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Executive summary 
This report found that Walmart has used a low-cost strategy in both China and UK. Walmart has had some success in both nations but has not been able to repeat the success that is had in its home base of the US. The report also found how Walmart strategy has ran in to problems legal, economic and political and even with its resource allocation. Recommendations that the report made included giving my free reign to local leaders and keep leading the way in new technology.    

























Introduction
Perhaps there no company in the world which is associated with the word capitalism than Walmart. From a small store in Bentonville, Arkansas in the 1950s to the world-wide empire it controls today, Walmart growth has been rapid. During its world-wide expansion Walmart entered two very different markets the UK and China. This report will seek to understand what strategies Walmart has used in both markets and how local factors have impacted upon those strategies and what if any changes Walmart made to them. 
Walmart Strategies in China
In its home base of the United States Walmart strategy was simple. Provide products at the lowest price with rapid resupply method to ensure that store shelfs are always stocked. This strategy was impossible in China when Walmart. “The efficient transport of goods from one region to another is a challenge not just because of China sheer physical size, but also because its air, ground, and rail infrastructure is not up to company standards.” (Salomon 2016) Walmart tried to use its sheer size to break in to the Chinese market and hit a brick wall. In more recent years Walmart in China has adopted two new strategies for both is physical stores and is e-commerce arm. First with its superstores Walmart “First, it focused on increasing local procurement thus reducing procurement costs. Second, it maintained satisfactory supplier relationship during its initial years by paying suppliers within 3-7 days. Third, it established modern commodity distribution centres and computerized its management to improve efficiency and reduce cost.”(Banjo 2014) Walmart e-commerce division also underwent change. “The US retail giant announced on May 25 that it will open a store on JD.com, one of China’s most popular e-commerce sites, second only to Alibaba. It’s the latest move in a new strategy for the company that has consistently brought it closer to JD, which now has the power to make—or break—the company’s future in China.” (Horwitz 2017) Walmart current strategies is much more focused on providing local products for markets and working with established brands in China to try and become more successful.
[bookmark: _Hlk509061792]Walmart strategies in UK
In the UK Walmart first move was to buy up Asda something which will be discussed in detail later on. In Asda Walmart might have had a well know UK brand but not a business which was anywhere close to Walmart size and with a limited number of stores outside the north of England. Walmart first strategy in the UK was to copy its model from the US. “Its strategy of offering branded goods at very low prices has already changed the structure of the industry in countries such as Canada.” (Cowe, Buckingham and Martinson 1999) Walmart strategy worked and Asda saw rapid growth across the UK in the early 2000 but it also provoked a reaction from its UK competition what we know as the supermarket price wars. Asda and its rivals like Tesco and Sainsbury and the new low cost entries like Aldi. The result of this price war was predictable as in 2017. “Pre-tax profits tumbled by 19.9pc to £657.2m compared to £820.1m the year before while group sales fell by 3.2pc to £21.7bn. On a like-for-like basis, which measures shops open for more than a year, sales dropped by 5.7pc.” (Armstrong 2017)
Modes of entry
What is perhaps most striking about Walmart entry in to the UK and Chinese markets is that despite happening around the same time is that they used very different modes of entry. In the UK Walmart entered the market by buying Asda in 1999. So Asda essentially just became a subsidiary of Walmart, but why did Walmart feel the need to buy Asda in the first place and why did it not just rename Asda stores in the UK. “A company may organize subsidiaries to keep its brand identities separate. This allows each brand to maintain its established goodwill with customers and vendor relationships. Subsidiaries are often used in acquisitions where the acquiring company intends to keep the target company's name and culture.” (Sullivan 2017) Walmart changed very little in the presentation of Asda because Asda was already an established brand in the UK and Walmart was not well known in the UK. Also at the time the market was dominated by Tesco and only fools entre a market against Tesco with next to no name value. In China Walmart used a joint venture to break in to the market. “Wal-Mart Stores (WMT) entered China in 1996 and has billions of sales there. But how did it crack China? One big answer is a 65%-Wal-Mart-owned joint venture with a company run by the son of a former Chinese vice president who was tossed in 2009 out by Beijing after investigations into a multi-billion foreign exchange trading scandal.” (Cohan 2012) Walmart had to use a joint venture because Chinese law before 2001 placed large restrictions on the activity of foreign owned business. 
Political and legal factors
In UK and China Walmart encountered two very different political systems. One was and open democracy which protected business rights. The other was a communist dictatorship where success all depended on making the right politician happy. In the UK Walmart faced very few political problems since when it bought Asda it had no presence in the UK market so reduction in competition was not a factor. Also it has faced very pro-business governments from both Labour and the Conservatives. Asda biggest legal challenge in the UK has been over pay. “Retail organisation Asda has reported a 12.5% mean gender pay gap for fixed hourly pay across its 149,000 UK employees as at April 2017.” (Scott 2018) Walmart UK plan of keeping prices low as possible also means they have to keep wages as low as possible and that drive creates problems seen above. 
In China things have been very different. In China doing business is all about wining favour with leading figures in the Chinese Communist party. (CCP) As seen early Walmart got in to bed with a politician who was later sent to prison on corruption charges. Current President Xi Jinping corruption probe is less to do with corruption and is more to do with ridding the CCP of his political rivals. “Xi may be using the campaign as a guise for removing political competitors. Take for example Zhou Yongkang, the former security chief and retired Politburo Standing Committee member, who in 2015 became the highest ranking-party official to be indicted.” (Zhang 2017) Doing business in China means you have to get close to politicians but picking the wrong one can cause problems down the road. Walmart has had more than a few run ins with the Chinese government. “The company has had its fair share of run-ins with the law. On one occasion the Chinese government fined Walmart for violating local and national laws and even forced it to close stores temporarily for purported product violations. Walmart paid the fines, even though the company believed the claims to be unfounded.” (Salomon 2016) By working with Chinese’s business Walmart can hope to try and avoid the unfair attention of CCP since they don’t tend to attack Chinese’s business. Problem with embracing any strategy of getting close to China leaders is that it will make you the target of political rivals and damage Walmart brand in the west because of China’s human rights record.   
Organisational structure 
The organisational structure of Walmart is one which can be described as hierarchal. Walmart CEO sits at the top of the ladder with everyone below him having a boss who they must report too. The main tool that Walmart uses in order to get things done is directives and mandates. “Directives and mandates coming from the top levels of Walmart’s management are implemented through middle managers down to the rank-and-file employees in Walmart stores.” (Lombardo 2017) This structure seems to fit Walmart strategies across the world well especially in the UK where the corporate culture is almost the same as the US. Sending orders down the chain of command and expecting them to be carried out quickly fits right in with Walmart strategies. This structure is also used in China which does create problems. After all the person responsible for the whole business is sitting in an office in America giving orders to a Chinese’s manger. As discussed early China is very different to the UK and US and maybe Walmart China boss should have more of an ability to act on his own.  
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In China and the UK Walmart face two very different economies. China is experiencing rapid growth and even increasing middle class. The UK is showing signs of slow economic growth and a decline in the middle class. Walmart UK strategy is to provide the best products at the lowest prices. So in this environment it should be doing well however as seen early Walmart has come under threat from the discount stores Aldi and Lidl. “Aldi and Lidl account for £1 in every £8 spent in UK supermarkets, with two-thirds of British shoppers visiting the discounters.” (Butler 2017) Walmart UK is still largely defined with competing against Tesco and Sainsbury and not the discounters and with the value of pound still low thanks to Brexit the appeal of the discounters will only grow. Walmart in the UK need to treat Aldi and Lidl as real competitors or face losing even more ground. 
In China economic conditions are very different “China's economy seen growing 6.8 percent in 2017.” (Yao 2017) With an economy growing at rates unseen in the west Walmart should being doing great in China. As seen early however Walmart sold off is e-commerce business and trying to reduce its costs. According to Walmart China website that its sales “$485.9 billion in fiscal year 2017. Walmart strategy is not working in the region and instead of a China strategy it should have Beijing strategy or a Hong Kong one for each city it works in to meet these consumer’s needs. Price is not such an important factor if economic conditions are very good which they are in China. 
Forces of globalisation
The biggest driver of globalisation in recent years has been technology. When Walmart entered China and the UK in the late 90s the internet access was slow with dial up and mobile phones where still the size of bricks. As seen early Walmart has imposed its hierarchal organisational structure across its worldwide operation so boss of Asda in the UK and Walmart China all take their orders from Walmart CEO in the US. Partly this is because this how Walmart operated with great success in North America for some time but also because services like Skype or email mean Walmart CEO can quickly get orders out. Technology has changed for more about Walmart than just communication. “The only thing permanent about technology is change. With advances in technology developing at a seemingly unstoppable rate, keeping up-to-date with changes could help you develop a market advantage in the face of competition”. (Smith 2018) In the UK I can shop at Asda and have their products delivered to my home even if there is no Asda store in the town. Walmart strategy of low cost products is tailor made to new technology but faces big competition in the UK from other stores and Amazon and in China it faces smaller local competition and the e-commerce giant that is    Alibaba. Walmart must learn the lesson of Kodak, Toys R us and RadioShack which is failure to embrace new technology will see you go the way of dodo no matter how big you are.
A massive aid to Walmart UK and China plans has been the World trade organisation ( WTO) “WTO is an international organization that enforces the rules of international trade.”(Wild and Wilde 2015) Both the UK and China are members of WTO and this means that Walmart can make goods in China and easily export them to UK and the other way round helping Walmart reduce costs.
Resource allocation  
[bookmark: _GoBack]Take a trip through an Asda store in the UK or a Walmart China store and you will find products all over the world. This means of course that Walmart needs to anticipate demand in both the UK and China to meet that demand something that in recent years has not been the always the case. “Supermarkets Asda, Sainsbury's, Tesco and Morrisons said the purchase of certain brands would be limited to two units per customer per day. Foreign-made baby formula is popular in China, especially since a locally-manufactured formula laced with the industrial chemical melamine killed six infants in 2008 and caused another 300,000 to fall ill.” (BBC news 2013) Walmart strategies in both China and the UK is being the low-cost brand who can rapidly re-supply its stores. In the outlined case Walmart failed to see the sudden surge in demand in China for baby milk and its UK consumers faced the empty shelfs. As demand in China increases any failure to prepper for this could some shelves in Asda left bare.  
Conclusion 
Walmart strategies in UK work for a time. In China Walmart strategies failed to understand China and thus Walmart has not done as well as expected in China. In China Walmart has encounter political problems infrastructure problems which hamper its ability to use its low cost model. Walmart failed to take in to account just how different China was to the UK for example. Now Walmart size and brand have allowed to take a sizable share of the Chinese’s market but it could still yet reach in China the dominate position it holds over the US market. In the UK Walmart strategies worked for most of the early 2000s and Asda so rapid growth. The 2008 great recession lead to tough economic times as well as the rise of the discount supermarkets which can offer prices even lower than Walmart. The biggest change Walmart should make is stop trying to replicate its US model in the UK and China and embrace strategies which embrace the different needs of each market.   
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