Strategies for Resilience and Prosperity
REPORT

Magdalena Janas
2107190



Executive Summary
This will be a report on Asda's strategy. An analysis of the organisation's internal and external environment will be presented, showing aspects of sustainability and resilience. The business model and strategy theories will be presented, including the theories of P. Drucker and H. Mintzberg. Internal and external strategic tools will also be analysed, such as SWOT, PESTLE, stakeholders, and Bowens clock analyses. One of the elements that create a company is organisational culture. Organisational culture is a set of internal practices and norms of cooperation. According to Charles Handy's model, there are four types of culture that organisations follow. These include power culture, task culture, person culture and role culture (1).
Asda was founded in northern England in the mid-1960s. However, its origins date back to the 1920s, when a group of farmers from Yorkshire began to develop wholesale and retail outlets for milk and dairy products. In 1963, the company's name was Associated Dairies Ltd. In 1965, the company was joined by the butcher P. Asquith, who came up with the idea of selling a full range of food products at reduced prices. Asda stores were created to divert attention from the small store business by providing a competitive advantage in the form of low prices on a large scale. From its headquarters in Leeds, Asda began to expand its operations throughout Great Britain. In 1999, Asda began to cooperate with Walmart, thanks to which large shopping centres based on Walmart standards began to be built. Three years later, Asda was named the best company to work for. In 2009, it absorbed International Produce Limited as part of its direct fresh produce strategy (2). As of 2020, Asda is owned by brothers Zuber and Mohsin Issa from Blackburn. Asda is one of the largest supermarkets in Great Britain. It has over 145,000 employees and serves approximately 18 million customers a week. The company is constantly developing and introducing technological innovations. Asda operates stationary, online and mobile, delivers goods to customers' homes, and has also introduced the Click and Collect system (3).
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INTRODUCTION
This report will include a critical analysis of the organisation's internal and external environment. Asda has been chosen as an example of an organisation. The management theories of P. Drucker, Mintzberg, A.D. Chandler and M.E. Porter will be presented. Asda's internal environment was analysed based on the organisation's vision and mission. External analysis will use tools such as SWOT and PESTLE analysis, stakeholders, and Bowman's strategic clock. The strategic management process consists of several stages that are aimed at establishing and implementing the company's long-term strategy. Each stage has its own characteristic features that influence the course of the strategic management process. The first stage is strategic analysis, during which the company diagnoses its internal and external environment. For this purpose, various tools are used, such as SWOT or PESTLE analysis. The next stage is to establish the mission, vision and strategic goals. All these elements are important for effective strategic management because they allow setting the course of action and defining priorities. The next stage is the selection of a development strategy. After determining the strategy, the implementation stage begins, i.e., putting the adopted actions into practice. Change management plays a key role at this stage, because the introduction of new strategies may require reorganisation of the organisational structure, changes in business processes, or employee training. It is worth noting that this phase of the strategic management process is as important as the previous ones, because the success of the strategy implementation depends on the effectiveness of implementation. The last stage of the strategic management process is monitoring and control. During this stage, the company monitors the implementation of the established strategy and compares the achieved results with the assumed goals. If there is a need to adjust the strategy, appropriate steps are taken. Information plays a key role at this stage, allowing you to track progress and make appropriate decisions (4).

ORGANISATIONAL STRATEGY
The concept of strategy in management was introduced by P. Drucker, who unsuccessfully proposed the implementation of management, now called strategic, to the management of General Motors in the early 1940s (5). In management practice, the solutions proposed by P. Drucker appeared several years later thanks to A.D. Chandler, who believed that "a corporation should develop a strategy before it decides to change its structure" (6). A.D. Chandler defined strategy as the process of defining the long-term goals and intentions of the organisation, selecting courses of action and allocating resources necessary to achieve these successes (7). In such a definition, emphasis is placed on setting the company's goals and directions of operation as the most important elements of the strategy. Since then, many different definitions of strategy have appeared. H. Mintzberg initiated an emergent strategy, which is a set of actions or behaviours consistent over time, "a realised pattern that was not explicitly intended" in the original planning of the strategy. The term “emergent strategy” means that the organisation learns what works in practice (8).
Asda's strategy is to focus on sustainable development. The company wants to achieve complete climate neutrality by 2040 at the latest. In the fight against plastic waste, the chain promises to remove 3 billion pieces of plastic from its private label products by 2025. The retailer has also committed to introducing over 40 refill products by the end of 2023 and investing in 50 projects within the circular economy by 2030 (9). Аsda's strategy is to attract customers to its stores and acquire new ones. There are two ways in which Аsda expands its customer base by shifting its marketing focus to new markets and product differentiation. Аsdа uses a variety of trend analysis techniques such as marketing mix modelling, risk analysis, selection modelling and customer analysis. The company also relies on a pricing strategy and is able to achieve high sales volumes and high profit margins (10).
VISION 
Vision and mission are among the basic concepts related to strategic management. According to J. Welch, these terms have become one of the most abstract, overused and misunderstood words in business (11). An organisation has a vision if it imagines the state of affairs it wants to achieve. The vision of the owners of Asda stores is to expand its network to continental Europe (12). Asda's vision is to focus on sustainable development, opening ecological stores, reducing waste and using secondary raw materials, and limiting the use of plastic packaging as much as possible. Asda encourages customers to shop sustainably. The supermarket chain is also introducing a national "Greener with Asda Price" price promise, meaning loose and unpackaged products will cost no more than their packaged equivalents.
MISSION
A mission is a certain type of task to be performed, a type of obligation and a goal that drives us to action. According to Welch, the mission should be a precise declaration of the company's stated goal and should answer the question: how does a given company want to win in business? The management is responsible for developing the company's mission, which is one of its main tasks (13). The mission reflects what is currently happening in the organisation. Asda's mission is: "to be the UK's best retailer, always exceeding customer needs." Asda's mission is to provide products and services accessible to customers. Asda's mission is to act for the benefit of customers and business partners as a passionate team united around shared values, providing customers with all the products they need to live. Asda's mission is also to encourage everyone to be open and to have honest values. Working at Asda is about creativity and cooperation of the entire team. The contribution of all employees is important and valued.

COMPETITIVE STRATEGY
Companies can use competitive strategies to continue to generate and increase profits and expand their operations. Understanding your competition's strategy can help you implement specific types of strategy within your teams. Companies can use a variety of competitive strategies to increase the value of their products and services to consumers, investors, and employees. They also implement these strategies to generate sustainable revenue streams (14).
H. Mintzberg proposed a definition showing the ambiguity of the term "strategy". According to him, strategy is the 5Ps: plan, plot, pattern, position and perspective (15). Strategy as a plan is the definition of a path leading to a certain goal, what the company can achieve and how it should be achieved. The plan is closely related to plot, imagination strategy as a strategic trick, especially when it comes to racing against the competition. The pattern stands in opposition to these ideas. In this case, patterns that can be recognised in the decisions, and actions of enterprises are important. The definition of strategy as position refers to placing an enterprise in some environment. The last definition is called the strategy perspective, which concerns the collective consciousness of the enterprise. Porter's five forces, in turn, is a model that identifies and analyses the five competitive forces that shape every industry and helps determine the industry's strengths and weaknesses. The five forces analysis is often used to identify industry structure in order to determine corporate strategy. Michael Porter believes that one must understand the competition and the chosen market to determine how a company should respond (16). Asda's main concern is to provide economic goods to a broad consumer base. This is important to maintain a competitive advantage. Asda precisely defines its target group of consumers and meets their needs. Asda's competitive strategy focuses on the strength of customers, because they are the most important for the company to exist (17). Asda's competitive advantage over its competitors is the ability to build and maintain a distinctive advantage through its reputation, innovation and relationships with suppliers, and a low price strategy is another way that Asda fights its competition (18).
BOWMAN CLOCK
Bowman's Strategic Clock is a useful tool for offering alternative strategies to organisations that want to be competent. Using a strategic clock helps companies find the most effective relationship between the perceived value of products or services by consumers and the price they pay for them in the market. In this way, the matrix is based on various combinations of the received values ​​and prices, so that, depending on the location of these points, there are different strategic routes to follow. There are up to eight possible competitive options in the matrix. Low price strategies is first and applies to companies that use this strategy to customers who do not care much about perceived quality. Item 2 includes companies that base their business on at low costs and this is the sector where Asda is located. Number 3, hybrid strategies, is focused on the value for money. Number 4, called "differentiation", consists of a strategy of offering a different product at a relatively high price. Similarly, in item 5 we find "segment differentiation", in which goods or services have high added value and high prices. In item 6, the price of the product is increased without increasing its quality. As for strategy 7, this is only feasible under monopoly conditions, where the only producer is able to raise its price above what it would be in a competitive market. Item 8 is to offer a good of low perceived value at a price that the public considers high (19).
STAKEHOLDERS
Following E. Freeman's definition, "stakeholders are any person or group who can influence or are influenced by a given company" (20). Each stakeholder has specific expectations towards the company, for example, high-quality products and services at low prices, suppliers of high prices for their goods and services, quickest possible payment, and long-term cooperation. For employees, it is high wages, long-term employment contracts, opportunities for promotion and increasing qualifications. Management and management staff have high wages and bonuses, pursuing a professional career. The government pays taxes (21). Asda's main internal stakeholders are its owners, management, employees, managers and shareholders. These are very influential stakeholders who determine the direction of the company's development. One of Asda's most important stakeholders are its employees, because they are the ones who make the company work.
Asda's main external stakeholders are customers, suppliers, creditors, competitors, pressure groups, local communities and government. Customers are its most important stakeholders on whom its success depends. However, it is worth noting that Asda needs to improve customer satisfaction.
Suppliers are crucial to Asda's success. They influence them in many different ways. They supply the goods and services it sells, from fresh produce to cleaning products, as well as packaging and other materials. In return, many suppliers treat Asda as their main customer. Asda works with a large number of suppliers; however, its treatment of suppliers has drawn criticism. In fact, it was once voted the worst of the UK's high street supermarkets for its treatment of suppliers. Asda uses a variety of communication methods with its stakeholders to stay connected with them. For example, the company's official website (www.asda.com) provides detailed information about its history, products and services, career opportunities and much more (22).
SWOT
SWOT analysis is one of the basic methods of strategic analysis of an enterprise. It can be used for the entire enterprise or in individual areas of its operation, e.g., marketing, finance, production, etc. It can be used in the activities of a consultant as a technique of preliminary strategic analysis of the organisation ordering consulting services. SWOT analysis is a strategic planning tool that Asda managers can use to analyse the organisation's situation. Weaknesses include Asda having a limited presence in the world, as it has a small number of locations around the world compared to its rivals. This is a serious advertising mistake.
Strengths: Asda stands out in its range of activities, among others, through strong market presence. It offers a diverse range of products and has expanded throughout the UK. Asda's presence in multiple locations benefits its organisation's marketing strategy in terms of its target audience. It is a powerful company not only in terms of promoting its products but also in terms of training and team management.
Weaknesses: Building and developing in creativity and technology. While Asda works on research and development, it still needs to catch up with the leading companies in the industry and needs to invest in new technologies.
Opportunities: Methods to increase profits and increase presence on the Internet. Improving employee satisfaction and ensuring employee security and long-term contracts is another opportunity for Asda. Asda's online presence, official website and other communication channels are a great idea to reach more customers.
Threats: These are elements of the environment that may have an adverse impact on the success of a company. Competition lowering their prices can be a threat. Amazon is the market leader, Sainsbury’s is a main competitor, there are additional online stores, and the proliferation of independent online sellers are a huge risk for business (23).
PESTLE
PESTLE analysis is a technique used to analyse external factors that may affect a company's operations. It takes into account the influence of various political, social, environmental, technological, legal and economic factors on the economic activity of the organisation.
Political: UK Government policy on employment, taxation and business has a direct impact on Asda. For example, changes in minimum wage or tax laws can increase a company's operating costs. In addition, ASDA must strictly comply with food safety regulations and standards. Economic: The overall economic climate in the UK significantly affects Asda's business. When the economy is strong, consumers tend to have more disposable income, which can lead to increased spending on groceries and other goods. In turn, during periods of economic downturn, consumer spending tends to decline. Social: There is a growing trend among consumers towards health and well-being awareness. This has increased the demand for organic, vegan, gluten-free and other health-promoting products. Asda needs to cater to this trend to meet customer demands. Technological: The rise of online shopping and the prevalence of smartphones have revolutionised retail. Asda must continually invest in and update its e-commerce platform to meet customer expectations for easy online shopping and fast home delivery. Environmental: There is increasing consumer and regulatory pressure on businesses to adopt sustainable practices. Asda must consider the environmental impact of its operations, from energy use to packaging. Legal: As a food retailer, Asda must comply with strict food safety regulations and standards. These regulations ensure that all food products sold are safe to eat. Any breach of these regulations could lead to penalties and damage to Asda's reputation (24).

CONCLUSION
Asda is a limited company. The advantage of a limited company or PLC is that it has limited liability, which means there is a limit to the amount that can be claimed. The disadvantage of this is the lack of privacy, which means that financial results are available to everyone. One of the most important activities in the company is to indicate the general strategy as a directional strategy. Each organisation is different, but they all need to listen to shareholders, need to establish relationships with employees, and have good communication in the organisation as the basis for the company's success. Asda is an organisation that undoubtedly dominates the UK market, mainly in the food industry. Its strategy is focused on sustainable development and technological innovations to attract as many customers as possible and fight the competition. Asda follows customer needs and is focused on low prices. A review of selected strategic analysis methods in relation to the company can be helpful in creating an overall strategy for the coming years. The range of tools that can be used is very wide. However, this report presents Asda's overall strategy and draws conclusions from selected strategic analysis methods.
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