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Abstract— Naftna Industrija Srbije j.s.c. has started the 

transformation from a focused traditional oil and gas 

company to a broad energy major. This equally applies to all 

of its vertically integrated businesses including motor fuel 

retail business in Serbia. Currently, the company is 

dominating the Serbian motor fuel retail market due to its 

crude oil refining facilities, own largest network of stations, 

strong brands, a wide variety of products and services, and 

familiarity with customer's preferences. At the same time, the 

motor fuel retail market started experiencing pressure 

created by the threads of product substitutes - non-fossil fuels. 

Customers are increasingly attached to electric vehicles and 

hybrid electric vehicles, their number is increasing in the 

Serbian market. Entry into the electric vehicle charging 

market in Serbia with charging and battery swapping services 

would be a new strategic initiative of the company creating 

potential value for its businesses. This strategic initiative 

perfectly fits the company’s strategy, helps to fulfill its mission 

and meets the value proposition “drive more miles, enjoy a 

drive”. The strategic initiative also secures the competitive 

advantage of the company consisting of a combination of 

determinants of relatively low costs and differentiation. 
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I. INTRODUCTION  

NIS is one of the largest vertically-integrated oil and gas 

companies in Southeast Europe [1]. Its main activities are 

exploration, production and refining of crude oil and 

natural gas, as well as sales of a wide range of petroleum 

products, including motor or vehicle fuels. The company 

and its key production capacities are based in the Republic 

of Serbia. NIS supplies customers with all types of 

petroleum products of approved quality, oils and lubricants, 

and non-fuel products in the largest retail network in Serbia, 

with more than 330 fuelling stations (B2C and B2B sales). 

As NIS is a large and complex organization, the stress 

in this research will be on one of the downstream 

businesses - the motor fuel retail business in Serbia. In 

order to understand “what the heck is going on?”, it will be 

applied Porter’s Five Forces framework [2]  for the internal 

strategy and the PESTEL model [3]   for the analysis of the 

external macro-environment. 

a) Porter’s Five Forces 

Rivalry between existing competitors: The Serbian 

motor fuel retail market has been growing from 2 to 3 

percent every year since 2009. [1].  The level of 

competition in this market is high. The main competitors of 

NIS are the major Southeast European oil and gas 

companies with strong international brands such as OMV, 

MOL, INA, Slovenian Petrol, Hellenic Petroleum and 

Lukoil. These competitors have their retail networks of 50 

to 100 fuel stations in Serbia. They also have crude oil 

production and large-scale refinery facilities located out of 

Serbia but in a very close neighborhood. Vertically 

integrated competitors maximize their profit in the retail 

market. Also, there are many secondary competitors - small, 

privately-owned companies with unknown private brands 

and inconvenient locations of stations. These competitors 

sell low-quality motor fuel for low prices. The sale of 

secondary goods - non-fuel products via the retail network 

is growing and started competing to fuel sales in terms of 

profit. All competitors introduced loyalty programs. The 

major competitors launched mobile applications with 

added value for customers via personalized services. 

Bargaining power of buyers: The bargaining power of 

buyers in the motor fuel retail market is currently medium 

but with increasing dynamic to high. Motor fuel retail 

prices are calculated on basis of global oil benchmark 

prices. That is why the buyers cannot strongly affect the 

motor fuel prices but could strongly bargain for better fuel 

quality, more services and non-fuel products. The buyers in 

this market are fragmented. They are individuals and 

companies buying the fuel via corporate fuel card programs. 

Individual buyers purchase a small amount of output while 

companies purchase a large amount of fuel. Thus, the 

bargaining power of companies over retailers is stronger 

than the power of individual buyers. As this is a retail 

market, there are many buyers with little share. The recent 

trend of customer demands is mobile applications offering 

personalized services. 

 Bargaining power of suppliers: The suppliers in this 

market are owners of refining facilities producing fuels, 
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traders and wholesalers. As NIS owns two refining large-

scale facilities located in Serbia, it is also a supplier itself 

and it competes to the other suppliers. However, the 

bargaining power of suppliers in the market is relatively 

high. The level of their power depends mainly on logistic 

costs of fuel delivery to retailers, as the fuel price is tied to 

oil price and the difference in fuel prices of suppliers is 

relatively low. Small, privately owned retailers are very 

much dependent on suppliers. Major competitors of NIS 

are less dependent on suppliers, as they mainly sell fuel 

produced by their refineries in the neighborhood of Serbia. 

However, there are some locations in Serbia where the 

delivery of fuel by major competitors from their refineries 

is more expensive than buying fuel on the Serbian market. 

In such cases, they buy motor fuel on the local market from 

local suppliers, including NIS. 

Threat of new entrants: The threat of new entrants is 

relatively low because the entry barriers are high. The 

capital cost of becoming established in the fuel retail 

market is large as it is associated with building up a 

network of stations. The principal barrier to entry is access 

to channels of distribution. The economies of scale also 

affect the newest companies to enter the market. Due to the 

nature of the oil and gas business, the fuel retail market is 

over-regulated. Thus, regulatory requirements, 

environmental, safety and other standards put newcomers 

in a disadvantage position in comparison to the companies 

which are already in the market. Additionally, the market 

is growing slowly which might not be very attractive for 

new entrants. 

Threat of substitutes: The threat of substitutes is 

constantly growing up. The main existing substitutes for 

petrol, diesel and gas (also known as fossil fuels or 

traditional fuels) are non-fossil fuels like biofuels (such as 

bioethanol, biodiesel), hydrogen and electricity. While 

biofuels remain more expensive than traditional fuel, the 

prices of hydrogen and electricity are substantially lower 

than the prices of traditional fuel [4-6]. The costs for 

switching from using traditional fuels to substitutes is low. 

For example, most cars can run on biofuel without major 

changes. The number of electric vehicles and hybrid 

electric vehicles (HEVs), which combine the benefits of 

traditional fuel engines and electric motors, is increasing. 

HEVs are becoming more convenient for customers. 

 

b) PESTEL model 

Political: As Serbia is on the way to the EU, it started 

integrating EU policies. The government envisages future 

support of the main substitutes of traditional fuels. NIS is a 

Serbian company that has strong political support. The 

Serbian state is the second-largest shareholder of NIS. 

Around 17 percent of the total budget of the Republic of 

Serbia is formed by taxes, excises, dividends from NIS. 

Economic: As mentioned in the above analysis the 

Serbian fuel retail market is growing slowly. The 

traditional motor fuel remains more expensive than its 

alternatives. The major part of fuel price forms taxes and 

excises (around 54,9 percent of total fuel retail price). The 

profit margin is mainly affected by the cost of production 

and logistics, i.e. fuel delivery to distribution 

channel/network of fuel stations. NIS has a dominant 

position in the motor fuel retail market in Serbia. 

 Social: The market share of old/used vehicles 

consuming low-quality motor fuel is relatively high in 

Serbia. Fuel retail price policies have a strong social impact. 

Thus, a few price increases on low-quality fuel in the past 

have provoked strike actions in major cities in Serbia. 

Social demand for biofuel and electric vehicles is currently 

low but has a dynamic to grow. 

Technological: The current technology allows retailers 

to increase the level of service convenience and customer 

satisfaction via different mobile applications with 

personalized services and increase efficiency via launching 

self-service fuel stations. 

Environmental: This is the biggest weakness of this 

industry. As traditional fuel engines have significant 

carbon emissions, the retail market is affected by the 

growing focus on environmental and safety requirements. 

Legal: Motor fuel retail business is subject to the 

license granted by the government. Every fuel station is 

registered in form of an independent branch office of the 

company. The fuel quality requirements are relatively low 

in Serbia, while environmental and safety requirements are 

becoming strict. There are also requirements for minimal 

fuel reserves that retailers should keep for state energy 

security. 

Based on the above analysis and diagnosis, it is defined 

the key success factors in the motor fuel retail market in 

Serbia. For an explanation of these key factors, it will be 

used Grant’s book logic. 

II. KEY SUCCESS FACTORS  

In order to explain key success factors in the motor fuel 

retail market in Serbia, let start with answers on two 

questions:  

1) What do customers want? 

2) How do firms survive the competition? 

Answer 1: The customers in the fuel retail market are 

individuals buying fuel for personal needs and companies 

buying fuel for business needs. The individuals’ needs for 

quality and price of fuel are mainly affected by the vehicles 

they drive. As the market share of used vehicles, 

consuming low-quality motor fuel is relatively high in 

Serbia, the major part of individuals choose fuel primarily 

on price. The other individuals choose fuel primary on 

quality, wide fuel range (traditional and alternative fuel), 

non-fuel products and services. The companies choose fuel 

primary on quality and services offered by retailers on basis 

of corporate fuel card programmes. The convenient 

location of fuel stations is the primary need of all the 

customers. 

Answer 2: Competition in the fuel retail market has the 

following dimensions: 1) price and quality of fuel; 2) wide 

range of fuel, non-fuel products and services; 3) network 

coverage. The price competition in the fuel retail market is 

strong. Retail prices of the same quality product is not very 

much different. At the same time, the profit margin is very 

different pending where retailers buy fuel themselves and 

how they deliver fuel to their distribution channels 

(logistics cost). The lower retailers’ fuel purchase price and 
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logistics cost, cause the higher profit margin. Competitive 

differentiation in the fuel retail market is also very strong. 

Substantial part of the profit is coming from the sale of 

premium brand fuels, non-fuel products and services. 

The key success factors in the fuel retail market are the 

combination of the determinants of relatively low cost and 

differentiation. 

As part of customers choose fuel primary on price, then 

cost efficiency is the primary basis for competitive 

advantage and the determinants of relative costs are the key 

success factors. The first key success factor is the access to 

own product via own oil refining facilities. This access is 

available only for vertically integrated retailers, which also 

benefit from the economic scale when the average unit cost 

declines with production volume increases. The second key 

success factor is access to own distribution channels. It 

includes efficient logistics, i.e. ability to deliver fuel from 

refineries or traders to retail networks at low cost, and 

network coverage. Low logistics cost and high network 

coverage increase the profitability of retailers. High retail 

network coverage also increases customers’ convenience, 

as customers have more options - locations of stations and 

could choose the most convenient one at any moment. 

As the other part of customers choose fuel primary on 

differentiation, then differentiation is the primary for 

competitive advantage and the determinants of 

differentiation are the other key success factors. The third 

success factor is strongly international and local brands 

setting up fences within the range of fuel products. The 

fourth key success factor is wide fuel range (traditional and 

alternative fuel), non-fuel products and services. The more 

fuel range, non-fuel products and services retailers offer, 

the more customers come, the more profitable retailers are. 

The fifth key success factor is familiarity with or 

knowledge of customers’ preferences. Based on this 

knowledge retailers started launching mobile applications 

offering personalized services. 

III. ASSESSMENT OF NIS’S RESOURCES AND CAPABILITIES 

There are two tangible resources relevant to the key 

success factors in the fuel retail market generating streams 

of profit to NIS and creating values for customers: 1) NIS 

refining large scale facilities (own product); and 2) NIS 

large retail network of stations. 

 

Tangible resources 

Sales of fuel produced by its refining facilities allow 

NIS to eliminate the bargaining power of the other fuel 

suppliers and avoid associated costs. Being a fuel supplier 

itself, NIS competes with the other fuel suppliers in the 

retail market and has bargaining power over the other fuel 

retailers. Own retail network allows NIS to avoid additional 

logistics and distribution costs, so that low logistics costs 

and high network coverage increases the profitability of 

NISThe combination of own refining facilities and own 

retail network also creates the economics of scale for NIS 

when the average unit cost declines with production 

volume increases, and increase in sales generates an 

increase in profit. 

Refining facilities in Serbia are not widely available 

resources within the industry in Serbia, as there are no any 

other refining facilities in Serbia. NIS has the largest retail 

network consisting of 330 fuel stations located all over 

Serbia. The major competitors have from 40 to 100 stations 

each. It means that NIS has the largest coverage that is 

sufficient to win the competition. 

NIS refinery is a durable resource that supports its 

competitive advantage over the long term. In order to meet 

the technological innovation challenges, NIS regularly 

upgrades its refining facilities. These upgrades not only 

improve the quality of outputs but also increase the 

production of better quality fuels (more profitable fuels). In 

order to keep a competitive advantage of the largest retailer 

in Serbia, NIS constantly increases the network coverage 

by building up new fuel stations and taking stations in 

leasehold and by the systematic technological upgrade of 

operating stations. 

NIS refining facilities and the network are immobile 

and are not transferable. They are specific to Serbia and 

cannot be relocated. The economic efficiency of the 

refinery is tied to the local production of crude oil. The 

economic efficiency of the network is tied to the close 

location of refining facilities. 

NIS refining facilities and the network are not 

replicable. They cannot be acquired as NIS does not sell 

them. Theoretically, competitors could build up a refinery 

in Serbia. Construction of new refinery requires a capital 

investment of approximately 2 billion EURO. Serbian 

retail market size and slow market growth would not allow 

competitors to place the total volume of produced fuel in 

Serbia. Hence, the construction of another refinery in 

Serbia is not economically justified. The competitors are 

also constantly expanding their networks. However, Serbia 

is already largely covered by different networks of the 

station. The number of available, potentially “profitable” 

locations is limited. 

Intangible resources 

There are two intangible resources relevant to the key 

success factors in the fuel retail market generating profits 

to NIS via differentiation: 1) Strong premium international 

brand “GAZPROM”; and 2) Strong mass market national 

brand “NIS”. NIS’s rights to both brands are duly registered 

and legally protected in Serbia and the whole Balkan region. 

These two NIS brands divide the Serbian fuel retail 

market into two segments: 1) quality segment with the wide 

range of fuel products, non-fuel products and personalized 

services - around 20 percent of the market covered by 

premium international brand Gazprom; and 2) price 

segment with minimal range of fuel products and limited 

services - 80 percent of the market covered by mass market 

national brand NIS. 

So far NIS has reached a 43 percent share of the fuel 

retail market in Serbia also because of strong awareness 

and attractiveness factors both are with indicators of more 

than 90 percent. High indicators of these driving factors of 

market share have been built mainly based on strong 

national brand NIS. 

Both NIS brands show remarkable resistance to time. 

Especially, NIS brand has been the Serbian retail market 

leader for over a half-century. International brands of 

competitors compete with the international brand Gazprom 

in Serbia. However, they lose the competition to strong 
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local brand NIS because they are less productive when 

detached from their original home. Thus, Hungarian 

international brand MOL and Austrian international brand 

OMV lose strong value when transferred to Serbia from 

Hungary and Austria respectively. 

 

Human resources 

Being highly rated in the Best Serbian Employers list 

on annual basis, NIS is able to attract the best-skilled 

employees on the market. Since its day of incorporation in 

1949, NIS has been giving a feeling of stable employment. 

The average length of time an employee stays with NIS is 

almost 60 percent above the market average in Serbia. NIS 

has complex professional training programmes and training 

centres located all over Serbia. NIS created capacities for 

communication and collaboration of employees. There are 

several company programmes stimulating employees to 

improve processes and organisation of work. For example, 

NIS programme “I have an idea” stimulates employees to 

increase efficiency and receive different awards. NIS 

employees have opportunities for promotion and 

movement within the largest retail network in Serbia. 

 

Capabilities 

The key capability of NIS is the organization of 

different complex activities (businesses) within the 

company with administrative costs which are substantially 

lower than the transaction costs of organizing the same 

activities through the market. This capability is relevant to 

the key success factors in the fuel retail market and is a 

competitive advantage generating streams of profit to NIS 

via operational efficiency. The capability arises not only 

from cost saving via physical integration of different 

complex processes but also from an increase of efficiency 

of processes. 

This key capability may not be easily copied and/or 

moved to another company because it combines multiple 

resources and complex personalized tools for process 

improvement (for example, Lean, Six Sigma and Etalon) 

embedded in NIS management systems. As it is so complex, 

the competitors do not have the information about all the 

multiple resources and, therefore, cannot simply copy and 

paste this capacity. 

IV. STRATEGIC OPTIONS  

Based on the above analysis, I would like to review 

three strategic options addressing the company’s moves 

towards its challenges and threats of substitute products on 

the motor fuel retail market (see Fig. 1 Strategic Options’ 

Comparison). This review of strategic options elaborates 

the value creating opportunities of entering into: 1) electric 

vehicles charging market, 2) biofuels vehicles refueling 

market and 3) hydrogen-cell-vehicles refueling market, in 

the light of the key success factors. 

 

Option I: Entry into electric vehicles charging market 

Electric vehicles and hybrid electric vehicles are 

gaining market momentum. Consumers are increasingly 

attracted to EVs. The race is now on to provide the 

infrastructure to support the charging of EVs / HEVs and 

electric battery swapping. The electric vehicle charging 

market would be a new market for our company with new 

customers driving EVs and some existing customers 

driving HEVs. In this strategic option electricity charging 

and electric battery swapping would be new products and 

services provided by NIS on the retail market. 

Access to own product: NIS, jointly with the partner, 

are currently building up the electricity generation facility 

in the city of Panchevo in Serbia. This facility or power 

plan will be able to produce up to 200 MWt of electricity 

and will be put in operation in the third quarter of 2020. 

One part of the generated electricity will be supplied 

directly to NIS crude oil refining facilities. The other part 

will be available for sale on the Serbian market and will be 

supplied to customers via Serbian state-owned electric grid. 

This means that NIS will have access to its own product (i.e. 

electricity) on the electric vehicle charging market. The 

bargaining power of electricity suppliers over NIS would 

be relatively low as NIS would be able to compete with 

them. NIS would have enough electricity for its customers. 

Access to own generated electricity will be the basis for 

cost efficiency securing NIS competitive advantage in the 

retail market.  

 
Fig. 1 Strategic options’ comparison 

Access to own distribution network: It is worth 

mentioning that nowadays it is uncertain how / where the 

drivers of EVs will choose to charge them and to swap the 

electric batteries. Preferred charging methods are likely to 

vary by location. The drivers living in big cities may 

require dispersed charge points or choose to stop at a 

charging facility integrated into existing fuel stations that 

they are accustomed today [9]. Thus, electric vehicle 

charging facilities might be easily integrated with some 

investments into the existing NIS retail network of fuel 

stations. As described above, NIS has the largest network 

of fuel stations in Serbia. Additionally, NIS possesses over 

20.000 real estate items located all over Serbia which are 

available for installation of charging facilities. This all 

together would create a high retail network coverage 

increasing customers’ convenience as customers have more 

options - locations of charging facilities and could choose 

the most convenient at any moment. At the same time, the 

cost of transmission of electricity generated by NIS to 

electric vehicle charging facilities installed into NIS retail 

network would be relatively low. 

Strong brands, wide range of products and services, 

familiarity with customers preferences: The existing 

premium international brand “Gazprom” and mass market 

national brand “NIS” might be easily extended on new 

products and services: electricity charging and electric 

battery swapping. Both brands are strongly attached to the 

energy market and could keep the same retail market 

segments division: 
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1) premium segment with the wide range of non-

fuel / non-electricity products and personalized services 

as NIS offers to exciting customers on fuel retail market 

and new services including battery swapping services; 

and  

2) price segment with minimal services.  

The vast majority of drivers of EVs previously drove 

fuel engine vehicles. Some of them are already existing 

customers of NIS like the drivers of HEVs. They are 

already familiar with NIS and are loyal to these existing 

strong brands. At the same time, NIS is already familiar 

with those customers and could offer them extended 

personalized services covering their new needs related to 

electric vehicles. 

 

Option II: Entry into biofuel vehicles refuelling 

market 

Another type of the new generation of environmentally 

friendly vehicles are biofuel vehicles which are also 

gaining momentum. Biofuel vehicles are being designed to 

run a number of different biofuels like biodiesel and 

bioethanol. The latter both can be used as the fuel for 

vehicles in their pure forms. However, more often they are 

blended with petrol (up to 10% bioethanol) or diesel (up to 

5% biodiesel) (Peckham, 2007). The biofuel vehicles retail 

market would be another new market for our company with 

new customers driving vehicles with engines running on 

biofuels and with hybrid engines. In this strategic option, 

biofuels would be the new products provided by NIS on the 

retail market. 

Access to own product: NIS does not have access to 

its own product. NIS does not produce biofuels. The biofuel 

production industry is not developed in Serbia, as it 

requires high capital investments. Biofuel production 

requires large plants and specialized complex equipment 

[4]. It is not only expensive but also a time-consuming 

business requiring permits and government licensing. 

Suppliers of biofuels would have extremely high 

bargaining power over NIS, taking a substantial part of NIS 

profit margins from retail sales. 

Access to own distribution network: It is clear how 

drivers of biofuel vehicles will refuel them. They will likely 

choose existing fuel stations that they are accustomed today. 

Biofuels could be easily distributed via existing NIS retail 

network without major investments in restructuring. 

Strong brands, wide range of products and services, 

familiarity with customers’ preferences: The existing 

premium international brand “Gazprom” and mass market 

national brand “NIS” might be also extended on new 

products - biofuels with retail market segmentation similar 

to traditional fuel market. Similar to the above strategic 

option with electric vehicles, the customers of biofuels 

would be familiar with NIS, its bands and NIS would be 

familiar with customers’ preferences. 

 

Option III: Entry into hydrogen-cell-vehicles 

refuelling market 

Another alternative to traditional fuel engine vehicles 

are hydrogen-fuel-cell vehicles using hydrogen and oxygen 

to produce electricity, which runs a motor. The hydrogen-

cell-vehicles refuelling market would be another new 

market for our company with new customers driving that 

type of vehicle. 

Access to own product: Hydrogen does not exist in 

convenient reservoirs or deposits and can be produced by 

thermochemical or pyrolytic methods [8]. NIS does not 

have a hydrogen production facility. There is no hydrogen 

production facility in Serbia. 

Access to own distribution network: The drivers of 

fuel cell hydrogen vehicles will likely use existing fuel 

stations that they are accustomed today. Hydrogen fuelling 

facilities might be integrated with some investments into 

NIS existing network of stations. 

Strong brands, the wide range of products and 

services, familiarity with customers’ preferences: The 

existing brands might be also extended on a new product - 

hydrogen with retail market segmentation similar to the 

traditional fuel market. Similar to the above strategic 

options, the customers would be familiar with NIS, its 

bands and NIS would be familiar with customers’ 

preferences. 

V. DISCUSSION  

All three described above strategic options are 

positioned in Horizon Two: Nurture Emerging Businesses. 

Each of the three options envisages taking what NIS 

already does have and extending it into new areas of profit-

driving activities. All three options include NIS extension 

of the current retail business model via expanding core 

retail business into new energy markets and launching new 

energy products and services. 

These new products are substitutes to traditional fossil 

fuels threatening NIS fuel retail core business. 

The only difference between new strategic options is 

the availability of access to own product. Only in the first 

strategic option of entering into the electric vehicle 

charging market, NIS will have the access to its own 

product, i.e. generated electricity. In the other two options, 

NIS currently does not produce its own products, i.e. 

biofuels and hydrogen. The latter is a few steps behind the 

electricity and biofuels, as requires new technology and has 

a further horizon. 

As Horizon Two is the bridge to the point where NIS 

plans to be in the future, all three strategic options are steps 

on the way of NIS transition from a focused oil and gas 

traditional company to a broad energy major. Entering into 

new energy markets with new energy products, NIS is 

building new expertise and diversifying one of its core 

businesses - fuel retail business. Thus, the suggested 

strategic options may be considered the “bridging” 

opportunities of NIS. 

Based on the analysis above, the strategic option of 

entering into the electric vehicle charging market should 

have priority for NIS at this time. The market analysis 

revealed that the traditional motor fuel retail market is 

under high pressure created by threats of non-fossil fuel 

substitutes like biofuels, electricity and hydrogen. These 

substitutes already have started replacing traditional motor 

fuel. It is most likely that substitutes would totally replace 

traditional fuel at some point in the future. 

 



19 

 

According to the data available on the Serbian market, 

the number of EVs and HEVs is growing faster than the 

number of vehicles running on pure biofuels and/or 

hydrogen (see Fig 2. Number of Vehicles in Serbia). 

Taking into consideration this data and NIS access to own 

generated electricity, the entry into electric vehicles 

charging market should be prioritized. 

 

Fig. 2 Number of vehicles in Serbia (Source: Annual data 2018 of the 

Serbian State Traffic Agency) 

In terms of the Strategy Diamond by Hambrick the 

chosen strategy initiative would have the following brief 

description [7]. 

Arenas: NIS intends: 1) generate electricity; 2) charge 

EVs and HEVs; 3) sell batteries for electric vehicles; and 4) 

provide electric batteries swapping services in different 

segments of the retail market in Serbia. 

Vehicles: New product - electricity will be generated 

by the power plant constructed by NIS jointly with the 

partner. Acquisition and installation of charging facilities 

into the existing network and available own locations will 

be done at NIS expense, i.e. self-financed from its free cash 

flow. NIS will heavily focus on innovation in technology 

and on adjusting its existing retail business model to the 

electric vehicle charging business. 

Differentiators: NIS might attract customers to choose 

its product and services via: 

1) price covered by mass market national brand “NIS”;  

2) product quality and wide range of non-fuel products 

and services covered by premium brand “Gazprom”;  

3) convenience and accessibility provided by the 

existing network of stations.;  

4) familiarity with customers preferences; and  

5) existing value proposition - drive more miles and 

enjoy the drive. 

Staging &  Pacing: NIS  would  start  installing  electric  

charging  facilities  in  four stages:  

1) international highways;  

2) major cities;  

3) small cities; and  

4) rural areas.  

The first and second stages would be executed by the 

third quarter of 2020 when the new electricity generating 

facility would be operational. The third and fourth stages 

would be executed pending on the results of the execution 

of the previous stages. 

Economic logic: NIS would benefit from the sale of its 

own generated electricity via its own existing network of 

stations and available locations under two strong brands 

similar to the fossil fuel retail business model described 

above. Economics scale would also work for NIS. 

Entering the electric vehicle charging market with a few 

pilot projects in major cities, as the first step of execution, 

might help NIS to gain the required experience, necessary 

expertise and mitigate the relevant execution risks. The 

following leading indicators would allow NIS to anticipate 

success or failure of implementation of the above strategic 

initiative: 1) NIS market share in electric vehicles charging 

market; and 2) revenue stream generated by this business 

in comparison to the revenue generated by fossil fuel sales. 

NIS strategy envisages the company’s transformation 

from the traditional oil and gas company to the broad 

energy major of the Balkan region. The entry into the 

electric vehicle charging market in Serbia is a logical and 

required step, laying in Horizon Two, towards NIS strategic 

target of becoming the broad energy major. 

The mission of NIS declares that the company supplies 

the people of the Balkan region with the energy for progress 

making. Charging electric vehicles might be a new business 

helping the company to fulfill its mission. 

The value proposition of NIS products on the retail 

market is “drive more miles and enjoy a drive”. The broad 

meaning of this value proposition allows NIS to supply 

customers with any product and service which help them to 

drive more miles and enjoy a drive. Charging and battery 

swapping services would certainly contribute to this value 

proposition. 

Thus, the strategic option of entering into the electric 

vehicle charging market perfectly fits to the company's 

strategy, helps to fulfill its mission and meets the value 

proposition. 

This strategic option also secures the competitive 

advantage of NIS consisting of the combination of 

determinants of relatively low costs and differentiation 

such as the access to own product, the access to own 

distribution channel, the strong brands, the wide variety of 

products and services and the familiarity with customers’ 

preferences. 

VI. CONCLUSIONS  

NIS is not the only producer of oil & gas, it is rather a 

company for the distribution of oil & gas products. In order 

to meet requirements from new customers who have hybrid 

and electric vehicles, NIS decided to meet challenges from 

these customers with the new strategy. This strategy 

envisages the company’s transformation from the 

traditional oil and gas company to the broad energy major 

of the Balkan region. The entry into the electric vehicle 

charging market in Serbia is a logical and required step, 

laying in Horizon Two, towards NIS strategic target of 

becoming the broad energy major. In this paper are 

discussed some of the aspects of this strategy assignment. 
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