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0. Executive Summary
The internal principles and regulations of the University require a written summary at the end of each module studied to assess the knowledge and understanding skills gained by students.
Additionally, the engagement with literature skills, transferable skills for life are some of the assets needed to demonstrate one’s knowledge.

This study will be based on the analysis of one of the retailers in the UK, the current subsidiary of the large American chains, Walmart, which is the largest retailer in the world. Regarding to the retailer under review, some of the various problems that Asda face will be discussed by using analysis methods studied during the course, leading to the proposition of solutions to ensure a better future for the organisation, with the aims for it regaining its place of entry in the market. 

The two main analyses that will be performed in detail are the SWOT and PESTLE analysis. After the analyses are performed, suggestions will be given under the “action plan” section of this report.  
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1.0 Introduction
The present report is about Problem Solving and Decision Making that Laura James asked on March 3rd, 2020 and compiled by Theodore Toko Manzambi. The submission date should be on March 20th, 2020 but the Management team of the University extended it for one week due to the pandemic of Covid- 19.
Therefore, the purpose of this report is to identify different problems at Asda and to give an in-depth analysis of one of them for its proper implementation.
Each organisation faces multivariate problems; it is up to decision makers to determine internal and external causes in order to find appropriate solutions (Maundy et al, 2017). 
The chief executive Roger Burnley stated “as we kick off 2020 I am very confident that not only do we have the right team in place, but also the right strategy to make sure we can continue to serve our customers and grow our business, not just for this year but beyond”(Askinasi, & Murray Jul 2019).
This study will thereby determine the nature, scope and impact of problems faced by Asda after a brief background of the organization.
Moreover, a Swot and Twos analysis of Asda will be done to elucidate their internal factors such as Strengths and Weaknesses and external factors like Opportunities and Threats. Suggestions will be made, aimed at ensuring improvement for the organisation. 
Furthermore, Pestle analysis will be explored to determine the macro environments’ factors due to the changes in the Great Britain, and then a conclusion will be drawn by suggesting options for enhancement at Asda.
 In addition, the process of communicating, monitoring and reviewing the implementation of the chosen options will be explained.
However, the study will not be exhaustive due to various limitations like word-count and different methods used to elaborate this report such as observation, theories, experiences, collection of data with academic resources and My5, CH companies-history.com and prediction. 
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2. Mains Findings
2.1 Brief Background of Asda
Asda is Great Britain’s third largest supermarket chain after Tesco and Sainsbury; and was establish in 1949 in Leeds as an Associated Dairies and Farm Store Limited. In 1965, they adopted the merger of the Asquith and Dairies chain of three supermarkets and Associated Dairies. Asda is an abbreviation of Asquith and Dairies. In 1999, Asda became part of the American retail giant Wal-Mart, which is the world’s largest store. 
The expansion of Asda has been noticed since its establishment, from seven butchers’ shops in the start local area to 639 stores today. 
2.1.1 Products and Services offered by Asda
Asda offers a wide range of products and services and makes it affordable for the consumers.
2.1.1.1 Products
Asda offers various product to its customers such as Party cakes, drinks, chilled food, home and entertainment products, clothing, nightwear and slippers, lingerie collections, features trends, beauty, and George’s products and many more.
In addition, Asda also has its own award-winning brand, which helps customers to save money and live better.
Their motto is “helping customers to lower the cost of their shopping basket without compromising on quality”.
2.1.1.2 Services
As well as products, Asda offers a range of services to its customers like delivery pass, Asda mobile, Personal loans, Pet insurance, Asda Opticians, Pharmacy, Car insurance, Asda Tyres, Petrol station and so on.
Similarly, they also help some charities such as Children in need, Fields in trust, Tommy’s and they run themselves Asda Foundations.
2.2 Investigating Asda
This section will highlight various problems that Asda faces, which have been identified, based on the Asda TV programme. On the other hand, problems discussed will be based on research done by the writer and their own experience. The following points are not at all exhaustive. 
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Asda’s various problem are:
· Management of more than 10,000 products in their super market;
· Reduced sales; 
· Loss of £ 7bn result of falling on merger with Sainsbury;
· Panic in chief of agents over the probable loss of jobs (2832);
· Threats to agents for new agreements;
· Threats to recalcitrant agents to lose  their jobs;
· Environmental pollution with fines once discovered;
· Competition with other retailers like Aldi, Lidl bringing cost cutting to Tesco, Sainsbury’s, Asda and Morrison’s. 
· Proposal on change to simplify ways of working across administration;
· Replacement of “food for now” over traditional meat and fish counters; 
·  And so on
As a result, this section will analyse and study “Panic in chief of Agents over the probable loss of jobs “as one of the issues at Asda among others detailed above. By the fact, the nature, scope and impact will be investigated in order to expand more the main problem of loss of jobs at Asda.
2.2.1 Description of Nature, Scope and Impact
2.2.1.1 Nature
To determine the nature of this problem mentioned, it was important to use the Five why analysis in order to examine in deep the cause and effect of the problem.
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	Problem identified: 
“Panic in chief of Agents (Administrative, Cash office and Personnel) over the probable loss of jobs”. 


Why1 ?

                            Why are Agents in Administration, Cash office and Personnel at Asda 
	            panicking?              
                        Because they face the threat of redundancy.

Why2 ?


	  	Why do they face the threat of redundancy?
		Because Asda looks to cut costs.

Why3 ?

		
		Why does Asda look to cut costs?
Because of a tough Christmas for Asda, other three supermarkets    
		included with loss of sales as consequences.

Why4 ?


		Why did Asda and other three supermarkets have loss of sales? 
		Because of the fast-growing discounters Aldi and Lidl.

Why5?


		Why did Aldi and Lidl become the fast-growing discounters?
		Because of their reduced prices for basic necessities and their 
		Conveniences’ to the Community.

As the nature of the main problem identified has been detected, it follows that the scope should determine who is affected by the problem.

2.2.1.2 Scope 

Under these circumstances, the problem defined above will affect noticeably the following categories of people.

· Agents or Employees working in administration: with around 639 stores, it is more than necessary to have a strong administrative structure for better monitoring of staff as well as compliance and adaptation to different regulations. 
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In addition, People working in Administration are very important, as they are capable of defining a company’s strategy, managing its budget and its human resources in order to make it grow.

· Agents or Employees working in cash office:  these people have an essential role to play since they scan the items purchased by customers to be able to establish a purchase amount and then collect them.
They must know how to keep their calm and their smile since they represent the organization for which they work.

· Agents or Employees working in Personnel: People working in Human Resources have a strategic role and are part of the main actors to meet the challenges of the business.
A good management of human resources allows in particular taking advantage over competing business.

· Business itself will be affected: As all these people identified above are part of the business, their commitment will decrease and they will lose their motivation. Some of them have been working for a long period and have been threatened instead of arguing over an amicable separation that could border on Asda’s image.  

Thus, this section will lead to the impact of the defined problem and respond to the question how they are affected.

2.2.1.3 Impact

This section as explained previously, will be determining on how those people concerned by the defined problem are affected.

· Agents or Employees working in administration: they are affected by fear and worry about losing their jobs. Additionally, the imbalance in their homes and in the lives of their children. Uncertainty and demotivation reign in them too.

· Agents or Employees working in cash office: they are also affected by fear and worry as well the previous group. In addition, some of them are anxious and nervous as they have to be trained on food for now which has already started in Glasgow. Furthermore, they are uncertain to know if they will be accepted or not. By the way, they must get used to a flexible schedule as required by the hierarchy for those who will be retained. This creates a psychosis in the lives of Employees and their families.

· Agents or Employees working in Personnel: As explained so far that, human resource has a strategic role to play in business. Unfortunately, the situation they are going through at Asda therefore reduces their determination to play 
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their role. In addition, they feel demotivated of this uncertainty of job loss on the one hand and joining the jobless life on the other hand.
Being redirect to a new service such as in “food for now” is also a problem for those who have been working in human resource, as they have to learn like a newly engaged. 
Bossuet (1686) argued that there is the thing that is affected and no one can understand that all that is only to affect and to shape something else.

· Business itself will be affected: slowest growth has been identified in grocery industry. The reduction in sales with the consequences of a reduction in jobs. This situation leads to reductions in wages and the elimination of certain jobs.

Despite all these categories mentioned above which will be affected, there is another group linked to collateral damage to the aforementioned groups, these are: 

· Stakeholders such as – Creditors: Some Employees have contracted debts, which they pay with their wages. The loss of jobs or the reduction of wages will involve the revision of the contracts of loans with their creditors.

-Government: The loss of jobs or the reduction of wages
           Will affect payment in taxes.

                                                -Suppliers: Some of the suppliers have to be changed as they are closing 400 of its traditional meat and fish counters to open “food for now. New contracts should be made with new Suppliers.

                                                -Community: they will be affected as some of them will lose the habit of meals they were accustomed to, farmers included.

                                                 -Owners: they have accepted the change as 9000 people were affected when Tesco made those changes in Tesco’s store. Slower growth due to lost sales because of competition from Aldi and Lidl. Acceptance to pay fines after polluting a river in County Antrim.

This section will not be expanded in details as Swot analysis should be done to determine internal and external factors for a good improvement of Asda.
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2.3 Swot Analysis of Asda

Cowe et al. (2011) argued internal analysis of a society investigate its performance with its strengths and weaknesses. Doing so, the Swot analysis for Asda is elaborated as follow:

	Strengths- Internal
	Weaknesses- Internal

	-A well-structured company;
-Third largest retailer in the UK;
-Well established in the UK;
-A multi skills Company;
-Well known internationally;
-Strong brand name with its own brand;
-Economy of scale and superior technology;
-Presence online market;
-Wide range of products
And so on 



	-Localisation problems by area;
-Quality of products;
-Being engaged in price fixing of dairy products(2002-2003);
-Failure to merger with Sainsbury;
-Involved in misleading advertising campaigns;
-Poor quality of products according to some clients;
-Large size of the company;
-Failure to negotiate with employees;
-Lack of dialogue with employees when faced with serious company problems and so on.

	Opportunities- External
	Threats-External

	-online shopping;
-Subsidiary of Walmart;
-Expansion in EU market;
-Diversification of services;
-Potential in emerging markets;
-Transferable skills for employees;
-Ability on opening “food for now” and so on
	-Competitors Aldi and Lidl;
-High cost of maintenance of large areas of their building;
-Plethora of agents in Administration;
-Other online retailers;
-Facebook market;
-Government changing policies
- Environmental threats and so on.



According to Kotler (2011), Swot is a situational analysis tool used to examine internal strengths and weaknesses on the other hand and external threats and opportunities on the other.

Details in each section of Swot are explicated in appendices.

As Swot analysis has some limitations, a Pestle analysis will be done to expand more the problem on the macro environment aspect for a good planning.
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2.4 PESTLE analysis of Asda

	Political
	Economic

	-Uncertain of trade laws after Brexit;
-Potential trade deals;
-Customs and duties & export costs;
-Consumer and competition laws;
-Loss of consumers for both sides (EU-UK);


	-Wide marketplace and commercial issues
-Changes in sources of funding
-Issues around brand names and designs

	Social
	Technological

	-Staff and employment requirements may change
-Changes in sources of funding
-Behaviours on range of Customers

	-Supply chain issues
-Leveraging People Data centres’ to understand consumer behaviour

	Legal
	Environmental

	-Compliance with future tariff and trade requirements
-Period of regulatory and legal uncertainty
-Issues around brand names and designs

	-Boarder issues
-Greenhouse gas rules
-Pollution, organic foods
-Actionable steps to address climate change within the value



Details on each quadrant of Pestle have been detailed in appendices.

3. Conclusion

In conclusion, the repeated threat to employees working in back-office roles constitutes a brake on development in a short-term obstacle while Asda is facing a great competition in front of Aldi and Lidl.
That is to say, that Asda is coming up against immense changes in the retailer sector losing its place as the cheapest supermarket in the United Kingdom.

Despite its strength in its organizational structure as pointed out by the Chief Executive Roger Burnley, the revision of the way of negotiating with employees in back-office should be reconsidered. In addition, having a multi-cultural team with several skills is an interesting asset to exploit if they manage to review their way of negotiating.

Furthermore, due to the macro environment change in businesses, Asda requires to expand a new approach to keep going and perpetuate its customers like Tesco.
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Opening some convenient shop express could bring their customers closer to yesteryear and negotiating with suppliers to fight the competition that strikes them from all sides.  

However, its strong presence on the online market and the start of its “food for now” are already a starting point that will further boost Asda despite the consequences this has on the lives of its current employees.

Finally, it should be noted that Covid-19 was not the subject of this study, which in itself constitutes a great opportunity for Asda (boost sales) although this also constitutes a concern in the lives of consumers and employees. This case is for further study.

4.0 Options

It is important to the CEO of Asda to revise his ways of negotiating with Employees in the back-office by using one of an easy way. For instance, asking for employees who are ready to leave voluntary and make a proposal on an amicable separation.

After that, integrate those who will remain in the new restructuration made on “food for now” even though it affected 9,000 people during similar changes operated by Tesco.   

Then, giving training to Employees who will in turn train those who will accept the conversion in this new food sector. 

Define number of cities and make a plan to start introduction of “food for now” to complete those have already started in Glasgow.

Moreover, avoid underestimating the competitors rather train teams capable of making a good prospection on the competitors’ price. This is in order to release variances on the one hand and to study ways and means of setting its prices according to their competitors.

Prepare then a good team by the end of 2020 to be trained on different regulation as in the United Kingdom, the EU, America and in Asia to build an adaptable policy for Asda concerning their fields of activity, environment included.

Alternatively, reduce prices on necessities flowing in large quantities at the expense of other products for internal compensation. Improve the capacity of members assigned to logistics assigned to comply with gas regulation with a dessert effect in order to save the various subsequent fines. Improve the capacity of members assigned to logistics to comply with greenhouse gas in order to save various subsequent fines.
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5.0 Action Plan

This section is about implementation of options suggested above.

· Revision of ways of negotiating with Employees in the back- office: to avoid neglecting and lack of dedication that further affect the development of the work, it is advisable to put in place in the short-term team to relaunch new negotiations.
· Training of Members of staff with immediate effect in order to prepare good Employees who will run food for now. Also to be able to adapt in new regulation regarding boarders, environment, legal and so on.
· Prospecting competitors’ products: correcting the overestimate they had long internalized in pricing that they were the best. They have not adapted in terms of low prices making their place of choice on important products.
· Negotiating with Suppliers and other branches: negotiations with suppliers and other branches offering fruitful services such as insurance in order to redefine a new commercial policy in the reduction of products of necessities in order to reframe and bring back lost customers.

To better elucidate this situation, the table below will clarify different actions to be undertaken for better improvement.
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	TASK
	ASSIGNED TO
	DUE DATE
	OBSERVATION

	Revision of ways of negotiating
	Human Resources/ Employees back office
	30/06/2020
	

	
Integration of Employees in food for now
	
Human Resources/ Employees of back office/CEO
	
30/09/2020
	Resulting from the negotiation compromise made with Human Resources and the agreement of the CEO

	Training
	Human Resources, Mangers, Employees of back office agreed 
	30/11/2020
	Agreement of CEO and Board

	Plan& Introduction of “food for now”
	CEO-to agree
Human Resources to prepare documents, Planning,  Marketing, study to act and Mangers to implement 
	31/12/2020
	Agreement of CEO and Board, participation of other Directions.

	Prospection
(Study new strategy for comparing prices with competitors
	Human Resources, Marketing, Study and Planning
	31/12/2020
	Agreement of CEO, board and Directors & Managers

	Preparation on training on international regulations and Echo environment
	Technique, Logistic & Supply chain, Human Resources.
	31/12/2020
	Agreement of CEO, board and Directors.

	New strategy on prices at necessities products
	Commercial, Marketing, Human resources, Purchase and Supply.
	01/01/2021
	Agreement of CEO, board and Directors, Managers.




5.1 Communication

It is important that the department of marketing and studies and planning departments take care of these options or proposal in order to present and defend them with the upper hierarchy.

In addition, the CEO will have to communicate with the committee by associating different directors for an in-depth study. Once accepted, he will instruct them in the form of actions for the various directorates concerned. Moreover, forward those to the operational departments so that managers are informed for the proper implementation of options finally approved.
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It should also be noted that these decisions would be internally transmitted copies for information to employees, owners and representatives of the society.
However, it should also be communicated to suppliers, customers, government, creditors and shareholders.

That is to say, that it will be easier to compare how last December (tough Christmas) was and how it will be by the end of December 2020 in a short-term plans.

6.0 Appendices

This section include some useful details on Swot and Pestle completed regarding the case study as identified in Swot table and Pestle table above.

Strength

· A well-structured company: a good structure designates the hierarchical framework that clearly defines the internal division of labour and that can be concentrated on an organization chart. Asda responds favourably to this rule.

· Third largest retailer in the UK: Asda is a third largest retailer in UK after Tesco and Sainsbury. 
· Well established in the UK: Asda is a well establish retailer in the UK with more than six hundred stores today.

· A multi skills company: with a multicultural team and different qualities, it is very easy to convert these internal skills of employees into other promising new sectors such as Food for Now.

· Well known internationally: Asda is a subsidiary of Walmart, one of the world’s first retailer and Asda has a great networking in Europe, Dubai, China, India and America.

· Strong brand name with its own brand: Asda has its own brand, which is used to helping people to lower shopping basket without compromising on quality.

· Economy of scale and superior technology: Economy of scale is used when the cost per unit of production has decreased because the output has increased. This requires better monitoring, hence good technology. 

· Presence online market: Asda is online market in this fast world of technology.

· Wide range of products: As previously explained, Asda has a wide range of products and services form
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Weaknesses

· Localisation problems by area: most of Asda’stores are out of the way which require a public means of transport or its own means of transport.

· Quality of products: some people think that selling to a low price reduce the quality of products as 

· Being engaged in price fixing of dairy products: reduction of trust to a part of customers by finding that Asda and other were engaged in price fixing of dairy 
            products between 2002 and 2003 and costing around £ 270 million to consumers.

· Failure to merger with Sainsbury: the expectation was to become first retailer in the market with that merger but did not succeed.

· Involved in misleading advertising campaigns: reduction of trust from consumers as they discovered that there were some misleading advertising campaigns at Asda.

· Poor quality of products according to some clients: the fact of having lower prices seems to other consumer’s mentality to think that the quality of Asda’s product are poor.

· Large size of the company: having big stores does not allow Asda to have convenient stores unless they act like others, for example Tesco super.

· Failure to negotiate with employees: instead of threatening employees by force to sign or to leave the company, an amicable separation arrangement would be the ideal guide to good negotiation.

· Lack of dialogue with employees when faced with serious company problems.

Opportunities

· Online shopping: Asda quickly adapted to the evolution of the market in the current fast technological world. A great opportunity for Asda to secure its market and grow accordingly.

· Subsidiary of Walmart: as a subsidiary, Asda benefits from the considerable contribution of its umbrella in the logistics sector, exchange of skills, experiences and others.

· Expansion in EU market: Asda joined the European Marketing Distribution in January 2016 that greatly increased its field of action on the distribution. 

· Diversification of services: Asda has a wide range of services as previously mentioned.

· Potential in emerging markets: Each new situation is an opportunity for Asda, which brings dynamism to its structure.
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· Transferable skills for employees: Asda has the capability to convert Employees from one service or department to another, as they are already aware of procedure and policy.

· Ability on opening “food for now”: this new opportunity has been proved and will make a boost in Asda growth.

Threats

· Competitors Aldi and Lidl: Aldi and Lidl are currently Asda’s two main competitors in terms of prices. Asda was unable to regulate its pricing policy over time due to excess confidence and assurance.

· High cost of maintenance of large areas of their building: Having large spaces  of building generates high maintenance  costs which, added to other existing fixed costs, would reduce part of the profit made on the basis of operating costs.
 
· Plethora of agents in Administration: to manage a business with more than 630 stores requires a significant number in administration but which can be seen as a threat to leaders. 

· Other online retailers: there are many retailers actually online, which give opportunities to consumers to compare products they want. 

· Facebook market: this is constitute another threat as some customers use it to evacuate their products at a lower cost from Asia. 

· Government changing policies: continual change in Government policies is also a threat for Asda. In addition, Asda can be exposed to various liability claims as they operate in different countries. 

· Environmental threat: Asda should have to follow closely its environmental policy to avoid repeated losses of fines and repairs for human errors.

Political 

· Uncertain of trade laws after Brexit: Although Brexit has taken place since January 31st, 2020 laws governing trade have still not been clearly defined. This creates a situation of psychosis for the commercial decision makers. Referring to Prime Minister Boris Johnson who has argued that because the UK currently completely aligned with EU rules, negotiations should be straightforward. 

· Potential trade deals: Uncertainty of exit with or without deals.
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· Customs and duties & export costs: Additional fees to apply in the event of a no deal and would have increased cost prices.

· Consumer and competition laws: Different laws to respect according to countries of trade.
· Loss of consumers: Due to a non-defined law on free movement of people is trying to get the natives to go home.

Economic

· Wide marketplace and commercial issues: Adjustment of several economic factors according to the different operational countries, compliance with the law of supply and demand and so on.

· Changes in sources of funding: Certain Asda’s consumers are financed by the EU fund such as Esol Teachers and might see their funds suspended with negative impact on their supplies.

· Issues around brand names and designs: A clear structure should be defined to protect brand names and designs.

Social

· Staff and employment requirements may change: Having a multicultural staff may influence positively or negatively the business as some of them would like to leave the Country. 

· Changes in sources of funding: As explained above for people who receive income from EU, which could affect them, their family and the community. 

· Behaviours on range of Customers: Considering social factors like age, healthy lifestyle gives them the opportunity to develop its segmentation by introducing their products or service in the market.

Technological

· Supply chain issues: due to a large network that Asda has, they have a duty to assume various technological change to keep the same standard level as their partners.

· Leveraging People Data centres’ to understand consumer behaviour: This will help them to have a good short, medium and long term planning.
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Legal

· Compliance with future tariff and trade requirements: As long as Asda is concern, new structure of prices can be studied in accordance of new trade requirements but they should not stray too far from their basic principles.

· Period of regulatory and legal uncertainty: Defining in good time the new rules which must lead businesses after Brexit will help companies, Asda included, to prevent as argued Fayol (1916) that managing business is planning.

· Issues around brand names and designs: Law should be elaborate to protecting brand names and designs for businesses.

Environmental

· Boarder issues: Issues to face concerning people assigned to logistics for the proper movement of goods.

· Greenhouse gas rules: Awareness on greenhouse gas rules will avoid malfunction and benefit some saving.

· Pollution, organic foods: Operating in an environmental friendly manner and using recyclable materials.

· Actionable steps to address climate change within the value.
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