
Executive Summary
  

The resource based view emphasizes the internal capabilities of the organization in formulating strategy to achieve a sustainable competitive advantage in its markets & industries. In this exercise of analyzing the SWOT for the J.M.Smuckers Company, we have been trying to identify its capabilities within the value chain activities that provide it with competitive advantage.

Based on the resource based view, we have calculated the EVA and then analyzed the resources and capabilities, translating into SWOT of the organization. The EVA for the present year is coming to negative USD $0.8 mn. This is due to the fact that the company has acquired the Folger’s coffee brand and paid dividends to its existing share holders. The entire deal was to the tune of USD $3 billion, which clearly indicates the obvious reason. Even though the EVA is largely on the negative side as of now, an assessment done with the tangible & intangible resources and capabilities surely brings the company in good light.

The Strengths of the company come out as Market Reputation, Product Portfolio, Supplier Relations, Financial Management & Company Management; where as weakness of the company appears to be Size of the company, lack of research & development, dependency on large retailers & distributors. Opportunities are Expansion through Inorganic acquisitions, Leverage acquired expertise on renewable energy source utilization & economies of scale, increase focus on new forms of distribution & customer acquisition where as Threats seem to be Acquisition by Bigger players, Single product Replication by small suppliers, Legal compliance fall back, Lack of consumer demand & hence problems with cash flows.

In light of the analysis it is recommended that the company should retain its focus on its impeccable finance management & growth strategy, while leveraging its competence in cost and resource management and look at expanding its channels of distribution keeping in mind the compliance issues.

Analysis

This section attempts to analyze the tangible and intangible resources and capabilities of The J.M.Smuckers Company and thereby come up with clear Strengths, Weakness, Opportunities and Threats to the organization.
 SWOT Analysis of Smucker’s:

Strengths

Leaders in the market of jams, jellies and preserves in the US. They’re customer centric and very employee friendly and hence features in the top quartile of the Fortune’s 100 Best Employers. They have earned the record of ‘Best Overall Deal and Breakthrough Deal’ in 2002 for their outlook and thoughts on Innovativeness and freshness of ideas. The company has been the market leader in a number of different food categories and also increased in the market share with excellent marketing, advertising techniques adopted. They have good levels of public interactions and publicity programs and focused portfolios. J.M.Smuckers have great use of all resources thereby being cost effective by providing excellent product portfolio with innovativeness and healthy options. 

There are numerous acquisitions and excellent management

 that spread across over 45 countries and very successful in Latin America. The company have 

constant increase in revenues with excellent brand management and constant efforts to grow their brand successfully. They also have an excellent customer relationship management.

Weaknesses

There several small operations and limited product line that J.M.Smuckers face. In order to improve some processes within some of their operations they needed to get rid of some of the outdated technology and facilities lead to failure of the business like Mrs. Smith. Also with the post acquisition of Crisco the company has been faced with a fall in sales.

Opportunities

There are many opportunities with the acquisitions like Crisco and JIF add to the total brands of the company. Also these acquisitions allows a more expansion in terms of the sales, profits, and cash flows for the overall company.Newer acquisition strategies and growth strategies can be implemented to improve the overall growth of the company. The newest and most advanced form of information is becoming a major part of the project to help the company reach out to number of customers. Also the use of several newer systems would help the company to grow back to a respectable amount when the company can also use newer technology for the cartridge. 
The company also requires to keep in track with several other acts and to comply with several standard requirements and regulation requirements.The company could also brand extension into breads.

Threats

As the recession is nearly over with the suppliers have a major impact on the business. The company has a high level of dependency on the suppliers and the major suppliers of the company include Wal Mart which has almost 24% of the company’s total sales. The company has several smaller brands that it possesses and the business portfolio like that of Smucker’s. There are an abundant of substitutes available that lead the company to be faced with a threat and this company is not faced by a single company as competition and currently the company has three main competitors, a) Unilever, b) Kraft Foods, and c) Conagra Foods.  Since the company deals with food industry, there are several rules that they need to adhere to. The economical factors include several others like the slowdown of the country and the recession that is faced. The level of demand has see a continuous growth and increase, which can lead the promoting the product on the store shelves.

Tangible Resources

Physical Resources: Smuckers is present in the domain of manufacturing & marketing products. It has products in more than 11 categories & has more than 10 brands. Smuckers owns manufacturing plants across 18 locations in the United States and 3 locations in Canada. The J.M. Smucker Company has over 2,700 employees worldwide and distributes products in more than 45 countries. The outlook of Smuckers is to build facilities at locations, which are central to supplier locations as well as customers. The Company has implemented and managed a variety of programs, including the utilization of renewable energy technology, improved wastewater management, increased usage of sustainable raw materials, and reuse of resources rather than consuming new ones. 

The company has a strong presence of assets as evident from the annual report, growing significantly over the last 5 years. The company is however, small in terms of the market competitors like Levers, Kraft foods & ConAgra, & also since it is a publicly listed company, there can be a threat of an acquisition by its peers. However, given the way the company is growing, there is a possibility that it treads shoulder to shoulder with such peers in near times. At the same time, there should be a caution on putting all eggs in a single basket in terms of customers or distributors, since this may at any time backfire.

Financial Resources

 Smuckers has grown inorganically by many mergers and acquisitions over the last few years. It acquired brands like Jif, Crisco from P& G at about US $ 1 billion, bought Multifoods at about US $ 840 million and increased its portfolio by brands Pillsbury®, Hungry Jack®; Martha White®, Pet® in the US. In Canada, Smucker significantly increased presence with the addition of No. 1 brands such as Robin Hood® and Bick's® and also forayed in the ethnic food category with Golden Temple®. The company recently merged with The Folgers’s coffee company and acquired brands Folgers, Millstone & Dunkin Donuts. The company has a debt equity ratio of 25: 75%, & a strong goodwill to generate cash from the market through multiple sources for any future acquisitions. The main sources of inflows are operations plus credit facilities where as the main outflows are raw materials, dividends, capital expenses & pension provisions.

The acquisitions result in a platform for growth by increasing the scale of operations, significant cost savings by economies of scale & hence synergies in cost savings. The Company has historically maintained strong dividend practice and maintains its investment grade rating profile. The 5 year trailing dividend growth rate comes to 7% & the free cash flow pay out ration comes to 55% with a dividend yield of 2.7%. The stock market reports all indicate Smuckers as a sound financially managed company with a strong balance sheet and a promising future. 

Human Resources: The J.M. Smucker Company was founded by a dedicated, honest, forward-looking businessman, J.M. Smucker. Because he made a quality product, sold it at a fair price, and followed sound policies, the Company prospered. 
The same principles serve as guideposts for decision-making and daily interactions with consumers, customers, employees, suppliers, communities, and shareholders, even today. The Top management at Smucker's is said to be quite accessible, and the corporate culture relaxed and informal. Employees call each other by first names, and top managers meet with employees at all major U.S. facilities twice a year. Christmas bonus checks for every employee are calculated at 2 percent of salary, and the bonus also includes a gift and a turkey. The J.M. Smucker Company has over 2,700 employees worldwide and distributes products in more than 45 countries. The J.M. Smucker Company has been consistently recognized as one of the 100 best companies to work for by Fortune Magazine. Awarded the #1 company to work for in 2004. 

Technical Resources

Smuckers has implemented and managed a variety of programs, including the utilization of renewable energy technology, improved wastewater management, increased usage of sustainable raw materials, and reuse of resources rather than consuming new ones. The company also has adopted modern of distribution and customer promotion & retention through the internet. 
Intellectual Resources
A search on the company website with “Patents” gives zero search results. The amount of monies spent, as indicated in the annual report over the last few years is also minimum. The company’s approach looks more towards acquiring businesses than putting monies in Research & development.

Goodwill

A reputed business house, a customer’s brand, a strong stock, honest business practices, a people focus & a committed work force appear to be key strengths of The J.M.Smuckers Company. In addition to this, the goodwill has been increasing by acquisition of leading brands over the last few years. The company has also been spending a good amount on advertising and promotions & has generated an admirable level of consumer preference & loyalty.

Innovation

The company has been offering products through a variety of product & marketing innovations and focusing on quality & implementation of the same. The quoted innovations in Coffee & Bakery, as well as innovations in terms of utilization of alternate energy sources, cost and production efficiency has helped the company achieve positive results. However, given the increasing preferences towards health foods, the company should spend some of its efforts in this direction or look at potential players with this competence.

Architecture

The internal architecture in terms of products processes & human resources pose a strong front. On the external front, the company’s policy on its portal explicitly reflects its strong values. The intent of clear & fair communication & building strong relationships with suppliers is again a winner.
Reputation

The company has won various awards and credentials from the community at large. The J.M. Smucker Company is consistently recognized as one of the 100 best companies to work for by Fortune Magazine. It was awarded the #1 company to work for in 2004. In 2003, The J.M. Smucker Company was selected as one of the 100 best corporate citizens by Business Ethics Magazine. The Parents Television Council has repeatedly honored The J.M. Smucker Company, including recognition of being the most responsible advertiser in the country. 
Standard & Poor's, one of the world's foremost providers of financial market data, announced in November 2008 that The J.M. Smucker Company would be included in the S&P 500; a market index that represents 500 of the largest publicly traded U.S. companies as measured by their market capitalization. The company is also favored by stock broking houses & analysts as a strong contender for a long term investment. 
The company’s association with reputed brands like Kellogg & P&G adds further credibility to its 130 year long history. Having said this, the company should maintain its focus towards quality processes and legal compliance, since the cost of a miss can prove quite expensive.
Conclusion

J.M. Smuckers has a major market share in the current time. The company has several strengths that it can use to the benefit of the company and can easily develop a better brand image as well. The current brand image and brand perception of the company by the customers is excellent making them a major player in the markets. However it is essential for the company to capitalise on its strengths and discount on the weaknesses. Also, there are clearly numerous opportunities for the company which can be taken up and used to extend the brand and also improve the overall performance of the company.
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