic frameworks were used to analysis Acris Ltd. For example, VRIO was used to ascertain that different assets of their core competencies enabled them to gain competitive advantages over their competitors but they need to improve in some aspects of their supply chain.  Based on the results of the industry analysis it is established Acris resources/capabilities are capable of helping the company to achieve competitive advantage over its rivals in this competitive industry paint rollers that is rapidly evolving. The observation is that the company will be more competitive  if  they should make the following adjustments:
First, an improvement in the supply chain of the company and this can be achieved using the structuring a supply chain improvement program. The advantage is that it allows the company to look beyond production processes to broader supply chain of the company in order to shorten product lifecycle thereby increasing competition and meet the redouble expectation of customers in today’s digital age.  
The second recommendation is on the gap created by leadership noticed weaknesses section 3.5 SWOT Analysis of Acris. The management should be able to disengage from over dependence on the capabilities of the founder and try to be independent. This can be achieved through either by employing a qualified manager or through training and development of the existing staff.
Based on the model Acris has a strong vertical integration and a good organized supply chain if improved and combined with its organizational structure the company will have the flexibility to respond, adapt and deliver merchandise faster than its competitors. They should acquire more competitive advantage increasing its market share using cost leadership by reduce their production cost investing in new production technologies. To able to lower cost of production be identified as a low cost producer, they must efficiently identify and exploit all the sources of cost advantage. Since, there is no switching cost in this industry, adequate measures including occasional promotion should be used to lower the power buyer power creating a rich loyal customer database. Acris should differentiate their products and services through quality customer relationship. 
There different ways Acris will remain cost leader for example, using Economies of Scale, which is producing more of a good that will lead them getting more efficient at the process. The advantage is it will reduce their cost production and increase their production output. This dynamic will be suitable for Acris as a manufacturer because it applies anywhere that economies scale creates gains in efficiency and decrease costs.  















1.0 Introduction
[bookmark: _Hlk523817354]Acris Ltd, like any other 21st century organisations have been impacted by the strategic challenges posed by the digital age. Managing in an increasingly turbulent environment created by the digital age has made firms like Acris to be more competitive. According to Thomson (1997), for a firm must be able to control the environmental forces which provide the opportunities for growth and change including those forces which pose threat that need to be looked in before it can control change and development.     
[bookmark: _Hlk522319213]This report will explore the impact of digital age on Acris using some appropriate frameworks. The external analysis will start with the industry market analysis of paint. Industry Life Cycle and Porters Five Forces will be used to analyse while McKinsey 7S Model will be used for Corporate/product level. The internal environment will be analysed with following frameworks: Value Chain Analysis, Ansoff Matrix and SWOT Analysis for Business-Level. VRIO Framework will analyse the internal environment of Acris ascertaining how its resources/capabilities is capable helping the company to achieve competitive advantage over its rivals in this competitive industry that is rapidly evolving.   
[bookmark: _gjdgxs]Recommendations will be made at the end of these strategic analysis suggesting to Acris Painting and Decorating Company based in Nigeria some strategies that will enable the company to create and enhance its customer value proposition.
Remark: (For Reference Purpose, please note that the writer of this report is also the founded of the company, ACRIS LTD. Therefore, any information about the company is obtained directly from the founder, Mr. Duru Chibueze.)

1.1 Company background
[bookmark: _30j0zll]Acris LTD was founded by Duru Chibueze in 1990 as importers of building material from Italy to Nigeria. Mr Duru based on his vast experience in the manufacturing industry diversified Acris into a manufacturing company. Since its inception, Acris has grown organically and has become of the most sought-after quality in the local market of Nigeria and some African countries. 
Acris manufactures standard paint brushes and roller similar Italian quality. The company focuses on product design, technological development, manufacturing and distribution of paint applicators like brushes. Acris is customer centric and tries to understand customer needs leading to service quality that meet their customer expectations. What distinguishes Acris from its competitors are producing and delivering on-time quality products that exceed the requirements of most demanding customers. The company has understood that in this digital age, it is not enough to continue producing products without rethinking every step of an application process and that is why they invest much in research and development looking for opportunities to create new goods they can bring to the market.
The aim of the company is to one of the most important key player of the sector capable offering to their customers goods and services that meet their expectations and making Acris a company to work for. 

2.0 Strategic Analysis  
Strategic analysis means researching an organisation environment both externally and internally within which it operates in order to make strategic decisions. It enables organisation to minimise risks to achieve their goal and organisations use it when they want to make a change so as to know the best path to take.

STRATEGIC FRAMEWORK TABLE
	External Environment Frameworks
	Internal Environment Frameworks
	Business Strategy Frameworks

	2.2 Industry Trends
2.3 Competitive Market Share
[bookmark: _Hlk522321940]2.4 Industry Analysis – Porter’s Five Forces
[bookmark: _Hlk522321792]2.5 The Industry Life Cycle


	3.1 Acris Core Competences and Capabilities 
3.2 Resources and Competences Analysis
3.3 VRIO Framework
[bookmark: _Hlk522319643]3.4 Value Chain Analysis
3.5 SWOT Analysis
	4.3 Porter Generic
4.4 Ansoff Matrix
 


     


2.1 External Environment 
Strategic Environmental Analysis is a process of identification of all the external and internal potential elements that can affect the performance of an organisation’s. The result of these evaluations enables business management in making strategic decisions (pestleanalysis.com, 2018)

2.2 Industry Trends
According to www.gminsights.com (2018), the global market size of rollers in 2016 was valued about USD2 billion and the forecast is that it will worth more than 450 million units in 2024. The market is very attractive and is assumed that it will continue to expand due several end use industries including construction, furniture and appliances. The key factors fuelling the penetration of paint rollers are urbanisation together with the increasing expenditure on infrastructures. 
According to the analysis the global expenditure on infrastructure will exceed 9 trillion in USA by 2024 because of change of trends in nuclear family concept due to increasing population which has stimulated an increase in the residential building projects. For example, 160,000 new residential building worth USD420 billion were erected.
Another vital factor favouring the growth of this market is the rising consumer preference towards interior textures and DIY hobby. The product demand has also been enhanced the growing renovation and commercial and residential repair projects
 In 2016 the Asian market contributed more than 50% to the total market share. The forecast is that the market will grow further due to infrastructural expansion in industrial & commercial sectors particularly in China and India (www.gminsights.com, 2018).





2.3 Competitive Market Share
Owing to the large number of industry players in the global paint roller market share is highly fragmented. Numerous multinationals manufacturers of the industry players plus local manufacturers are involved in expansion strategies including mergers & acquisitions, collaborations, joint ventures and supply agreements. The commercial demand of paint roller is based on several parameters such as price, quality, fast applicability, environmental-friendliness, and ease of usability. Based on the painting characteristic requirements development in commercial and housing construction industry will drive product demand.
The Global industry share for painting roller is extremely uneven and the main industry players in the market are Richard Brushes and Rollers, Mill Rose, Gordon Brush, Purdy, Hyde Tools and Anderson Products. These key players are using different strategies to capture a major market share and increase customer base that includes capacity expansion, launching of new models, trade alliance agreements and collaborations.

2.4 Porter’s Five Forces of Paint Industry
Organisations often use Porter’s five forces to study if their new products or services will be potentially profitable. This tool allows them to understand where power lies and it also enables them to identify their strengths to be able to improve their weaknesses and to avoid strategic mistakes (cimaglobal.com, 2018)






[image: ]
 Modelled from: (www businessballs.com, 2018)
  
2.4.1 Threat of new entry: Low - New entrants are attracted by a profitable market but what deters them are the capability of the old players and high barriers of entry such as product patents, economies of scales, huge capital investment, government regulations or a decline in profitability due to competition.
The key players have built barriers based on economies of scale and they already have high customer loyalty base. Other disadvantages for new entrants are large capital requirements in marketing and research and development, cumulative experience including established distribution channels. The paint roller market is very capital intensive and can be considered saturated because of several giant manufacturers from Asian countries especially, China. A new entrant must invest heavily to be able to compete with Chinese manufacturers. 
2.4.2 Supplier power: High - This assesses the strength of suppliers in driving up product or services prices.  The power of suppliers is determined by the availability of suppliers of each indispensable input of the industry. It also depends on the uniqueness of the product or service they offer, strength/size of the supplier and the switching cost from one to another.
The suppliers are the dictators of this market because they are few and prevalent concentrated in China. The availability of substitute lowers suppliers’ power and when suppliers are few, they have more power because they are the only producers of raw materials for making painting roller textiles and bristles for making painting brushes for an industry with high levels of product demand.    
2.4.3 Buyer power: High -  This assessment determines how easy buyers can drive prices down. The power of buyers depends on the number of buyers and the importance each of the buyers to the company. Buyers dictate terms when a business has just a few buyers more especially when there is no or low switching cost to other suppliers.
Generally, the buying power of customer is low when they act independently and the competitors offer different optional products. The bargaining power of buyers is high when there is no switching cost and the competition is high. In the paint roller industry customers have many alternatives and they have no switching cost.  
2.4.4 Threat of substitution: High - The possibility of customers switching to alternative products or services increases in response to price increases. This happens in a market where alternative products and services exist reducing the power of suppliers and the market attractiveness.
The threat of products or services substitute in this industry is high because there are alternatives to painting. Today, technology has generated painting alternative such as coloured bricks, paint spraying machines, paint and cement colouring pigments including already coloured wooden panels. All these materials are capable satisfying the painting needs in the building construction sector.  
2.4.5 Competitive rivalry: High -  The number and capability of competitors in the market are the determinant factors of the strength of competitive rivalry. Offering undifferentiated products and services by many competitors reduces market attractiveness thereby making the less competitive.  When there are a lot of powerful players, competition is fierce. The customers become more price sensitive more especially when there is no switching cost from one competitor to another.    
In the painting industry, competition is very high because Chinese manufacturers due to modern technology are using some African countries as dumping ground for cheap products. The Italian manufacturers are ripping the advantage of European common market dominating the European market.
According to Lynch (2000) Porters five force is advantageous in identifying the key factors that influence competitive behaviours indicating trends in profitability and highlights strategies to alter industry structure. Many managers and business schools tend to use this framework because of it is simple and easy to understand and use.     

2.4.6 The Limitations of Porter Five forces
Even if Porters five forces framework has been considered as powerful tool for industry analysis, many scholars have challenged its validity attributing the weakness to the three spurious assumptions that Porter made behind the five forces. Grant (2005) claims that Porter five forces ignored the suppliers of complementary products, and the industry environment which is an element of the firm’s profitability. The assumption that industry boundaries are constant over time does not correspond to the actual situation in which industries operate. Sometimes buyers, competitors, and suppliers do collude with each other in form of strategic alliances to gain higher profit margin so his assumption that they are unrealistic. Firms have other sources of creating value and not only from industry structural advantage as sustained by Porter. From this limited point of view, it means building a high barrier to entry is the only means of creating value for organisations. In the competitive market of today value can also be created through innovation and technological breakthrough.  

2.5 The Industry Life Cycle
An industry passes through different life stages during its lifecycle in the market which is termed as its lifecycle. The Painting and decorating industry can be considered to be in the growth stage of its life cycle. In this stage industry growth is mainly attributed to customers’ perception that conditions how they spend their money.
 




[image: ] 
 2.5.1 Growth Stage 
The main characteristics of this stage is that the industry and its products have started attracting the attention of the buyers in the competitors. The growth stage has weak buyers and low entry barrier. The key to growth is ability to strongly 
 This stage is characterized with growth but weak buyers, but low entry barrier. The key factor for Growth the ability is the key to strongly increases in sales and creating awareness of the brand to customers.  The primary key to success at this point is for Acris is to build consumer preferences for specific brands. The strategies Acris should adopt at this stage are creation of brand recognition achievable through intense advertisement and making more financial investment to support their value-chain activities and differentiation of products. The Market leader strategy should not be used at aiming at maximizing the market share but achieving optimum market share level (Kotler & Bloom, 1975).
 The Benefits and limitations of Product Life Cycle
The advantage of product life cycles is enabling companies to use life stages to define their marketing strategies. For example, at growth stage of the product, heavy investments are needed in creating more awareness that will attract more customers and distributors. 
The main limitation is dependence of the graph on sales data. Any fluctuations of the sales data will have direct impact on the precise prediction of the movement of the product’s rise or decline. Factors such as production problems, seasonal sales of the product plus other environmental reasons can cause such fluctuation (Marketing91.com, 2018).
  
3.0 Internal Environmental Analysis
Internal environmental analysis enables firms to evaluate their core competencies looking at their current Vision, Mission, Objectives and Strategies. This internal environmental scanning allows organizations to identify their strengths which enable them make decisions that will enable them to maximise opportunities, improve in their weaknesses so as to minimise their threats.  

3.1 Acris Core Competences and Capabilities 
 
[image: http://i2.wp.com/writepass.com/journal/wp-content/uploads/2012/11/114.png?resize=578%2C256] 
                                                                                       (Boddy and Paton, 1998)

The graph above shows the basic success variables of Acris. The y axis shows Value while the x axis shows the basic success variables. Johnson and Scholes (1997) defined critical success factors as those part strategies in which a firm must exceed to outperform its rivals. For Acris, those factors can be: 
a. Product quality is very essential for Acris and it is an important variable for consumer loyalty.  The Acris brand is distinguished in the market by its high quality but affordable this makes the brand more preferable by customer. It enabled the company to build brand character for its products plus an enviable well-coordinated and modern inventory network that guarantees speedy conveyance of goods.
b. Cost of product: Cost leadership strategy and an established quality administration framework has lowered the cost of production of Acris. Acris has establish a method that check product quality based on the following three crucial prerequisites: Dependability, Features and Service.
c. Product Innovation: The Company always look around the market to identify technological gaps in the market to be turned into opportunity. Our recent invention has proved us right. The company recently introduced T-handle roller which met the approval of customers and the patent right over the product was a very good strategic move.
[bookmark: _1fob9te]d. Leadership and Management: The leadership of the company is affected because of inconsistence of the CEO availability. Recently, the company has made some management shakeups. That said, Acris leadership can be defined as participative. That is involving employees   in the decision-making Lewin (1939), but the leader has the final say over decision-making process. 
e. Strategic Approach: Johnson, Whittington and Scholes, (2008) sustain that strategy is considered to be the direction and scope of a firm over a long time, using its core competencies and resources to achieve goals that meet stakeholders’ expectations. Acris has formed a Joint Venture with a Chinese company, Dongfeng Brush and Roller company. This partnership will enhance the ability of Acris to penetrate further in most African market.
 (Acris, 2016).


[bookmark: _Hlk523828492]

3.2 Resources and Competences Analysis
	Tangible Assets				Intangible Assets
	· Specialized Employees/Talent
· Equipment (Italian machineries)
· Website and Technology
· Patents
	· Brand Equity
· Leadership/Management
· Customer Loyalty
· Technical Expertise
· vertical integration


	· Supplier Contracts
· business model/Production Process
· Standardization 
· manufactures in Nigeria

	· Training and development
· Employee Benefits
· Sustainability
· Fast delivery of orders to customers





       People/Assets                                                                  Systems/Processes



3.VRIO

3.3 VRIO Framework
[bookmark: _Hlk522321066]From the analysis competitive advantage using VRIO Framework, is ascertained that Acris Ltd has competitive advantage using some of its assets.  
Value – Acris being the only manufacturer of the sector in Nigeria confers the company a competitive advantage over its competitors. The most valuable resource of the company is its vertical integration.  This strategy has enabled the company to reduce operating costs. Acris has organizational structure and values that all employees respect.
Rareness – Acris competitors import goods from China and not manufactures in Nigeria, they only focus on local distribution and retailing of goods. Manufacturing requires engineering and technical skills. Acris produces new items and deliver them to its stores and distributors in lesser time than the three months needed for goods to arrive to Nigeria from China.
Imitability – To be able to compete in the digital age resources and capabilities are very essential. Therefore, firms without resources/capabilities are disadvantage and will find it almost impossible to compete than firms that already possess it.  
Organization – From the analysis of VRIO, it is evident that Acris is capable of using the potential of its resources and capabilities to achieve competitive advantage. The annual reports show constant increasing sales and profits. The financial performance of the company is due to good management and the engagement of its highly skilled employees.    
                      VRIO Framework Analysis of Acris
[image: ]
3.4 Value Chain Analysis 
Competitive advantage is the ability of organisation to outperform its rivals using minimum input to create maximum output for its users (Johnson et. al, 2012). “The value chain disaggregates a firm into its strategically relevant activities in order to understand the behaviour of cost and the existing and potential sources of differentiation” (Porter, 1985 p.33).  
[image: ]
       Porter’s Value Chain Analysis of Acris LTD
      (modelled from Porter, 1985)
The primary activities of the value chain include those that are directly involved in the production and selling of the actual product. They are: as follows:  
 
3.4.1 Inbound logistics
[bookmark: _3znysh7]Acris is vertically integrated company. Its inbound logistics operations are comprised of production and importation of paint roller raw materials and finished painting and decoration materials to be supplied to hundreds of wholesalers in Nigeria. About 60% of its products are manufactured in Nigeria and the 40% are imported from China. All materials are warehoused in Lagos and then supplied to stores and distributors. The vertical integration and its supply chain management has enabled Acris to achieve economies of scale which is a major source of value creation for the company.
3.4.2 Operation
[bookmark: _2et92p0]The Acris factory transforms some of imported and locally sourced raw materials into own brand under painting and decoration range products. Acris recently, introduced two fictitious brands as an attempt to facelift its budget range of own-brand value products. Acris’ operations include transforming inputs into output (the final products),   machining, packaging, assembly, equipment maintenance, testing of product samples/quality, painting and facility operations.
3.4.3 Outbound logistics
In this stage the finished products are warehoused and inventories are taken before orders are processed and dispatches are made. Distribution is scheduled and goods are sent to the stores and to other distribution channels. Value is created through the efficiency and cost-effectiveness of deliveries of the outbound logistics. For bulk buyers the company offer home delivery for all the online purchases.
3.4.4 Marketing  
[bookmark: _tyjcwt]
[bookmark: _GoBack]‘Quality has no compromise’ is the message Acris communicates to its customers by using all its resources and capability making products that meet customers’ expectation. Acris’ marketing strategy positions the brand with competitive prices and the best quality/price balance in the market. Acris public relation strategy is aiming to restore the brand image after the severe damage caused by poor suppliers’ relationship under the previous leadership. 

3.4.5 Services
[bookmark: _3dy6vkm]Today’s marketing is customer centric and makes after-sales services very vital becoming as important as promotional activities. After sale services is important to reassure customers that they are value assets to Acris because any complain from an unsatisfied customer can easily spread through the social media. Such can damage the brand image of Acris that is why it is essential for the company to practice quality customer service. For example, restoring the decline of about 2.5 percent on the sales of associated with the flaws they had with their suppliers. 

Disadvantages of Value Chain Analysis
Although, value chain analysis has many advantages but the main disadvantage of conducting this analysis is sometimes organisations loss sight their overall strategy and vision when its operations are broken down into segments. It is good to create efficiency in each activity of the company’s value chain however; the value chain does not link well all activities in the chain together sometime creating a situation of not knowing how activities are related to one another.
   

3.5 SWOT Analysis of Acris

	Strengths

1. Brand image
2. Vertical integration	
3. Good quality products
4. Innovative Culture  
5. Economies of Scale  	
   
	Weaknesses	

1. Leadership 
2. Strategic alliances
3. Weak supply chain management
4. Weak R&D 
5. Technology 	
	 


	Opportunities
  		
1. Increasing product portfolio 
2. Strategic Alliances  	
3. Online Market 	
4. Emerging Markets  	
5. New Products New Markets  	
	
   
	Threats

1. Competition
2. [bookmark: _Hlk522308702]Bad Economy  	
3. Volatile Currencies  		
4. Intense competition    	
5. Government Regulations
6. Substitute Products  



SWOT analysis 
Acris Painting Rollers known for its quality and design in Nigerian and African market. Here is the SWOT analysis of Acris Painting Rollers.
3.5.1 Strengths  
1. Brand Image: The Brand is known for its quality and reliability. Through its innovative campaigns and quality customer service support Acris is positioned as an affordable quality brand resulting into high ‘TOMA’ (Top of mind awareness for civil and DIY painters). Acris Ltd consists of two brands namely Acris and Cintes all positioned in the affordable quality segment. Also, Acris is not only a painting roller producer, they are one of the Nigerian importers of building materials.   
2. Vertical integration Strategy has given the company the competitive advantage of cost leadership over its rivals making Acris capable of competing with the big player of the sector in Nigeria. 
3. Good quality products: Training and development of employees’ skills is the key factor associated with the quality products of the company. Acris has engaged in a continuous improvement in its manufacturing process leading to production of production of goods that meet international standard.  
4. Innovative Culture: The use of modern production techniques enabled by technological advancement in its R&D has contributed making the Acris brand the most sought after in market and Nigerian market leader in the premium segment for painting brushes and rollers. 
3.5.2 Weaknesses 
1. Leadership: The company rely heavily on the leadership of the founder. Since the founder is not permanently based in Nigeria and not always available, operations are negatively affected whenever he is absent. For a brand like Acris it is affecting its brand image.
2. Strategic alliances: Acris group need to improve its strategic alliances with suppliers of raw materials by paying them on time. Good strategic alliances is the key to modern businesses. The lack of solid strategic alliances is a weak point in their supply chain. Acris is capable of producing good quality products but cheap importation of products from China into Nigerian market is diminishing its market share due to some gaps in their business connections.
 
3.5.2 Opportunities  
1. Strategic Alliances: Going into strategic alliances with some Italian producers can prove a smart strategy for Acris. It will give the company to use European company’s specialized capabilities to differentiate their offerings in Nigeria and also to gain more market share in some African countries like Ghana and Cameroun. Acris having more strategic alliances will enable them to go into new markets with new products. Expansion of market will help the company to increase its revenue ensuring them the possibility to remain on the top of revenue chain for developing economies. 
2. Increasing product portfolio: Acris will benefit much from introduction new products in the market. Introducing new product series in different segments will enable them to increase sales by giving customers more product choices under the same brand name.

3.5.3 Threats  
1. Competition: Competition in the sector is very fierce. Acris must look for cheaper production technologies so as to achieve low production cost leading to having more affordable products in the market. When competition is high customer switch from one supplier to another attracted by prices. The key to competition is to outperform your rivals is offering quality products at lesser prices that your competitors. Low cost products from China with inexpensive offerings will is major threat to the company. 
2. Bad Economy: Another major threat to the Acris is the instability of Nigeria government that makes the economy volatile. Exchange rates are not constant making it difficult for the company to maintain its prices due to the fact that most of the raw materials are imported and being paid for in dollars. Acris should always be current with the government decision that might have on these economic factors so as to know when and how to adjust prices.       
 
3.5.5 Critic of SWOT Model
According to Valentin (1989) SWOT represents the analysing tool to investigate and research the situation of a business situation of any organisation but unfortunately, the factors used in effecting these analyses do not cover all the sectors of the environment and as such do not show pivotal factors and peripheral factors. At the same time, there is no clear evidence on the advantages and disadvantages sustainability.
Instead of providing sense of direction or a deeper investigation on strategic issues, the conventional SWOT analysis induces the users to limit their investigation judging which listed items characterise business and which do not (Kotler, 2000). Therefore, the outcome of SWOT analyses often yields only shallow extemporaneous inventories it does not consider the constant environmental changes. SWOT does not consider probability, even when the model generates a lot of outcome, other tool frameworks are still needed to determine the outcome with higher probability. Without proper framework wrong decisions can be catastrophic to an organisation. Therefore, for a more accurate SWOT analysis, there is need to involve many stakeholders such as employees, customers, competitors and vendors so as to have more information that will enable accurate picture of the environmental situations where the organisation operates. 
Based on this, SWOT model is retained insufficient giving the fact it ignores those factors that causes the success or failures of organisations. Another reason is that SWOT does not consider probability, even when the model generates a lot of outcome, other tools are needed to determine which outcomes or events should be placed higher importance and probability. Without proper framework this can be misleading resulting to bad strategic decision. For the simple reason that SWOT depends the accuracy of the input data, wrong data or assumption into the model may generates inaccurate results. Therefore, for a SWOT to produce more accurate result, many stakeholders (customers, vendors, competitors, and employees) must be involved in providing information that will enable accurate picture of the business environment.

4.0 Summary of Acris Current Strategies 
4.1 Current Business Strategy – Cost Leadership 
Acris uses cost leadership strategy coupled with vertical integration to achieve low cost production cost and high market penetration in Nigeria and some countries such as Ghana and Cameroun. The supply chain of Acris is well managed and enables Acris to practice Lean management production style making products available to customers when needed. The advantage is low inventory system that creates value to the company (Tiplady, 2006). 
4.2 Corporate Strategy – Single Business 
About of the company’s revenue comes from paint roller business 65% while the remaining 35% importation and sales of other business materials and related services (Acris, 2018). 





 4.3 Porter generic Strategies
[image: ]
Acris Business Strategy:
Cost leadership – Acris imitates Italian standard and produces similar products with cheap materials thereby, reducing production cost.
Differentiation – increasing the number of available Italian styles and decreasing qualities.
[bookmark: _4d34og8]The three generic strategies for competitive advantage are: Cost Leadership, Differentiation and Focus (Porter, 1985).  For example, Acris’ advantage of cost Leadership emerged through economies of scales which drives their unit cost down helped by offering a variety of products. The skills, abilities and experience of their workforce is a critical factor to their success and it adds value to their operational processes making things done faster, cheaper and better. The company embraces a culture of tolerance, where employees contribute to the success of the company and are regarded as valuable assets to the company. Acris choice of pursuing two types of competitive advantage enabled the company to lower its costs differentiating itself along dimensions valued by customers therefore, gaining a higher customer loyalty.  
[bookmark: _Hlk523828730]


4.3.1 Critic of Porter Generic Strategies
In terms of business-level strategy, porter generic strategies have limitations. All the organisations that practice the generic strategy tend to share certain features. According to Mintzberg (1988), Porter’s cost leadership strategy should be termed as “price differentiation”. A strategy based on offering prices lower than competitors. Mintzberg suggested two dimensions of business strategy: differentiation and scope. So, keeping scope aside, the only component of competitive strategy is differentiation. Now, the key question is not to differentiate but how do we differentiate? The first step is to make the customer perceive quality as the foundation strategy in the product or services we offer. This factor is important because it is more critical to long-term success. The second step is to create market for the middle class by offering affordable quality than the rivals leading to market share leadership that can be both profitable and sustainable for the organisation (Connection.ebscohost.com, 2018)
 4.4 Ansoff's matrix
 [image: http://image.slidesharecdn.com/ansoffmetrix-121023025557-phpapp01/95/ansoff-metrix-3-638.jpg?cb=1350961004]
For a company to be competitive, it must define its business and by choosing its products and business development, a method to reach its customers. Acris used market penetration and product development to consolidate its business. The company was able to achieve this through vertical integration and its supply chain.
Market Penetration: This strategy requires economy of scale to achieve production at low cost that reflect on the offered prices to the customers. When the competition is fierce, customers look for good bargain. Acris can use penetration to expand to other new markets of the industry inside the existing business sector. Offering more products to their established customer or trying to find new customers inside the existing market sector. The aim of a recent alliance with a Chines company is to penetrate into South African market and consolidating their Nigerian market.
Product development – A company uses product development strategy to introduce new products for existing markets.  Based on the claims of Kotler et. al. (2001) the outcome of a well-defined new product strategy is an effective product innovation. Acris expansion must take advantage of having large base of loyal customer to develop new products fulfilling customer need that beat the results of their rivals. 
Diversification – Apart from manufacturing, Acris is engaged also the importation and distribution of building materials and the company has a painting and decorating strategic business unit, Cintes Painting and Decorating Ltd.

[bookmark: _Hlk523828822]4.4.1 Critic of Ansoff Matrix
The major advantages of Ansoff Matrix are that it lays possible strategies for the growth of organisations by setting out aims and objectives but unfortunately it does not show market developments and diversifications strategies requires constant change in the management of the business. Secondly, it ignores the activities of external competitors and it is only a theoretical model that does not give accurate predictions – unforeseen events. 
Ansoff Matrix is a framework is very useful if combined with theoretical models because the role of the matrix is outlining alternatives methods of achieving the final organisational goal.
 
5.0 Conclusion  
[bookmark: _Hlk523817266]In this report different strategic frameworks were used to analysis Acris Ltd. For example, VRIO was used to ascertain that different assets of their core competencies enabled them to gain competitive advantages over their competitors but they need to improve in some aspects of their supply chain.  Based on the on results of other industry analysis it is established its resources/capabilities is capable of helping the company to achieve competitive advantage over its rivals in this competitive industry paint rollers that is rapidly evolving. 

6.0 Recommendations
With reference to fig. 3.4 Value Chain Analysis, there are areas of the supply chain Acris need to improve to achieve maximum benefit of their capabilities recommend the following:  
First, an improvement in the supply chain of the company and this can be achieved using the structuring a supply chain improvement program. The advantage is that it allows the company to look beyond production processes to broader supply chain of the company in order to shorten product lifecycle thereby increasing competition and meet the redouble expectation of customers in today’s digital age. From the Supply Chain Analysis, it emerged that the company has a history of poor supplier treatment under the previous leadership that involved the cases of payment delays. Acris’ Operational profit margins was affected due to negative implications on various aspects of supply chain practices. However, the new management led by new CEO Akin Ogubanjo should committed to form strategic relationships with suppliers as a long lasting solution to the problem. 
The second recommendation is on the gap created by leadership noticed weaknesses section 3.5 SWOT Analysis of Acris. The management should be able to disengage from over dependence on the capabilities of the founder and try to be independent. This can be achieved through either by employing a qualified manager or through training and development of the existing staff.
From the analysis competitive advantage 3.3 VRIO Framework is ascertained that Acris Ltd has competitive advantage using some of its assets. Based on the model Acris has a strong vertical integration and a good organized supply chain if improved and combined with its organizational structure the company will have the flexibility to respond, adapt and deliver merchandise faster than its competitors. 
The 2.5, The Industry Life Cycle, identified the industry to be at the growth stage. Our recommendation is if Acris wants to attain the market leader position they should increase the overall market demand by investing in promotion and also market penetration strategy to defend its current market share through effective defensive and offensive actions. They should also try to increase its market share, even if the market size remains unchanged (Kotler, 2009). Using cost leadership Acris can reduce their production cost by investing in new production technologies. For a company to be a low cost producer, they must find and exploit all sources of cost advantage.
Painting roller market is very competitive as seen in fig. 2.4 Industry Analysis – Porter’s Five Forces. As there is low or no cost switching of changing a brand of paint roller we recommend some measures should be taken by the company to reduce buyer’s power for example differentiating their products and services through quality customer relationship that will discourage customers switching from one brand to another. 
Competitive Rivalry is high. Acris should concentrate in the local market using quality to penetrate to other African market. This can be achieved through investment in technology and R&D. 
There different ways Acris will remain cost leader for example, using Economies of Scale, which is producing more of a good that will lead them getting more efficient at the process. The advantage is it will reduce their cost production and increase their production output. This dynamic will be suitable for Acris as a manufacturer because it applies anywhere that economies scale creates gains in efficiency and decrease costs. The company will enjoy the benefit of increased purchasing power because the more leverage a business has over suppliers the more profit the make and the more they can strike more advantageous deals.
Acris can also create cost leadership through a good sourcing of raw materials. If the company can be to saw locally raw materials at a cheaper than its rivals, they can competitive edge over their competitors. 






7.0 Reference
1. https://www.business-to-you.com/industry-analysis/scanning-the-environment-pestel-analysis/
2. Porter, M.E. (1990). The Competitive Advantage of Nations. New York: Free Press.
3. Porter, M.E. (1980). Competitive Strategy: Techniques for Analyzing Industries and Competitors. The Free Press
4. Porter, M.E. (1985). Competitive Advantage: Creating and Sustaining Superior Performance. Harvard Business Review.
5. Porter, M.E. (1979). How Competitive Forces Shape Strategy. Harvard Business Review
6. Wheelen TL, Hunger JD. 2000. Strategic Management and Business Policy – Entering 21st Century Global Society. Seventh Edition. Prentice-Hall: New Jersey 
7. www.bcgperspectives.com/content/articles/corporate_strategy_portfolio_management_strategic_planning_growth_share_matrix_bcg_classics_revisited/
8. Henderson, B. (1970). Growth-Share Matrix. BCG Perspectives.
9. http://www.mckinsey.com/business-functions/strategy-and-corporate-finance/our-insights/enduring-ideas-the-7-s-framework
10. McKinsey & Company (2008). Enduring Ideas: The 7-S Framework. McKinsey Quarterly.
11. www.mckinsey.com/business-functions/strategy-and-corporate-finance/our-insights/enduring-ideas-the-ge-and-mckinsey-nine-box-matrix
12. McKinsey & Company (2008). Enduring Ideas: The GE–McKinsey Nine-box Matrix. McKinsey Quarterly.
13. [bookmark: _17dp8vu]Valentin E. K. (1989) The Missing Link in Decision Support Systems? Journal of Computer Information Systems, Volume 29, 1989 - Issue 4 Published Online: 01 Feb 2016
14. www.business-to-you.com/case-interview/profitability-case/
15. www.business-to-you.com/vrio-from-firm-resources-to-competitive-advantage/
16. www.marketing91.com/swot-analysis/
17. Source: Barney. (1995). Looking Inside for Competitive Advantage. Academy of Management Executive.
18. www.cimaglobal.com/Documents/ImportedDocuments/cid_tg_strategic_analysis_tools_nov07.pdf.pdf
19.  ww.businessballs.com/portersfiveforcesofcompetition.htm [Accessed on 04th September 2018]
20. www.marketing91.com/benefits-and-limitations-of-product-life-cycle/
21. [bookmark: _Hlk523824936]http://connection.ebscohost.com/c/articles/86883951/critique-porters-cost-leadership-differentiation-strategies



 







 
 pg. 2
image2.png
® - o x

1D Microsoft Word - Inte

x (N semples of company str- X (@ Strategic Analysis Tools X N early warning scans stra X ) @ Strategic Analysis Tools X (49> Journey resuits - Transo- X \\ |

C | ® Not secure | www.cimaglobal.com

PAGE:4 Pagedofd 293of 1228words L%

H O Type here to search

Docur

uments/Imp cid_tg_strat lysis_tools_nov07.pdf.pdf Y% & @ B

‘example, patents, economies of scale, capital requirements or government
policies, then profitability will decline to a competitive rate.

Porter's five forces diagram

Threats of substitution
eg.
 Buyer switching cost
 Buyer propensity to
substitute
« Product differentiation

12

Buyer power e.g. Rivaltry e. Supplier power e.g.
 Buyer informati « Number of compefitors « Supplier concentration
« Buyer volume L | » Size of competitors || + Importance of volume
« Buyer price sensitivity « Industry growth rate to supplier

 Buyer switching costs « Differentiation « Costrelative to seling
« Bargaining leverage « Eit barrirs price

+

Threat of new entry.
eg.

Switching costs
Economies of scale
irements

Capttal
Patents

Based on Michael Porter's ive forces of competitive position model
ww businessballs.com/portersfiveforcesofcompetition.htm
[Accessed 12 February 2008]

B e B - 1 + 100%





image3.png
Sales Volume

> Time
1: Introduction 11: Growth 111: Maturity 1V: Decline

ation





image4.png
CRITICAL SUCCESSFACTOR

Costof product _ prevention of price _product quality _experience  Managerial





image5.png
Asset Value  Rarty | Costly to Organization Value Creation
Imitate

‘Speciaized LabourTalent | Yes | No o Yes parity

High-auairy fhgredients | Yes | No Yes Yos parity

Acris Process Yes ves  Yes Yes Competitve.
Advantage

Standaraization

‘Supplier Rlations Y Mo Yes Yes parity

BrandReputstion - Word | Yes | Yes | Yes Yes Competitve.

of Moutn Advantage

Organic, Famiy, and Yes  Yes | Yes Yes ‘Competiive

Locally sourced Advantage





image6.png
value-chain-analysis-template-docx-toolshero - Word

B B g D MEmm  Bmw Ve @ mmsmimio

% cut - D Find -
r ey Galibri (Body) ~[12 ~| A A | Aa- | A0 AaBbCcD| AsBbCcD AaBbC( Assbcer AQB s @
P g ram | BT U wex x| B A Thormat | TNoSpsc. Hesdng? _Hesdngz  Twe 5] |y i | Tene
Gipboard 5 Font 5 Parsgraph 5 e 5 Eating ~
[
Organizational Structure
o Legal
o |+ eccounting
£ |+ Financial management
@
& Personnel Management
2o personnet M
S | o Layrecruitment, training
«  Staffplanning etc.. :
i e E
@ «  product and process design '
£ «  production engineering, 8
2 marketing testine. RRD v
g %
2 | Procurement £
+" Suppler management 3
+ funding ]
« subcontracting and specialisation 3
s
‘Acrs Inbound Logistics ‘Acris Production System | Acris Outhound Logistics | Acris Marketing & Sales | Acris Service
+ Raw Material handiing | +  Roler assem « production scheduling |+ Sales force o Recnuitmentand
* Warchousingof raw |+ Packaging of inished | » Warchousing of « Advertising and Training of employees
materials products finished goods promotion « product adjustment
+ Warehousing of « Equipment o Order processingand |+ pricing o Machine parts supply
inished products maintenance delivering of goodsto | « « instalation and Repair
+ inventorycontrol |+ Printing of brand customers of machines
o Customer order nameonproducts |« Dellvering vehicles
fulfilment
Primary activities of ACRIS LTD L
Vou my e, print and shar tis tempiatefo free, 3 we beiev nthe power of nformation sharing -

Page 1 of 1 0z & -+ 10%





image7.png
SCOPE

NICHE MARKET

COMPETITIVE ADVANTAGE

DIFFERENTIATION

COosT
LEADERSHIP

DIFFERENTIATION
FOCUS




image8.png
Ansoff matrix

Existing

Markets

New

Products

Existing

New

A

Protect/build

«Consolidation
“Market penetration

Product development

“With existing capabilities
“With new capabilities
“Beyond current expectations

[4
Market development

“New segments
*New territories.

*New uses

“Within new capabilities
“Beyond current expectation

Diversification
“With existing capabilities
“With new capabilities
“Beyond current expectations





image1.png
Y Drindod Dewi Sant
Trinity Saint David




