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Oliver’s Markets Analysis – SSMA Approach

Strategic Management Perspective
The objective of strategic management is to sustain success by timely implementation of action plans, revising the plans with the changes in the environment. The modern business environment is characterized by change, and it is the obligation of the organization to adapt the strategies, cultures, products and systems to remain competitive in the market. The concept of strategic management seeks to optimally allocate resources to various strategies aimed at achieving the organizational goals and objectives. Further, the concept aims to streamline various business functions towards common goals and to prioritize goals for the overall long-term success. 
Situation Orientation
Oliver’s Markets has undergone a lot of transformation since inception. The organization has continuously revised the strategies to fit into the market. The revision of strategies enabled the company to continually improve on the income generated by the business. Before acquiring the first business, the owner of Oliver’s Markets identified the opportunities that the facility had but failed to take advantage. 
Oliver’s Markets strategies are aimed at the business growth and development. However, the expansion of the business resulted in the business reducing the profitability over the years under study (2000 - 2004). The decline in the organization’s performance is also attributable to factors such as increased competition, technology, the emergence of discount supermarkets, lifestyle change higher labor cost among others. 
The emergence of discount supermarkets such as Wall-Mart contributed significantly to the decline of Oliver’s Markets. Consumers are rational, and they seek information on the best prices offered in the market as well as the quality of the goods and services offered to them. Thus, the development of discount supermarkets made consumers shift to relatively lower priced products. The declining market share together with the rising number of stores resulted in a year to year reduction in the sales volume. Further, the financial analysis indicates a reduction in the profit margin from year 2003 to the year 2004. 
Situation Analysis
Situation analysis involves analyzing an organization’s competitive environment. The analysis considers the tangible and intangible specifics connection to the business performance. This section analyzes the past and the present strategic position of Oliver’s markets using the tangible and the intangible specifics and the direction that the strategies should take. 


Customer Value Opportunities and Performance 
The consumer behavior theories portray customers as rational, and their purchasing behavior is influenced by a variety of factors. When developing strategic plans, it is essential for an organization to consider what customers consider of value. Customers value performance and opportunities exhibited by an organization through the products they offer in the market. 
Oliver’s Markets implemented strategies aimed at meeting the customers’ expectations in various ways. The firm tailor’s the products according to a different market niche that exists among the consumers. Also, the company offers high-quality products to enhance the value of the commodities to align with the consumers’ needs and taste. One of the competitive strategies that organizations implement is to seek ways of satisfying the customers. Further, the consumers’ behavior varies with time and distinctly from one consumer to another. Therefore, the company continually differentiates the products offered in the market to keep pace with the changing consumers’ preferences and needs. 
Another strategic plan that the organization undertakes is sourcing the products from the local markets in which the firm carries out business. This gives the local community an opportunity to sell the products they produce from their farming and livestock rearing. The strategy wins the consumers’ confidence in the quality of the products sold as it signifies the sale of fresh grocery products without undergoing processing for enhancing the lifespan of the products.
Awareness on the healthy eating and better lifestyle has significantly influenced the food and beverage industry. Consumers have become knowledgeable of the importance of healthy eating. To align with the trend, Oliver’s Market has implemented strategies aimed at aligning with the trend by purchase and sale of organic grocery products that are considered healthy for human consumption. 
Industry Success Factors
The primary existence of any organization is to generate profit and maximize the shareholders' wealth. To achieve this, the organization implements strategies with an objective of expanding the sales volume and reducing the operational costs as well as the cost of goods sold. Oliver’s’ Market operates in the food and beverage industry. Over the years, the industry has experienced tremendous growth with more business entering the market. 
Financial Performance Indicators
Financial performance of an organization is crucial in the situation analysis. Oliver’s Markets indicate a negative financial performance of the business which might result to making losses in the future if a course of action is not taken. The decline in the profitability is attributable to the high cost of production from one year to another. The operations cost also contributes to the reduction of the profit generated by the business. Despite the strategies implemented by the business to increase the sales volume, the operational costs and cost of production affect the performance of the business financially. The profitability of the business keeps on declining due to the high cost of production.                                    
	



Oliver's Markets Financial Analysis
	
	
	
	
	
	
	
	
	

	Profitability Ratios
	
	
	
	
	
	
	
	2003
	2004

	Profit Margin 
	Net Income/ Net Sales 
	
	
	
	
	3.93
	1.97

	Return on Assets 
	Net Income/ Average Total Assets 
	
	
	
	  0.0005
	0.0003

	Solvency Ratios
	
	
	
	
	
	
	
	
	

	Debt to Equity Ratio
	Total Liabilities/ Total Equity
	
	
	
	
	0.38
	0.29

	Debt ratio
	Total Liabilities/ Total Assets 
	
	
	
	
	0.19
	0.15

	Liquidity Ratios
	
	
	
	
	
	
	
	
	

	Quick Ratio
	Cash+ Marketable Securities+ Note Receivable/ Current Liabilities
	1.50
	1.58

	Current Ratio
	Current Assets/ Current Liabilities
	
	
	
	2.65
	2.80

	Efficiency Ratios
	
	
	
	
	
	
	
	
	

	Asset turnover ratio
	Net Sales/ Average Total Assets 
	
	
	
	0.013
	0.013

	Working capital ratio 
	Current Assets/ Current Liabilities
	
	
	
	2.65
	2.80


Oliver’s Market financial performance indicators indicate a negative trend. The profitability of the company declined from 3.93% in the year 2003 to 1.97% in the year 2004 as shown by the profit margin ratio. Besides, the return on assets has been stable, and the business is not able to generate more returns from the utilization of the business assets. The financial income statement indicates a steady decline in the profits made by the business from the year 2000 to the year 2004. The market’s decline in financial performance was attributable to a saturation of the food businesses in the market and lack of formulating unique strategies to beat the competitors in the region. When the market is saturated, customers have a variety of substitutes to choose from in the market (Liu and Wang 1512). To become competitive, unique strategies ought to be developed and differentiate the products to attract more customers. However, in a saturated market, the measure is short-term as the competitors have higher chances of imitating the strategies and shifting the consumers’ perception on the products and services offered by the firm (Liu and Wang 1519). 
The solvency ratios indicate a company’s ability to pay the liabilities in case the business is to be dissolved. The solvency ratios of Oliver’s Markets indicate that the company can pay the liabilities in times of dissolving the business. The value of the business’ assets is higher than the liabilities that the business owes other stakeholders. 
The liquidity ratios of Oliver’s Markets indicate that it is capable of meeting the short term obligation when they fall due. This suggests that the capability to effectively manage the working capital necessary in carrying out the normal operations of the business. Managing cash flow plays a significant role in the performance of the business. From the financial analysis ratios, the firm’s liquidity ratio is above one indicating the ability to cover the short term liabilities with the use of the current assets of the business. 
The efficiency ratios indicate the firm’s ability to use the allocated resources in generating sales and profit. The efficiency analysis indicates the business does not utilize the assets optimally in generating sales. The firm’s assets are underutilized as indicated in the financial analysis table. However, the firms have effective working capital management to meet both the short term and long term liabilities. Cash management is an essential tool in the operations of the business. A firm sets aside some cash or cash equivalents to settle the dues and to cater for the day to day expenses for the smooth running of the business. However, holding too much cash has some disadvantage due to the opportunity cost involved in the case of investing the money in other viable investments. 
Market and Customer Performance Indicators 
The market trend for the food and beverage industry has distinct characteristics. Some firms have positive trends as indicated in the case while others have a negative trend. The underlying differences are attributable to the market saturation and the inability to develop strategies that produce positive results in the market and for changing the consumers’ perception on the products offered in the market (Booth 133). Oliver’s Markets are moving in the opposite direction. Santa Rosa market indicates a downward trend while Cotati Market indicates an upward trend. The trend can be attributable to the location and the money supply in the both region. Since the organization are headed under one roof, the strategies that work for one market does not automatically work for the other market (Liu and Wang 1500-1527). The difference in the performance is also due to distinct demographic variables including the population, race, educational attainment, household income among other factors. When formulating the organizational strategies, these factors are considered in meeting the customers’ expectations. For instance, the level of income has a direct influence on the purchasing behavior of the customers. The high-income earners have higher purchasing power than the lower income earners. Thus, the organization utilizes the demographic variables when differentiating products and developing products for the specific market target. 
Santa Rosa market indicates that it comprises mostly of the middle and high-class customers as evidenced by Exhibit 12 on the case study. Further, the level of the educational attainment is relatively higher in Santa Rosa than in the Cotati market. The middle and high-class groups in the market behave fairly different from the lower class customers. They have the ability to get their products from a variety of markets including those located in distant locations. The demographic variables in the Santa Rosa Market have made the company to experience a downward trend in the market. While making the strategic plan on mitigating on the situation, the firm should consider differentiating the products to meet the expectation of the middle and high-class groups of consumers. 
Assets, Resources and People Development, Utilization and Productivity 
It is the objective of every firm to utilize the scarce resources at their disposal optimally. Both capital and human resources should be employed optimally to reduce the overall cost of production and increase the profitability of the business. Initially, Oliver’s Market had fewer assets and human capital. However, the growth of the business necessitated more human capital and assets to run the business smoothly. Further, Oliver the directors had no experience in the business that they ventured. Further, the initial capital was limited for renovating the store. However, over time, the organization has been identifying the need for implementing strategies aimed at promoting the performance of the business as well as for growth and expansion. 
Oliver’s Markets value the employees as the most valuable capital. The firm offers employees the opportunity to contribute to the process of decision making. Employee involvement is proven to enhance the employee satisfaction as well as increasing their productivity (Kocherlakota 17). When the employees are satisfied with the job, there is the likelihood of higher performance and increased productivity. The firm allows departmental managers to make their own decisions in matters concerning their units. Thus, the managers feel part of the organization and they own their job. This enhances their productivity and the overall performance of the Oliver’s Market. Further, the organization develops the employees by promoting them in their careers. This enhances their development and the contribution they make towards the business (Kocherlakota 27). 
Amid good performance of the business financial indicators, Oliver’s Markets fail in resource utilization specifically on the utilization of the asset. From the financial analysis, the business is stagnant in utilizing the assets in generating more sales. In other words, the assets are underutilized. However, Cotati market indicates a positive growth on the use of resources over the period under study. 
Stakeholder Relationships 
Stakeholder relationships impact the performance of the business either negatively or positively depending on the strategies implemented by the organization. Strong stakeholders’ relationship enhances the business performance (Weber, Judge and Madden 18675). The primary stakeholders for the Oliver’s Market are the suppliers, customers and employees. The business enhances the customers’ relationship with prices and offering high-quality products in the market. The primary strategy of enhancing the customers’ relationship with the business is meeting their expectations and satisfying them with the products and services offered to them (Hough 37). The firm acquires farm and livestock products from the local suppliers at relatively lower prices. The cost reduction is passed over to the customers through reduced prices of the products. Oliver’s Market also ensures it stocks every product that customers request. By honoring the customers’ expectations, the relationship between the firm and the customers is boosted. Further, the firm ensures supplies are enough to avoid stock outs that might affect the firm’s relationship with the customers (Weber, Judge and Madden 18675). 
Employees are critical assets and inputs to an organization. Oliver’s Markets values the employees' welfare by offering them with competitive wages and other incentives. The markets also assist the employees to attain their life goals by giving them a chance flexible schedule to strike a balance between their work and social life. 
Another stakeholder that Oliver’s Markets consider is the community that the markets served. The Oliver’s Market participates in supporting the civic groups and the local schools. Also, the firm offers employment opportunities to the community. These measures strengthen the relationship between the community and firm and boost the sustainability of the business and maintaining the current market share of the business (Weber, Judge and Madden 18675). 
Managerial Concerns, Preferences and Objectives for Positioning and Performance
Effective management of a business contributes to the success of an organization. The Oliver’s Markets are run by the two directors with the assistance of the department managers. The leadership structure of the business assumes a collaborative approach where contributions from everyone in the organization are considered in the strategic planning. Collaborative leadership has proven to be successful in many organizations as it gives room for exchange of ideas among the leaders and the workers (Schakel and Maes 41). Tom and Steve collaborate with the rest of the team in making organizational decisions and consequently results in enhanced performance of the business.  (Schakel and Maes 47) Approach on leadership encourages sharing of ideas and talents are nurtured to give the employees the chance to participate in what they can do best. Trust is essential in the running the business. The two directors believe in each other’s efforts towards the success of the business. The trust vested between the two partners enhances accountability and the need to work towards achieving common goals. 
The objective of collaborative leadership in the business and positioning is to influence the productivity of everyone in the business (Schakel and Maes 52. The approach boosts the unity in working towards common goal and objectives in making the Oliver’s Markets the best choice of grocery and animal products in the regions the business carries out the business. 
Strategies and Strategy Components Positioning and Performance Results 
The identification, analysis, implementation and control of the strategies play a significant role in the performance of the business (Liu and Wang 1502). The Oliver’s Markets leadership lays strategies aimed at improving customers’ experience through the provision of quality products at lower cost and reducing the overall operational cost. The strategies formulated by the organization are mainly based on the cost reduction, quality products and fair prices. 
The strategy to enhance sales involves expansion of the business to accommodate a variety of the products that Oliver’s Market offer in the market. The strategy is positioned to attract more customers and boost the sales volume of the business and consequently the profitability of the business (Hough 56). Another strategy that the business has implemented is aimed at increasing the productivity. The business has strategies aimed at improving the employees’ productivity by giving them competitive wages and incentives. Employee engagement strategy boosts the productivity of the workers and influences the perception among the workers on their importance to the business. 
The strategy to reduce the cost of the products focuses on acquiring supplies from the local community at relatively lower prices compared to obtaining them from the external markets. The strategy does not only reduce the cost of the products but increases the sales by passing the cost advantage to pricing strategies of the organization. 
Conclusion
The current situation of Oliver’s Markets indicates a positive trend. However, the Santa Rosa business reflects a negative trend. The organization requires re-evaluating the strategies to make the business viable. The Oliver’s Market maintains a healthy relationship with the stakeholders giving the business sustainability guarantee. The leadership of the organization encourages contribution and influence productivity positively. 
Situational Planning
Strategy Formulation for the Future 
Formulating the plans determines the direction that the business should take towards achieving the goals and objectives. When formulating the future strategy the past and the present performance of strategies is evaluated to decide on the right course of action to take (Hough 34). The future strategy of Oliver’s Market should focus on re-strategizing the strategies of Santa Rosa market which indicates a downwards trends. If the business strategies implemented by the company has continuously failed to bear fruits, the market is at saturation in the region and the directors should consider establishing another market in another area and close the business. Although the store continues to make a profit, the trend indicates that in the long term the business will result in losses and will reduce the viability of the Oliver's Markets. Cotati market is the cash cow for the business. The strategies should be focused on differentiating the products per the customers’ expectation.
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