                                        [image: ]
PROBLEM SOLVING AND DECISION MAKING
                                                        [image: ]
PROBLEM SOLVE







                                                    FLORENTINA-BIANCA POLYAK




SEPTEMBER 4, 2020
                                            
UNIVERSITY OF WALES TRINITY SAINT DAVID
     





Table of content




Introduction:………………………..…………………………… page 3

Asda Problem……………………………………………………. page 4

Asda Nature Scope and Impact of the problem…….…………. page 4

Swot Analysis…………………………………………………….  page 6

      Pestle Analysis…………………………………………….……… page 8
      Solution…………………………………………………………… page 10
      Implementing Solution….…………………….………….……… page 11
            Conclusion……………………………………….…..……..……... page 12
            References…………………………………………………………. page 13 
           Appendix A………………………………………………….……..  page 14












ASDA

ASDA Group Ltd, initially known as Associated Dairies & Farm Stores Limited, has been one of the leading food retailers of the United Kingdom since 1949, with its, headquarter in Leeds, West Yorkshire. The stores of the company sell a variety of products such as food, apparel, house items, books, etc. all over the UK (Matusitz, 2011). They are also working on launching a mobile network company known as ASDA Mobile. The company has approximately 650 stores spread across the continent. ASDA was acquired by another leading retail company Walmart Inc in 1999. After being acquired by Walmart, ASDA has added a lot of new products in its stores. These products include jewelry, pharmacies, etc.













Problem:
Recently, ASDA was the center of attention all over the news when it decided to make changes in the contract of employment. These changes include an increased wage rate from 8.21 to 9 pounds per hour. However, this increased wage rate has its cons. The employees would not get paid lunch breaks, service benefits, or bank holidays. Not only that, but the employees would also be shifted from one department to the other, and the timings will also be inflexible, which means that the employees would be called to work whenever the company wants. This contract was announced a few weeks before Christmas, and all the employees were forced to sign it. If the employees refused to sign the contract, then they would have no other choice but to leave their jobs. Modifications in the contract of employment had an impact on all of ASDA’s employees and have put the reputation of the company at risk. (Bransford, 1993)
 
Nature of the Problem:
This problem faced by ASDA is a clear violation of the rights of its employees. First of all, forcing the employees to sign a contract which would result in a constantly changing routine to save their jobs is ethically wrong. The contract was also announced before Christmas, so the employees would have no other option but to sign it because they would not want to leave their job with a holiday coming up. Even though ASDA claims that these modifications were made so that the company could survive in the challenging market, the truth is that these changes will make its employees’ work-life very difficult to manage. 



Scope of the Problem:
This new contract has impacted a workforce of 120,000 people who are paid by the hour. Due to the pressure put on employees, some workers have signed the new contract to save their jobs, but there are still thousands of employees who have not yet signed the contract. The new inflexible terms have also affected the majority of the female workers of the company. People claim that they are terrified of working at ASDA due to the new policies.

Impact of the Problem:
ASDA might lose many of its employees due to the modifications made in the contract of employment. The employees who do not sign the contract might take legal action against ASDA as imposing a contract on to the employees is considered illegal. The company’s reputation will be affected as well because of the unsatisfied employees. The rivals of the company might use this opportunity to gain a competitive advantage over ASDA. Lastly, the company might lose its customers. According to a Survation Poll of ASDA’s customers, 37% of the total shoppers said they would not shop in a retail store that does not treat its employees fairly, especially during the time of Christmas. 







SWOT ANALYSIS OF ASDA

Strengths:
ASDA is one of the leading retail stores in the UK, with approximately 650 stores all over the country and a 14.8% market share (Matusitz, 2011). The biggest strength of ASDA is its management as the company has hired employees from well-known companies such as Carrefour. It is also known for its innovation and technology and providing good quality products (Aakhus, Mark, and Sally Jackson. , 2005). The customers that ASDA serves are approximately 19 million every week. The customers not only get good quality products at a reasonable price but also get reward points for being loyal customers, which is why customers are satisfied with ASDA’s services. 
With the new employment contract problem that ASDA is facing, it still has the potential to get rid of the problem as it is a leading retail store of the UK, which is run by the US giant retail store Walmart. Therefore, even if the company faces any problem, it will still be able to retain its customers by coming up with solutions. 

Weaknesses:
Even though ASDA has been known for the quality of its products, some critics still say that the quality is not up to the mark, and brands such as Waitrose and Sainsbury have better quality. Some critics consider ASDA as expensive as compared to some discount stores. There have been many scandals against ASDA, which have affected its reputation. For example, a horse’s DNA was found in one of the products that made it lose customers. ASDA was also accused of price-fixing of dairy products in 2007, which cost its customers a lot of money. Fortunately, ASDA has found a way to make it out alive every time. However, the recent scandal of employee’s contract has put the reputation of the company at risk.  

Opportunity:
ASDA is not only a traditional retail store but is also an e-commerce business. It has its website where people can shop online. This is a great opportunity for ASDA because people nowadays prefer shopping online instead of visiting the stores. Furthermore, due to the recent pandemic situation, online shopping has massively increased, giving ASDA a chance to stay ahead in the game. 
As ASDA has a huge number of customers shopping online as well as in retail stores, it can fix any problem it faces by coming up with strategic solutions because customers regularly shop at ASDA and it would not be easy to lose a great number of customers provided ASDA keeps making efforts to keep its employees and customers satisfied. 

 	Threats:
Since ASDA is the third-largest retail store in the UK, the greatest threat that the company faces is its rivals. Tesco and Sainsbury are ASDA’s nearest rivals, and if ASDA faces any problems or gets involved in any scandals, then these rival companies might gain the market share. Even though one of ASDA’s strengths is being an online retailer but it may be considered a threat as well because multiple e-commerce businesses are running in the UK, so ASDA might lag in keeping up with other online retail stores. 
The problem that ASDA is facing regarding inflexible terms in the contract may lead to losing employees and customers. Due to this, its rivals will make strategies to gain their market share by attracting the employees and customers of ASDA to themselves.

PESTLE ANALYSIS OF ASDA

Legal Factors:
ASDA should work on abiding by the rules and regulations of the UK regarding its policies and how it treats its employees. In the UK, the rule is that the wage rate for employees should not be any lesser than the minimum wage. 
ASDA follows this rule, and in the modified contract, it has increased the wage rate of its employees from 8.21 to 9 pounds per hour. Another rule that ASDA should follow is that it should not dismiss any employee unfairly; otherwise, legal action would be taken against the company. This rule has somehow been violated by the company as it is imposing a change upon employees by making them sign a contract that they might not want to sign. ASDA is indirectly threatening its employees by telling them that they will lose their job if they do not sign the agreement. Any employee who is not willing to cooperate with the company on the new terms may take legal action, such as unfair dismissal against the company (Sanders K., Lin CH. , 2016). This will affect the company’s reputation. However, will a legal action be taken or not depends upon whether the company followed a correct procedure to modify the contract and did it have a right to do so or not? 

 	
Economic Factors:
ASDA is accused of tax avoidance, along with its rivals Sainsbury and Tesco, upon which the government is taking action. As the company is known for keeping its prices low, it might have to change its “low price” policy to keep up with the taxes. Another factor that ASDA should work upon is pay level, a supply of labor, and competitive pressures. The new contract of employment by ASDA might have increased the wage rate, but it has taken some benefits away from the employees. Due to this unreasonable contract, the employees might leave their jobs, which would result in ASDA losing their hardworking employees. Even though having fewer employees might sound economically right, but a company as big as ASDA with hundreds of retail stores across the country cannot afford to lose its employees. Imposing this new contract will result in losing competitive advantage among the rivals because ASDA, along with other qualities, is also known for its strong management and workforce. This will turn out to be a major setback for the company because it will not only lose its employees but also lose its customers, which will disrupt the sales and, as a result, will decrease the revenue for the company. With the revenue decreased, the company would have to cut its costs. Hence, this modification of the contract of employment will economically affect ASDA.

 	





Solutions:
First of all, the employers of the company should keep in mind that if any change is to be made in the contract of employment, then it should first be consulted with the employees; their opinion should be asked instead of imposing a change that the employees might not be comfortable with (West, M. A. & Farr, J. L. , 1990).
For this problem, the action that the company can take is to put the pressure off the employees and allow them to sign the contract only if they want to. This will give the employees a sense of compassion from their employers, and it will make them feel like they have a choice. Those who are willing to sign the contract can sign it, and those who are not should not be dismissed. The employers should also inform the employees about why these changes were made and what will happen if they sign the contract. The employees should be assured that signing this contract would not result in frequent changes in their departments or timings. The deadline given to the employees to sign the contract was initially extended for one week, but it should be further increased to give the employees a chance to think.
After gaining back the trust of the employees, the head of the company should make a public statement explaining why the change in the contract was made and informing the public that the employees do not have any pressure to sign the contract. This will help improve the reputation of the company and also win the customers. 
A similar case occurred in 2010 when ASDA introduced a new pay structure for certain employees. However, at that time, a variation clause was already written in the staff handbook, which clearly stated that any changes necessary would be made. Employees were also informed about this before implementing the change (Fiore, S. M., Rosen, M., Salas, E., Burke, S., & Jentsch, F. , 2008). The fact that ASDA carefully took steps to implement the change is the reason why no objections were made against the company. 
 	The second solution to this problem is that ASDA should include a variability and flexibility clause in its contracts so that any changes in the future could be made easily. The company should, however, go through all the alternatives before implementing a change. It should also carefully analyze the consequences of any change that they might implement. All the decisions should be made in favor of employees to prevent any similar situation.

Implementing the Solutions:
A meeting should be held for all the employees of each retail store in which the manager or the employer would discuss the details of the contract change, the purpose behind it, and how it will benefit the company and the employees themselves. The employees should be assured that their opinion matters and that they have a choice. All the concerns of the employees should be answered in that meeting. After putting the pressure off from the employees, their reaction should be observed. Employees’ feedback or suggestions regarding the new policies should be asked through the company’s website. Incentives should also be given to motivate the employees to sign the contract. These could include bonuses or employees’ personal growth.
The head of the company should call the press and answer their questions so that the hatred of the customers for the ASDA’s management could be reduced. The public should also be assured that the company not only caters to the needs of the customers but also the employees.
A variation clause should be added in the contract of employment after getting a legal consultation so that changes could be made easily in the future. After the addition of the clause, an email should be sent to all the employees regarding the clause and what its impact will be in the future.
Lastly, after taking action to solve this chaotic problem, sales, revenue, and the number of customers should be observed to see if they have increased or not. If not, then the company should carefully come up with different strategies to regain its market share.

Conclusion:
ASDA is the third-largest retail store of the United Kingdom because of its customer service, innovation and technology, low price, and good quality products. Even though ASDA has struggled with many scandals in the past, be it the horsemeat scandal or being accused of price-fixing, it always got out of them and gained back the trust of its stakeholders. The problem that ASDA is currently facing has put the company at the brink of losing its employees, customers, and its reputation, but ASDA has the potential to solve this with careful thinking and implementing strategies that will benefit its employees. After getting the employees and customers back on its side, ASDA has the potential to rise again and overtake all of its competitors. The above-stated solutions and suggestions can be highly effective for its implementation in this regard, which can certainly assist ASDA to overcome its lacking and boost its performance to a considerable extent. 
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Assaociate diaries and farm stores
was found.

Peter & Fred Asquith opened
and closed their first store.

The first self-service supermarket
in the UK was introduced.

Peter builds his first supermarket
from scratch.

First food store to offer general
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petrol filling station.
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Launch of ‘Asda Price’ TV adverts.

Opening of 100th Asda store.

George creates the first
supermarket clothing brand.

Starts its online retail service.

Asda joins Walmart family.

Named ‘best value retailer’
by grocery.

Asda launched ‘we sell for less
programme.

Opened Eco store in Bootle.

Voted as ‘community retailer
of the year’.

Asda celebrates 50th birthday.

Named lowest-priced
supermarket,
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