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Executive Summary

      The aim of the repot  is to provide an analysis regarding ASDA’s problems through a series of analytical strategies which will highlight the nature and the impact of the problem as well as a list of the most relevant options that can be applied to help ASDA.
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1.0 Introduction

      This Report has been requested by the Problem Solving and Decision Making module from University of Wales Trinity Saint Davies at 27th of February, 2020. It has been completed by Cristian-Marin Pena with the purpose of providing an analysis of the current problem faced by ASDA by using analytical tools such as SWOT and PESTEL to gather information to draw a conclusion and suggest options for improvement at ASDA and explain the process of communicating, monitoring and reviewing the implementation of the chosen options.
      All the information and data listed in this report has been provided by the researcher with help from people, journals, books and websites qualified and specialized in Problem Solving and decision Making.

2.0 Findings

2.1 Overview of Organisation

      Asda is a customer focused company with the aim to maintain a real interest in what customers think and feel in order to provide the best quality and products at the best prices.
      Having its roots in the Yorkshire dairy business of 1920s when the Stockdale family had its own milk business, in 1965 the company started operating under the name of “Asda”. The Stockdales became a public company as a result of an acquisition and diversification process by working with other local farmers.
      In 2001, as a result of over 67,000 hours of voluntary work, staff raised over 3 million pounds for good causes, an important achievement for this effort being the Nestle Social Commitment Award. In 2002, the company’s name could be found in Sunday Times employee survey “Britain’s Top 100 Companies to Work For”, this prize being highlighted by The Castle Award, recognising Asda’s Commitment to providing equal opportunities for women.    
      Asda is also known for raising millions of pounds for charity as well as being involved with local communities. Being named top employer by Personnel Today magazine, Asda won awards for its share schemes, 11,000 employees receiving 14.5 million pounds of this shares. (www.campaignlive.co.uk/article/superbrands-case-studies-asda/191144)

2.1.1 The History of Asda

      In 1949 it was formed Associated Dairies & Farm Stores Ltd. In 1950s Fred and Peter Asquith joined the company and started to develop a supermarket concept. The first supermarket they opened was located at the Queens Theatre in Castleford, Yorkshire. Two years later the two brothers opened the third store under the name of “Asda”. 
      In 1958, looking for new ideas, Peter and Fred Asquith travelled to the USA to visit Piggly Wiggly, probably the world’s first supermarket, the trip leading to a revolutionary retailer.
      In 1963, as a result of their trip to America, The Queens Theatre was converted by the Asquith brothers into the UK’s first self-service supermarket in Castleford, being followed by am indoor market as their second ‘Queens’ store.
      The Asquith brothers discovered the idea of food discounting as well as bringing the ‘late-night shopping on Fridays’ idea, which customers instantly embraced.
      1965 was the year when the first new supermarket was built from scratch by Peter Asquith next to a large car park, knowing that cars will change the way people shop. The business soon expanded, and a chain of self-service supermarkets was formed.
      In 1966, Asda was the first food store offering General Merchandise, resulting in Nottingham taking £30.000 in the first week.
      1967 was the year when the first discounted petrol filling station was introduced. With no support from the major oil companies, Peter made a deal with NAFTA, a small Russian oil company.
      In 1968, Associated Dairies bought out the Asquith brothers, Peter remaining a significant force in the business.
      1970 found Asda with over 30 stores, aiming to expand into the south of the region.
      In 1981, the company opened the 100th store, John Fletcher becoming Asda’s new Managing Director.
      1989 came with a proposition from George Davies regarding the production of a range of clothing for Asda, the partnership becoming one of the UK’s Top clothing brands. 
      1990 represents the year when George created the first supermarket clothing brand.
      In 2000 the company entered the new millennium with new business areas and brands added, launching both grocery and non-food online business.
      Along with Asda’s continuous growth, in 2010 George implemented the 100 Day satisfaction guarantee, allowing customers to return any George items within 100 day from purchase if they weren’t satisfied.
       Celebrating its 50th Birthday in 2015, Asda adopted the parent’s ‘sparks’ to its logo along with ‘Save Money. Live Better’.
      The beginning of a new era has been marked by the year 2018, when Sean Clarke handed over as President and CEO to Roger Burnley. (https://corporate.asda.com/our-story/our-history)

2.1.2 Products and services

      Being the best value food and clothing superstore with average prices, Asda offers a mix of fresh food, grocery, clothing, home leisure, entertainment goods and even fuel for the cars.
      It was voted Britain’s best value supermarket for five consecutive years by The Grocer magazine as well as the UK’s favourite store for range, prices and services.

2.2 Investigating ASDA

Based on ASDA Tv programme and further research various problems have surfaced such as:
      a) Asda’s George clothing brand is slowly losing the battle against high street rivals such as Top Man & Top Shop;
      b) Being know for its low prices’ competition in the past, Asda is now losing customers in the favour of its rivals Lidl and Aldi, two companies that have managed to dramatically lower their prices.

2.2.1 Description of Nature, Scope and Impact of the problem

Asda’s biggest rivals in terms of prices, Lidl and Aldi:
· The Nature of the problem: selling far fewer brands, but selling mostly their own brands, Lidl and Aldi have managed to lower their prices so dramatically that Asda cannot currently compete with. 
· The Scope of the problem: not being able to currently compete with the lowest prices on the market, Asda can not sell as many products as it used to in the past, affecting its monthly  revenue, its suppliers, its employees and its customers.
· [bookmark: _Hlk34762334]The Impact of the problem: as a result of a lower revenue Asda will not be able to provide small or non-profit products such as pregnancy sustaining medicine or low price fuel, it will not be able to buy the same amount of products from its suppliers, which will be affected, it will have to reduce the number of employees as well as reducing the rewards for the current employees and most important: it will lose customers.

2.3 ASDA - SWOT Analysis
Microenvironment Analysis

      2.3.1 As a result of a SWOT analysis applied on ASDA company, the researcher has been able to identify a set of:
· [bookmark: _Hlk35243009]Strengths: leading retailer for many years, notorious company, provides a great balance quality-price, currently third in the marketing competition, it has many loyal customers as a result of the idea the company has been created on which is ‘ Great quality, Low prices’;
· Weaknesses: Asda’s George clothing brand provides day to day outfit choices in which the younger audience doesn’t show a great interest, it sells a large number of brand which doesn’t allow it to lower the price enough to be able to compete;
· Opportunities: Asda could associate with Sainsburys in order to compete with the prices, it can separate from Walmart and run independently again;
· [bookmark: _Hlk35514532][bookmark: _Hlk35514685][bookmark: _Hlk35514593][bookmark: _Hlk35514761]Threats: Lidl and Aldi have lower prices which Asda cannot currently compete with, high street clothing rivals such as Top Man and Top Shop attract younger audience, resulting in Asda’s George clothing revenue to be lower, as a result of its low monthly revenue Asda may not be able to provide small or non-profit products such as pregnancy sustaining medicine or low price fuel, it may not be able to buy the same amount of products from its suppliers, it may have to reduce the number of employees as well as reducing the rewards for the current employees which may result in a poor customer  service and it may lead to a lose in its loyal customers. (Sarsby, A 2016, Pahl, N. and Richter, A. 2009)
      2.3.2 Along with the reasons why the company is facing problems, the analysis above highlights areas that may help ASDA resolving the problems as following:
a) As a result of the idea the company has been created on, which is ‘Great quality, Low prices’, ASDA has many loyal customers that could be rewarded for their loyalty, aiming for both keeping the current customers and attracting more.
b) Being a notorious company, every change or implementation related to the company will spread quickly, without spending large amount of money on promoting the new ideas.
c) Taking in consideration the low revenue, the company may reduce the number of employees in order to be able to financially invest in new ideas.
d) ASDA may consider reducing the number of brands it is currently selling, this change allowing the company to significantly reduce the prices and to compete with the market leaders Lidl and Aldi.

2.4 PESTLE Analysis
Macro environment Analysis

      2.4.1 Aiming for a better understanding of the economic macro environmental factor, a PESTEL analysis has been utilized by the researcher highlighting the impact it is having on ASDA as an organization:
1) Selling mostly their own brands, Lidl and Aldi have managed to lower their prices so dramatically that Asda cannot currently compete with.
2) Clothing rivals attract younger audience, resulting in Asda’s George clothing revenue to be lower.
3) As a result of its low monthly revenue Asda may not be able to provide small or non-profit products such as pregnancy sustaining medicine or low-price fuel which affect both the suppliers and the customers. 
4) As a result of its low monthly revenue the company may not be able to buy the same number of products which has an impact on its suppliers.
5) ASDA may have to reduce the number of employees as well as reducing the rewards for the current employees which may result in a poor customer service and it may lead to a loss in its loyal customers. (Perera, R. 2017)
      2.4.2 As a result of PESTEL Analysis, the researcher has been able to identify a set of issues within the macro environment that could help ASDA resolve the problem:
· ASDA may separate from Walmart and run independently again, which gives the company the freedom to embrace new ideas without being limited by other companies’ procedures or targets.

· ASDA is a famous company, a strength that allows every change or implementation related to the company to spread quickly, without spending large amount of money on promoting the new ideas.


· The company is currently in the third place on the market, which means that it had time to look for new ideas or for people with new ideas, helping ASDA to separate from the crowd once again.

· As a result of the idea ‘Great quality, Low prices’, ASDA has gained many loyal customers over the years that could be rewarded for their loyalty, aiming for both keeping the current customers and attracting more.












3.0 Conclusion

      Asda is a famous company that has build its reputation over the years through originality, great balance quality-price and through the ability of accommodating to every customer’s needs. It is a company led by ambitious people who are not afraid to promote their ideas, even if that means changing a government law.  
      The company has gained important customers and notoriety through its voluntary work, raising millions of pounds for charity and being involved in local communities, its name being found in Sunday Times employee survey “Britain’s Top 100 Companies to Work For”, this prize being highlighted by The Castle Award, recognising Asda’s Commitment to providing equal opportunities for women.
      Over the years, the company has known both success and failure, an experience turned into a strength which has made ASDA one of the leading retailers. As a result of the progress, competition comes along, as other companies aim for the same results, fighting for notoriety, money and top places on the market.
      In the present, ASDA is fighting for survival being in the third place on the market, the first and second place being occupied by two company able to provide products at prices so low that ASDA cannot compete with, as well as fighting with the high street clothing rivals such as Top Man and Top Shop attract younger audience, resulting in Asda’s George clothing revenue to go down.
      In a fast-changing world, with needs changing every year, ASDA may have to change old ideas and strategies and embrace a new vision, which will allow it to stand out of the crowd once again.




4.0 Options


      As a result of a good understanding of Asda’s problem, the researcher has successfully drawn a list of options from the information presented in the findings and conclusion sections of the report.

4.1 Option 1
      ASDA may consider defeating Lidl and Aldi using their strategy.

4.2 Option 2
      ASDA may consider separating from Walmart and run independently again.

4.3 Option 3
      ASDA may consider giving its customers a more compelling reason to visit.

4.4 Option 4
      ASDA may consider developing new sales strategies.

4.5 Option 5
      Asda may consider creating a data base where its customers can introduce their contact details if they desire.




5.0 Action Plan

      Based on the options presented in section 4.0 an action plan has been created by the researcher that outlines the following methods:

5.1.1 Communicated
      
      As the technology evolved throughout the years, in the present the most efficient ways of communicating project and actions are online and with the help of mass media through:
· ASDA’s website, as well as social websites such as Facebook and Instagram which will consist in long and short videos and animations presenting the new ideas and  services ASDA has to offer and how they will benefit both the loyal customers and the new customers who are looking for a unique shopping experience, followed by a full written description of the ideas and benefits presented in the video, for people who will not be able to play the video as they will be in work or their internet connection will be weak.
· Television, newspapers, magazines and brochures which will consist in images and locations of the stores where people can take advantage of the new implementations as well as written presentations of ideas and benefits that will interest both individuals and groups.
· Postal services, for customers who have provided their personal details over the years, such as date of birth, home address.

5.1.2 Monitored

      A series of monitoring strategies will be applied to each option presented in section 4.0 as following:
a) Physical process monitoring, monitoring the physical progress of the project tasks and activities.
b) Technical monitoring, which will support the Physical process by monitoring the factors that will influence the progress.
c) Assumption monitoring, consisting in external factors which may determine the success or failure of the project, which the project has no control over. This strategy may help to explain success or failure.
d) Financial monitoring, monitoring the expenditure compared to the budget prepared at the planning stage, ensuring there are no expenses or wastages and measuring financial efficiency.
e) Impact monitoring, monitoring both the positive and negative impact of the project to the individuals, measuring he progress of the intended impact. 
(https://impact-evaluation.net/2013/07/02/types-of-monitoring-in-monitoring-and-evaluation-me/)

5.1.3 Reviewed

      Aiming for an efficient project review performance, several steps have been identified based on the options presented in section 4.0 as following:
      1) Identify the review criteria, ensuring that the benefits of the business have been defined, the project is on schedule and within the budget, the desired results have been delivered, and highlighting any changes, risks or issues.
      2) Complete the Phase Review, which is a review completed at the end of each phase, consisting in assessing the project performance against the financial, quality and project plan, monitoring the delivery of the desired results and ensuring that all the resources needed by the project team are being provided such as funding, equipment, materials.
      3) Complete a Phase Review Form, which includes Initiation, Planning and Execution Forms, depending on the phase that has been completed, and provides summarized results of the project phase.
      4) Gain Approval to proceed, represented by a meeting that will be held specifically to discus the current status of the project, deciding on its continuation, where the project manager will present the original project idea, objectives, scope and desired impact, the progress of the project to date and against the delivery dates, unexpected time and costs and the issues and risk identified to date.
(https://tenstep.com/project-management-life-cycle-phase-reviews/)

5.2 Action Plan Application for options in section 4.0

      As a result of the methods above, the researcher has provided a series of actions that will help ASDA overcome the current issues, as followed:

5.2.1 Option 1 Action Plan
      ASDA may consider defeating Lidl and Aldi using their strategy, freezing the supplies from the expensive brand and focus more on its own brand, working in detail on the quality and the presentation of the products. Not being restricted by the other brands purchase prices will allow ASDA to lower its prices, attracting more customers as a result.

5.2.2 Option 2 Action Plan
      ASDA may consider separating from Walmart and run independently again, which gives the company the freedom to embrace new projects and procedures without being limited by other companies’ procedures or targets.

5.2.3 Option 3 Action Plan
      ASDA may consider giving its customers a more compelling reason to visit, such as:
· ASDA may consider offering its customers monthly or annually chances to win holidays in exotic places as a recognition of their loyalty.

· ASDA may consider creating indoor spaces for children to play, supervised by a designated person responsible with their health and safety, resulting in a more relaxing shopping experience for the parents and a fun experience for the children, which will save parents time that they can invest in other domains of childhood development.

5.2.4 Option 4 Action Plan
      ASDA may consider developing a new sales strategy which will consist in creating the first ASDA Fitness Club, hiring a fitness instructor who will be able to recommend delicious diets made of ingredients that can easily be purchased from ASDA stores.

5.2.5 Option 5 Action Plan 
          Asda may consider creating a data base where its customers can introduce their contact details, this being a great opportunity for ASDA to show even more interest in its customers by sending birthday wishes, advertising new offers and discounts, promoting specific items.
  









6.0 Appendices

6.1 SWOT Analysis:

	Strengths 
	Weaknesses

	· Leading retailer for many years;
· Notorious company;
· provides a great balance quality-price;
· Currently third in the marketing competition;
· Asda has many loyal customers as a result of the idea the company has been created on which is ‘ Great quality, Low prices’;
	· Asda’s George clothing brand provides day to day outfit choices in which the younger audience doesn’t show a great interest;
· Asda sells a large number of brand which doesn’t allow it to lower the price enough to be able to compete;

	Opportunities
	Threats

	· Asda could associate with Sainsburys in order to compete with the prices;
· Asda can separate from Walmart and run independently again;

	· Lidl and Aldi have lower prices which Asda cannot currently compete with;
· high street clothing rivals such as Top Man and Top Shop attract younger audience, 
· as a result of its low monthly revenue Asda may not be able to provide small or non-profit products low price fuel;
· Asda may not be able to buy the same amount of products;
·  it may have to reduce the number of employees;





6.2 PESTEL Analysis

	Domain
	Parameters

	













Economic
	1) Selling mostly their own brands, Lidl and Aldi have managed to lower their prices so dramatically that Asda cannot currently compete with.

2) Clothing rivals attract younger audience, resulting in Asda’s George clothing revenue to be lower.

3) As a result of its low monthly revenue Asda may not be able to provide small or non-profit products such as pregnancy sustaining medicine or low-price fuel which affect both the suppliers and the customers. 

4) As a result of its low monthly revenue the company may not be able to buy the same number of products which has an impact on its suppliers.

5) ASDA may have to reduce the number of employees as well as reducing the rewards for the current employees which may result in a poor customer service and it may lead to a loss in its loyal customers.




6.3 Asda’s Sales Forecast 2010-2020:
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