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Abstract

Organizations nowadays are increasingly impacting in using strategic management to improve their performance; this study has
mainly focused on the impact of strategic management on the performance of Choppies Enterprises. Choppies Enterprise
Botswana-based Choppies is an investment holding company operating in the retail sector across sub-Saharan Africa. Its
operations are food and general merchandise retailing as well as financial services transactions supported by centralized
distribution channels, through distribution centers and logistical support assets in Botswana, South Africa, Zimbabwe, Kenya,
and Zambia. This study focused on the strategic management of Choppies Enterprises. The main research problem was to make
an in-depth analysis of its competitive strategy and how to implement it. The main research method was qualitative research by
analyzing their company data, annual reports, and making interviews with the manager, staff, and customers in Botswana shops.
The result shows a clear image of the process of strategic management by Choppies' case. Some recommendations made for
Choppies help to improve their sustainable developments and support a vivid example for many companies. In the theoretical
part, it described the definition, process, benefit, and challenge of strategic management. In the practical part, an exhaustive
analysis of the company's strengths, weaknesses, opportunities, and threats was made by using the detailed figures‘

Keywords: Strategic Management, Business Performance, Competitive Advantage, Choppies, Enterprises.
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1. Introduction

Strategic management practices can be used in bridging the performance gap experienced by a firm. Organizations apply strategic
management practices in their operations which has a lot of influence on market conditions, employee knowledge, and
diversification of production line. Their success rests upon effective strategic management practices. Strategic Management
became the most important basic features in the success of any organization, projects or business, and it helps to build a base
essential to develop and measure performance, Strategic Management is a System of integrated processes related to strategic
analysis and emanating from the organization's vision, mission until reach to the organization goals in growth and continuity and
get a competitive advantage. Small businesses are vital contributors to the health of the economy and diversity of opportunity in
society. It is not only important for all businesses to understand why they are in business but also to put in practice a successful
and suitable strategy to enhance business performance (Jofre, 2011). The online assumes an essential part in our life so
individuals can chat with each other anyplace on the planet through the online-based transaction, they can send the email
whenever, they can search for data on the web, they can play the amusement with Individuals over the world, and they can even
purchase things on the web. As indicated by the exploration of the U.S. (Shaownet al.,, 2018).When it comes to customer
service, this is probably one of the most important parts of your business. Suppose, it will know how the consumer's response to
make the purchase decision of that product in case of having the awareness about the product (Nayeem et al,, 2020). Without
your customers coming back for more and more of your product, there is no way that you're going to be successful. That's why a
high-quality customer service operation is crucial to the future of your company. This is because a strategy is a source of
competitive advantage that has been used in recent years by different companies to gain competency over their rivalries. There
has been an increased interest in the role of Small and Medium Enterprises in job creation and economic growth globally.
Developing small and medium enterprises (SMEs) helps to achieve sustainable growth as a centralized theme. Enterprises play a
vital role in the country's overall production networks and they are core to the economic growth of developing countries. The
contributions of formal enterprises are 50% of total employment and 33% of the national income of emerging economies.
Businesses need to hire employees. They create jobs and these economic opportunities uplift and support communities through
increasing the quality of life and overall standard of living. ‘When new businesses export goods and services to nearby regions,
these enterprises contribute directly to a region's productivity and earnings. This increase in revenue strengthens an economy and
promotes the overall welfare of a population. Choppies Enterprises Limited is one of the biggest supermarkets in Botswana and
they operate a supermarket chain, which is engaged in providing consumer goods‘ The stores offer a wide variety of like fruits,
vegetables, butchery, bakery, cosmetics, groceries, etc. It is a Ieading market retailer In Botswana with more than 200 stores
countrywide.

1.1 Research Problem

Choppies Enterprises have an important role to play in developing the economy of Botswana, not only in economic development
but also in poverty alleviation and job creation. Even though this is the case most Choppies stores in Botswana fail within the
first phase due to the lack of strategic management skills by those leading the organization.

1.2 Objectives of Research
The objective of the study was to establish strategic management practices and their influence on the performance of Choppies
enterprises in Botswana and to explore competitive business strategies that can be adopted to develop and sustain the Enterprise
sector in African countries.

1.3 Significance of the Research

The significance of the study is to analyze Choppies Enterprises in Botswana and advise them on strategic management for it to
be competent. The study will be guided by the following research questions; How to take advantage of strategic management to
facilitate the development of Choppies. The study will enable managers to understand the need for strategic management. The
study will be of great value to the manager of companies to the managers and owners of Enterprises in making appropriate
strategies for their firms to enhance competitive advantage and performance and will provide room for further research on
improving adoption of strategic management practices in Botswana since it is amongst the first papers regarding this topic. The
findings and recommendations of this research will not be useful only to Choppies Enterprises but to any other enterprise that
needs to be competent to beat the market competition.

1.4 Limitation of the Research

There are some limitations to the process of data collection. Firstly, the exact figures of the sales situation are avoided in the
interview. All of the analysis is concluded from the official website and annual reports. The answers from the interviewees are
more general information therefore the recommendation cannot be made especially for the Choppies stores in the different
selected areas of the research. Most of the common customers only have no clue of strategic management due to the abstractness
of this topic, so it tends to be limited to the strategists and senior management level.
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2. Literature Review

A strategy is an integrated and coordinated set of commitments and actions designed to exploit core competencies and gain
competitive advantage. Strategic competitiveness is achieved when a firm successfully formulates and implements a value-creating
strategy. Kenneth Andrews defined strategy as "the pattern of major objectives, purposes or goals and essential policies or plans
for achieving the goals, stated in such a way as to define what business the company is in or is to be in and the kind of company
it is or is to be." This definition of strategy emphasizes on purpose and how the purpose will be achieved (Hitt et al., 2012). It
also emphasizes the values and the cultures that the company stands for. Kenichi Ohmae defines strategy as "how a corporation
endeavors to differentiate itself positively from its competitors, using its relative strengths to better satisfy customer needs."
Ohmae’s definition highlights the competitive aspect of strategy and the strengths required to satisfy customer needs. According
to the Library and Archives in southern Africa (2017), Choppies was born in 1986 in a Botswana Town called Lobatse. They
sell groceries and general merchandise. The online assumes an essential part in our life so individuals can chat with each other
anyplace on the planet through the online-based transaction, they can send the email whenever, they can search for data on the
web, they can play the amusement with individuals over the world, and they can even purchase things on the web (Shaown et al.,
2018). The first store was the Wayside supermarket. 1993 saw the opening of a second store still in Lobatse. From 1993,
Choppies embarked on a great expansion drive, with new stores being opened in the greater Gaborone periphery. Choppies
became a listed company on the Botswana Stock Exchange on January 26 and is a constituent of the BSE Domestic Company
Index with an approximate market capitalization of BWP2.4 billion as at 20 December 2012. It was found to be an ideal point
as we intend to supply to all stores within a S00km radius. Of the significant developments that Choppies has been active in,
2014 saw the opening of a distribution Centre in Zimbabwe. Our foresight is to grow into East Africa, with an emphasis in
Tanzania and Kenya. Choppies believes in the potential of the African market hence, especially in Muslim consumer's continued
growth. This will probably help provide improved facts and information particularly in the Islamic Marketing research area

(Nayeem, 2018). Only then we can apply the concept and see how those two can work together for business enlargement in the
future (Nayeem et al., 2020).

2.1 Economic Impact on Botswana through Enterprises

Botswana is one of Africa's landlocked countries, located in the south-west part of the continent. It is surrounded by four
countries - Namibia to the west and north, South Africa to the south, Zimbabwe to the east, and shares a tiny section of its
borders (about 156 meters or 171 yards) with Zambia in the northeast. The current population of Botswana is 2,324,492 as of
Sunday, December 8, 2019, based on World meters elaboration of the latest United Nations data. Large firms normaﬂy tend to
produce an elite number of high wage income earners whereas SMEs produce a significantly large number of relatively low-
income earners (Maramwidze-Merrison, 2019)‘ The development of SMEs would, therefore, help spread income to more
people. Since the majority of Batswana (Over 65 %) are living in rural areas, the promotion of the development of SMEs should
continue to be a policy priority to narrow the gap between urban and rural development and to monitor social inequities and
rural migration (Eriksson & Kovalainen, 2008)‘ The report says this is due to limited management skills, lack of access to
markets, poor work ethics, excessive laws and regulations, lack of information on government assistance programs, lack of
entrepreneurial “role models” and financial constraints though several measures have been proposed to address some of these
constraints.

2.2 Impact of Strategic Management Practice on Enterprises Performance

Looking back in history, the basic benefit of strategic management has been helped organizations formulate sound strategies by
using the more systematic, logical, and rational approach to strategic choice. Strategic management practices have been observed
to significantly relate to the sustainability and growth of firms in the wake of modern corporate governance systems globally
(Muriuki et al, 2017). Several studies related to strategic management and performance have been done in Kenya and
internationally.

2.3 Strategic Management and Challenges of Choppies

The point of a strategy is a new vision. This is an opportunity to create a road map with broad buy-in and narrowed focus.
There should be distinct milestones, a clear timeline, and precise roles for employees‘ If taking on a large, company-wide
initiative, it is better to start small to ensure goals are manageable and achievable. From there, resources and objectives can be
expanded until the result is achieved in the set timelines. While strategy implementation is about aligning different activities, it is
also about creating commitment throughout the entire organization. Commitment is created when employees see where and how
they can make a difference and are stimulated to take action within the boundaries set by the strategy. But it takes time to create
an organizational context that stimulates widespread action-taking. All too often, managers do not take the time to create that

context (Verweire, 2018).
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Figure 1. An analysis of the external and internal environment of Choppies

The SWOT Analysis framework facilitates an organization to identify internal strategic factors such as -strengths and
weaknesses, & external strategic factors such as - opportunities and threats. It leads to a 2X2 matrix — also called SWOT Matrix.

3. Choppies SWOT Analysis
A SWOT analysis of Choppies involves the strengths, weaknesses; opportunities, as well as threats, which can be briefly shown
in the table below.

Strength Weakness
Low-cost prices Low quality
Strong brand image Slow supply and distribution management
Opportunities Threats
Scope to expand the business Competitors
International market penetration New superstores

3.1 Strengths of Choppies —Internal Strategic Factors

=  Good Returns on Capital Expenditure - Choppies Enterprises, is relatively successful at the execution of new projects
and generated good returns on capital expenditure by building new revenue streams.

=  Automation of activities brought consistency of quality to Choppies, products and has enabled the company to scale
up and scale down based on the demand conditions in the market.

*  Strong dealer community — It has built a culture among distributors & dealers where the dealers not only promote the
company's products but also invest in training the sales team to explain to the customer how he/she can extract the
maximum benefits out of the products.

*  Successful track record of integrating complimentary firms through mergers & acquisitions. It has successfully
integrated the number of technology companies in the past few years to streamline its operations and to build a reliable
supply chain.

*  Strong Brand Portfolio — Over the years Choppies has invested in building a strong brand portfolio. This brand
portfolio can be extremely useful if the organization wants to expand into new product categories.

*  High level of customer satisfaction — the company with its dedicated customer relationship management department
has able to achieve a high level of customer satisfaction among present customers and good brand equity among
potential customers.

3.2 Weakness of Choppies — Internal Strategic Factors

*  The company has not been able to tackle the challenges present by the new entrants in the segment and has lost a small
market share in the niche categories. Choppies has to build an internal feedback mechanism directly from the sales
team on the ground to counter these challenges.

®  Days inventory is high compare to the competitors — making the company raise more capital to invest in the channel.
This can impact the long term growth of Choppies

®  Investment in Research and Development is below the fastest growing players in the industry. Even though Choppies,
is spending above the industry average on Research and Development, it has not been able to compete with the leading
players in the industry in terms of innovation. It has come across as a mature firm looking forward to bring out

products based on tested features in the market.




www.cribfb.com/journal/index.php/aesr American Economic & Social Review Vol. 6, No. I; 2020

®  Not highly successful at integrating firms with different work cultures. As mentioned earlier even though Choppies is
successful at integrating small companies it has its share of failure to merge firms that have different work cultures.

®  There are gaps in the product range sold by the company. This lack of choice can give a new competitor a foothold in
the market.

*  Financial planning is not done properly and efficiently. The current asset ratio and liquid asset ratios suggest that the
company can use the cash more efficiently than what it is doing at present.

*  We need more investment in new technologies. Given the scale of expansion and different geographies the company is
planning to expand into, Choppies needs to put more money in technology to integrate the processes across the board.
Right now the investment in technologies is not at par with the vision of the company.

33 Opponumtzes for Choppies — External Strategic Factors

Economic uptick and an increase in customer spending, after years of recession and slow growth rate in the industry, is

an opportunity for Choppies, to capture new customers and increase its market share.

The new technology provides an opportunity for Choppies to practices differentiated pricing strategy in the new

market. It will enable the firm to maintain its loyal customers with great service and lure new customers through other

value oriented propositions.

New customers from online channels — Over the past few years, the company has invested a vast sum of money into

the online platform. This investment has opened a new sales channel for Choppies In the next few years the company

can leverage this opportunity by knowing its customer better and serving their needs using big data analytic.

*  Lower inflation rate — The low inflation rate bring more stability in the market, enable credit at a lower interest rate to
the customers of Choppies

3.4 Threars are Choppies Faces — External Strategic Factors
*  The demand for highly profitable products is seasonal in nature and any unlikely event during the peak season may
impact the profitability of the company in the short to medium term.
*  New technologies developed by the competitor or market disrupt could be a serious threat to the industry in medium
to long term future.
*  The shortage of skilled workforce in a certain global market represents a threat to the steady growth of profits for
Choppies in those markets.
Changing consumer buying behavior from an online channel could be a threat to the existing physical infrastructure is
a driven supply chain model.
Growing strengths of local distributors also present a threat in some markets as the competition is paying higher
margins to the local distributors.

4. Brand Strategy

Your brand is only as strong as the energy you put into it. Brand building and positioning require synchronized efforts of several
moving patts to create a perception in the marketplace that drives your business forward. There are so many advantages to brand
strategy including creating market differentiation, a sense of belonging to the company. Choppies supermarket retail offers
include leading international food brands and fast-moving consumer goods (FMCG) products as well as Choppies' private label
for value-minded consumers.

Choice Grad:

CHOPPIES |

Whole Kernel Com

5. Differentiation Strategy

Defines differentiation strategy as to how you make your firm stand out from otherwise similar competitors in the marketplace.
Usually, it involves highlighting a meaningful difference between you and your competitors. And that difference must be valued
by your potential clients. A strong differentiated will provide a competitive advantage for your firm. So far, Choppies is the only
retailer in Botswana that provides financial services.
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6. Diversification

Choppies has full supermarket offerings, including bakery, deli, fresh produce, financial services. Choppies Bakery offers the best
bread and pastries of all varieties such as buckwheat bread Sweet bun and more, fruit-filled, sugar-coated, powdered, glazed, and
dipped pastries complemented with beverages. The deli department hosts an array of traditional and international foods. Fruit
and vegetable departments are traditionally key departments for Choppies.

7. Pricing Strategy

Pricing strategies help you choose prices that maximize profits and shareholder value while considering consumer and market
demand by stating that pricing strategies take into account many of your business factors, like revenue goals, marketing
objectives, target audience, brand positioning, and product attributes. They’re also influenced by external factors like consumer
demand, competitor pricing, and overall market and economic trends.

8. Product Positioning Strategy

According to (Gabriel & Lang, 2015) your product positioning strategy is one of the most important marketing initiatives you
will grapple with when introducing or re-branding goods and services. In a nutshell, product positioning refers to the inherent
qualities that distinguish the item you're selling from comparable items marketed by your competitors.

9. Environmental Analysis (Internal)

The environmental analysis consists of objectives, vision, mission, and value of the company. An important measure in an
internal analysis is to determine your organization's level of strength and competency. A strong organization uses updated
technology systems and equipment to accomplish its work.

10. Competitive Advantage
*  Consistently lowest prices
= Stores close to commuter and residential nodes
*  Actractive ranges of popular items at value-for-money prices
*  Vertically integrated
*  Excellent logistics with in-house distribution and centralized warehousing
*  “Reverse logistics” principle — focuses on lowest pricing to end-users
*  Economies of scale enabling Choppies to deliver the best value for money for consumers

Our objective is to offer you an assortment of well-priced clothing at good quality and great prices. We aim to have
something for you and all your Family, all ages and sizes. Choppies facts — Holding Company based in Botswana; 212 stores,
Three store formats: Hyper stores; Superstores; Value stores, Seven sub-Saharan African countries, Retail space 308704m?, In-
house distribution network, 12 distribution centers, Warehouse space 71 0I0m?, Fleet of 820 commercial vehicles, IS5 000+
employees —98% indigenous staff in countries of operation, Providing customers with more alternatives — we believe that our
customers across Africa are ambitious to improve their standard of living and upscale their shopping experience and us at
Choppies work relentlessly to deliver on that promise, Since inception in 1986 Choppies has grown from a single store in
Botswana to over 200 stores in growing African markets which provide the ideal springboard for further expansion into
neighboring under-serviced markets. Gross margin calculation was done to have an estimate of the difference between total
return and variable costs. The analysis is also easily understandable because of its simplicity (Nayeem et al., 2020).

11. Business Strategy of Choppies

The strategy of Choppies is both low cost and differentiation. They are constantly looking to reduce costs in every step of the
business to offer to the customers the best prices. Their motto is value for your money meaning that they are assuring quality
products to their customers. At the same time, they want to be different than the competitors to have a competitive advantage.
This sector is competitive and Choppies need to be different to attract the customers and increase the market shares. Choppies
have a strong brand name. Their products are all marked with their brand and logo.

12. Comparison between Choppies and SPAR Botswana

The differences between Choppies and Spar have been shown in this chapter. They have something in common which is easy to
compare with. Both of them are successful companies and have huge popularity in the same industry. However, they own a
different business strategy to conduct business performance. Benchmarking in here is aiming at evaluating Choppies’s strategic
management and learning some experiences to improve their strategy and performance better.
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13. Business Model

Retailers further benefit from the merchandising expertise, support services, and benchmarking offered by SPAR, which enables
them to offer a range of products at competitive prices. Voluntary trading further equips retailers with the ability to customize
their product and service offering to be responsive to their local, niche consumer segment needs and expectations. This unlocks
value for both retailers and consumers. To support this value creation, our business model is grounded in SPAR's core business
as a wholesaler and distributor of goods. At each point in the value chain, we support close working relationships with key
stakeholders to enhance our value proposition. We strive to manage our use of resources and the six capitals of value creation
through environmentally and socially sustainable business practices.

14. SWOT Analysis of SPAR
I4.1 Strengths
®  Strengths of SPAR Group Inc. is the first element of the SWOT matrix. According to (Byrne,2018)
®  The geographic presence in different regions can act as one of the major strengths of the organization. It determines
the business's reached to the target market and ensures easy accessibility.
®  The wide product portfolio can allow the organization to expand the customer base and offset the losses from one
product category with benefits obtained from the other.
®  The location advantage can improve the competitive positioning of the firm in various ways, such as- lower cost,
improved accessibility, or enhanced brand image.
*  The well-developed and efficiently integrated IT infrastructure can improve operational efficiency and increase
knowledge of the latest market trends.
" Competent and committed human capital can act as a powerful source of competitive advantage, particularly when
business is service-oriented.
" Workplace diversity can also act as a major business strength, particularly when the organization intends to operate in
the international market.

14.2 Weakness
®  There are gaps in the product range sold by the company. This lack of choice can give a new competitor a foothold in
the market.
*  We need more investment in new technologies. Given the scale of expansion and different geographies the company is
planning to eXpand into, SPAR Group, Inc. needs to put more money in technology to integrate the processes across
the board. Right now the investment in technologies is not at par with the vision of the company.

14.3 Opportunities

*  The exponential growth in the population and particularly in the existing or potential customer segments is a great
growth opportunity for the business organization.

=  The changing customer needs, tastes, and preferences can act as an opportunity if the business organization has good
market knowledge.

*  The development of new technologies to assist the product/ service production and delivery process can be exploited
to embed innovation in business operations. The advanced technological integration can decrease costs, improve
efficiency, and result in the quick introduction of innovative products.

*  Reduction in the interest rates makes the fundraising and financing at lower cost easier for the business organization.

*  Customers may start preferring new and creative products /services as a result of changing tastes.

®  The emergence of new market segments and new niches provide business and product line expansion opportunities.

*  Improvement in the customers- lifestyle and standards mean more consumption on consumer goods and services, and
more opportunities to encourage the purchase (Byrne, 2018).

144 Threats
*  Changing consumer buying behavior from an online channel could be a threat to the existing physical infrastructure is
a driven supply chain model.
®  New technologies developed by the competitor or market disrupt could be a serious threat to the industry in medium
to long term future.
*  The demand for highly profitable products is seasonal in nature and any unlikely event during the peak season may
impact the profitability of the company in the short to medium term.
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15. Conclusion

The theme of this research project is to discuss the importance of strategic management. As people know, it is one of the
compulsory subjects for business students. Nevertheless, why is it so important to learn the knowledge and how to apply the
theory into practice? That is a tough question. Due to the globalization and development of the Internet, it is necessary to know
the knowledge about strategic management for a company. To solve this problem and explore the benefits of strategic
management, this paper was made / by a case study of Choppies Enterprises. It was a difficult task to analyze the strategy of
Choppies because of a lack of experience and information about this enterprise. In the theoretical part, as the strategic
management involved vast quantities of information, this project selected the basic concepts concerning the topic to discuss. And
the strategic analysis as a crucial part was stressed. Thereby the exhaustive analysis of Choppies was made to illustrate the
importance of strategic management and provide a successful experience for more companies. This included the current financial
performance of Choppies, the company's mission and objectives, and corporate governance. Besides, the societal trends affecting
the company were presented along with SWOT analysis. The strategic analysis of Choppies entailed all aspects of environmental
scanning. These included environmental analysis showing how the company is affected by external factors as well as how the
company deals with them. Besides, environmental scanning also included the internal analysis showing aspects of the
organization and its economy. The strategic analysis came together after analyzing a strategy of another Company-Spar and
comparing it to Choppies’s. Two companies had remarkable differences but were noticed to be quite similar after all. Based on
the comparison of the companies 'strategies and despite the similarities, a conclusion was made that H&M should learn
something from Zara but don't need to afraid of it.

16. Scope of the Future Research

When finishing this research it can be found that strategic management has played a significant role in the success of Choppies.
In this research project, it only concentrates on a case study of Choppies. Probably it cannot be applied to other companies or
fields. However, it can be concluded that every company needs an accurate strategy before they explore the market. They should
be clear about the marketing analysis and the advantage, disadvantages, mission, vision, and goals. People can learn some
successful experiences from some examples, but can't copy the strategy from others. Since every company has its way of
operation and characteristics. The author hopes this research project can help Choppies achieve a better performance soon and it
can raise more and more attention to strategic management. There is visionary management where there is the hope of making
Botswana a prosperous nation with better Iiving standards, high per capital income as summarized in Vision 2030 of this nation.
This could only be achieved when all entities are performing well for the benefit of the nation at large.
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