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Executive summary

This proposal has analysed a business development opportunity for Ocado group Plc and evaluated how they can expand the automated fulfilment and online grocery retail technology in the Indian markets. The analysis identified how Ocado’s major strength is based on its robotics, Artificial Intelligence, fulfilment software and Ocado Smart Platform context. In-depth market research showed that there is a major growth in the Indian online grocery sector with the influence of rising digital adoption, rising urbanisation, demand for efficient fulfilment infrastructures and rapid deliveries. 
The recommended strategy was market development through partnerships with existing major grocery retailers and quick commerce companies. The proposal identified a phased model expansion including a pilot approach, micro fulfilment centres and deployment of existing technologies that can eventually reduce risks and develop new revenue opportunities. With support from the financial analysis for Ocado showing a strong financial position, the proposal showcased that a phased implementation is offering the most suitable approach balancing growth potential, strategic balance and long-term profitability through future growth.



[bookmark: _Toc238747873]1. Company description
[bookmark: _Toc238747874]1.1 Business idea, company mission & vision and background of the founders
The chosen company, Ocado Group plc, is a technology-based company that develops automated, digital, and robotics-based solutions for various fulfillment and grocery retailing operations with the aim for redefining ecommerce, fulfillment and logistics with technology (Ocadogroup, 2026).  In contrast to traditional supermarket operators, the company is generating value through grocery sales and licensing its technologies among retailers. The business model is based on software, AI, fulfillment infrastructure, delivery management, and automation of warehouse aspects to support retailers enhance efficiency. The proposed business development opportunity is focused on expanding its technology platform in India through strategic partnerships with existing grocery retailers and e-commerce operators.
The aim of Ocado Group is to expand the automation and fulfillment technology adaptation while ensuring its sustainable international growth (Ganapathy et al., 2025). The key objective is to focus on some aspects like increasing global use of Ocado Smart Platform solutions, enhancing partnership with major retailers in high-growth market-based grocery retailers. Their objective also includes enhanced operational efficiency through continuous investment in AI and automation technologies while improving revenue stream via technology licensing and fulfillment approaches (Ocadogroup, 2025).
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[bookmark: _heading=h.lcqvoowd021h][bookmark: _Toc237077612]Figure 1.1: Ocado’s AI-powered robotic arm for automation
(Source: Ocadogroup, 2025)
Ocado was established in 2000 by Tim Steiner, Jonathan Faiman, and Jason Gissing with the focus on recognising online grocery retail having potential for shifting consumer purchasing behaviours (Altss, 2026). The vision had been to develop a business that is focused on online grocery shopping, and as the time passed, the founders shifted the keen focus to technology development, creating systems for inventory management, routing, fulfilment, and consumer delivery with automations to allow retailers succeed (Ganapathy et al., 2025). This strategic transition allowed Ocado to position itself as a global technological provider and not just a supermarket operator. Their mission has been to change the way the world shops for goods (Ocadogroup, 2026).
In future context, the proposed expansion in India will align with the mission of Ocado for transforming grocery retail through technology-based fulfilments and automations (Shah, 2021). In contrast to entering as direct retailers, Ocado would be able to reduce market-entry risk in India through partnering with already existing supermarket chains and even digital commerce platforms that have better consumer reach and local market knowledge. India’s grocery market is expected to grow due to rising urban populations, disposable income, and increased online trends (Ganapathy et al., 2025). 
This approach would support faster scaling while getting exposed to wider risks. The focus on automation, predictive analytics, and data-based decision-making will also support Ocado to enhance its grocery retail expansion in the new market. Therefore, the proposed extension approach is aligned with the strategic vision of the company with a focus on the high-potential emerging market.
[bookmark: _Toc238747875]1.2 History and services of the company
Ocado Group plc started its operations in the United Kingdom when online grocery shopping was a very small portion of complete retail sales in 2000. The first investments were focused on centralised fulfilment approaches and proprietary software. For instance, by 2002, they started to deliver across UK households through Hatfield’s automated Customer Fulfilment Centre (Ocadogroup, 2025). With consumer adaptation of online shopping, Ocado also expanded its logistics network and approach to a global level. The company manages one of the most complicated automated fulfillment systems in the grocery sector and has various patents for robotics, automations, logistic innovation, and others at a global scale(Benner et al., 2020).
In terms of services, the company is operating through mainly three collaborative business approaches. The technological solution is a key division with services like e-commerce software, automated warehouses, robotics, forecasting tools, delivery optimisation, end-to-end systems, and Ocado Smart Platform (Ocadogroup, 2026). 
Furthermore, logistics and fulfilment are another major service context with the company developing and operating automated consumer fulfilment centres with robotic systems supporting order processing, pickups, storing and dispatch. From the ideas of Piecyket al. (2021), these allow for enhanced accuracy, reduce costs, and increase outcome quality. Finally, the online grocery retailing through Ocado Retail is a joint venture with Marks and Spencer operating in the UK. This allows the company to test new technologies and operate in a real retail context, and introduce itself to international partners. These services and products are developing an integrated system that is collaborating technology and practical operations for the company.
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[bookmark: _heading=h.gan62ifdagg][bookmark: _Toc237077613]Figure 1.2: Ocado Smart Platform
(Source: Ocadogroup, 2026)
The historical development of the company shows a capability to adapt the business model in relation to market changes, allowing it to enhance the potential for effective future expansion plans. Ocado, with its automated and advanced fulfillment technologies has become a major technological provider for retailer-based solutions (Burinskienėet al., 2025). This shift is showing organisational flexibility and strong innovation capability of the brand. 
For Indian market development and expansion, the company can utilise these experiences gained from diverse country-based partnerships and use the fulfilment models while adapting them as per local conditions. 
Furthermore, the rising demand for same-day and next day grocery delivery is being influenced through hyper locals’ delivery trends in India, which is expected to grow at 22% CAGR from 2026 to 2030 (Manjrekar, 2026). Through integration of robotics, software, local retail networks, and logistics experts, Ocado can be able to position it as a key entity for better operational efficiency that retailers often face issues to achieve.
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[bookmark: _heading=h.a8u7q1gtw5jh][bookmark: _Toc237077614]Figure 1.3: Global partners of Ocado Group
(Source: Ocado Group, 2026b)
As revealed from figure 1.3, Ocado Group has been involved in partnering with several innovative grocery retailers across the globe, especially ASDA, Kroger, Coles and Alcampo (Ocado Group, 2026b). Maintaining this relationship is, however, not an easy task. Ocado Group has a dedicated Partner Success team, which is allocated with the responsibility to support partners with an aim to expand profitably. This team is further responsible for driving productivity and site utilisation with the use of cutting-edge grocery automation solutions.
[bookmark: _Toc238747876]1.3 Customer problem, market gap and customer group
Across the globe, retailers face major issues in providing groceries rapidly and profitability. Carréet al. (2020) added that traditional brick-and-mortar stores are based on models that face issues of labour costs, delivery efficiency, inventory visibility, and accuracy. With the support of strong brand recognition and a consumer base, retailers often can also be hindered due to a lack of advanced technologies. 
Developing an automated fulfilment infrastructure internally needs major investments, long implementation time, specialised skills, and change in organisational structure. With a focus on this, Ocado addresses this market gap and utilises the opportunity to provide established technology platforms for retailers to adapt and enhance (Craig, 2026). In emerging markets like India, digital payment adaptations and urbanisation have developed a favourable condition for these types of advanced grocery fulfilment solutions. This is especially seen in figure 1.4 that revealed the growing internet penetration to reach 48.7% in 2022 (Fleck, 2023).
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[bookmark: _heading=h.5i17pzcdcd3g][bookmark: _Toc237077615]Figure 1.4: Internet penetration in India
(Source: Fleck, 2023)
These have created opportunities for the technology-driven model of Ocado. To develop a better understanding of this, Ocado Group plc has two distinct consumer groups, with one including grocery retailers who aim for advanced e-commerce and fulfilment capabilities (Ocadogroup, 2026). These companies also need proper scalability in terms of technological advancements to ensure they can have better and efficient productivity in the long-term. Furthermore, individuals who shop grocery, especially through online are another group of consumers (Ocadoretail, 2026). These consumers focus on product availability, competitive pricing, reliable delivery, and value of convenience, all offered through Ocado. 
A better analysis of the market gap shows that inefficiencies in the grocery supply chain are still a major issue for retailers in populated urban regions. Various issues like inventory inaccuracies, stock-outs, delayed deliveries, and higher fulfilment costs can negatively impact consumer profitability and stock-outs. The proposed solution and adaption of Ocado technologies will be able to support retailers in addressing these concerns through automated inventory tracking, demand forecasting and enhanced warehouse productivity (Coşkun, 2025). The rise of smartphone usage in India also creates potential that digital payment adoption will increase consumer expectations regarding delivery speed and convenience, a key factor offered through Ocado solutions.
Ocado’s solutions would offer practical ways for digital transformation without needing retailers to develop advanced systems from the start, creating a more value-based approach for retail partners and ensuring efficiency for end consumers who could gain better benefits through reliable shopping experiences.
[bookmark: _Toc238747877]1.4 Legal and ownership structure
With a listing in London Stock Exchange, Ocado Group plc is a public limited company operating across the globe (Londonstockexchange, 2026). As it is a public listed company, it is also crucial for it to maintain proper alignment with corporate governance needs, shareholder accountability regulations, financial reporting approaches and others. This complete legal structure ensures them to seamlessly access the capital markets that support it in its major investments and expansion across the globe. 
On the other hand, the ownership of Ocado group is distributed among institutional investors, shareholders via public shares, and investment funds. The retail operations of the company are structured based on the Joint venture among the Ocado group and Marks & Spencer, with both holding 50% of ownership stakes (Leite, 2020). This system allows collaborating Ocado’s technologies and logistics skills with M&S’s already established food product portfolios.
In terms of a legal and governance perspective, any proposed expansion will need better consideration of the Indian regulatory context, foreign investment needs and data protection alignments. Therefore, developing better partnerships can support the simplification of market entry mode while ensuring local regulation alignments. This approach is more efficient and less complicated compared to wholly owned retail operations (BAJPAI, 2024). 
Being a publicly listed company, Ocado will also need to showcase that international investments support shareholder values and align with wider corporate aims. A strong level of governance approaches will thus be crucial for the selection of strategic partners and managing the relations. 
Finally, intellectual property protection will be crucial as the company’s competitive benefit is mainly based on proprietary software and automation technologies through the Ocado Smart Platform (Ocadogroup, 2026). Through implementing strong licensing agreements and operational controls, Ocado would be better able to protect its technology assets while expanding its presence in the Indian market.
[bookmark: _Toc238747878]1.5 Operating model and unique selling proposition (USP)
Ocado Group plc is based in Hatfield, England yet has its presence all across the globe with technological partnerships and fulfilment projects. The company has developed a focus on a hybrid business model, integrating Business-to-business and business-to-consumers over the years (Ocadogroup, 2025). Revenue is often developed from licensing of technology, fulfilment services, logistics operations, grocery retail sales and others. This dual and diversified structure has allowed them to reduce their dependency on a single market and thus better support their international expansions.
The most crucial competitive advantage and USP of Ocado is its capability to provide fully integrated technology bases that focus on the complete online grocery value chain, through its Ocado Smart Platform (OSP) (Ocadogroup, 2026). It utilises AI, automation and even robotics to solve unique demands for online grocery. The combination of robotics, artificial intelligence, automation, routing optimization, inventory management, and retail experience is a very rare offering among other competitors. This integration allows retailers to access the digital transformative forces and reduce operational challenges.
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[bookmark: _heading=h.b7gbr1zqkuf][bookmark: _Toc237077616]Figure 1.5: OSP and its benefits
(Source: Ocadogroup, 2026)
The proposed approach can develop opportunities for enhancing Ocado’s operating model through increasing the international reach of the platforms and developing more revenue streams. A partnership-based approach in India will support the company’s business structure, as it is based on technology licensing, operational services, and fulfillment services and not direct ownership of larger retail groups. This chosen model is effective enough to develop recurring income while allowing retail partners to gain proper benefits through Ocado’s advanced automation capabilities. The unique selling propositions of Ocado will be to become valuable in a context where other retailers are aiming to find scalable solutions that can enhance efficiency and consumer experiences. 
Competitors can also offer isolated software tools or logistics services, yet Ocado’s integrated platform can combine various functions in a single ecosystem. Ganapathy et al. (2025) added that with a focus on higher digital grocery solutions systems and increased urban population and digital technological demand in India, this capability approach will provide stronger sustainable competitive advantage to Ocado for future growth.
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[bookmark: _Toc238747880]2.1 Market position and industry context
Ocado is operating in a segment that is based on the pillars of retail technology, logistics technology, warehouse automation, and online grocery retail (Banyantreeinvestmentgroup, 2025). Although various grocery businesses are competing in the product ranges or pricing context, Ocado has positioned it as being a major company providing technological infrastructure allowing retailers to conduct an online grocery business efficiently. The company has gradually shifted from being an online supermarket chain to a technological partner for grocery retailers who aim to enhance fulfilment capability and digital performance (Begley et al., 2020).
The online grocery industry is among the most rapidly changing areas of retail across the globe. Consumer expectations for delivery speed, convenience, and product availability have shifted over time, especially in the delivery context (Olsson et al., 2022). The retailers are facing issues in processing the rising order amounts while ensuring a profitable business, developing a demand for automation and a data-based fulfilment process.  The Ocado Smart platform is a key factor that addresses these needs through integrated software, fulfillment technologies, and robotics that can improve the online grocery journey (Yuldashevna, 2026). 
Technological deployments and the recent partnerships, like with M&S is showing that the company is focusing on its international presence with a focus on being capable of automated grocery fulfilment solutions (Newinget al., 2022). Furthermore, the profitability pressure and major infrastructure costs are showing the fact that the future success is based on entering markets with higher digital grocery demands.
This deeper analysis of Ocado’s market positioning is showing that the company can gain better benefits through targeting a strategic niche, compared to competing in the consumer-facing grocery platforms. The key strengths of the company are based on its capability to enhance fulfilment performance through technology, automation and operational intelligence. In this case, the use of the Hive model for operational excellence through Ocado is one of the most crucial advancements in this (Burinskienėet al., 2025). This positioning of Ocado will allow them to gain better value and ensure proper industry growth for larger market capture. As discussed earlier, the digital grocery system of India is rapidly evolving, and retailers are focusing on scalable infrastructure that can support them in demand shifts. 
Furthermore, increased marginal pressure can allow businesses to adapt solutions that can enhance order accuracy and warehouse productivity, all being key benefits of Ocado. According to the company, the use of the Ocado Smart platform is mainly based on creating better consumer loyalty that will allow the brand to differentiate itself from other traditional grocery companies. This also enhances the rationale for expansion as the company's capabilities are effective for addressing structural industry needs.
[bookmark: _Toc238747881]2.2 Market and consumer trends
The chosen market for the company’s entrance is India, which is experiencing major growth and shifts in trends in its grocery market. These are mainly for changing lifestyle, urbanisation, smartphone adaptation, and increased digital payment (Pib, 2026). Based on industry insights, figure 2.1 has shown that the online grocery market in India is showing major growth potential, with market size value reaching USD 14.33 billion in 2025 (Imarcgroup, 2025). The indications also showcase major growth in the next few years, making it a prominent market filled with opportunities for Ocado. These growths are not just in metropolitan cities, as adaptations are also happening in areas like tier-two and even three cities with rising internet accessibility and digital infrastructure enhancements. 
Consumer behaviour also has majorly evolved with convenience becoming a key factor in online purchasing especially among urban and working professionals. Srivastavaet al. (2025) added that as time passes, consumers are increasing their expectations for grocery rapid delivery, real-time inventory tracking, personalized recommendations, and seamless experiences. Quick-commerce platforms have thus enhanced these expectations through reducing potential long delivery windows. Younger consumers have also considered online grocery shopping to be a convenient experience.
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[bookmark: _heading=h.blwtm89lbafn][bookmark: _Toc237077617]Figure 2.1: Indian online grocery market
(Source: Imarcgroup, 2025)
Another key trend is the rising cruciality of data in grocery retail. With consumers interacting in online grocery retail, they are developing major datasets for their purchasing trends, history, preferences, demands, and other behavioural aspects. Based on studies, it can be identified that these data are also utilised by retailers to invest in predictive analytics, especially for demand forecasting capabilities (Chowdhury et al., 2025). For a technologically-based company like Ocado, this trend is highly relevant as the business model is based on a proper collaboration in automation and advanced data intelligence for enhancing operational performance. 
Based on the analysis, the relation between consumer expectations and retailer’s capability is developing a strong case for fulfilment automation. It is stated by Theodore and Gutelius (2025) that as order volume is increasing, labour-based fulfilment methods are becoming more complicated. Retailers thus need to adapt technologies for enhancing inventory accuracy, reducing picking issues and supporting higher delivery with alignment to increased labour costs.
Consumer trends also show a major trend with rising preferences for integrating digital shopping experiences that involve collaboration, transparency, personalisation, and convenience. Studies have identified how Indian consumers are becoming more familiar with application-based services and are expecting various seamless services from brands (Mukherjee et al., 2025). In this proposed market, this shift will potentially develop a favourable position and situation for Ocado in its advanced fulfillment technologies that support proper inventory visibility and efficient ordering. Furthermore, the rising importance of sustainability among consumers in Indian retail and other industries is also crucial to be integrated in business operations. Consumers are raising their focus on packaging waste, efficiency of transports, responsible sourcing, while businesses are focusing on better ESG management, ethical resource usage, and others (Raju and Valilai, 2026). 
Ocado’s technology-based approaches, thus can support businesses to enhance delivery routes and reduce operational ineffectiveness, leading to better and sustainable business operations. As the Ocado platform focuses on forecasting and consumer insight capabilities, it can utilise loyalty programmes and other similar approaches to better position them for retailers aiming to improve retention and consumer satisfaction rates.
[bookmark: _Toc238747882]2.3 Competitor activities and pricing context
The Indian online grocery, especially the quick commerce market is growing at a rapid speed, with major players like BigBasket, Zepto, and SwiggyInstamart competing with diverse convenience, price points and consumer acquisition approaches (Mohan, 2025). These companies are aggressively competing through delivery speed, platform convenience, offers, and reach to consumers. These can be supported with examples from the companies themselves, like Flipkart Minutes, which recently scaled up to 1,000 micro fulfilment centres in over 130 cities (Flipkart, 2026). These are showing how the company wants to ensure rapid-delivery service is available in various cities.
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[bookmark: _heading=h.swakmes6nt1e][bookmark: _Toc237077618]Figure 2.2: Indian quick-commerce sector players
(Source: Mohan, 2025)
In this case, pricing competition also is a major competing factor that can differentiate key players. Charges like delivery fee reductions, discount campaigns, membership benefits, and promotional aspects are mostly utilised for gaining consumers and retaining them for the long term. Based on industry analysis, it can be identified that platforms often support their growth with subsidising delivery charges and heavy discounts, while absorbing operational costs to remain competitive (Productgrowth, 2026). 
Regardless of these approaches supporting consumer acquisition, they also put pressure on profitability and raise concerns for the potential long-term sustainability of these companies. In contrast to these competitors, Ocado, with these rising competitions, retailers may eventually aim for technological solutions to reduce operating costs and enhance their productivity. Therefore, this becomes a major market opportunity for Ocado and its automation expertise in India.
The competitive environment also sheds light on the potential attraction of various technology-partnership strategies. While Indian quick commerce companies, including Blinkit, Instamart, Swiggy and others are scaling their operations and the sector also seeing major growth, especially during 2023, this also puts pressure on financial performances also (Srinivas, 2026). Various competitors often focus on capturing market share through aggressive pricing and promotions, which may not always be suitable for long-term growth. So, retailers can focus on increasing their operational efficiency to make it a source of competitive advantage. 
Ocado’s proposed entry in the Indian market will thus allow it to target a diverse value proposition based on automation, scalability and optimisation. Furthermore, as discussed previously, the collaboration with regional retailers can also provide better access to understand the market gaps especially in relation to areas that lack efficient fulfilment capacities. Ocado’s international experience and trusted fulfillment technologies will also offer them credibility in these types of situations. These can also contribute positively to partnership negotiation capability and develop opportunities for future growth and contractual relationship development.
[bookmark: _Toc238747883]2.4 Industry challenges and emerging threats
Regardless of continuous growth and potential, the sector has various structural challenges. For example, Ranjekar and Roy (2023) has referred to profitability as a key issue, as rapid delivery models need extensive investment in inventory management systems, transportation networks, fulfilment centres, and consumer acquisition approaches, especially considering how quick commerce is gaining popularity in the Indian market. 
Yet there is a challenge in balancing consumer expectations for speed with the economics of fulfilment operations. Infrastructure is also another challenge in this case, especially considering traffic conditions, regional differences, and geographic and consumer diversity of India (Tradegov, 2026). These can develop barriers among retailers to maintain quality services. Companies that are unable to adapt to these barriers can face more operational costs and reduce consumer satisfaction. With a specific consideration of Ocado, capital needs are a potential barrier. 
Automate fulfilment centres, as identified previously, need major investment and need a long time for implementation before running operations. Recent industry reports have also highlighted how international partnerships for Ocado are facing concerns, especially for the profitability barriers the company is facing in relation to their implementation costs of robotics (Goncalves, 2025). 
Furthermore, competitive threats from companies like Blinkit, Zepto and others can also impact the initial expansion and consumer reach of the company in this new market (Mohan, 2025). Major companies with existing massive financial resources may focus on developing independent automation systems and not consider alternative sources like Ocado. Besides these, labour concerns, regulatory changes, cybersecurity risks, economic shifts, and consumer uncertainties all can hinder investment in this sector of India, especially considering the profitability issues faced by Ocado currently.
Regardless of these challenges, technology disruption in the retail sector is also expected to increase with time. Balan et al. (2025) added that aspects like machine learning, predictive analytics and advanced robotics are becoming more crucial for fulfilment operations. Retailers who will face issues in modernising with adaption of these types of technologies will also face a potential rise in barriers in terms of meeting consumer expectations. Yet, the rapid adaptation of technologies can also increase other relevant risks, especially for implementation complexities, system integration with older systems, and workforce adaptations for skills and knowledge. Ocado’s automated approaches in fulfilment management can be a potential advantage for managing these issues in the new market (Benner et al., 2020). 
Yet, the company will also need to customise the offerings as per the local business needs and operational approaches. Furthermore, cybersecurity considerations are also crucial among retailers with technological advancements as the companies are required to collect and analyse vast amounts of data, increasing risks for data theft and breaches. Any new companies entering the Indian landscape will need to align with the data protection acts like the Digital Personal Data Protection Act 2023 (Meitygovin, 2023). Therefore, addressing these concerns properly can result in better trust development among consumers especially in terms of B2B consumers and even partners, increasing better adaptability and improving the potential for this proposed expansion approach.
[bookmark: _Toc238747884]2.5 Growth opportunity
Regardless of the existing barriers in operation, the previously done analysis is showing there is a major opportunity for Ocado in the Indian market. The most crucial factor is the lack of balance in growing online grocery demand and operational limitations of the majority of existing fulfilment models. With the rise of the online grocery market and consumer demand increasing for seamless experience, personalisation, real-time updates, and others, the opportunity for Ocado in the market has significantly increased for becoming a trusted retail supporting technical company (Imarcgroup, 2025). 
Regardless of expansions, retailers are also facing issues in managing profitability, which is creating demand for technologies that can enhance efficiency without hindering experiences. These are key areas in which Ocado has developed major competencies from the very beginning of it in 2000. The technological expansion, automations in warehouses, micro-fulfilment solutions, and AI-based automations have all contributed to its growth in the UK and even across the globe, as previously discussed. These flexibilities may be crucial in markets like India, where retailers operate in diverse regions with different conditions and market factors. Thus, based on the above analysis of the market, consumers, changing trends, and Ocado’s capabilities and current positioning, it can be identified that the Indian market is providing a favourable market condition for Ocado’s technological-based expansion approaches. The opportunity is, therefore, based on the company becoming a key supportive technological infrastructure for the market and its players to support them in scaling their profitability and efficiency while expanding its own presence in the new market.
The growth opportunity can also be evaluated through a long-term strategic perspective. India’s rising online consumption, enhanced digital economy, and improved infrastructure are developing potential situations that can support continuous retail technology investments (Ibef, 2026). In contrast to focusing only on revenue development, Ocado thus can develop a sustainable base for growth through a potential phased implementation and partnership focus. Initial collaboration with selected retailers would provide opportunities for showing operational benefit and developing a value perspective for them among consumers. In this case, successful pilot projects can also allow wider adaptation in various regions and retail types. 
A more crucial focus can also be developed by the company in terms of expanding opportunities for other sectors with a focus on their automation and fulfillment expertise. As opined by Subramaniamet al. (2024), this will allow better diversification of revenue potential while enhancing market presence. 
Therefore, considering the industry trends, shifting consumer behaviours and retailer challenges, this proposed expansion is providing a major opportunity for the brand in terms of commercial growth and competitive advantage development as time passes. This approach will also allow for better knowledge transfer, employee capability development and strong operational resilience to ensure partners can respond more efficiently to the changing consumer demands and market conditions.
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	Key partners
· Grocery retailers 
· E-commerce operators
· Robotics suppliers
· Logistics providers 
· Local regulatory entities and infrastructure partners

	Key activities 
· Development of AI-based fulfilment systems 
· Software licensing and platform integration
· Warehouse automations and robotics engineering 
· Data analytics and supply chain optimisation
· Consumer support
· 
	Value propositions

· End-to-end automated grocery fulfilment solutions 
· Enhanced inventory control and low operations costs
· Faster order meeting
· Enhanced consumer experience 
· Increased retailer profitability and efficiency. 
	Customer relationships

· Long-term strategic partnerships.
· Technical support services
· Customer Fulfilment Centres (CFCs) 
· Performance monitoring
· Store-based automation solutions 
	Customer segments 
· Large grocery retailers 
· Omnichannel retailers
· E-commerce grocery operators 
· Potential logistics-based retail business in India.

	
	Key resources
· Ocado Smart platform (OSP) 
· proprietary software
· AI algorithms and robotics technology.
· Effective brand reputation 
· Strategic partnership and financial resources 
	
	Channels

· Direct business development teams
· Company websites 
· corporate sales teams
· Strategic partnership 
· Digital platforms

	

	Cost structure
· Research and development costs
· Structural costs
· Software development costs
· Robotics manufacturing costs
· Employee wages
· Technology and support costs 
	Revenue streams
· Technology licensing fees
· Software subscriptions 
· Consulting services
· Long-term partnership revenues 




[bookmark: _Toc238747887]3.2 Analysis of the Business Model Canvas
The above Business Model Canvas shows how Ocado Group is operating as a technology-based platform and not a traditional grocery retailer. Regardless of the company continuing to generate major revenue through retail joint venture operations, it is mainly focused on providing automated fulfillment and digital commerce solutions to retailers across the globe (Begley et al., 2020). This allows them to differentiate from other competitors in the online grocery sector. Another implication of this positioning is that the company is less focused on direct consumer demands than various online grocery operators. While retailers need to compete for consumer share through promotions and pricing, Ocado’s focus on value development through efficiency enhancements can allow better outcome delivery for partners. This will potentially make a business model that is more focused on long-term operational outcomes compared to short-term sales changes. 
The proposed expansion in India can better gain benefit through this positioning as it will allow better stability, as demand for effective fulfilment infrastructure was analysed to be increasing with rising digital grocery growth in the Indian market. This situation will increase the demand for scalable, efficient solutions among retailers, making Ocado’s relevance high in the industry and enhancing greater presence among businesses.
Based on the ideas developed by Ganapathy et al. (2025), the most crucial assets of Ocado are its proprietary technologies, fulfillment expertise and robotics capabilities. The Ocado Smart Platform combines the aspects of AI, machine learning, automation, warehouse, last-mile delivery, and others in a single solution. This ensures that retail partners can enhance productivity while reducing any inefficiency. 
These are especially crucial for a market like India where traditional grocery delivery platforms can face issues due to higher order volumes and managing delivery speeds (Ganapathy and Gupta, 2023). The cruciality of this challenge is not focused on performance only. As per Karki (2025), this is because rising order amounts can develop pressure on workforces, inventory management approaches, and warehouse management, especially in peak seasons. 
Through effective integration of forecasting and automation approaches in a platform, Ocado will be able to support the retailers in making efficient operational decisions. This is especially relevant in large urban markets like India, where a small service failure can rapidly impact consumer retention. Thus, the technology has the potential to contribute to efficiency gains but also to stronger service consistency management and long-term success.
The canvas also showed the role of partnership in this business model as Ocado relies majorly in ensuring strategic alliances with supermarkets and even e-commerce operators, while also considering individual consumer experiences. For example, Marks and Spencer’s 50/50 joint venture with the brand has showcased how it values partnerships and collaborations (Tănase, 2021). These approaches can also support reducing risks for entering the Indian market through risk sharing. 
Partnerships like the one with M&S can allow the brand to increase its market access and knowledge of consumers and trends, which would have taken more time to develop from the beginning. This type of collaboration contributes in utilising the knowledge base of major retailers for consumer preferences, supply chain situations, and regulatory expectations. 
Collaborating with these companies will allow Ocado to focus on its technological benefits while getting benefits from the local partners and their operational experiences in target markets. This can also increase the speed of the implementation timeline while developing better successful adaptation capability in a diverse market like India, where purchasing behaviours and available infrastructure are majorly different among locations. 
Furthermore, based on the revenue model, it can be identified how the company has transformed into a technology solutions provider with various sources of revenue, including licensing fees, consultancy approaches, long-term partnership benefits, and others.
The diversity of these revenue streams will also enhance flexibility of the business models, and not just focus on basing on a single income source (Subramaniamet al., 2024). It will potentially allow the company to develop more value from various stages of retailer relations, with a focus on stages like initial consultations and implementations, ongoing platform usage, and even operational support. This type of diversification can result in reducing exposure to shifts among individual markets and developing opportunities for recurring revenue development.
 In terms of internal expansion, this structure can result in a better foundation for sustainable growth while also supporting continuous investments in terms of innovations and technological developments. In this case, subscription services also generate revenue for the brand, like their Smart Pass subscription, which offers options for preferred delivery systems while the fees often range from $3.99 to $8.99 per month (Spalletta, 2025).
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[bookmark: _heading=h.ldp1qcdtr3h3][bookmark: _Toc237077619]Figure 3.1: Ocado’s fulfilment solution ecosystem
(Source: Ocadogroup, 2025)
Regardless of these benefits, there are also challenges identified in the business model like the cost structure being mainly based on research and development investment and Structural costs (Ocadogroup, 2025). Automated fulfilment centres need major capital expenses before revenue benefits are gained. The investment profile will allow to gain scaling, which is a crucial factor for long-term success for Ocado in the new market, the benefits of automation in Ocado can also be realised eventually through better productivity, reduced operational errors and more effective resource usage. 
Therefore, careful planning will be crucial to ensure that all infrastructure-related development is aligned with projected demand scales. A phased approach, as identified previously, can ensure lowering financial exposure in early stages of expansions while allowing the company to showcase their value as a key partner in the market/. These will eventually ensure better adoption of the technology in target market businesses.
Ocado will, therefore, need a flexible Indian market entry strategy, potentially via an adaptive and phased market entry approach, to effectively understand the market and demands in it (Kostruba and Kostruba, 2025). Furthermore, the consumer segment is mainly focused on large-scale retailers. 
Therefore, expanding regional grocery operations can develop potential for more revenue and diversify risks. Potential adjustments to the existing Ocado Smart platform can support meeting the needs of medium and small-sized retailers with lower investment capability (Fraser, 2020).This opportunity is especially crucial as smaller retailers often collectively develop a major portion of the grocery market in India (Singh, 2026). 
Among these businesses, many of them can gain benefits from automation, yet lack the financial capability to invest in these major infrastructures, thus creating a need for Ocado to offer more affordable and adaptable solutions to increase access to a wider consumer base. This will also allow them to reduce dependency on a limited number of major retailers in the region, increasing partnership diversity. 
Furthermore, a local adaptation will be crucial to meet consumer preferences, delivery expectations, and infrastructure conditions of India. Taking these into account, it can be said that this business canvas has shown a strong and scalable business mode, yet the proper expansion to the Indian market will need better flexibility, localisation, and partnerships.

[bookmark: _Toc238747888]4. Marketing and sales strategy
[bookmark: _Toc238747889]4.1 Current marketing and sales approaches
Ocado’s marketing and sales approaches are widely different in comparison to traditional retail chains. This is mainly for how the majority of their approach is driven through business-to-business relationships (Aithal and Saldanha, 2025). The sales activities are connected to showing operational benefits of the Ocado Smart platform and ensuring long-term strategic partnerships (Yuldashevna, 2026). 
Furthermore, the company is currently based on two wider consumer groups. The first is the grocery retailers and e-commerce operators who need major advanced fulfilment services. Another group is the online grocery shoppers who interact with the Ocado Retail platform (Ocadogroup, 2026). For the proposed Indian market expansion, the main target market will be retail companies and not individual consumers only. This focus is strategically crucial due to the common trend of enterprise consumers developing greater value, long contract deals and higher lifetime values (Getmonetizely, 2025). 
A potential single successful partnership can provide access to various fulfilment locations, recurring licensing income, and operational datasets. So, the effectiveness of market entry will not mainly be based on mass consumer awareness and more on showing valuable business enhancements for potential retail partners, aligning with Ocado’s existing international expansion model. This approach will thus align with Ocado’s strategic objective for expanding technology licensing and automated services on an international basis.
[bookmark: _Toc238747890]4.2 Current target market and consumer profile
The existing business customers of the company are mainly large retailers with major order rates and large distribution networks who need scalable fulfilment solutions (Ocadogroup, 2025). These companies often face issues in terms of labour productivity, warehouse efficiency, delivery speed, and inventory management. This creates demand for technical solutions that allow enhanced operational performance and support growth. In India, the most attractive consumers will be the major grocery chains, major e-commerce platforms, and quick-commerce retailers. 
Markets like Q-commerce are attractive due to the increase in this sector, which nearly accounts for 70 to75% of online grocery orders, showing its major potential (Siwach, 2026). Businesses in these aspects also operate in a highly competitive environment with a focus on speed, convenience, and cost efficiency. These, especially the swift delivery through Ocado Swift Router is among the key characteristics of Ocado, making it a potential competitor in the new market (Ocadogroup 2026).
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[bookmark: _heading=h.vzp3r5wgmnqi][bookmark: _Toc237077620]Figure 4.1: Ocado’s scalable fulfilment solution performance overview
(Source: Ocadogroup, 2025)
In terms of customer profile, the ideal consumer group will include companies with established market presence, major logistics needs, and a digital growth focus. Consumers will also focus on use of efficient grocery applications and rapid delivery services.










Example customer profiles for Ocado India (Expansions)
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Example partnership evaluation
	Potential partner types
	Indian market examples 
	Reasons for fitting Ocado’s expansion approach

	Large grocery retailers
	Reliance fresh
	Wide range of store networks and rising digital grocery operations can develop demand for scalable fulfillment solutions (Ocadogroup, 2025). 

	Omnichannel retailer
	BigBasket (Tata-owned)
	Existing online grocery presence can benefit from advanced automation cycles and inventory optimisation capabilities (Ocadogroup, 2026).

	Quick commerce operators 
	Zepto, Blinkit and others
	High delivery volume operations will need efficiency enhancements and accuracy in order fulfilment. While rapid expansion increases the need for technology that can support operational consistency and scalabilities. 

	E-commerce platforms
	Flipkart-Minutes
	Continuous investing in fulfilment infrastructure aligns with Ocado’s automation expertise (Benner et al., 2020).



The above table shows examples of potential partners for Ocado and the ones who can be proper strategic partners in its phased entry in the Indian market. The example, aligned with current capabilities of Ocado, shows how the company should not focus on every retailer and should focus only on retailers with major fulfillment needs and that are growing digitally. This strategic focus on partners will potentially increase the chances of developing crucial operational benefits for Ocado, which will guide it for future market expansion.
[bookmark: _Toc238747891]4.3 Positioning strategy
In terms of positioning, Ocado is positioned as a technological innovator with sophisticated technologies (Liu, 2025). The company’s value proposition is focused on supporting retailers to enhance efficiency, reduce costs, and improve consumer experiences via better technologies. In the case of the Indian market, this positioning of Ocado should be enhanced further, as, in contrast to focusing on direct competition with local grocery delivery companies, Ocado needs to position it as an infrastructure partner who can support businesses to scale sustainability. 
Therefore, a positioning statement for expansion can shed light on Ocado’s approach as a strategic partner who allows Indian consumers to gain faster fulfilment, enhanced inventory management, and long-term operational efficiencies through AI-based automations. 
Furthermore, other advantages of this positioning will be to shift the conversion move from price competition focus and develop more value from it. Retailers will be more eager to analyse a technological partner based on productivity gains, long-term cost reduction and even quality of the services, which will also overcome the barriers in short-term promotional approaches. So, this is showing that a stronger focus on measurable operational benefit can enhance the capability for differentiation in the new market and support quality of the services.
[bookmark: _Toc238747892]4.4 Pricing approach
Based on previous analysis, it can be identified that Ocado’s pricing approach is based on technology licensing, implementation fees, and ongoing subscriptions. This is an effective approach as it allows revenue to be generated from various points of the consumer relationship lifecycle, in contrast to just focusing on a single source of sales. Yet, the direct copy of this model can be hindering in the Indian market as various retailers are cautious for large capital investments. This is mainly due to retail investors being cautious for major investments, as stock market volatility is often seen to be highly impactful (Ksheerasagar, 2025). 
Therefore, a flexible pricing approach is recommended for the company, especially focusing on operational scales, transaction rates, and fulfilment capacity in the new region. In this case, a tiered pricing can be highly beneficial as these types of pricing allows a company like Ocado to offer its services at various price points to different consumers. The key benefit of these pricing approaches is that retailers with different investment capabilities will be able to utilise the services while aligning with their investment budgets (Mokoena and Obagbuwa, 2025). Larger companies can afford and will aim to invest in in-depth models, while small firms can invest in initial basic models for their operational improvements. This type of flexibility will allow Ocado to increase its potential consumer base while reducing barriers for retailers regarding initial investments.
[bookmark: _Toc238747893]4.5 Branding strategy and Sales channels
Ocado has developed a strong presence and reputation for technological innovation, digital retail and automation. Abbuet al. (2021) added that it is mainly recognised for the focus on advanced fulfilment approaches and robotics-based warehouse operations. Although brand awareness is still limited in India compared to other existing major domestic retailers in the region. Therefore, to address this concern, the company can focus on developing a reputation as being a trusted retail technology specialist. Approaches like leadership campaigns, collaboration with retailers, and others can enhance brand visibility. The company can utilise its existing global partner forces to enhance credibility (Ocadogroup, 2026). 
International partnership experiences of Ocado are majorly extensive, developing opportunities for them to utilise it as a trust-development factor in early market entry phases. In the new market, retailers with plans for extensive investment can focus on gaining proper evidence of the reliability of the provider or how similar adapted solutions are performing in other regions. So, this extensive partnership can eventually allow Ocado to increase trust base among new Indian market consumers and support them in their decision-making. The existing sales process of the company mainly focuses on direct relationship management and strategic partnerships (Ocadoretail, 2025). 
Considering the complex nature of automation projects, this approach is crucial and beneficial in the Indian market. Dedicated business development teams should also focus on the identification of retailers with major potential. Furthermore, strategic alliances with technology consultants, retail advisory companies can also support the brand in market reach and overcome the barrier to relying only on direct sales in the region. Successful pilot programmes can also support the brand to expand at a more cautious and controlled manner through long-term partnerships.
[bookmark: _Toc238747894]4.6 Promotion and digital marketing
Ocado is majorly based on corporate communication, investor relations, and strategic engagements to promote its technological services. In this case, the annual reports play a major role, with a focus on various achievements during the year and issues faced while showcasing them clearly (Ocadoretail, 2023). 
Annual reports can showcase a wider analysis of the new company in the market, ensuring consumers have detailed understanding of the company they aim to trust.  For example, Ocado’s annual report for 2025 shows their ambition, vision, KPIs and various other financial outcomes developing a wider understanding. The company’s significant revenue of £ 3.737.2 million is a major indicator of its successful growth in other markets (Ocadoretail, 2025). While this approach can be effective in developed markets, expansion to a developing market like India will need more marketing adjustments. 
A target content marketing approach will be required to showcase expertise of the company in AI, automation, and other operations. Industry reports, executive insights, and white papers can support increasing awareness of potential consumers regarding the company’s benefits. Furthermore, search engine optimization and professional networking platforms can also benefit through increased visibility (Jusuf, 2023). The company can also expand on its existing marketing approaches like an omnichannel approach to cover physical and digital spaces, a personalisation focuses on branding, strategic partnerships, and website reach (Cognizant, 2026).
[bookmark: _Toc238747895]4.7 Customer acquisition and retention
Consumer acquisition needs to focus on relationship-based selling supported through measurable business outcomes. Customer relationship development has been a long-term approach that the company has always followed. These have been mainly through meeting their demand and providing exceptional services to enhance retention and loyalty rates (Ocadogroup, 2026). 
Furthermore, clear reporting of these successes and growth of real-time consumers can increase the potential for consumers to adapt their services. Retention approaches are also related in this case, as a focus on innovation and performance enhancements will be crucial for Indian market reputational development. So, the company can enhance its existing approaches in technologies and data-driven decision-making to improve adaptability and meet consumer demands through advancements. For example, their wide range of usage for AI in operations and services has been a major differentiator (Marr, 2020). These approaches will majorly support the company to improve its capability to acquire and retain new consumers. This is mainly through increasing customer lifetime values and ensuring sustainable revenue growth.
[bookmark: _Toc238747896]4.8 Sales and growth targets
Based on the above analysis of the company’s current approaches, potential beneficial initiatives in the Indian market and their outcomes, the proposed expansion needs to initially focus on ensuring a limited number of high-potential strategic partnerships in major cities. The company can focus on adapting a Minimum Viable Product (MVP) approach to validate its business model in India (Mikadze, 2024). This will reduce risks related to adaptation and will ensure they are on the proper focus in the market. 
A focus on short-term objectives with leading grocery retailers and launching pilot projects will be another beneficial approach. In terms of medium-term goals, they can focus on expanding on platform adaptations and creating a sustainable network for their specialised automated fulfilment services. Finally, to ensure proper growth, the company can ensure to meet various metrics, including partner acquisition rates, contract value, and consumer retention rates, which, as identified previously, are also key focuses of Ocado in existing operations. 
Therefore, for Indian market approach, monitoring these indicators will provide a clear visibility for strategic advancements and market development. Thus, these improvements identified and discussed earlier will allow the company to enhance its capacity to develop a sustainable competitive positioning in the Indian online grocery market.


[bookmark: _Toc238747897]5. Operation plan
This operational plan is focused on analysing how Ocado Group currently operates and based on that, it also proposes future improvement for supporting planned expansion of the AI-based online grocery and automated fulfilment solutions in India. A wide range of factors, including existing operations, current strong points and weaknesses, organisational departments, technology, and others, will be covered to recommend some potential improvement approaches.
[bookmark: _Toc238747898]5.1 Current operations and its strength and weaknesses areas
Ocado is currently operating through a technology-driven model that combines e-commerce software, warehouse automations, robotics and logistics management. The Ocado Smart platform (OSP) is its key aspect of operations that combines consumer ordering, inventory control, fulfilment and routing. For example, the OSP Last Mile is a reliable service offering flexible shopping, keeping costs low, and helps to keep planning simplified (Ocadogroup, 2026). 
The company is supporting grocery retailers through automated Customer Fulfilment Centres in which the fleets of robots move products in various storage grids. Based on industry reports, the company shipped 72 million orders across the complete OSP platform in 2025 with over 98% fulfilment rate, showing greater scalability of this model (Yahoofinance, 2026). The platform is distributed among various international retail partnerships that ensure managing online grocery demand in an efficient manner.
Strength & weaknesses
In operations, a key strength of Ocado is in relation to the automated fulfilment capabilities. Sanghrajka, (2025), showcased that the robotics systems are able to pick an often 50 times grocery order in nearly five minutes, which reduces human involvement and improves speed and accuracy. AI supports forecasting and route optimisation, eventually supporting reducing operational inefficiencies. 
Another strength is its signed partnership deals with Bon Preu, ICA, Kroger, Sobeys, M&S, and others starting from 2017, which allowed for greater international reach (Ocadogroup, 2026). At the operational level, the company also has an advantage from data visibility in complete fulfillment, as every transaction, inventory movement, and delivery event can be properly tracked for better decision-making to enhance operational performance. This type of transparency is crucial in grocery retail as demand patterns can change due to various factors like behavioural shifts, external major events, weather, promotions and others (Boyle et al., 2022).
Regardless of these benefits there are still challenges for the company, like operational complexity increases when systems are customized for various patterns. Managing various requirements, implementation of schedules, performance expectations, and others can potentially develop more pressure on technical and project management teams (Titarenko and Da Camara, 2025). Thus, future expansion approaches should focus on a balanced standardisation with a localisation approach. 
Furthermore, Pala, (2025), identified how automated fulfilment centres often need major capital investments and long-term implementation time before making proper returns. Dependency on major retail partners can also increase business risks if the demand forecasting changes rapidly. The company's recent restructuring approach is focused on £150m in savings in technology and support functions by 2027 (Vimal, 2026). This is showing the importance of careful market selection and scalable deployment strategies.
[bookmark: _Toc238747899]5.2 Involved departments, suppliers and strategic partners
Departments
There are various departments that are working together to support the operational model of Ocado. The technology division, for example, is supporting the development of robotics, software, machine learning aspects and automation systems (Ocadogroup, 2026). On the other hand, the operations and logistics department mostly focus on managing warehouse operations, transportations and delivery scheduling. 
Commercial and Business Development teams ensure effective partner relations and manage implementation of projects with retailers. The machine learning-integrated customer operation department focuses on maintaining service quality and issue management. In terms of procurement departments, the company has a dedicated Primary Team to manage suppliers’ transport needs and issues to provide rapid resolutions (Supplyocado, 2024). 
Legal and Compliance teams ensure alignment with regulatory needs, including laws for data protection, competition, employment, and other relevant aspects. In terms of the proposed Indian expansion, a major collaborative coordination among these departments is crucial to ensure efficient localisation and operational integrations.

Suppliers and strategic partners
The operations of the company are mainly based on strategic partnerships and not just simple supplier dependency. The retail partners are a key pillar for the operating model of Ocado, due to benefits like increased market access, consumer demand understanding, and managing local retail expertise. The existing partners include M&S, Kroger, and other international retailers, with a focus on getting into Asda in the near future (Ocadogroup, 2026). In terms of technology suppliers, they support cloud infrastructure, sensors, automation hardware, warehouse management systems and robotics manufacturing. 
Logistics partners also contribute to transportation efficiency management. Thus, for this new Indian expansion, future partnerships should focus on grocery retailers, logistics providers and e-commerce operating entities. A focus on local partnerships will support reducing market entry risks, enhance regulatory alignment, understand the local market and consumers, and increase speed for automated fulfilment facility implementation (Hafez, 2023).
[bookmark: _Toc238747900]5.3 Technology and equipment and contribution in delivery process
Technology is the main base for the operations of Ocado. The Ocado Smart Platform includes AI, robotics, e-commerce, machine learning, and other technological advancements. Furthermore, the Customer Fulfilment Centres of the company utilise a 3D storage grid to move the autonomous robots while reaching 4 meters/second speed (Yuldashevna, 2026). 
AI-Forecasting tools predict consumer demand and enhance inventory allocations, while automated robotic arms contribute to picking and packaging approaches. Advanced route optimisation software helps increase delivery efficiency while selecting the most effective transportation path. The Ocado Mobile Robot System (OMRS) further allows for automation of warehouse processes (Ocadointelligentautomation, 2026). 
These technologies allow for developing a highly integrated operating context that allows for scalability, consistency, and productivity enhancements. Future Indian operations should consider predictive maintenance tools with support of machine learning to identify faults before it becomes major issues.
Delivery process
Ocado’s Delivery process starts with ordering through a retailer e-commerce platform linked to OSP. Customer demand data is transferred to the fulfillment system, which ensures availability. Robotics then retrieves products from grids, and then items are packed for consumer orders through automated and human-supported processes (Bennett, 2021). Orders are dispatched through operations and optimal route selection based on software, then real-time tracking data allows operational teams to monitor progress. For the Indian market, delivery approaches should consider urban traffic analytics and regional fulfilment aspects to ensure seamless delivery.
[bookmark: _Toc238747901]5.4 Quality control and customer service
Quality control is a key factor for Ocado’s operating systems. Automated inventory monitoring and management through aspects like OIA Putaway model enhances stock accuracy while reducing any handling related issues (Ocadointelligentautomation, 2026). These increase service quality that directly influences retailers’ performance and consumer satisfaction. Through the use of robotics, the company aims to reduce manual intervention, which also reduces the risk of fulfilment errors. 
Furthermore, the use of deep learning in their operations ensures efficient tracking of various indicators like order accuracy, inventory availability, and others (Ocadogroup, 2025).  The performance dashboards allow managers to identify potential operational issues rapidly to implement preventive or corrective operations, On the other hand, the use of digital communication systems and the channel of choice approach has allowed the company to meet changing demands from consumers regarding communication and management enquiries (Orlo, 2026).  
Through collecting data via consumer interactions, Ocado focuses on enhancing service delivery. These allow contributing positively to service consistency and consumer satisfaction. In India’s expansion, consumer service capabilities should be adapted as per local language, cultural needs, and regional preferences for better trust development among consumers.
[bookmark: _Toc238747902]5.5 Regulatory requirement and potential operational enhancements
Ocado is operating in a highly regulated environment, which requires it to align with various data protection, consumer rights, food safety, employment acts, and competition law. Operations need to align with regulations like UK data protection requirements and other compliance frameworks (Wolff and Atallah, 2021). For future expansions in the Indian market, compliance needs will focus on data privacy, foreign investment laws, labour regulations, and even digital commerce requirements. The strict code of conduct of Ocado also supports it to align with any ethical and legal requirements in various regions while maintaining the base of its key mission and objectives (Ocadogroup, 2026). This can support ensuring early engagement with legal entities and government stakeholders that will reduce implementation delays and risks in operations.

















Operational Implementation Plan with Estimated Budget: 
	Activity 
	Responsible team
	Approx Timeline (12 months)
	Estimated budget 

	Enhance market feasibility and governing approvals
	Business Development, Legal and Compliance team
	Month 1-3
	£2 million 

	Development of partnership 
	Business Development
	Month 3-4
	£5 million 

	Conduct pilot Micro-Fulfilment Centre (MFC) in India
	Operational and supply chain management
	Month 4-10
	£15 million 

	Deploy Ocado Smart Platform integration 
	Technology and Engineering 
	Month 6-12
	£10 million 

	Provide training to the local employees
	HR management
	Month 2-12
	£1 million 

	Enhance KPI monitoring 
	Data analytics department
	Month 6-12
	£1 million 

	Operational optimisation 
	Development team
	Month 12
	£1 million 



Based on the above analysis, there can be various operational improvements to recommend for Ocado in its successful expansion approach for India. In order to cope with the complexities in expansion, the total estimated investment in the first year of operations should be approximately £35 million, in which the proposed allocation plan will be able to outline an operational feasibility in accordance with the Ocado's successful technology-based operating model to reduce the investment risk at an emerging nation like India. 
For example, Ocado Group should focus on conducting a phased growth approach through smaller centres of automated fulfilment before major investments allowing reducing risks in market entry (Gerlach, 2023). The company should also focus on developing small fulfilment hubs integrated with major fulfilment centres. This can be done through local market partnerships that will allow better understanding of the market and ensure its rapid expansion in the Indian market (Hafez, 2023). In this aspect, Ocado's focus should be on the investment towards the establishment of Micro-Fulfilment Centre (MFC) in metropolitan cities of India. As reported by Ocadogroup, (2025) company’s OSP enabled 72 million orders globally in FY2025 along with £561.2 million in revenue from Ocado's Technology Solutions division. 
Thus, the integration of the MFC aspect could be in line with the objectives of Ocado Smart Platform (OSP), as part of their strategy of AI, robotics and automated fulfilment approach (Hargreaves, 2025). However, as opined by Parween, (2024) the investment in employee training and partner integration will help the workforce to understand the main objectives of Ocado in the new region and reinforcing the speed of expansion by minimizing operational and regulatory risks for future growth in the Indian market.
Furthermore, it is essential for Ocado Group to utilise its existing AI and deep-learning systems to forecast the Indian market demands, purchasing patterns and preferences to effectively adapt the service as per needs. The local partnerships will also gain more benefit through the existing reputed partnerships of Ocado across the globe, which will eventually support creating a strong market reputation (Ocadogroup, 2026). 
Collaboratively, these improvement approaches will allow Ocado to enhance its scalability aspects, enhance operational resilience, reduce implementation risks, and improve the company’s capability in creating a sustainable competitive positioning in the Indian digital grocery sector. 
[bookmark: _Toc238747903]
6. Human resource capital allocation
[bookmark: _Toc238747904]6.1 Current Staffing Structure and organisational growth of Ocado
Regarding the historical perspective of the company, Ocado Group has grown from an online grocery retailer that started in the UK in 2000 into a global technology firm that powers grocery retailers around the world with AI-based fulfillment and automation solutions. In its first year, the company has started its journey with few employees mainly involved in e-commerce functions, warehouse management and customer service. 
Since then, the company has grown into a global technology provider, achieving revenue growth in 2025 of £3.2 billion, and growing its Technology Solutions revenue via international partnerships (Ocado Group plc, 2025). The business is also under pressure for profitability due to heavy investment in robotics, but has diversified from retail sales to software licensing and fulfillment partnerships, which offer more margins for the future. However, the introduction of its own fulfillment technology and the Ocado Smart Platform (OSP) changed its employee base, in which the report of BBC News reported that the company employs over 20,000 people worldwide, with the vast majority in the UK (BBC News, 2026). As per the annual report of the company, instead of labour-intensive retail business, Ocado has gradually transitioned to a knowledge-intensive business model in accordance with its value creation aspect through strategic human capital (Ocado Group plc, 2025). 
However, regarding the restructuring aspect of the company, to generate £150 million in annual net savings by 2027, Ocado Group is planning to 1,000 job cuts, indicating its shift towards the emphasising aspect of skilled workforce that can provide support for international tech licensing deals, not the traditional retail expansion path (BBC News, 2025; Yahoo Finance, 2025). 
Although the transition is aligned with Ocado's strategic shift, in expanding its business in India effective localisation staffing approach will be the prime criteria in which a dedicated team leader will be required for knowledge transfer and governance (Patel et al., 2019). 
[bookmark: _Toc238747905]6.2 Management responsibilities and department structures
	Responsible Department in Ocado
	Key Responsibilities 
	Strategic impact

	Chief Executive Officer (CEO)
	Strong governance, expansion and strategies. 
	Effective leadership for developed decisions. 

	Technology and Engineering Divisions
	Entire AI and cloud infrastructure with Ocado Smart Platform 
	Further innovation to drive automation. 

	Operation and logistic 
	Maintain Customer Fulfilment Centres and deliveries. 
	Enhanced operational efficiency and service quality (Ocado Logistics, 2026). 

	Commercial & Business Development 
	technology licensing and strategic partnerships 
	Supports the growth of Ocado worldwide and profitability. 

	Audit, People and Remuneration Committees 
	Reinforce executive remuneration with risk management (Ocado Group plc, 2026). 
	Strict adherence for organisational sustainability. 



The organisation upholds a robust corporate governance system that facilitates wise decision-making, efficient supervision and control along with the long-term prosperity and sustainability of the Group. Through the integration of an integrated organizational structure designed to facilitate cross functional collaboration, Ocado’s mission and values strictly complies with the UK Corporate Governance Code's standards (Ocado Group plc, 2026). 
Regarding the management aspect, the mixed hierarchical management structure of the company is governed by the Chief Executive Office in which the Technology solution division and the Engineering Division are responsible for technological infrastructure and software architecture in the Ocado Smart Platform (Ocado Group plc, 2024). As per the data survey data, the Operations and Logistics Department is responsible for Customer Fulfilment Centres (CFCs), warehouse automation, transport planning and last-mile delivery (Ocado Logistics, 2026). The committee culture has also been emphasised in the organisation where the Audit committee, People committee and Remuneration committee plays an important role in internal control and risk management (Ocado Group plc, 2026). 
However, the cross-functional nature of the company has also been reflected by the matrix-based project teams across the executive committee where the Commercial and Business Development team maintains long term technology licensing deals and strategic partnerships with retailers in enabling innovation and consistent service delivery across global markets (Ocado Group plc, 2025). 
[bookmark: _Toc238747906]6.3 Skills gap and recommendation
The key to Ocado's competitive edge is its highly skilled employees that specialise in advanced technologies along with the warehouse automation, supply chain analytics, and the robotic arms of the company in accordance with its OGRP aspect (Ocado Group plc, 2025; Ocado Group, 2025). 
In addition to fostering a diverse and inclusive workplace environment, the Accredited Leadership Diploma helps the management to enhance operational success and employee wellbeing. This allowed the company to fill over 72 million customer orders in 2025 with an accuracy rate of over 98% (Ocado Group plc, 2025). 
Furthermore, the company has also shown the value of ongoing capability development of its workforce as a result of its reactive response towards the operational disruptions. In this regard, the efficient initiatives of Ocado after its fire case at Erith Customer Fulfilment Centre in 2021 needs to be considered, the company's employees have been trained in robotics maintenance approach, operational risk and resilience, and increased automation upgrades within the fulfilment centres (Phillips, 2022).
 In addition, Ocado Group continues to work with FM Global to identify attenuation measures in their sites and new technologies (Phillips, 2022). Ocado's apprenticeship programmes also developed the capability of the firm to invest in AI engineering and digital skills, which ensure its workforce’s capabilities to operate complicated automated warehouse systems and international technology deployments (Ocado Group, 2024; Ocado Group plc, 2025). 
Despite these strengths, significant capability gaps remain regarding the proposed Indian expansion, in which Ocado’s existing expertise is mainly focused towards the European and North American markets as well as the workplace culture which may limit its understanding within the fragmented grocery ecosystem of India. 
Furthermore, the robust investment of the company towards the upskilling approach for effective HRM practice helps to maintain its data governance structure. This can be seen as a skill gap in the Indian context, in which advanced digital skills in conjunction with localisation capabilities can help to understand the regional choices as well as further enhance Ocado's standing in the growing Indian e-grocery market (Akhtar et al., 2024). On the contrary, the employee wellbeing and empowering programme of the company can also fill the gap in the Indian context and can help the company to adhere to the regulatory framework of the country (Ocado Group plc, 2026). 
[bookmark: _Toc238747907]6.4 Human Resource Capital Allocation Plan
	Activity 
	Responsible Department 
	Allocation of staff
	Estimated Budget 

	Recruit Indian specialist under the regional leadership team 
	HRM
	Approx. 10 senior managers in a team
	₹10 million 

	Recruit AI Engineers with Robotics Specialists 
	Technology and Engineering 
	Under the 50 technical specialists
	₹45 million 

	Deploy Supply Chain and Warehouse Specialists 
	Operations & Logistics 
	Approx. 50 experienced personnel
	₹20 million 

	Develop compliance team and Business Development Officers
	HRM and regulatory department
	30 professionals 
	₹15 million 

	Transformational leaders and Cross-cultural Training Programme 
	HRM and Learning Academy
	Approx. 150 trained employees
	₹10 million 



The proposed allocation is completely aligned with Ocado's shift to a knowledge-based business in which investment is focused on specialist talent, rather than labour-driven retail staffing. In this regard, the investment of £1 million in skilled talent and localisation could help the brand to cope with India's fast-growing e-grocery market, which is expected to surpass US$26 billion by 2027, driven by the increasing penetration of the Internet, urbanisation and adoption of digital payment systems (Business Wire, 2022). According to the research of Anh et al. (2026), sustainable competitive advantage of an organisation is increasingly relying upon the skilled workforce who can manage technological innovations with strategic retailer relationships as automation progressively reduces the volume of routine operational tasks in the global brands. 
Therefore, Ocado needs to focus on hiring top-tier specialists during its expansion in India rather than adding a vast range of workers. This will establish a long-term human capital pool for the digital grocery and quick-commerce market in India (Sadik and Brown, 2020). 
Furthermore, local professionals will be recruited along with the UK professionals, in order to reinforce regulatory compliance, hasten knowledge transfer and help in understanding diverse regional markets in India. However, this investment could empower the deployment of Ocado Smart Platform (OSP) and run scalable and cost-effective sustainable operations in the highly competitive Quick Commerce market in India. 
However, as evaluated by Ganapathy and Gupta (2020),to retain the talent pool, the organisation should integrate a regional leadership team where it will be easy to provide training for the Indian employees in accordance with their existing knowledge. This aspect will ensure a balanced mix of international knowledge transfer and build capabilities continuously to support its successful expansion into India's rapidly changing digital grocery landscape. 


[bookmark: _Toc238747908]7. Business analysis models
[bookmark: _Toc238747909]7.1 PESTLE Analysis
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(Source: Self-made)
Political
The chosen country, India, is offering a supportive environment for technology-based retail and better investments, especially as the government promotes digital commerce through approaches like Digital India (George and George, 2022). The benefits of Foreign direct investment rules also allow the participation of technology and marketplace activities from the country, showcased through their steady increase of FDI that reached approximately $ 81 billion (provisional) in the 2024–25 financial year (pibgov, 2025). 
For Ocado, the partnership strategy identified previously, with established retailers will reduce regulatory complexities and enhance access to the local networks. Yet, operations in various states can develop challenges as warehousing, labour administration, and compliance requirements are diverse in each region. The political focus on food security, consumer protection, and digital competition also showcases how the proposed expansion needs to maintain strong data transparency in data management and ethical governance, showing how the political environment is supportive for expansion but needs careful stakeholder management and policy consideration.
Economic
India is among the fastest growing consumer markets across the globe with a steady 6% growth for many years. It eventually reached nearly 8% with 19.2% of global GDP growth contribution expected in the 2025-to-2030-year range (Finger et al., 2025).  The quick commerce also showed rising demand in the country, particularly influenced through efficient fulfilment approaches. Rising disposable incomes and urbanisations are also increasing the household spending in the region, with the grocery market valued at $14.33 billion in 2025 (Imarcgroup, 2025). For Ocado, this develops a favourable opportunity as retailers are under pressure to enhance productivity while managing cost approaches. 
Although there are still economic risks like inflation that can influence food purchasing habits, price-sensitive consumers can respond more effectively to discounted approaches. This allows retailers to focus on opportunities to increase margins, in which the Ocado automation model aligns properly as warehouse robotics and AI-based forecasting can enhance inventory usage, lower fulfillment costs, and reduce waste as time passes.
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(source: Finger et al., 2025)
Social
Consumer behaviour in India is rapidly changing with urban lifestyle and increased digitally connected consumers that raised the demand for online grocery services especially after the COVID-19 pandemic (Sharma, 2026). Smartphone penetration, with a focus on rising smartphone application usage and increased UPI as a digital payment method, are some key factors influencing online grocery shopping among Indian consumers (Akhtar et al., 2025). So, delivery speed, product availability, and personalised recommendations are becoming crucial purchasing habit factors. 
These trends are aligning with Ocado’s technology capabilities as the company is focused on enhancing order accuracy and consumer experiences through data-based fulfilment systems. Yet, considering the social diversity rate of India will need localisation of products, adjustments in delivery expectations, and diverse language support.
Technology
Technology is a crucial attracting factor for Ocado’s proposed expansion in India as the company’s competitive advantage is based mainly on the Ocado Smart platform which considers machine learning, robotics, warehouse automation, and route optimisation approaches (Ocadogroup, 2026). The digital economy of India is rapidly expanding with the development of a beneficial environment for advanced fulfilment centres for Ocado. 
Retailers are also increasing their focus on investing in inventory visibility technologies, predictive analytics and automated logistics to support rising order demands, which is shown through the rise of the quick-commerce segment as there is a rise in consumer expectations for delivery in minutes (Kaul, 2026).  Ocado’s experience operating automated fulfilment centres and processing a vast amount of orders internationally is developing a major advantage for them.
Legal
Expansion approach in India will need alignment with various regulatory frameworks, especially with the Digital Personal Data Protection Act 2023, for consumer data collection, processing and protection (Meitygovin, 2023). Due to Ocado's major reliance on data analytics and consumer data, proper alignment with privacy needs will be crucial.  Intellectual property protection is also crucial as the company is majorly dependent on its proprietary software, robotics and fulfillment technologies (Ocadogroup, 2026). Strong legal management will reduce risks for operations and improve partnership confidence. Yet the compliance related costs can increase market entry investments and risks.
Environmental
Sustainability considerations are also crucial as consumers, regulators and investors are raising expectations for businesses to reduce waste and enhance resource efficiency, with a focus on Indian governing laws like the Environment (Protection) Act 1986, and the Companies Act, 2013 (Rao, 2026). Grocery retail operators are also required to align with these expectations also as food waste, emissions in transport, and packaging consumptions are main concerns. 
Ocado’s technologically advanced model ensures to align with environmental objectives through accurate demand forecasting and optimised delivery routes while improving investor management (Ocadogroup, 2025). These capabilities can support Indian retailers to reduce excess stock loss and meet environmental expectations at various operational levels. However, there is a need for major energy consumption and infrastructural investment in automated fulfillment. Ocado should focus on renewable energy options and sustainable reporting in future Indian operations to align with expectations and maintain corporate reputation.
[bookmark: _Toc238747910]7.2 SWOT analysis
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Strengths
The key advantage of Ocado is its proprietary Ocado Smart Platform which combines AI, robotics, delivery optimisation and warehouse automation through a Hive model that is operated via AI (Yuldashevna, 2026). The company processes a vast number of orders through its international networks while managing high fulfilment accuracies. Furthermore, the technology licensing partnership with retailers like Kroger and Sobeys is showing its commercial credibility enhancement approach (Pistrui et al., 2023). The focus on strong growth in technological revenue also supports this through resources that can be used for the new market entry and infrastructural development in India.
Weaknesses
Regardless of technological advancements, Ocado also needs a high level of capital investment, especially for the automated fulfilment centres that need major initial investments and specialist expertise (Ocadogroup, 2025).  Profitability pressures are still the same, as R&D and infrastructural spending is still high for Ocado, with technology costs reduced yet was at a high level of £ 34 million in H1 2026 (nginvesting, 2026).  The company also has limited direct experience in relation to India’s diverse grocery environment. Furthermore, strong dependency on a small number of major retailers as partners can increase commercial risks in the new market.
Opportunities
The grocery sector of India is facing major and rapid growth, mainly influenced through urbanisation, wider use of digital payments, and smartphone adoption. This also led to the rise of the online grocery market at a value of $14.33 billion as of 2025 (Imarcgroup, 2025). Retailers are also increasing need for scalable and adaptable fulfillment solutions, as there is also a rise of quick commerce factors in the region, especially for operators with strong consumer reach yet lack proper automation capabilities. These are developing proper opportunities for Ocado to license technology and develop long-term partnerships with Indian retailers.  The rise of sustainability concerns and the need for inventory management optimisations are also solidifying the need for Ocado in the market.
[image: ]
[bookmark: _heading=h.vhquq9vz0em][bookmark: _Toc237077623]Figure 7.3: Overview of Ocado EBITDA 
(Source: nginvesting, 2026)
Threats
Competition is the largest threat in the Indian market expansion context, with major retailers and technology companies investing in logistics automation. From 2023, major quick commerce brands like Instamart, Swiggy, and Blinkit are expanding their fulfillment operations, creating pressure on Ocado (Srinivas, 2026). Data privacy acts and other regulatory changes and demands are increasing potential compliance costs for Ocado to operate in India (Meitygovin, 2023). Furthermore, with time passing, there are also risks of retailers developing their own automation systems that can hinder future partnership growth for Ocado.
7.3 Competitor Analysis
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(Source: Self-made)
The expansion of Ocado in India can put the brand in a fiercely competitive online grocery and quick-commerce space, which is dominated by Blinkit, Zepto, Swiggy Instamart, along with the giant players like BigBasket operated by Tata Digital Limited, Amazon Now and jiomart also (YF, 2025). Through the evaluation of the competitor positioning map, it has been followed that high technological capability and service differentiation have the ability to put Ocado Group in the high perceived benefits quadrant due to its AI-powered Ocado Smart Platform (OSP), robotics-enabled Customer Fulfilment Centres and technology licensing model. 
As reported by Sharma, (2025) the primary competitors of Ocado in India tend to focus on price competitiveness and delivery speed (10-30 minutes) while Ocado's focus towards its own technology platform and its expertise in automated fulfilment would be able to offer warehouse automation, predictive analytics and scalable fulfilment solutions to retail partners. Strategically, BigBasket (backed by Tata Group) along with Jiomart could be the closest competitor of Ocado, due to its nationwide grocery service, omnichannel approach and growing automation in its warehouses. 
However, BigBasket has seen its turnover falling (3%) with the high competition in the quick-commerce space, which reflects the operational hurdles in the Indian space (ETtech, 2025). Despite the rapid growth of India's online grocery market (estimated to reach US$96.3 billion by 2033), the company should collaborate with Indian retailers by providing scalable automation, predictive analytics and inventory optimisation in accordance with its partnership with Asda’s online grocery platform (IMARC Group, 2025; Davey and Job, 2026). 
7.4 Porter’s Five Forces
Threat of New Entrants (Moderate): Due to the high competitiveness of the existing brands, threats of new entrants is not high in the Indian context. While the digital economy in India has attracted start-ups with the support of government schemes like Digital India and VC funds, the rapid evaluation of online grocery platforms demands high investment in automated fulfilment centres, artificial intelligence (AI), robotics and cloud infrastructure (IBEF, 2026). 
In this regard, Ocado's own Ocado Smart Platform (OSP) and robotics-powered Customer Fulfilment Centres (CFCs) could be able to provide a huge advantage as a competitor, which needs years of research and billions of pounds of cumulative investment to be built up. Compared to its major competitors, Ocado became able to achieve a high revenue growth of 14.3% in the quarter of 2025, which broke the traditional siloes of the online grocery market (YF, 2025). Thus, the uses of these technological capabilities make these barriers high which new firms would find difficult to replicate. 
Bargaining power of suppliers (Moderate): Supplier power is moderate as India's grocery supply chain comprises a vast range of food manufacturers and distributors, offering a lot of options to the retailers. Nevertheless, as reported by Edo et al., (2026) maintaining consistent product quality, cold-chain logistics and inventory reliability remains challenging, particularly for fresh produce. 
Ocado's AI-driven demand forecasting, warehouse automation, and predictive inventory management could be influential in this aspect to lighten the high reliance of the retailers on individual suppliers and enhance procurement efficiency. As opined by Ike et al. (2021) it will be necessary to build long-term partnerships with local providers and organised retail chains to strengthen the supply chain resilience.
Bargaining Power of Buyers (High): The bargaining power of the buyer in the Indian online grocery segment is high due to being highly price sensitive in which consumers like to compare shopping prices, delivery time and promotional offers on various digital platforms like Blinkit, Jiomart and Swiggy Instamart also. 
In this aspect, to grab the rapidly developing online grocery market of India which is expected to reach US$96.3 billion by 2033, Ocado will focus on differentiating itself from its competitors through its AI-powered fulfilment, inventory optimisation, high order accuracy and enhanced product availability to its retailers via the Ocado Smart Platform instead of focusing towards discounts for competitive advantage.
Threats of substitute (High): Even though the threat of substitutes is high with more grocery retailers from traditional kirana stores dominating the Indian grocery retail sector than supermarket, wholesale markets and direct to consumer will provide other channels for grocery purchases (Singh, 2026). These local shops continue to attract high levels of customer loyalty because of convenience, flexible credit facilities and the local relationship.  
Thus, Ocado will reduce the risk of substitution by licensing its automation technology to established Indian grocery stores, giving them a competitive edge over conventional grocery stores (Ocadogroup, 2026).
Competitive Rivalry (High):  Dark Stores and quick-commerce companies like BigBasket, Blinkit, Zepto, Swiggy Instamart, Amazon Fresh and JioMart are already making heavy investments to justify its aggressive pricing and rapid delivery model. In this situation, Ocado’s B2B technology licensing business with Kroger in the United States needs to be considered where Ocado Smart Platform (OSP) powers automated Customer Fulfilment Centres for higher fulfilment accuracy (Wells, 2026). This can foster scalable digital grocery operations instead of direct operation of the company. Its ability to handle the volume of orders processed by over 72 million customers with a high rate of fulfilment accuracy of over 98% in FY2025 underscores the platform's scalability and efficiency to beat the Indian market. 
[bookmark: _Toc238747911]7.5 Ansoff Matrix
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(Source: garyfox, 2024)
Market penetration: Market penetration will include increasing sales in the existing markets and partner networks. Ocado has enhanced retailer relations and improved platform utilisation, and although having lower risks, this option lacks relevancy as it will not develop a major presence in India (Ocado Group, 2025). More penetration can support revenue expansion yet will not properly consider the opportunities in the emerging digital grocery market.
Diversification: As per the ideas of Aditiya and Kirana (2025), diversification is the highest risk option available as it includes entering new markets while developing new product lines. Regardless of its potential to develop long-term rewards, it will increase uncertainty and investment risks, which is not suitable considering the profitability pressure on Ocado.
Product development: it will focus on new products for existing consumers, which is shown through Ocado’s investing in AI, robotics and fulfillment technologies (Ganapathy et al., 2025). Although, product development alone will not be able to overcome issues in international expansion, as the key focus is on market access.
Market development (Recommended strategy for Ocado)
Market development focuses on providing existing products and capabilities in a new market, making it suitable for this case. Ocado already has major fulfillment technologies with advanced systems, and India is expected to be a favourable new market due to the online grocery market is expected to reach approximately $ 101 billion by 2034 (Imarcgroup, 2025). The rise of quick commerce growth and increased digital ordering and payment usage is also developing a solid base for Ocado’s market entry, especially as retailers are increasing demand for rapid fulfillment infrastructure and scalable automation. 
So, a partnership-based approach with collaboration with grocery chains, omnichannel retailers and quick commerce retailers will reduce market entry risks and increase the speed and efficiency of market entry. Thus, market development through a phased deployment of micro-fulfilment centres and Ocado Smart Platform is a suitable and recommended approach, considering its alignment with market need and Ocado’s expertise.


[bookmark: _Toc238747912]8. Financial plan
[bookmark: _Toc238747913]8.1 Financial position of the brand
Ocado 2025’s cash flow statement from the annual report shows a strong financial position in comparison to its previous year outcomes. As per the annual report of 2025, it can be identified that the company’s operating activities generated cash flow of £341.7 million compared to £268.9 million in 2024, showing enhanced operational performance and better effective cash generation from the key activities (Ocadogroup, 2025). 
The company’s year-end cash and cash equivalents amounted to £740 million. This improvement in terms of operating cash flow was supported through the higher adjusted EBITDA, consumer contract receipts and proceeds gained from the Letter of Credit, supporting better investment needs (Ocadogroup, 2025). The positive operating cash position shows that Ocado has proper financial capacity to support a passed-market development strategy without having to face major pressure. 
Furthermore, the capability to generate cash continuously forms the operations and continuous investment in technology shows the resilience in the company’s business model (Ocadogroup, 2025). This is crucial for understanding, as international expansion in early-stage projects needs major expenses to gain proper returns.
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(Source: Ocadogroup, 2025)
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The proposed entry in the Indian market through partnership-based market development strategy will need major investment, which is still manageable. In contrast to developing a consider-based retail business, Ocado can focus on using its existing technological platforms and spend more on micro-fulfilment centres, localisation approaches and even partner implementation support. 
Furthermore, the cash flow statement showcases that Ocado has invested approximately £218 million in property, plant and equipment while investing nearly £159 million in tangible assets in 2025 (Ocadogroup, 2025). This shows its capability and willingness for financing technologies and infrastructure developments, while the amount of investment also highlights the potential that the company is operating in a condition good enough for supporting international projects. The emergence of rapid commerce development and expanding the use of digital ordering and payment is also forming a strong foundation on which Ocado can enter the market more so as retailers are putting more pressure on rapid fulfillment infrastructure and scalable automation. 
As per the ideas of Dori et al. (2024), a partnership-based approach with collaboration with grocery chains, omnichannel retailers and quick commerce retailers will reduce market entry risks and increase the speed and efficiency of market entry. 
Therefore, the market development by deploying micro-fulfilment centres and Ocado Smart Platform in stages is an appropriate and advisable solution, as it is consistent with the market requirement and Ocado experience. So, a phased rollout in major Indian cities will allow capital investment to be spread over time and reduce financial risks. The starting investments should focus on potential piloting projects with selected retail partners in cities like Mumbai, Bengaluru and Delhi, where online grocery adaptation and quick-commerce demand are more effective (Nexdigm, 2025). 
The results from testing will be evaluated and adjusted as per market needs, making this phased approach likely allowing Ocado to adapt its technologies and operations as per local market conditions before investing majorly.
[bookmark: _Toc238747915]8.3 Potential funding approach
External financing will not be considered for this expansion project, as in 2025’s report, Ocado showcased a major operating cash inflow development while managing a cash balance of £740 million. Regardless of the company raising £400 million as borrowings, its annual report also showcased how it repaid £335.3 million from the existing borrowings, showing an active level of debt management and ensuring financial flexibility (Ocadogroup, 2025). 
Therefore, the recommended approach is to potentially finance the initial Indian market entry through internal cash flow generation. More partner contributions and future consumer contracts can also later reduce capital needs. The use of internal funding will also aim to reduce reliance on external lenders and reduce extra financing costs for Ocado.
[bookmark: _Toc238747916]8.4 Financial overview and risk management
Based on the financial overview of the company, the recommended strategy is more favourable for the Indian market expansion in online grocery market, as it also develops opportunities for long-term growth and financial stability, without any diversifications. 
Yet, a proper and manageable financial control is crucial, especially as the company reported £382.6 million in net cash outflow investments, as of reports from 2025 (Ocadogroup, 2025). This, in turn, shows the crucial need to manage proper capital allocation in terms of growth focus. Ferrari (2024) added that to manage the risks, investments can be released through a staged approach while shedding light on pre-defined performance milestones, like fulfilling efficient consumer adaptation levels, and partner acquisitions. These will act as the KPIs to monitor the phased approach, ensuring stakeholder protection, preservation of liquidity and considering that expansion expenditure is aligned with measurable commercial outcomes. 
Ocado Group can ensure regular performance reviews and cash flow monitoring to ensure resource allocation is done properly in the complete expansion process. Thus, based on the strong operating cash development, major cash reserves, and potential for investment capability of Ocado, the company is financially stable and effective enough to ensure its new focus on gradual Indian market expansion.


[bookmark: _Toc238747917]9. Reflection
The above done business plan has identified a major growth opportunity for Ocado Group Plc, through expansion in terms of automated fulfilment and online grocery technology solutions in the Indian market. The analysis identified that Ocado is already capable enough in terms of AI, robotics, and fulfillment software, especially via its Ocado Smart Platform, yet future growth can not only focus on existing operational markets or partners. 
Based on the analysis, I have identified India to be an attractive market with opportunities filled like for rapid digital adaptation, rising urban consumers, increasing online grocery demand increase and strong quick commerce growth. The recommended solution was a market development strategy based on entering the Indian market through partnerships with major existing grocery retailers, quick commerce businesses, and omnichannel operators. Based on the findings, I have focused on the introduction of the existing technologies of Ocado in a new market as a key recommendation. The analysis proposed a phased approach including pilot project expansion, developing micro fulfilment centres, and use of the Ocado Smart Platform, which was showcased to reduce risks and show better operational values for the potential partners.
I have further identified that implementation of the solution will be beneficial enough to support company growth in various manners like it can develop access for a larger and expanding market without the need for complete business model changes.
 Furthermore, the analysis identified how it can increase opportunities for development of technology licensing, service revenues, and fulfilment aspects. Effective partnership through this approach can also enhance Ocado’s international presence and provide more evidence for the scalability of its technology platforms (Dori et al. 2024). As showcased in the above discussions, retailers can benefit through enhanced efficiency, consumer experiences and inventory management.
It is worth mentioning that heavy investments in robotics have caused Ocado Group to be under pressure immense at the stacks of profitability. In lights of this, it has already planned to cut off a minimum of 1,000 jobs. This has, therefore, made it essential to keep a focus on the long-term prosperity and sustainability of the Group. In relation to the findings of this proposal, I have found the requirement of various resources for supporting the implementation like continuous investment in automation, technology development, AI and fulfillment infrastructure will be crucial. Financial resources were also identified to be required for pilot projects, localisation approaches, and operations conducting. Human resources will be also supportive in relation to specialist teams who can manage partnership and technological implementations (Vrontis et al. 2022). As per my analysis, there is a dire need for this company to focus on hiring top-tier specialists during its expansion in India.
Regardless of the positive sides, there are still barriers that can hinder success, like regulatory requirements, partnership risks, localisation issues and most crucially, the competitive pressure from other existing Indian major brands like Zepto, Swiggy, Blinkit, and others, hindering the expansion. Variances in market conditions and retailer expectations may also require effective adaptation in the operating model of the brand. These barriers further support the importance of the phased deployment of the expansion project. The financial assessment has specifically supported this proposal as the cash flow performance showcased strong level of liquidity and enhanced cash reserves, providing required flexibility and stability for the growth initiatives in expansion. 
Although the profitability pressure identified is a key consideration, the company shows strong financial stability and capability to invest in new expansion projects (Ocadogroup, 2025). The evaluation through the proposal also highlights that partnership-based entry models are aligned better with available resources, as it can reduce the need for major retail investment and ensure Ocado can utilise its pre-existing technological capabilities.
I have assessed that in the future, Ocado should focus on continuous enhancement of international expansion capabilities while ensuring innovation leadership in automation and fulfillment technologies. The company should also focus on developing more flexible solutions that can be adapted as per diverse retail context needs. Therefore, through careful analysis of the findings, it can be said that the proposed solution should be implemented partially through the identified phased approach. Pilot deployments should be completed first before conducting a performance evaluation that will eventually support scaling the expansion. 
This approach will be a balanced focus on growth potential and resource efficiency while ensuring risks stay low to meet long-term strategic focus of Ocado.
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Our global partnerships
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Fulfilment

OSP Fulfilment is a connected
network of CFCS, spokes and
store fulfilment solutions
designed for online grocery

Ecommerce

OSP Ecommerce enables

Supply Chain

OSP integrates your Supply
Chain with every element of the
platform, allowing it to
communicate and forecast
changes in real-time.

leading grocery retailers to
grow baskets, win customers,
build loyalty and unlock revenue

Last Mile

OSP Last Mile helps you
manage the movement of
groceries, keeping the delivery
experience at your customers'
doors consistent.
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‘Weaknesses

Proprietary Ocado SmartPlatform (AL,
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fulfilment

robotics, automation). centres
High order-processing capacity and Various profitability pressure from R&D
fulfilment accuracy. and infrastructure costs.
Strong partnerships with retailers suchas Limited experience in the Indian grocery
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Strong technology revenue growth Basis on a small number of major retail
supports expansion. partners

Opportunities Threats

Fast growth of India’s online grocery
market.

Rising focus on sustainability and
inventory optimisation.

Increasing demand for automated
fulfilment solutions

Potential fortechnology licensing and
retailer partnerships.

‘High competition from quick-commerce
and retail players
Regulatory and dataprivacy regulatory
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NEW MARKETS

EXISTING MARKETS

Market Development
(Existing Products, New Markets)

Market Development involves taking existing products and entering
new markets. This could mean expanding into new geographic
areas, targeting new customer segments, or using alternative.
distribution methods. While this strategy carries moderate risk due
10 the unfamiliaity with the new market, it avoids the significant
costs associated with new product development.

Market Penetration
(Existing Products, Existing Markets)

Market Penetration is the least risky growth strategy in the Ansoff
Matrix. It focuses on increasing sales of existing products within the
‘company's current market, This strateqy leverages a business's
existing capabiltes, customer base, and market knowledge to
boost sales withoutthe need for new products or markets. By
maximising the potential o existing offerings, companies can avoid
the costs of innovation or unfamiliar market entry.

EXISTING PRODUCTS/SERVICES

Diversification
(New Products, New Markets)

Diversification is the riskiest strategy in the Ansoff Matrix as it
involves entering entirely new markets with new products. This
strateqy is complex because it requires the business to acquire new
capabiliies, learn about unfamiliar customers, and create products
that meet the needs of a new market. However, diversification can
‘open new revenue streams and reduce a company’s reliance on
existing products or markets.

Product Development
(New Products, Existing Markets)

Product Development focuses on creating new products to sell to
an existing customer base. This strategy leverages customer loyalty
‘and brand recognition to introduce new products that address
current market demands. While this s riskier than Market Penetra-
tion due to the development costs involved, it essential for
companies facing market saturation o for those looking to expand
their product range.

NEW PRODUCTS/SERVICES
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Consolidated Statement of Cash Flows
for the 52 weeks ended 30 November 2025

S52weeks 52 weeks
ended ended
30 November 1 December
2025 2028
Notes £m £m
Cash generated from operations 49 3823 2325
Cash received from the AutoStore settlement 25 58.4 1000
Corporation tax paid (3.0 27
Interest paid (96.0) (55.9)
Net cash flow from operating activities 3417 268.9
Cash flows from investing activities
Purchase of intangible assets (159.6) (2026)
Purchase of property, plant and equipment (218.7) (196.8)
Dividend received from joint venture 35 08 28
Purchase of unlisted equity investments 36 - (10.0)
Proceeds on disposal of unlisted equity investments 36 88 -
Loans repaid by joint ventures, associates and investee companies 9.0 23
Proceeds from disposal of asset held for sale 25 - 185
Cash received in respect of contingent consideration receivable 36 - 16
Proceeds from net investment in leases 34 165 -
Cash outflow on loss of control of subsidiaries (68.2) -
Interest received 287 305
Net cash flow used in investing activities (3826) (353.7)
Cash flows from/(used in) financing activities
Proceeds from issue of ordinary share capital 15 a4
Proceeds from allotment of share options 1 02
Proceeds from borrowings 42 4000 7200
Transaction costs on issue of borrowings (©:8) (18.9)
Repayment of borrowings a2 (3353) (674.3)
Repayment of principal element of lease liabilities 42 (42.9) (557)
Net cash flow from/(used in) financing activities 148 (24.3)
Netdecrease in cash and cash equivalents (262) (1091)
Cash and cash equivalents at beginning of period ms 8848
Effect of changes in foreign exchange rates 53) “2)
Cash and cash equivalents at end of period 39 7400 7715

The cash flow statement above includes the entire Group. Cash flows from discontinued operations are disclosed in Note 2.9.
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