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SECTION 1
1. Organisational Context and Overview 
1.1 Historical background, Mission, vision and Business Model
Background
Asda is a British supermarket chain offering food, clothing, home goods and other general merchandise both in-store and online. It came into existence in 1949 following the amalgamation of the retail business of the Asquith family and the Associated Dairies company of Yorkshire, England. ASDA started off as a local supermarket chain that grew rapidly in the 1970s and 1980s with acquisitions and store openings. In 2021 it was sold to the Issa brothers and TDR Capital and is now taking a new strategic approach, planning to become more competitive in the UK grocery market.
Mission
ASDA's mission aims at helping its customers save and live better by offering quality products at fair prices (Asda, 2026).
Vision
The organisation has the vision of ensuring that it provides the best customer service and value for money in each of the product categories (Asda, 2026). 
Business Model 
The business model used by ASDA is cost leadership, whereby efficiency in operations and economies of scale enable the company to offer its products at very competitive prices. It is committed to becoming the most trusted and customer-centric retailer in the UK, and this has been realised through constant improvement of the shopping experiences, expansion of digital services, and sustainability through responsible sourcing and waste minimisation initiatives (Wang, 2023).
1.2 Industry, Key Competitors and Market Position
Industry 
ASDA is a company that is in the UK grocery retail sector, which is one of the most competitive industries with a high level of price competition; consumer preferences, technological advancements and online shopping are gaining momentum. 
Key competitors
ASDA competes directly with the big retailers such as Tesco, J Sainsbury plc, Morrisons, Aldi and Lidl. Tesco has the largest market share in the UK, and Aldi and Lidl are continuing to appeal to price-conscious customers with their cut-throat discounting policy.
Market position
The high value proposition, its chain of stores across the UK, its own brand of George clothing, and its online grocery store, which is gaining traction, have seen ASDA remain one of the most successful chains of supermarkets in the UK. Its low-cost focus, its efficiency in its operations and convenience to its customers enable the organisation to retain a high position in the market and a formidable competitor in the dynamic UK retail market. 
2. External and Internal Analysis 
2.1 Critical analysis of the external business environment of ASDA using the PESTEL Framework
2.1.1 PESTEL 
This section critically examines the political, economic, social, technological, environmental and legal forces affecting ASDA as well as identifies the largest opportunities and threats that currently are affecting its long-term strategic position.
Political Factors
The impact of political factors on ASDA is influenced by government policies, which can have a direct impact on the work of retailers, labour costs, international trade and food chains. Custom measures, importation laws and border controls, with the UK no longer being a part of the European Union, have grown more intricate in the manner in which retailers who get their goods across the borders operate. These have led to increased cost of procurement and supply chain interruptions, especially of imported food products (Solanki et al., 2024). The government attempts to encourage investment in digital infrastructure and local production, though, giving ASDA a chance to increase local sourcing and reduce its dependence on foreign suppliers. 
Economic Factors
Consumer purchasing behaviour in the UK has significantly changed due to inflation rates, the rise in interest rates and the cost of living in the household. Customers have become more price-sensitive and are seeking more value-for-money products and promotions. 
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Figure 1: Percentage change in sales at Asda in Great Britain (September 2014 to March 2024)
(Source: Kantar Worldpanel, 2024)
These economic conditions are a tremendous opportunity for ASDA in terms of strategy, as its competitive advantage is built on the cost leadership strategy, which helps to boost the sales growth of the organisation. ASDA transfers these increased costs to the customers; then they are likely to lose customers as price sensitivity will rise (Lan et al., 2022). Otherwise, exchange rate volatility also has an implication on the prices of imported goods, particularly those that are imported, like food products.  
Social Factors
Consumer lifestyles change, and demographic changes are very important in the strategic decision of ASDA. Modern consumers are focusing on being more convenient, enjoying healthier food choices, sourcing and personalised shopping experiences. Online shopping of groceries has evolved at a very rapid pace, altering the expectations of customers radically because they require retailers to invest in online platforms and delivery systems (Srivastava et al., 2025).
Technological Factors
In the case of ASDA, technology innovation presents a lot of opportunities. The operational efficiency can be enhanced with investment in self-checkout systems, automated distribution centres, predictive inventory management and artificial intelligence to decrease long-term operating costs (Kalyvaki, 2023). The analysis of data helps the organisation to know the customer buying behaviour, tailor their promotion campaigns and manage their inventory levels better, hence enhancing customer satisfaction and profitability. 
Environmental Factors
All of the changes provide good opportunities for ASDA to promote its corporate image. By investing in renewable energy and recyclable packaging, sustainable sourcing and food waste programmes, the company can ensure the long-term efficiency of its operations, while at the same time gaining the trust of its stakeholders. Further, ASDA can draw attention of green buyer segment as environmental practices can serve as an advantage over its competitor (Ologunebi and Taiwo, 2023). Global food supply chains will also be affected by a shortage of agricultural production under extreme weather events, and risks of shortages and price variations will increase due to climate change. 
Legal Factors
The retail industry in the UK has a complex legal system in terms of employment practices, food safety, competition law, consumer protection and information privacy. These rules are important in guaranteeing that the operations are genuine and that the reputation of the organisation is preserved. Compliance with the law will bring opportunities, as it will help to create consumer confidence, and the image of a responsible retailer will be created in relation to ASDA. The safety of high food standards, open pricing and good data security is a good attribute to customer confidence and brand loyalty in the long run. However, Low wages, labour rights, product safety and environmental laws increase the operation and administration expenses. 
2.1.2 Important opportunities and threats
Key Opportunities
From the PESTEL analysis, there are several significant opportunities that can be beneficial for ASDA to strengthen its competitive advantage in the grocery retail industry in the UK. In addition, the rapid growth of e-commerce and digital technologies also provides opportunities to increase online grocery services, improve customer experience with the assistance of personalised marketing, and streamline operations with the assistance of automation and data analytics. Increased consumer consciousness about health and sustainability also allows ASDA to increase its assortment of healthy, organic and environmentally friendly products and enhances its corporate image.  
Key Threats
Despite these opportunities, there are several external threats which impact ASDA's future performance. Operating margin is under pressure due to persistent inflation, energy prices, and quickening wages, as well as supply chain disruptions and currency fluctuations, all of which cost more for procurement. The political uncertainty as well as fluctuating government policies also makes international sourcing and business planning difficult, after Brexit. Besides, due to a high rate of technological progress, it is necessary to regularly invest in digital infrastructure, and cybersecurity threats jeopardise customer data safety and the reputation of organisations. Compliance costs can be further raised by environmental laws which mandate the need to cut carbon emissions and plastic waste. 
Critical Evaluation
Among all the external factors mentioned, economic and technology factors are the most dominant factors which are likely to spearhead the future competitiveness of ASDA. The greatest opportunity is set by the economic conditions, with the greater demand for cheap products, and the greatest threat by the greater costs of operations. Therefore, the sustainable opportunities and threats that ASDA can leverage and minimise through strategic investment, efficient operations, digitalisation and sustainable business processes will define its success in the long run. 
2.2 VRIO 
VRIO framework is employed to analyse the internal environment within ASDA to identify the key strengths and weaknesses that have the potential to be sustained as a competitive advantage.
Value: The advantage of having a large store network and distribution network (as UK) is important to ASDA. These are infrastructural investments, enabling the company to present the offerings of its extensive products to its target audience, which is rather demographically determined as families and the internet-savvy consumers, at rather affordable prices. The ASDA Rewards app elevates the value, offering the opportunity for an additional layer of gamification to loyalty, as well as creating more personalised offers.
Rarity: Large physical store network and web-shopping can be advantageous, but it isn't rare within retail as one of Britain's fiercest competitors, Tesco, Sainsbury's, Morrisons, also have a large physical network; and about 99% of food retailers have a website. Nevertheless – thanks to a historically strong brand recognition and solid private label products like ‘Smart Price' (ASOS, 2024) – ASDA is one of the cheapest value destinations of its kind in the UK, which is quite rare for the perception of value within its specific target audience (IIDE, 2026).
Inimitability: Low cost and high efficiency: ASDA's low cost and efficient operations are tough to copy but not impossible. Now ASDA's advantage of being able to offer low prices has been neutralized by deep discounters such as Aldi and Lidl who have managed to mimic and then exceed it (Jones, 2022). Moreover, some internal weaknesses, such as a hierarchical structure slowing decision making and not developing detailed analysis on consumer preferences, make it difficult for ASDA to give unprecedented strategic responses.
Organisation: ASDA is setup to extract value for the customers through omnichannel retail, with seamless click-to-collect experience and home delivery service and has a robust supply chain operation (Aithal and Saldanha, 2025). But there are weaknesses in the organisation. It is very much dependent on the UK market for its growth and elements of its past have raised some controversy on prices, which can sometimes have a negative effect on its image.
ASDA has some valuable and organized resources but in the new competitive environment its low-cost model is neither unique nor unattainable so that it cannot obtain sustainable competitive advantage with the agile discounters.
2.3 SWOT 
After analysing both its internal and external environment, this SWOT analysis is a product of the strategic positioning of ASDA in the UK retail sector.
Strengths (Internal)
· Strong Brand and Market Position: ASDA has a higher brand reputation and always has a strong market reputation as a retail brand known for offering low prices (Islam and Alharahsheh, 2026). Its product mix consists of many products, including a strong private brands portfolio, which meets consumers' daily needs.
· Large Supply Chain: The company has a wide reach network of distribution centres (25 +) and an extensive supply chain of more than 600 stores.
· Omnichannel Capabilities: ASDA has established a strong digital footprint and implemented a range of digital services and features, such as personalised digital coupons, gamified challenges, home delivery, and online services and offers through their successful ASDA Rewards app (Mohamed, 2024).
· Marketing Adaptability: The company has adapted its marketing strategy to incorporate value pricing, emotional storytelling, and collaborations with influencers, which has helped it to connect more with its customers.
Weaknesses (Internal)
· Market Concentration: ASDA has an overreliance on the UK market and has a limited presence internationally, which makes them susceptible to fluctuations in the UK economy (Omarini, 2022).
· Perception and Differentiation: Price is crucial and a huge emphasis on low prices can result in a perception of lesser/faulty offerings from the consumer's point of view, and limits ASDA's ability to differentiate. Others think that its products aren't as appealing as those of rivals like Waitrose.
· Organizational Inefficiencies: There is slow decision-making process in a hierarchical organization structure, and there is lack of in-depth analysis related to the consumers' preferences and feedback.
· The impact of financial pressures relates to the company's debt (c. £3.5 billion).
Opportunities (External)
· ECommerce Growth: The global expansion of eCommerce is an enormous expansion opportunity, with digitisation in international markets.
· Product Line Diversification: Potentials to expand product lines into new territories like pharmacy, opticians, tourism/entertainment etc.
· Market Capture during Inflation: When economic stability is rocky and there is a lot of inflation going round, one can capture the market by consumers who are willing to buy cheaper products and value-centric retailers.
Threats (External)
· Eastmure (2022) states that ASDA is involved in price wars and intense competition against their traditional rivals (Tesco and Sainsbury's) and aggressive discounters (Aldi and Lidl), which put pressure on the profit margin.
· Operational efficiency and pricing strategies are under threat due to the increasing costs, inflation and disruption in supply chains.
· Consumer preference shifts: Consumers' preference for health/wellness, and for sustainability, as well as not keeping pace with these shifts may result in loss of market share.
· The more digital operations there are, the more the risks surrounding cybersecurity grow. Furthermore, the external dangers are continually being confronted by change in the government rules, taxes and labour acts.
3. Comprehensive and holistic view of the organisation 
3.1 Corporate Social Responsibility and Strategic Alignment 
Understanding ASDA's current Corporate Social Responsibility (CSR) strategy and critically discussing its alignment with business objectives can be achieved only by understanding that their work is not necessarily an add-on to philanthropy, but rather an integral part of how their business competes. ASDA's CSR strategy is summarized in its CSR Strategy "Create Change for Better" (CCFB), where environmental and social issues are embedded in its business activities and daily operations (Mahmoud and Ross, 2021). 
From a strategic perspective, ASDA's main business goal is to maintain cost leadership and to provide the consumers in the UK affordable value in a very competitive market where the price wars are being waged by Aldi, Lidl and Tesco. The CCFB strategy fits in well with this goal with its two pillars: Better Planet and Better Business. ASDA's core approach of driving towards 2040 Net-Zero Carbon, eradicating unnecessary plastics and drastically achieving food waste reduction is a by-product of optimizing the supply chain and reducing overheads. This reduces operating expenses, as energy-efficient stores and integrated logistics directly improve the business' bottom line, which can then be translated to the consumer and is a great advantage in maintaining the business' low price market orientation.
A critical strategic weakness in particular is dealt with through the “Better Communities” and “Better Lives” pillars: Brand Perception. Part of the low image of quality and ethical standards sometimes attached to a deep discount model is probably deserved, as these models typically offer lower quality items. ASDA cultivates emotional loyalty and trust by maintaining the continuity of its supply chain, offering good food at low prices and having its own Community Champions on store. This approach is localized and a community-led one which helps distinguish ASDA from the purely transactional discounters.
A big hurdle will be whether investments can be directed toward sustainability when the company may be weighted down with debt and, importantly, retail prices will remain a limiting factor. Despite the initial cost, due to the gigantic volumes that ASDA are likely to be using, the company is able to require a high standard of CSR from suppliers by implementing sustainable sourcing. In general, ASDA's CSR strategy can be seen as effective, both as a strong cost-reduction tool and as a valuable brand-enhancing strategy and is well aligned with the overall business objectives.  
3.2 Application of the Balanced Scorecard 
For monitoring the strategic objectives, ASDA can use the Balanced Scorecard framework (Kaplan and Norton, 1992). This tool offers a holistic suite of performance measures, encompassing both traditional financial and critical non-financial measures. The scorecard breaks ASDA's fundamental business, to save customers money, down into objective measures that address its four perspectives. That way, financial short-term pressures will not offset long-term value creation. 
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3.2.1 Financial Perspective
The financial perspective involves examining the sustainable increase in the bottom line of ASDA as a result of the company's strategy (Mendonça, 2025). With the company having undertaken a lot of debt through a major leveraged buyout, and the grocery price wars being as severe as they are in the UK, financial stability is key. The main goal is to boost revenue on the one hand and on the other to safeguard the margins from discounters, as well as reduce the corporate debt. The measurement for this is through KPIs like the annual revenue growth rate, debt to equity ratio and gross profit margin percentage (BONTEMPI, 2024). Stated goals include growing revenue at least 3% per year, decreasing total debt by £500m over 2 years, and keeping the profit margin stable at 4%. Strategic investments should aim to grow the company in higher margin businesses such as the George brand for clothes while at the same time exercising tight cost control in all the supply chain to generate availability of cash for debt servicing. 
3.2.2 Customer Perspective
Because the success in this will directly translate into financial results, this is a budget-important segment for ASDA, and one in which a value proposition is very important. The goal of this is to boost brand loyalty, elevate product quality and nurture customer engagement in digital marketing. KPIs consist of the Net Promoter Score (NPS), customer retention rate and active monthly ASDA Rewards users. ASDA's objectives should be to boost their NPS by 10 points, increase customer retention rate to 85%, and increase their active app users by 15% year-on-year (Latterly, 2025). Examples of how this can be done include personalized discounts, based on data from the ASDA Rewards program, and challenges to save, with gamification (Boaretto et al., 2022). Also, placing investment on the 'Extra Special' premium private-label will aid to change the consumers' perception from that of a low-cost choice. 
3.2.3 Internal Business Processes
In order to provide low prices and high satisfaction, ASDA has to be best in class. The emphasis of this view is on the fundamentals of retail effectiveness and omnichannel solutions. The aim is to facilitate supply chain logistics, losing or wasting as little inventory as possible and physical to digital transformation. The inventory turnover ratio, on-time delivery online rate and overall retail shrinkage rate are KPIs (Filani et al., 2022). ASDA's goals should be to achieve a 15 turn (sell through) per year inventory turnover, a 98% on-time delivery rate, and shrink by 10%. These include automated inventory control systems with AI forecasting to reduce overstock and food waste (A Rahman, 2026). Moreover, with larger supermarkets equipped with automatic micro-fulfilment centres, the picking and packing speed of click and collect / home delivery orders will be increased significantly. 
3.2.4 Learning and Growth
The human and technological infrastructure are at the heart of this approach, which is provided by ASDA. The goal is to: Build a motivated and trained staff and modernize its IT infrastructure so that advanced retail analytics can be utilized. Some examples of KPIs to monitor are employee turnover rate, average training hours per employee and uptime of digital systems. One of the goals the company is aiming for is to keep the employee turnover rate below 20%, provide 30 hours of training to each employee each year and maintain IT system uptime of 99.9%. Delivering a holistic training program emphasising digital literacy and better customer service. If an employee is promoted to store management, it will improve the morale amongst them and aid in retaining their talent within the business. Finally, a company's underlying systems will be capable of accommodating more data from modern omnichannel retail practices after investing heavily in strong cloud infrastructure (Modugula, 2026). 
4. Strategic Choices and Implementation
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4.1 Evaluation of Strategic Choices at the Business Level
Strategically, at the ASDA level, there are some important decisions to make to ensure that ASDA can sustain its market position with the highly competitive UK retail market. Porter's Generic Strategies claim that a firm should pick one of the three strategies: Cost Leadership, Differentiation and Focus to not be in the "middle" (FIKADU, 2023). ASDA's Cost Leadership Strategy is to invest heavily on achieving operational efficiencies, supply chain control and economies of scale to provide the lowest possible cost to the customer. The selection is logical because ASDA has always been the value leader and a 'Smart Price'.
Instead, ASDA can choose to get a Differentiation strategy. This means abandoning the short-term grab for cheap wins by selling products at lower prices, and keeping up with the temporary surge in demand, to enhance your USP through better customer service, more unique products on the shelves, or unique experience in-store through your shop, restaurant, farmer's market, or other retail setup. There is a drive for differentiation, specifically ASDA has successfully differentiated itself with its clothing line “George” and with its “ASDA Rewards” app, however if ASDA made a concerted effort to fully differentiate its grocery business this would come into direct conflict with the consumer's perception of ASDA (Burney, 2024). The Focus strategy, geared towards an extremely few and niche market, is completely unsuitable for ASDA's scale since the company has over 600 stores and needs to adopt mass-market strategy to ensure profitability through a blend of high fixed costs and the volume of stores.
4.2 Identification and Validation of the Appropriate Strategy 
From the validation of the Ansoff Matrix framework, the best approach for ASDA should be a Hybrid Strategy that will emphasize on Cost Leadership while using Market Penetration selectively. Applying the suggested frameworks, which must be used in an assessment, to the case of ASDA shows that adopting Diversification and/or Market Development (expansion overseas into the broader markets) is unfeasible as it is overstretching for a company with the current debt load of £3.5 billion, and the company is exclusive to the UK market. So, Market Penetration striving to gain sales of existing products in the existing UK market is the feasible and low-risk market strategy (Rumapea and Gerarldo, 2024). 
Nevertheless, costs cannot be the only avenue to differentiate from other discounters like Aldi and Lidl anymore, if a company wants to come out on top. ASDA have to adopt Cost Leadership supported by micro-differentiation. But which means keeping prices down whilst having a lot of automation on the supply chain and digital assets in order to create a memorable “sticky customer experience” such as gamification-based ASDA Rewards. This will directly respond to the strategic call for a competitive advantage and ensuring ASDA does not end up with a mid-of-the-range strategy and seek to move to technological differentiation in order to increase the basic value proposition of cost saving. 
4.3 Delivering Optimum Performance and Competitive Advantage 
With this hybrid strategy –Cost Leadership & digitally powered Market Penetration strategy– ASDA will be able to achieve optimum performance and strengthen its competitive advantage. In theory, this attempts to comply with the idea of a "strategic moat. It can provide data analytics using information from the ASDA Rewards app to stop margin-destroying price cuts and instead offer a more personalised approach (Odicci, 2024). Instead, it can provide ultra-personalised, specific promotions that can increase foot-tall and basket sizes for specific groups of customers and thus preserve overall profit margins. 
In reality, this approach enables ASDA to make the most of the cost of its real estate investments. This changes ASDA's out stocks to automated micro-fulfilment centres for quick online orders and deliveries, reducing the 'incremental cost' of e-commerce. It has its big connect and is not only utilizing it as retail space but as localised logistics hub (Asda.) 2024). This aspect of efficiency can help strengthen the Cost Leadership dimension and the speed and convenience of the delivery service is a differentiation that cannot be easily replicated by the less-heavy home delivery network in these less heavy category Cost Leadership players such as Aldi. This means that ASDA has no need to compromise on selling its market, as it can compete with the discounters, but are also able to compete with omnichannel retailers such as Tesco. 
4.4 Potential Implementation Challenges and Mitigation Solutions 
There are certain pertinent questions that need to be addressed with regard to this strategic choice. The main problem is that of dollars. It's a capital-charging adventure, even to adopt the newest of IT solutions for data analytics and automatic micro-fulfilment. If ASDA do not wish to see the negative effect on cash flow and credit downing, it will prove difficult to fund these investments. In this regard, ASDA is recommended to be rolled out in a progressive manner. An automated system should be tried at the business places in the high-density cities with high demand; such as this, it will return more quickly. The profits from these test sites can then be put towards further deployments. 
Adapting the workforce and organisation is another secondary issue. A shift to a digital, highly automated form of practice might also cause an impasse in the current workforce and lead to a decline in employee morale or temporary work stoppages from the fear that their skills and careers may never be skilled again. Furthermore, prioritizing the top of the hierarchy might be counterproductive for agility and for decision-making pertaining to digital transformation (Mendonça, 2025). Therefore, to achieve this, the view of ‘Learning and Growth' as described above in the Balanced Scorecard is quite significant for ASDA's leadership. Communication around automation as a means to help will need to be transparent as a way to mitigate staff. 


SECTION 2: REFLECTIVE ACCOUNT
2.1 Gibbs reflective cycle
This part aligns the reflective aligned with the Gibbs reflective cycle for better understanding of ASDA and critically assessing its internal capacity, external environment and strategic decisions.
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Figure 2: Gibbs reflective cycle
(Source: The University of Edinburgh, 2024)
2.1 Description
This assessment process has already been started by selecting ASDA as an organisation and gathering information regarding its past development, business model, mission, vision, competitors and market position. Then, I collected secondary data, i.e. academic material, industry data, and company-related data, to find out what is influencing the current situation in ASDA. PESTEL, VRIO and SWOT were some of the strategies implemented, and this was preceded by the research process. PESTEL helped me to examine the political, economic, social, technological, environmental and legal factors which influenced the organisation, and VRIO was used to examine the internal resources and capabilities of ASDA. 
After doing the environmental analysis, I focused on the CSR activities of ASDA and how they are connected to its business objectives. Moreover, I applied the Balanced Scorecard in devising the appropriate performance measures in the financial, customer, internal process and learning and growth perspectives. Otherwise, I had to think about other potential strategic choices that I evaluated using Porter's Generic Strategies and Ansoff Matrix before creating a hybrid one, which was based on the premises of cost leadership, market penetration and digital differentiation.
2.2 Feelings
In the initial stage, I was quite sure that I would be able to research ASDA due to the fact that it is a famous organisation with a significant amount of information on the internet available publicly. My first approach was to concentrate on a description of the organisation and its activities, but I realised that more critical analysis was needed instead of pure description as part of the assessment.
I also found the use of various strategic frameworks difficult due to overlapping of some of the findings. Having the low price at ASDA was a strength in the SWOT, a resource in the VRIO and a major response to the economic environment in PESTEL. 
 2.3 Evaluation
One of the main positive features of my approach was the employment of multiple complementary frameworks instead of using a single analytical model. PESTEL assisted in developing a systematic outlook towards the environmental pressures that I was working in, and VRIO assisted me in understanding whether the resources of ASDA could develop a sustainable competitive advantage. The following findings were the assistance of SWOT. Balanced Scorecard proved to be helpful, especially since it enabled me to convert the strategic priorities into measurable objectives and KPIs and not leave the strategy at the conceptual level.
My other strength was that I tried to relate the theoretical frameworks to the real business conditions at ASDA. To illustrate, I associated cost leadership with the historical value positioning ASDA has been leading in and digital transformation with the ASDA Rewards programme and online shopping. I also considered the real barriers in terms of the implementation of automation, including economic stress and resistance from staff.
Initially, I was too reliant on the fact that I was going to build on a huge amount of information, and this rendered the research less focused. I also learned that strategic frameworks can be used in an organisational way to simplify complex organisational issues. 
 2.4 Analysis
The research process has enabled me to realise that the strategic analysis process requires the integration of evidence, theory and organisational context. PESTEL has shown that the influence of competition on the status of ASDA is not limited to direct competition alone but also includes inflation, technological changes, changing consumer demands, sustainability issues and regulatory issues. 
Another way that the VRIO analysis assisted me in augmenting my knowledge was the realisation that the availability of valuable resources does not always lead to sustainable competitive advantage. The SWOT analysis has assisted me to correlate these internal and external results, but the best learning has been achieved when developing the strategic suggestion. Moreover, cost leadership seemed to be the self-evident approach since ASDA can be competitive in terms of price. However, a comparison of ASDA and Aldi, Lidl, Tesco, etc. has indicated that price does not always differentiate. 
The implementation of the four perspectives of the Balance scorecard showed that the implementation must be successful by having the financial controls, customer outcomes, efficient internal processes and employee development work in tandem. 
2.5 Action Plan
I would be more organised in my research at the beginning in the next assessment. I would make sure that, first of all, I would identify the specific purpose and analytical goal of any given framework, and subsequently I would be able to collect evidence that is directly linked to the purpose and analytical goal. I would also develop my critical analysis through making deliberate comparisons of different academic positions rather than using personal sources as the major tool of supporting particular utterances. 
	Area for Improvement
	Issue Identified from Current Assessment
	Action to Be Taken
	How It Will Improve Future Work

	Research planning
	Research initially involved collecting more information than was necessary.
	Define the purpose of each section and framework before beginning research.
	Makes research more focused, efficient and relevant.

	Source selection
	Some sources provided overlapping or inconsistent information.
	Prioritise recent, credible academic journals and reliable organisational/industry sources.
	Improves the reliability and academic quality of the analysis.

	Use of frameworks
	Some information could be repeated across PESTEL, VRIO and SWOT.
	Create an evidence matrix showing which information belongs to each framework.
	Reduces repetition and ensures each framework has a distinct analytical purpose.

	Critical analysis
	Initial analysis sometimes focused more on description than evaluation.
	Compare different academic perspectives and explicitly discuss similarities, differences and implications.
	Strengthens critical thinking and moves the work beyond descriptive analysis.

	Application of theory
	Frameworks can oversimplify complex organisational issues if applied mechanically.
	Consider the strengths and limitations of each framework in ASDA's specific context.
	Produces more balanced and context-specific strategic analysis.

	Evidence and recommendations
	Strategic recommendations need stronger links to research findings.
	Directly connect evidence from PESTEL, VRIO and SWOT to the recommended strategy.
	Makes recommendations more logical, justified and evidence-based.

	Strategy implementation
	Financial and workforce barriers were identified but could be explored further.
	Assess resources, risks, employee impact and implementation requirements before recommending strategies.
	Makes future strategic recommendations more realistic and practical.

	Time management
	Extensive information gathering can reduce the time available for analysis and writing.
	Set separate deadlines for research, framework analysis, critical evaluation and final writing.
	Improves organisation and allows more time for reviewing and refining the assessment.
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SWOT Analysis Tables
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Helpful Harmful

Internal Strengths Weaknesses

• 600+ store network & logistics • Over-reliance on the UK market

• Historic low-price brand identity • Low-quality consumer perception

• Robust omnichannel & Rewards app • £3.5bn debt burden

• Adaptive marketing • Slow decision-making hierarchy

External Opportunities Threats

• Global e-commerce expansion • Intense price wars (Tesco, Aldi, Lidl)

• Diversifying (pharmacy, opticians) • Supply chain & inflation costs

• Capturing value-seekers during inflation • Shifting consumer preferences

• Cybersecurity & regulatory changes
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Strategic Key Target Key Initiatives

Objective Performance
Indicators (KPTs)

Financial | Increase Revenue growth | 3%  growth; | Expand high-
revenue while | rate;  Debtto- | Reduce debt by | margin  George
servicing equity ratio; Profit | £500m; 4% | clothing; rigorous
corporate debt. | margin. margin. supply chain cost-

control.

Customer | Enhance Net  Promoter | +10 NPS; 85% | ASDA  Rewards
loyalty & Score  (NPS); | retention; ‘gamification; invest
brand Refention  rate; | +15%  active | m 'Extra Special
perception. App users app users. premium range.

Internal | Optimise Tnventory 15%  tumover; | AT inventory

Processes | logistis & | turnover; On-time | 98% on-fime | forecasting;
reduce delivery; delivery; -10% | automated ~micro-
shrinkage. Shrinkage rate. | shrinkage. fulfilment centres.

Learning & | Cultivate skills | Employee <20% tumover; | Digital literacy

Growth & modemise | tumover; Training | 30 hours | training;  internal
1T. hours; IT system | training/yr; promotion pipeline;

uptime.

99.9% uptime.

cloud investment.
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Strategic Selected | Validation /| Implementation | Mitigation

Element Approach | Rationale Challenges Strategy

Business-Level | Cost Aligns  with| Sustaining  low | Aufomate

Strategy Leadership | ASDA's costs  against | logistics;  use

(Hybrid) | historical 'value' | discounters amidst | ASDA Rewards

heritage;  strict | inflation. data  to run
differentiation is targeted, margin-
too risky for protecting
current  brand promotions.
perception

Growth Market Ansoff  Matrix | High capital | Phased  rollout:

Strategy Penetration | indicates required for IT and | pilot tech in high-

(Ansoff) | diversification is | micro-fulfilment | density  urban

too  highrisk | upgrades areas first, using
given the £3.5bn profits to fund
debt; must focus ‘wider expansion.
on existing UK
‘market.

Organisational | Digital Required  to| Potential staff | Transparent

Change Integration | maintain  cost | resistance to | communication;
leadership  and | automation; slow | comprehensive
compete  with | hierarchical retraining,
omnichannel | decision-making. | programmes  to
rivals. upskill workers.





image5.png
N

X

\

)

I
I

|
’
v,
;
N\




image2.emf
Resource / Capability Valuable (V)?Rare (R)?Inimitable (I)?Organized (O)? Competitive Implication

Extensive Physical Store Network Yes No No Yes Competitive Parity

(600+ locations & robust logistics) Matches rivals (Tesco, Sainsbury's) but does not exceed them.

"Low-Price" Brand Identity Yes Partial No Yes Temporary Competitive Advantage

(Heritage of value, 'Smart Price') Historically rare among the "Big 4," but easily imitated by discounters (Aldi, Lidl).

Omnichannel & Digital Assets Yes No No Yes Competitive Parity

(ASDA Rewards app, Click & Collect) Essential for survival in modern retail, but standard across the industry.

Private Label Lines Yes Yes No Yes Temporary Competitive Advantage

(e.g., George clothing) Provides distinct value and margins, though competitors develop similar non-food lines.

UK Market Concentration Yes No No No Competitive Disadvantage

(Focus exclusively on domestic retail) Exposes the company to localized economic risks without global offset.


