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Figure 1: Toor Supermarket
Source: (Toor Supermarket, 2025)
Toor Supermarket is a locally owned retail business that has been serving the community for over ten years. Toor Supermarket was founded on the philosophy of offering good-quality products at low prices and has evolved to be a reliable brand in the locality (Munro et al., 2023). The supermarket stock is incredibly diverse, which comprises fresh goods, low-perishable items, frozen foods, packaged food, household items, and so on. It also strives to satisfy the daily demands of its customers by providing convenience and quality that is all under one roof.
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Toor Supermarket is a medium-sized store that offers a wide range of products, with a focus on quality and freshness. It has its product lines that are organic produce, local groceries, household products, snacks, soft drinks, and health food products (Jenneson et al., 2022). There is also a promotion and loyalty scheme in the supermarket that rewards regular customers throughout the seasons. In spite of the fact that the store has not started with an online shopping platform in the full scale, it offers a personalized shopping experience as well as conveniences in-store delivery services such as quick checkout options and home delivery to selected products.
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The supermarket is focused on the local community, and its main retail business model is the traditional brick-and-mortar. Nevertheless, due to the growing need of convenience, Toor Supermarket has been considering the opportunities of converting to e-commerce to reach out to a wider audience and provide such services as online ordering and delivery (Jung et al., 2022).
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Figure 2: Unique Selling Proposition
Source: (O’Neill, 2024)
The only difference between Toor Supermarket and its competitors is the focus on customer service. The store is reputed to offer a customised shopping experience, whereby experienced staff interacts with the customers towards ensuring that their needs are met (Karina et al., 2024). Also, the supermarkets are also interested in interacting with the community, e.g. matching local farmers, organizing weekly events at the stores, which reinforces its role in the local economy.
[bookmark: _Toc213708176]Appraisal of Current Strategic Direction and Goals
Vision:
Toor Supermarket's vision is to be the most popular retail store in the local community, which carries a wide variety of quality products at affordable rates, but at the same time, it should be customer-oriented. The long-term goal is to increase its reach at the regional and possibly local levels and establish a reliable brand with the values of convenience, quality, and customer-oriented values (Grant, 2021).
Mission:
The mission of Toor Supermarket entails servicing the daily routine wants of its clients by catering to its broad category of grocery items, domestic necessities, and fresh products. The supermarket has tried to meet customer demands by providing quality goods at competitive prices, and in this way, clients can access what they require easily (AlQershi, 2024). It concentrates on ease, trustworthiness and of course, a satisfying shopping experience, particularly for time-conscious people and households.
Objectives:
The short-term objectives of Toor Supermarket will include:
Market Share Growth: Gain market share in the local market by building a customer base through contingency marketing, loyalty schemes and product diversification.
Revenue Targets: Increase the annual income by 10% by making better product choices, promotions, and effective functioning.
Customer Satisfaction: More customer satisfaction ratings of 90% or more through the improvement of experiences in-store, shortening of waiting time, and providing customer feedback systems (Grant, 2021).
Strategic Review
The existing vision and mission are very effective in the changing market trends and customer expectations. The retail market is facing increasing demands for quality products at reasonable prices and an increase in convenience. The customer focus and highly diversified product range at Toor Supermarkets make the company appealing to emerging target practices of shopping in just one place.
The supermarket's objectives can be better clarified and targeted, however, especially in the inquiry of how they will achieve the ultimate market share and revenue objectives. The expansion plan seems viable, yet more investments in marketing and technology may be needed to stay competitive (AlQershi, 2024). On balance, the existing strategic objectives are currently applicable; however, the issues will require more specific measures and steps as it is necessary to guarantee the long-term expansion and adaptation to the market forces.
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Figure 3: SWOT Analysis
Source: (Exeed College, 2025)
Strengths:
Product Variety: As a company, Toor Supermarket deals with a wide variety of groceries, fresh goods and home products, satisfying different customer interests.
Customer Loyalty: The supermarket has also acquired some consistent quality and personalised service, which has enabled the supermarket to gain a faithful group of customers in the local market.
Location: The strategic position of the stores in the high-traffic area enhances the footfall and convenience of the people who visit the stores (Benzaghta et al., 2021). 
Weaknesses:
Limited Brand Recognition: The Toor Supermarket has a good local presence with limited market expansion due to its lack of market recognition of the brand.
Reliance on Local Suppliers: This is because the supermarket's reliance on the local suppliers exposes it to changes in supply or pricing variations, and it is not flexible in its product offerings.
Limited Online Presence: The absence of an e-commerce platform or delivery service limits its coverage, particularly in view of the increasing popularity of online shopping (Boitrelle et al., 2021).
Opportunities:
Expanding Online Presence: The introduction of an e-commerce store or delivery service will help the supermarket to target more people and compete with bigger stores.
Market Diversification: The new product categories (organic or environmentally friendly products) can appeal to customers who are health-conscious and environmentally conscious (CBrother Marketing, 2024).
Threats:
Competition from Larger Supermarkets: Larger retailers that have greater resources are a great threat because of their capacity to provide low prices and wide product lines.
Economic Downturns: In times of economic instability, there is a likelihood of customers moving to discount retailers, and this may decrease the market share of Toor Supermarket.
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Figure 4: Value Chain Analysis
Source: (Smartsheet, 2025)
Inbound Logistics: Good economic ties with the suppliers locally also guarantee the group a reliable supply of goods, but they can be hazardous to rely on.
Operations: The efficiency of offering a broad assortment of products sold by the stores in operation is efficient, but the stores may be limited in their ability to maintain inventory due to space (Kim et al., 2020).
Marketing: The local advertising and in-store promotion are employed by the supermarket, but it might consider expanding and using digital marketing and social media, which provides a wider range of reach.
Customer Service: Customer service is excellent in the stores, and there should be more efficient ways of checking out, as it could lead to a better overall customer experience (Etika, 2023).
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Figure 5: PESTEL Analysis
Source: (Lawson, 2023)
Political: Food safety and labour laws of the area influence the supermarket's activities.
Economic: Economic factors such as inflation will have an influence on consumer expenditure, and this will affect buying behaviour.
Sociocultural: Increased interest in health-conscious and sustainable products creates prospects in the expansion of the products offered by Toor Supermarket (Buye, 2021).
Technological: E-commerce and artificial intelligence-based customer services should be embraced to increase convenience and competitiveness.
Environmental: The trends of packaging and waste minimisation may require sustainability in environmental factors, which would make Toor Supermarket an environmentally friendly brand (Rahman et al., 2025).
Legal: Labour and food safety regulations need to be complied with to prevent unnecessary inconveniences during operations.
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Figure 6: Porter’s Five Forces
Source: (Guajardo, 2025)
Bargaining Power of Suppliers:  Moderate, because it depends on local suppliers who have low bargaining power.
Bargaining Power of Customers: High, with customers being able to easily move over to the big retailers or online shops.
Threat of New Entrants: Medium, because to penetrate the retail market incurs high investments, yet online only stores are increasing as a threat.
Threat of Substitutes: High, there are other substitutes such as bigger supermarkets and the opportunity to buy online (Investopedia, 2025).
Industry Rivalry: The high level of competition posed by the large retail chains requires differentiation that is based on service and quality.
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Market Penetration:
It is a market expansion strategy which implies growth in market share with current products in current markets. Toor Supermarket may use such approaches as vigorous marketing campaigns, incentive programs, or promotions to win more locally-based customers and sell more products. It might also streamline their pricing to compete with the other bigger chain stores and win the low-end shoppers (Cosenz and Bivona, 2021).
Market Development:
This can go into new geographical locations, or a different segment of the population is a possibility for growth. Toor Supermarket may introduce more stores in the surrounding communities or cities, but in areas that have a lot of potential clients (Vanninen et al., 2022). In the alternative, marketing to younger categories of customers scarcely represented in the marketplace (like millennials or health-aware buyers) may widen its market foundation.
Product Development:
The changing customer needs can be addressed through the introduction of new line products. Toor Supermarket can take advantage of the emerging trend in the use of organic, gluten-free, or environmentally friendly products. This meant that by diversifying its products, it was capable of satisfying consumer demand as well as separating itself from the competitors, an item that would give it a distinct value proposition in the market.
Diversification:
This is a strategy of penetrating new business regions or markets. Toor Supermarket has an opportunity to branch out into other services, such as home delivery or venturing into online sales (Kindström et al., 2024). Alternatively, a possible alternative would be to explore related areas like catering, event planning services, and capitalise on its brand and customer base to explore new sources of revenue.
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Figure 7: Ansoff Matrix
Source: (Quantive, 2025)
Market Development:
Toor Supermarket can grow by entering into new regions and capturing new markets that have not been explored to date. The supermarket can reach more customers and make its brands aware by entering local communities and reaching new segments of people, including health-conscious consumers (Ali and Anwar, 2021). This strategy will enable it to expand without altering its core business model and still have brand loyalty.
Product Development:
The consumer needs can be fulfilled by introducing new lines of products such as organic foods, plant-based products, and locally sourced products. These provisions are of interest to customers whose priority is on health and sustainability, which will assist Toor Supermarket to rise above the competition, earn customer confidence, and guarantee customer loyalty to the company by innovation and quality products (Ali and Anwar, 2021).
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This is a sustainable growth plan since it will utilise the existing resources of Toor Supermarket, such as quality products, customer loyalty, and local presence, by exploring the emerging market trends. This capability of creating more diversified product offerings and venturing into new markets will allow Toor Supermarket to achieve long-term growth without having to rely on the local competition only (Lavanya and Bolla, 2024).
Long-term benefits: The plan also assists Toor Supermarket to build on the available foundation by catering to the new customer needs and increasing its market base. This is capable of bringing revenue and market share.
Potential risks: The main risks are the expansion cost, and in particular logistics and marketing, and the possible challenges in controlling new product categories/markets. These risks, however, can be addressed with proper planning and allocation of resources (Elg and Welinder, 2022).
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Customers: The primary stakeholders, whose preferences and purchasing decisions directly affect the supermarket's sales and reputation.
Employees: Staff members involved in day-to-day operations, customer service, and management.
Suppliers: Providers of goods, including fresh produce, packaged goods, and other essential products.
Investors: Individuals or entities that provide capital and expect a return on their investment.
Local Community: Residents who shop at the supermarket and may also be involved in community-driven initiatives (Rathore et al., 2023).
Regulatory Bodies: Government agencies that enforce food safety, labor laws, environmental regulations, and industry standards.
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Customers: Demand products of good quality, low price, good customer service, and a comfortable experience in the shopping store. They also demand more green initiatives like eco-packaging and social sourcing.
Employees: Seriously demand good wages, job security, career progression, and a good working environment.
Suppliers: Look forward to playing on time, prolonged collaboration, and steady orders. Others might also appreciate open and honest business operations (Vesala-Varttala et al., 2025).
Investors: Demand a payoff on their investment, financial stability, growth, and profitability.
Local Community: Anticipates that the supermarket should serve the local economic growth and development by contributing to the local initiatives and offering jobs.
Regulatory Bodies: Anticipate adherence to the regulatory provisions of the industry regarding food safety, labour standards and environmental regulations (Rathore et al., 2023).
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Through Mendelows Matrix, it will be possible to classify the stakeholders according to their levels of interest and power:
High Power, High Interest: Customers and Investors. These are the most influential groups on the success of Toor Supermarket. Sales are directly motivated by customers, and investors supply the funds required to get the company into a state of expansion.
High Power, Low Interest: Regulatory Bodies. These stakeholders can influence the business because of the compliance requirements, but bear no direct interest in the day-to-day business decisions (Vesala-Varttala et al., 2025).
Low Power, High Interest: Local Community and Employees. The smooth operation cannot be achieved without the employees, whereas the help of the community can maintain the brand loyalty of the supermarkets.
Low Power, Low Interest: Suppliers. Although they are relevant to the supply of products, they are less powerful in terms of decision-making unless they fail to get their terms.
Customers and Investors emerge as the most important stakeholders of the Toor Supermarkets' proposed strategy, as their needs and economic support directly affect the growth and prosperity of the supermarkets (Rathore et al., 2023).
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Expand Online Presence: Toor supermarket ought to introduce an e-commerce facility through a home delivery and click and collect facility. This solution fills the increasing demand for convenience, particularly during the post-pandemic period (Hänninen et al., 2021). Exclusive online sales and discounts are also a chance to attract new buyers, increase access to it, and compete better with bigger retail stores.
Introduce New Product Lines (Health-Conscious and Sustainable Products): Toor Supermarket can fulfil the health-conscious consumer needs with the help of organic, gluten-free, and eco-friendly products. This plan will lead to sustainability, enhanced brand image, and competitive advantage.
Improve Customer Experience with Technology: Use of self-checkouts, mobile shopping applications, and loyalty programs that are enhanced using digital methods enhances efficiency and satisfaction. Technology minimises lines, makes shopping easier and engages the customer (Wang et al., 2024).
Geographical Expansion: The solution will be diversification of revenue by venturing into neighbouring cities, which will introduce different types of people, and this will ensure the business.
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Resource Allocation: To ensure the execution works without hitches, Toor Supermarket will be obligated to channel resources to the areas of technology investment (e-commerce platform, self-checkout systems), product diversification (organic products) and market growth. Financially, it should invest financial resources in research, training, and marketing activities (Munro et al., 2023). This strategy would entail cooperation with suppliers in order to supply organic or green products.
Staff Training and Development: The staff training will become an obligatory one when new technologies and new sorts of products appear. The employees will need to be trained on how to operate under new systems, give quality services to the customers, and promote the new products. A customer-centric culture will be crucial to the company to guarantee customer loyalty.
Marketing and Awareness Campaigns: To increase awareness of new products and the online platform, Toor Supermarket should invest money in conducting a dedicated marketing campaign. This can be through online marketing, social media marketing, and communicating with the local people (Jenneson et al., 2022).
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Strategic management of resources is what will enable Toor Supermarkets to overcome its challenges, due to its limited resources as an SME. There may be certain challenges, such as:
Limited Financial Resources: The introduction of e-commerce and product lines involves an upfront cost. Nonetheless, Toor Supermarket may base its implementation on gradual implementation, beginning with a simple e-commerce site and slowly increasing the variety of its products.
Competition from Larger Supermarkets: Larger competitors can have greater funds for aggressive marketing and adoption of technology (Jung et al., 2022). To avoid this, Toor Supermarket has to consider niche differentiation, such as selling organic and local products, which the bigger retailers can ignore.
Supply Chain Management: An increase in product line, particularly the organic or sustainable products, could necessitate the need to have new suppliers. In order to reduce this risk, Toor Supermarket can establish strategic alliances with reliable local suppliers who will provide a continuous or rather cost-effective supply of products to the store (Jenneson et al., 2022).
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The growth-oriented strategy of Toor Supermarket focuses on expanding its product and service offerings, enhancing customer service, and entering new markets. The environmental analysis, along with the SWOT, PESTEL, and Porter's Five Forces, noted that it had strong strengths, including its worldwide clientele and strategic location, but at the same time, noted that there were weaknesses, such as its minimal online presence and use of local suppliers. The selected market development and product diversification strategy is expected to mitigate these challenges by entering into the new geographical locations and launching health-conscious and sustainable products. Toor Supermarket can advance the customer experience and attract new demographics by investing in e-commerce and enhancing the level of technological infrastructure. The recommendations underline the importance of resource allocation, training of the staff and proper marketing in order to make the implementation successful. The harmonisation of the strategy with both internal forces, including the loyalty of customers to the company and strong community relations, and external forces, including the increasing market interest towards convenience and sustainability, will allow Toor Supermarket to guarantee future development and stabilise its role in a competitive retail market.
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