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[bookmark: _Toc93935217]EXECUTIVE SUMMARY

The customer journey is a vital component in assisting brands to develop an understanding of their customer’s expectations, these expectations a crucial factor in optimising the overall customer experience (Johnston, 2017).  The delivery of robust customer care, that defines the consumer experience is essential to  retain consumer loyalty. Thus, a more cost-effective approach, compared to consumer acquisition (Edwardson,2018).

This report seeks to strategically analyse the current positioning of online fashion retailer ASOS, in light of the Covid- 19 pandemic. Key strategic management framework’s including Porter’s Value Chain analysis, and Bowman’s Strategy clock will be utilised. In doing so, current strategies upheld by ASOS will be identified, and opportunities will be explored for ASOS to enhance its customer care.  

Considerations will made towards sustainability, with a focus on achieving competitive advantage with the consumer at the forefront. 
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The economic impact of the fashion industry within the UK is vast, with the industry reaching a worth of 60.3 billion during 2020 (MarketLine, 2021). Consequently, the Covid-19 pandemic has challenged this, with issues surrounding supply and demand predicted to reduce the industry’s revenue by around 27 – 30%. To adequately navigate the factors affecting business’s ability to grow and prosper, managers are seeking to employ processes by where competitive advantage is gained through the optimal market positioning of the business (Wilson., et al 2018).

Such positioning can be attained through the implementation of strategic management, since this process outlines internal and external competitive demands (Whittington, 2019). Thus, the process of strategic management is an all-encompassing approach designed to articulate, implement, and analyse managerial decisions by means that permits the business to attain its overall objectives (Javed, 2020). The strategic management process is centred upon evaluating internal, and external competencies of the business to identify and implement change. Therefore, strategic management tools will be applied within this report, to underpin how ASOS can strategically move forward amidst the Covid-19 pandemic. The application of Porter’s value chain analysis, Porter’s five forces and Bowman’s strategy clock, will be employed to examine how ASOS can re-shape the organisation, in terms of delivering customer care.

McKinsey (2020) The Care of One, Hyper-personalisation of Customer Care indicates consumers are crucial within any organisation. Since no customers, there are no sales, and subsequently no revenue or profit. 
[bookmark: _Toc93934182]Since consumer expectations are evolving, organisations are to deliver value adding experiences, to strengthen the relationship between the consumer and the brand. Jain (2019) notes due to a shift in the consumer landscape, an organisations focus should now be upon maximising value offered to consumers, rather than maximising financial performance. Therefore, this report seeks to explore how ASOS can adopt a resilient approach to delivering innovative customer care. Consideration will be placed on ASOS social responsibility to sustainability and how the brand can achieve competitive advantage within a heavily populated marketplace. 

[bookmark: _Toc93935219]COMPANY BACKGROUND: 


Business Sector:
Fashion products and retail

Operating Geography:
Europe, U.S., Australia

Revenue
£ 2,733.5 million – FY ending 31st August 2020 (y-o-y growth of +13%)
£ 2,417.3 million – FY ending 31st August 2019

ASOS (As Seen On Screen) PLC. is a UK based online-only fashion retailer. The company was founded in the year 2000, and within the last 20 years, it has become the largest online retailer (Deloitte, 2020). ASOS product line ranges from global high-street brands to its own line of clothing, diversifying in all types of products offering a varied pricing structure. As the modus operandi of the company is online only, it is highly dependent on its distribution system, which promotes a one-day delivery service. It is currently operating and expanding in the Europe, U.S and Australia regions, with a strong customer base of individuals between 16 -34. The company asserts to be authentic, brave, and creative to its core, with all 4000+ of its labour force (as of January 2021) putting themselves in their customers’ shoes, when strategically sourcing solutions (ASOS,2020).

Driven by its core values; Authentic, Brave, Creative, ASOS' unique selling point (USP), focuses on designing and curating the most relevant fashion, face, and body products for every fashion loving 20-something, whilst delivering engaging digital experiences on their social media platforms. This tactic has enabled ASOS to be viewed as the leading online fashion retailer, within the lifestyle and retail sector 2020.  Exclusive product range, brand choices, and consistent innovation continue to differentiate ASOS’ from its competition, thus presenting ASOS with dominance within the marketplace. 


[bookmark: _Toc93934183][bookmark: _Toc93935220]VALUE CHAIN ANALYSIS


Porter’s Value Chain Analysis, is a strategic tool which conceptualizes inbound and outbound business activities, required to deliver a product or service to a consumer. The higher the value created by a brand, the higher the profit margin, thus delivering competitive advantage (Linkov et al., 2020).  In view of work put forward by Nicholls & Watson (2005) an E-value chain analysis will be applied below. On account of ASOS being an online-only retailer, some primary and supporting activities will be combined within the analysis.  Therefore, HRM, operations, service and technology will be addressed under ‘Firm Infrastructure’, and inbound and outbound activities will be explored throughout ‘Logistics & Fulfilment’, while Marketing and Sales exist in line with Porter’s value chain (Nicholls & Watson, 2005). 

FIRM INFRASTRUCTURE

ASOS PLC is a public limited company, this giving the public open access to the company’s shares on the Alternative Investment Market (AIM). Nick Beighton, (founder and former CEO) stated that the brand took this approach, as strategically they prefer to invest in budling infrastructure to support the growth of the brand.

Mckinsey & Co (2010), comments on this move, with the view that the AIM enabled ASOS to augment capital, thus providing greater opportunity for financial growth. Since growth is linked with operational volume increase, economies of scale follow (Cumming et al., 2019). ASOS made use of this to pioneer the management of high-volume fast fashion, reduce outgoings and increase production on a global scale. This approach is considered as a key selling factor (KSF), enabling ASOS to achieve organic growth (Chang, 2017).

A further operational success and KSF for ASOS can be attributed to the brands management of product life cycle, despite turbulent times surrounding the pandemic and supply chain constraints.  ASOS retails over 75,000 branded and own brand products through its e-commerce channels, Figure 1 below depicts the strategic position of ASOS, with respect to the various product portfolio offered by the brand. 

[image: Table

Description automatically generated]
Figure 1: Boston Matrix Application of ASOS

The stars category represents rapid growth of products, thus making them market leaders. This is indicative in the high growth shown by Collusion and ASOS 405, with a growth rate of 89% respectively (ASOS PLC, 2020). The two brands have acquired a position within the top ten among all the brands that are sold on ASOS website, thus demonstrating high market share. According to Deloitte (2020), ASOS brands which permit high margins, offers more than 40% of the revenue to the company in the future.

The question mark category indicates products that are in the nascent stage, holding little monetary value. Brands expect high value growth from products existing within the range of question marks, and therefore invest heavily within this category (Christopher,2016). However, the expectations of customers are different in this category (Nash,2019), with ASOS reporting to liaise with industry experts to estimate sales growth of such products and how to move forward. Whilst for instance, sportswear globally was a dominant trend within the fashion industry,  the range only facilitated a 50% growth in sales for ASOS this could be attributed to the Covid-19 lockdowns and divergent expectations of the consumer during this time. 
ASOS has since reformed the target demographic within this sector, and places significant investment with aims to penetrate the global market share (ASOS, PLC 2022). 

Those products or services which were expected to give high return but could not perform well are labelled as Dogs. The reason for non-performance can be poor market response or fast changing trends within the sector (Ross, 2014). The Topshop acquisition saw ASOS refrain from purchasing the bricks and mortar stores as these did not provide adequate sales. Furthermore, the investment also excluded the purchase of Topshop distribution centres, this reinforcing that ASOS minimized investments in the core Topshop brand, as it was perceived to hold little monetary return.

The Cash Cows region signifies products or services that are market leaders, in either a matured or stagnated market. Companies need to invest the bare minimum to uphold its position within this category, but the benefits remain significant (Moretto et al., 2018). Operationally, ASOS generates the highest revenue from its casual and formal portfolio, retaining 20.3 million active online users from around 200 countries (ASOS PLC, 2021). Furthermore, ASOS charges 20% commission to the third-party brands operating their platform. Thus, for the clothing segment its market has matured, and the only investments required are for the stable running of warehouses and the websites (Boysen& Weidinger, 2019).


Moreover, the brand’s investment in both people and technology can be viewed as a KSF.  ASOS operates within the e-retail service sector of the industry, placing high importance upon human capital (Kalia & Paul, 2021). ASOS openly share that a fun and engaging workplace is intended for it’s over 700 employees, of which are typically young, fashion-conscious individuals. These characteristics are representative of that of the ASOS target consumer, which enables the brand to effectively understand and meet the needs of their consumer. Larson, (2018) notes that with such a large pool of talent almost indicative of the intended consumer, the organisational culture within ASOS is a contributing factor to the brand gaining competitive advantage. 

ASOS has deployed technological advances throughout the business, accelerating its focus on digital technology when navigating the Covid-19 pandemic.  Noticeably, the brand gained competitive advantage through scaling up on Augmented Reality (AR) to recreate the fitting process for consumers. Rhee (2021), highlights the success of this, stating ASOS has strategically taken advantage of the changes in consumer shopping behaviour’s, with a customer focus at the forefront of all innovations.  Since 2016, ASOS has invested around 24.5 million pounds within technology platforms, including that of AI, voice-based search, and visual representation search (ASOS PLC Reports, 2021). 

The hybrid cloud infrastructure adopted by ASOS also contributes to its success (Ahmad and Miskon, 2021). The cloud platform allows for the integration of data previously provided by the consumer to be stored. This enables the accumulation of previous sales history, feedback, and social media profiling to be managed across a range of online channels, delivering a more seamless shopping experience in the future. Cloud computing technology has been commended for playing a crucial role within the logistics and supply chain of ASOS. The automation of data-analytics is viewed as fundamental in online channels to deliver consumers a vigorous and more efficient service to the consumer (Kumar, 2016). The analytics of such data assist ASOS in pre-determining the customer’s behaviour, segmenting the market centred upon purchasing behaviours and patterns for products and brands. This facilitating a client-centric approach, strengthening the relationship between ASOS, the consumer and logistics partners (Hanna, 2018).

Logistics

ASOS upholds a transparent approach in engaging regularly with its logistic partners, with a fully mapped out configuration of suppliers. Operating an agile supply chain network, allows for the brand to manage inventory and limit the amount of surplus stock (McMaster et al., 2020). The automation of ASOS warehouses and the implementation of RFID technology to track products within the supply chain, has seen a 32% reduction in warehouse handling costs. 

Furthermore, ASOS is precocious in its set up, developing initial designs in smaller quantities, to test the demand for the product before completing the production process (ASOS, PLC 2019). This process allows for brands to gain stronger sales figures (Childs, 2020), as it meets the increasing demand for urgency for products from the consumer. Through adopting such process allows for ASOS to generate a 2-week manufacturing to consumer turnaround. This noted as a tactic that can provide ASOS with competitive advantage amongst its rivals (O'Shannassy, 2016). 
Thus, strengthening the brand’s global online presence when retailing from nine other countries as well as the UK, including the US, Germany, and China (Simone and Sabbadin, 2017).

In the fast-changing fashion industry such factors are advantageous in generating a robust and dynamic supply chain. Through the utilisation of economies of scale mentioned above, ASOS were able to enter new markets, in turn expanding their customer base through their product range exceeding the intended target consumer. Harrison (2016), points out that for companies to achieve rapid international growth, it is almost inevitable for issues to be met concerning stock, distribution, and supply chain management. Contrary to this view, ASOS precluded such issues on account of strong operating standards, in automating its warehouse operations and outsourcing logistics to third party company, Unipart Logistics. This enabled the brand to invest in its shipping infrastructure, negotiating between delivery partners so that consumer orders were maintained, despite trading conditions being poor as result of the Covid-19 pandemic. This strengthened ASOS financial position, allowing the brand to expand into international markets with high growth rates as seen below in Figure 2. 
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Figure 2: ASOS International Performance Results, ASOS.com
MARKETING AND SALES


ASOS has strengthened its focus on technology-based marketing tactics, such as geo targeting, prospecting, and retargeting to off-set themselves from rivalry. The concept of digital marketing has been defined as the successful integration of media and the marketing mix to deliver a consistent message, that resonates with both the brand and its consumers (Ashley and Tuten, 2015). This considered, ASOS have effectively utilised the use of dominant social media sites to communicate their message. As of 2020, ASOS upheld an online following of 14.2 million (MarketLine, 2021), providing ASOS with an influential presence within the online realm. To compliment this, ASOS grow their online presence through engaging with their consumer, gaining a broader understanding of their target market, and their preferences. Thus, allowing for the ASOS consumer to foster their own unique style, whilst also aligned with ASOS core mission statement; the “World’s number-one destination for fashion-loving 20 something’s”. As an online-only retailer gives the brand a key advantage over its competitors, as it can solely invest into the brands communication strategy. This approach increasing placing high significance on consumer satisfaction (Chen and Dwyer, 2017). 

In addition, a key component to ASOS’s marketing success is the launch of the ASOS insider’s programme. This tactic uses the ASOS target consumer themselves to champion the brands product portfolio and engage with like-minded individuals through social media platforms. Deloitte Consumer Review (2015), defining this as unprecedented for influencer marketing and raising the standard for to other brands to follow. Such approach reinforces that ASOS have established a strong connection between themselves and their target audience.   

Furthermore, the brand invests in social media campaigns and brand collaborations to entice sales. A recent marketing campaign with Adidas featuring Beyonce is just one example where the featured product range sold out within minutes, outlining ASOS follows a customer pull strategy for its sales and marketing activities, giving the brand higher profit margins. ASOS high margins, allow for the brand to offer free shipping and returns and provide service innovation, through the online chatbot called ‘Enki’, made accessible through both the app and the website. In turn this creating a smoother, more efficient online process, stimulating for a happier consumer. Thus, generating positive word-of-mouth marketing, of which is the most influential form of marketing to date (Bianchi, 2020).

The business activities outlined above, are contributing factors for the high revenue of growth for ASOS. Technological developments within logistics and warehouse management, evidentially are key in achieving high performance. The customer interaction through effective marketing campaigns, and targeting the ASOS demographic has provided ASOS with a competitive advantage, through employing a 
differentiated strategy. Despite this, an emphasis upon stainability in sourcing of products and workplace ethics need to be addressed to assist ASOS in maintaining lead position globally.


[bookmark: _Toc93934184][bookmark: _Toc93935221]PORTER’S FIVE FORCES MODEL

Porter’s 5 Forces is a framework designed to analyse the external environment of which an organisation operates. Industry analysis can assist companies in strategically positioning themselves amidst their competitive rivalry (Bruijl, 2018). Not all five forces have a strong influence upon an industry at a given time, the stronger the force entails lower profitability whereas the weaker the force, the higher the profitability (Porter, 2008). 

Rivalry among existing firms

[image: ]ASOS’s key competitors, can be depicted below through a developd perceptual map outlining ASOS current market position (Figure 3). Mainstream fast fashion within the UK is noted to be the most competitive industry globally, with McNeill and Moore, (2015) viewing the industry as labour-intensive, and one of the largest chains of production and consumption. 

Figure 3: ASOS Perceptual Map, Own Interpretation


This is apparent when observing the perceptual map below as it is evident to see there are several brands operating within the fashion marketplace. This, therefore, inevitably increasing rivalry amongst competitors, and demand for capital amongst competitors. 

The key drivers of this can be attributed to a continuous rise in fashion trends, and the evolving retail landscape amongst fashion brands, with a predicted annual growth rate of 11.35% by 2025 (McKinsey & Co, 2020).  The cumulative growth of e-commerce has increased accessibility amongst consumers, whilst Peirson-Smith, (2018) assert this has in turn has exacerbated the capability of selling masses at low costs. Thus, in turn enabling consumers to make purchases with little to no consideration to economic or psychological investment.  This is largely due to Globalisation which has enabled the shift for production to be carried out by developing countries. Furthermore, Taplin (2016) has characterised the industry as standardised production for mass market, with low entry barriers. It is important to note that ASOS, and the fashion industry itself is operating within a VUCA environment. Thus, representing a volatile, uncertain, complex, and ambiguous landscape accelerated by the COVID-19 pandemic (Worley and Jules, 2020).
A shift in economic, political, social, and technological factors has stimulated change in which organisations and the textile industry and now operating. Consequently, aggravated demand for sustainability from consumers, and supply chain management, the rivalry among existing firms is moderately high.
Bargaining Power of Buyers

As outlined within the above section, ASOS operates in a highly saturated and competitive marketplace. Advancements in technology, and the rise of social media is just one contributing factor in offering consumers more choice. Swift (2015) affirming this with the claim that technology now plays a pivotal role in terms of the consumer’s loyalty to brands and buying behaviours. The fast fashion consumer is defined as
predisposed to social media trends and exploiting broad social contexts to inform their purchases. Often making social statements through fashion, exploiting the rapid fast fashion business model (Brooks, 2019). Therefore, the bargaining power of buyers within this industry is moderate since the consumer has autonomy over where they place their purchase. 

The consumer buying process is defined as complex, often involving social, cognitive, emotional, and functional characteristics that govern the decision-making criteria (Mishra, Singh and Koles, 2020). Consumers can not directly bargain for prices within the online realm (Graham, 2018), instead the consumer does drive demand for products. Consequently, the consumer has choice surrounding if they choose to purchase from a brand or its competitor, this largely down to pricing. This placing the buyer’s switching cost as low, as they can determine if they want to shop elsewhere for a product offered at a cheaper price, of which is usually marketed through a social media platform (Dahl, 2021).

Subsequently, McDonald (2017) claims that brand loyalty is imperative in allowing brands to charge the consumer a higher price point, than what its competitor is offering. The consumption of fast fashion can be used convey social apparitions by the consumer (Seaver, 2017). Accordingly, ASOS has scope to positively react to consumer’s shifting demand towards sustainability in a positive manner. In doing so this portrays to the consumer, that as a brand they are committed to its consumer needs and wants, this offering them competitive advantage within the marketplace (Anning-Dorson, 2018).
 


Threat of new entrants

Fast fashion brands that acquire high profit margins with a fast turnover of stock can prove attractive for new entrants to enter the marketplace (Agrawal and Smith, 2015)
The low barrier to entry, provides an opening for new brands to mimic the success of an already established brand, therefore the threat of new entrants in the industry is placed moderately high. In addition, the rising trend of niche brands or home-grown businesses (Huggard and Cope, 2020) provides an easy opportunity for new players to imitate existing brands and sell products at a lower price to gain market share.

Mullane (2015), notes that even if there are no new entrants into the marketplace the pressure for brands to minimise rivalry, by differentiating their existing strategy, can place significant pressure on a brand. Since, brands do not have direct patents or ownership over any designs they retail, they cannot restrict the entry of new players or the mimicking of existing players by new competitors.  Furthermore, new entrants may discover versatile and unique ways to introduce their own products, and, in that capacity, they might try to establish their brands as ‘novel’. However, it is also tough for new brands to compete with established brands and emulate the success of infrastructure in terms of marketing, advertising, brand reputation and customer loyalty (Popoli, 2017).


Bargaining Power of Suppliers

Large apparel companies such as ASOS can be viewed as having low dependence on a single supplier for raw materials or manufacturing purposes, since there is a vast array of suppliers accessible within the industry. This is reinforced when viewing ASOS analytics, which indicates 10.3% increase on shares, and a domestic market share growth of +13%, despite supply chain constraints (MarketLine, 2022). 

Vecchi and Buckley (2016) point out that suppliers themselves have little, to no input in brands choosing to partner with them and are viewed as surplus, because at any point a brand can choose to switch between supplier’s This is largely because suppliers for large organisations outsource work to third world countries, with such countries only receiving a small margin of the profits. Brands often capitalise on this using their financial clout when negotiating prices, this consequently giving brands the bargaining power (Levy, 2019).

Contrariwise, the latter half of 2021 saw ASOS announce its international expansion strategy whereby it called for a due-diligence legislation law to be implemented. The execution of this would be intended to mitigate exploitation of workers within the supply chain. This combined with ASOS’s transparency initiative in which ASOS openly share data regarding its supply chain management, has been recognised as value creating activities, providing ASOS with greater competitive advantage (Gardner et al., 2019).
This approach placing ASOS as the dominant player, as appose to the supplier, enabling low threat of bargaining of supplier. 

Threat of substitutes

Threat of substitutes and competitive rivalry can be seen as a strong force within the industry. Brands must be seen to offer value proposition to distinguish themselves between similar products offerings in the industry (Rather, 2019). Since the fashion industry is a densely populated market it increases the similarity of products and the process’s used to reach the consumer. Brick and motor stores are a considerable threat to ASOS as they have enabled online shopping, thus intensifying competition for the brand. Ralston (2019) notes that to successfully navigate through such a competitive landscape, significant investment in technology can automate the operational process. 

The implementation and rollout of such investments can be labor intensive and can come with significant financial costs. Mckinsey & Co, (2020) recognises technology at the forefront of the evolving consumer preference, and a mega-trend required to deliver a seamless customer experience.  This placing ASOS in a strong position as they a key player, dominating the online fashion realm. On the contrary, this does not mitigate threat entirely, and ASOS must continuously utilise new strategies to differentiate themselves from the competition (Gazzola et al., 2020) strategically utilizing promotional tactics, and marketing offers.  


The application of Porter’s Five Forces model has shown the range of activities ASOS have already implemented, to achieve competitive advantage. It is evident to see that ASOS is seeking to expand its business on a global scale and become a highly efficient online fashion retailer, through using focused strategy to operate the business. 
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                                 Figure 4: Bowman’s Strategy Clock
The table below applies the Bowmans clock strategy to the fashion industry and indicates that strategic clock positions 6 and 7 are uncompetitive in nature, and an approach that offers very little influence within the market. As established earlier on in this report, the fashion industry operates on a highly competitive level. This conditions ASOS’s competitors to offer a higher perceived value for the same products, at the same prices, or decrease their prices to offer the same perceived value as ASOS. Since ASOS has both offline and online competitors, the brand takes a trend led approach to achieve growth and attain its market position. New stock that is line with ASOS target audience is what drives the business, with forty one percent of current product produced within the last three months, and the ASOS website receiving between 2,500 and 7,000 new product lines each week (MarketLine, 2020).  

Additionally, ASOS place importance on trend led products, rather than its pricing strategy, buying into a higher price range than its competitors listed on its website. ASOS liaise directly with the brands listed on its platforms, to produce a product range that is with the ASOS consumer at the forefront. Five percent of the brands merchandise listed on ASOS is labelled as ‘exclusive’ to drive a specific trend, with the prices of this range much higher than the rest of the product assortment (Peterson et.,al 2019).  The brand mix that ASOS adopts, allows ASOS to extend its consumer reach. One third of ASOS products are subcategorised into own brand assortment, with the remaining product portfolio falling under ASOS own main collection. This strategy has a focus on unique product range, over pricing structure. The private-label structure enables ASOS to be price competitive, enforcing ASOS’s focus on trend led products and the timing of implementing them. 

	Clockface
Position
	Price
	Value
	                          Characteristics
	Industry Example

	
6 - 7
	
Low
	
Low
	
Commodity- like products, with low differentiated value. Retailed towards price sensitive consumers with low switching costs
	
Value Players

-Primark

	
8 - 10 
	
Low
	
Mid
	
Adopt a basic hybrid approach, whereby base line costs are low to limit competitive rivalry, but products offer a higher perceived value, than other low-cost competitors. In this instance, trend-lend products from brands with a perceived reputation of fair pricing for reasonable products.
	
  
     H&M

	
10 - 11
	
Low
	
High
	
Consumers offered differentiation through high-perceived value. Achieved through either increased pricing sustained through higher margins, or prices low prices and seeking greater market share.  
	
      Zara

	
11 - 1
	
Mid
	
High
	
Brands are valued higher than competitors by the consumer, therefore greater perceived product value. Offer a different approach through established relationship with the consumer. 
	
Mid- Market /
Premium Brands

-Ted Baker

	
1 -3 
	
High
	
High
	
As above but with greater consumer relationship. Often offering an ‘experience’ as well as the product. Premium price points to accommodate this approach. 
	
Luxury Brands

-Dior

	
3 – 6 
	
High
	
Low 
	
Adopts monopoly pricing structure in a market with little competition. Little concern over value, as the consumer will pay set price as they require what is offered. 
	
Vintage stores



               Own Application of Bowmans’s Strategy Clock to the fashion industry
From Bowman’s perspective, this would place ASOS within the differentiation realm of the Bowman’s strategic clock, for ASOS has curated a distinct market identity. ASOS tactics sets to deliver the highest perceived level of value, through distinct pricing structure, and quality products whilst also fulfilling its mission statement; “to become the world's number-one destination for fashion-loving 20-somethings”.

The brand efforts seen by ASOS place them as reliable within the marketplace, thus permitting the retailer to retain a loyal consumer base. In doing so, consumers are less likely to be price sensitive and become willing to pay a higher price point for products, since they are more sensitive to the quality of products from a well-established brand within the market (Trudel, 2018).

Conclusion
The internal and external analysis of ASOS has identified the integration of resources and capabilities a key factor in delivering a differentiation strategy for ASOS. This approach provides the brand competitive advantage and positions them as a key market player within the fast fashion realm. This is a popular approach, and one supported by Hodges and Crabtree (2020), affirming an inside out approach, by where a higher value is placed on the consumer, appose to the competitor through the adaptation of differentiation, brings with it a competitive gain. The fundamental competencies and resources of ASOS have merged, to foster one overall distinctive competency, evoked feelings. Thus, a value-creating strategy (McCormick, 2018).
The analysis within the report identifies ASOS as successfully initiating the process of breaking down barriers within the e-commerce and supply chain sector, placing an all-inclusive approach upon the consumer. Furthermore, it can be observed that the fashion industry operates a linear economic model, also referred to as the ‘make, take and dispose model’. This is attributed to the low entry barriers within the fashion industry, where the outsource of production is carried out over-seas, due to little investment return in acquiring manufacturing houses (Grover, 2017). These are significant factors within the value chain, since brands subsequently have the control over garment construction, and where this takes places. Holbeck (2020), notes that often these decisions lack sustainable values, with fast-fashion brands, like ASOS now at the forefront of a sustainability mega-trend,
Pressures within the role of Corporate Social Responsibility (CSR) have emerged, and brand values are to be aligned with consumer expectations (Chen,et al,. 2019). Failure to do so can have a damaging impact upon a brands reputation. Thus, highlighting scope for ASOS to strengthen its strategy and practices, to a meet a sustainable paradigm to maintain consumer engagement. The emerging concept of a Circular Economy (CE) has taken rise within the fashion industry, with some retailers, including ASOS already taking an active interest. However, it can be perceived from this report that ASOS needs to go further to instil sustainable values in its business practice. 
The CE model is viewed as a value creation activity, seeking to close the gap between the rise of global challenges, and how resources are managed to limit the amount of waste and pollution within the environment (Hammond, 2017). Such activities can offer a brand competitive advantage within their industry, however, can be difficult to integrate effectively (Lofthouse & Prendeville, 2018). 
Innovation is required within every operational aspect of an organisation, from production to expansion of product life cycle to change in consumer culture. To navigate such complexities an organisational restructure is required to go beyond the conventional business model. Stakeholders must collaboratively work together to redesign the existing business model to deliver social and environmental value creation within the industry (Jonker & Faber, 2020). 
The following section will offer recommendations upon how ASOS can take the brand forward, from a sustainable perspective, and maintain its established customer relationships. 

[bookmark: _Toc93934186][bookmark: _Toc93935223]RECOMMENDATIONS:


· Co- creation Developing Value Creation Through Unique Experiences For The ASOS Consumer

In response to sustainability issues and the impact upon the fashion industry, ASOS has scope to enhance its existing model of CSR to focus on the co-creation of personalising consumer experiences, as a valuable strategy to attain sustainability and deliver customer care to the Gen Y consumer. 


Co-creation is an economic strategy that involves the collaborative practice of all stakeholders to generate new value to a product and or service (Park et al., 2017). In this instance, ASOS stakeholders can include existing consumer’s, logistic partners, and suppliers, to develop garments with an emotional significance. In the interconnected, modern society of today, a shift in the role of passive consumers has taken place. Expectations of consumers have altered, whereby they are now viewed as active users, involved with brand collaborations, and assisting brands with product and process innovation (Fletcher, 2019).

Therefore, the process of co-creation offers opportunity for ASOS to integrate its consumers into the value chain, breaking down the cycle of passive consumption through value added activities. In doing so will foster attachment to garments, meaning consumers are more inclined to hold on to them for longer (Ramaswamy, 2018). Thus, bringing about the application of design thinking McGarth (2019), whilst strengthening ASOS brand value instilling a long-lasting and profitable relationship between the brand and the consumer. 

This process is considered as ideal when penetrating the Gen Y market, (Simmons, 2020), thus the ASOS core consumer. The application of such activities allows for individuals to put forward their own ideals, and values to stimulate innovative development surrounding sustainability. This follows ASOS existing practices where the place the consumer at the forefront of its business activity. Mckinsey & CO, (2020) note that consumer engagement needs to go far wider than the function of marketing. 

The consumer is integral to any stakeholder group (Thorpe, 2014), and for ASOS customer care is central to their existing strategy whereby the product focus lies solely on the expectation of the consumer and not the profitability of the brand. Thus, for ASOS to actively engage its consumers in defining and the delivery of enhanced value enriches the customer journey and provided meaningful experiences (Briceno & Stagl, 2018).

This moves away from traditional firm-centric views of value creation, and to be successful in delivering a sustainable concept ASOS must modify their existing infrastructure to illuminate barriers to consumer engagement. Peterson, (2016) puts forward that transparency, dialogue, risk management, and access are critical barriers in promoting consumer engagement on a deeper level. Thus, to facilitate an engaging and transparent process for the consumer, ASOS must develop customer centric operating capabilities. 

The implementation of real time technologies can reduce barriers for consumer engagement, generating a collaborative platform across all business functions can be achieved. This approach would accommodate large scale consumer interaction and increase the overall value experience, thus applying (McKinsey: The Care of One, 2020) notion of embedding a customer-centric approach throughout the entire organisation. 
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