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ABSTRACT
The study mainly focused on analysing the problem of reduced profits, sales and market share faced by Asda as a result of heavy competition from the big discounters. The different tools, techniques and process of problem solving are analysed. How Asda has tried to make use of them to solve these problems. This has been done by reading different books, visiting company websites, using annual reports and reading newspapers. The findings after all this effort is that Asda cut off many employees, closed canteens and has done job rotations to reduce operating costs and  increase profits. It has also embarked on improving the quality of products while selling them at a low price to increase its market share.
INTRODUCTION
The problem of competition from heavy discounters; Lidl and Aldi leading to cost cutting measures in Asda.
ASDA is the Britain’s third biggest supermarket and for a long time it has been facing a challenge of reduced profits due to completion from big supermarkets like Aldi and lido. ASDA in response to solve this problem, it planned to cut down costs by reducing staff members in some of the stores, reducing on their hours of work and hence making many redundant (Zoe wood; the guardian UK edition; thu.10. Aug 2017).
Asda has made thousands and hundreds of workers redundant by lessening their hours of work because the supermarket wants to cut down costs. ASDA also developed another technic of reducing costs where by management rotates employees and employees them in the 59 stores whenever there is need for them to work (Zoe wood; the guardian UK edition; thu.10. Aug 2017). 
The stores mainly affected by this problem include the 18 branches in Halifax in west York shire, Broad stairs in Kent and the Basildon East gate store in Essex (Zoe wood; the guardian UK edition; thu.10. Aug 2017).
Walmart took over Asda in 1999 and ever since then; Asda’s performance went below its expectations after pre-tax profit for 2016 dropped 19%to791.7million (Zoe wood; the guardian UK edition; thu.10. Aug 2017).
Furthermore, customers or shoppers filled and shopped to cheap supermarkets, at the company’s house accounts showed that sales dropped to £21.6 billion Aletha Adu; The sun 12. Aug. 2017).
On line sale, Lidl and Aldi are great discounters as they always strive to reduce costs  on sales which has greatly changed Britain’s supermarket industry for example, Tesco, Asda, Sainsbury and Morrison’s are pushed to cut down costs to suit with the great discounters (Zoe wood; the guardian UK edition; thu.10. Aug 2017).
Asda is following behind Tesco’s in the current years and Morrison’s and Sainsbury are the worst performing supermarkets comparing the largest four supermarkets. The chief executive Andy Clark was replaced by Walmart executive Sean Clark who escalated the turnaround process of improving on the performance and hence increasing on the sales, reduced prices, and increased the food quality and boosting the services of customers.
Bryan Roberts, an analyst at TLC, Global said that all the major supermarkets were trying to become more efficient as they juggled higher payrolls costs following this year’s hike in the national minimum wages and inflation linked to Brexit’s blow to sterling. “You need to be careful that you are cutting away far without cutting in to the muscle” he said. Asda should strive for maintaining good customer service as a way to compete with the discounters, he continued (Zoe wood; the guardian UK edition; thu.10. Aug 2017). 
Asda made 750 workers redundant at the head office last year, and in the stores. This lead to many canteens for staffs to be shut down. Pizza making shops and photo processing were closed. “we are currently in discussion with a number of our stores about changes that are needed to the number of hours required to run that store for our customers, “said an Asda spokesman, “it is common practice for a supermarket to need changes to hours based on the changing shopping habit of customers; we understand that any conversations about change are un settling, but it’s always our upmost priority to find alternative roles or working patterns for impacted colleagues? (Zoe wood; the guardian UK edition; thu.10. Aug 2017).
Roberts said Asda was “on the up” with the most recent set off industry figures showing it had pulled in an extra 398,000 shoppers in the 12 weeks to 16 July, the kantar data showed Asda‘s sales for a period grew by 1% compared with the same period a year ago (Zoe wood; the guardian UK edition; thu.10. Aug 2017).
In the last three months of 2017, Asda’s sales dropped to 2.8% which was somehow better than the 2.9% fall they had in 2016 (Zoe wood; the guardian UK edition; thu.10. Aug 2017).
Asda cut down the costs because it was in the struggle of reducing their budget to be in line with that of their rival companies Lidl and Aldi. Asda aimed at reducing the hours of work and reduce employees with the aim of bridging the gap with the budget supermarkets of Lidl and ALDI as reported by the guardian. The company aimed to reduce the operating costs and hence reducing the prices as well (Zlata Rodionnova; The sun news UK 8th December 2017).
One of the Asda workers was given a document which read that “being the cheapest of the big four is no longer a viable business model; we need to be able to look at ways to reduce our operating costs in order to close the price gap”. The spoke person of ASDA confirmed to the sun online that a consultation or negotiation period had now started. The spokesperson stated” in November, we begun consulting with colleagues in our grocery home shopping and ambient teams about potential changes to the way they work to improve availability of customers. Whilst these are just proposals, we know talking about change is unsettling which is why were with our colleagues to get their views before any final decisions are made early next year. “Once were clear on a course of action, we’ll talk to our colleagues first and foremost and as quickly as possible” Aletha Adu The sun news UK 12.Aug. 2017).
The GMB union was reported saying that it has been contacted by worried ASDA workers “fearing for their jobs “after new plans were announced at their local stores (by Aletha Adu ; the sun 12 august/2017).
OBJECTIVES OF THE STUDY
1. To analyse the problem faced by Asda of reduced sales and profits due to heavy competition from heavy discounters.
2. To analyse the problem solving techniques and tools used by Asda to solve this problem.
DEFINITION OF PROBLEM
A problem is a situation in which something is not right and it needs to be put right (Vicent Nolan; the innovator’s handbook, the skills of innovative management. Problem solving, communication and team work). 
Types of problems
Type 1
A problem is when the results achieved deviates from the target or desired (Dirk Denut 2011). A problem is the gap between actual and desired condition. A problem is when a customer’s need is not fulfilled.
DIAGRAM I: SHOWING HOW A PROBLEM OCCURS.
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Source: Brady; when performing matters by Dirk Denut 2011).

Problem type 11
Problem type two is when the company attains the set standard goal but finds out that it should attain a greater standard more than the one set and achieved (Dirk Denut 2011).  
The company sets a target which is higher than the previous one.

Target
	New standard =100%





Source: Brady; when performing matters by Dirk Denut 2011).

Problem type 111
Problem type3 is spotted when the set standard is not always achieved. When deviations are spotted on the attainment of goals(Dirk Denut 2011).  
Table 1: shows Asda’s amounts in millions except per share data.

	
	2016
	2015
	2014

	
	
	
	

	Net sales
	 $ 478,614
	$ 482,229
	$ 465,604

	Percentage change in net sales from previous fiscal year.
	0.70%
	1.90%
	1.60%

	Total revenues
	$ 482,130
	$485.651
	$ 476.294

	Percentage change in total revenue from the previous fiscal year.
	0.70%
	2.00%
	1.60%

	Operating income
	$ 24.105
	$ 27.147
	$ 26.872

	Operating income as a percentage change of net sales from continuing operations
	5.00%
	5.60%
	5.70%


SOURCE: Asda; annual report 2016
Graph1: shows the percentage in sales, revenue and incomes and how they deviate from standard which is 6%.


Problem solving definition
Problem solving is the path you follow to move from where you are to where you want to be or from where you are to who you want to become (Vincent Nolan 1989, pp.12).
In this case, the company will identify the situation in which it is in that is not desirable or satisfactory and then use all the chances available to come out of the bad situation to the situation they desire or want. Problem solving, communication and team work (Vincent Nolan; 1989, pp.12).

The most important problem solving skills in organisations or companies include the following (Vincent Nolan; 1989, pp.13-14).
 
1. Achieving objectives
Successful organisations or companies always set objectives and make a plan on how to achieve them. If one doesn’t work out, they formulate another one.
2. Innovation
Problem solvers will be very innovative and use the opportunities around them to solve problems. They will always imagine and exploit opportunities to solve problems.
3. Negotiation 
Problem solvers are good negotiators and the put the problem on the table, brain storm and solve the problem.
4. Management of change.
Good problem solvers will always try out something new. They will always deal with new technology, brands etc. for example and beat the competition.it does not see new external changes as a threat but instead as an opportunity.
 (
Objectives
 setting
1. 
Cutting down operating costs
2. Increase profits
3. Increase the market share
) How ASDA applied these problem solving skills

 (
Management change
ASDA management has tried different ways to solve the problem of high operating costs and low profits and most importantly is doing everything comparing themselves to their competitors, the two big discounters LIDL and 
AUDI
) (
Negotiation 
ASDA management did a lot of consultation, brain storms as 
its
 reported by the guardian UK edition
.
) (
Innovation
1. 
Reduce employees and others were cut off from jobs
2. 
Practice job rotation
3.
 Close some canteens like pizza shops
4.
 Reduce product prices
5. 
increase
 the quality of products as a very low price
)
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Methods of problem solving

	Define

DMAIC	measure
	Analyse
	Improve
	Control

1. First and foremost, the problem should be clearly be defined.
2. Secondly a good team should be built
3. An action should be made to solve the problem
4. The root cause of the problem should be determined.
5. The root cause should be examined
6. The right action should be done
7. Measures to prevent re occurrences should be done.

The problem solving process is based upon the following; (Dirk Denut 2011).
· You should fast of all plans.
· Do 
· Check 
· Act
How the process looks like in details
· Define the root cause of the problem
· Formulate counter measures
· The problem should be clearly clarified
· Make sure the results and the process are clarified
· Formulate counter measures after breaking down the problem
Problem solving process step by step
Step1 of problems solving






 (
The problem should be defined
The problem should be broken down
Formulate the aim or target
) (
What
)The details should be fit with the PDCA	






1. The cause of the problem should be identified

2.  (
Why
how
)The counter measures should be formulated
3. Counter measures should be developed



4. Look at the counter measures
5. Make sure the results and process are confirmed
6. The process should be standardize to make sure the  gain are maintained
 Step 1
DEFINITION OF PROBLEM
 (
Ideal /desired situation
)A problem is a situation in which something is not right and it needs to be put right.
	Difference =problem

 (
Current situation
)	
Visualization and make explicit
Source; Dirk Denut 2011	

At this stage, there is need to identify the different types of problems so as to identify which type of problem the company is dealing with so as to take correct measures.
Types of problems
Type 1
A problem is when the results achieved deviates from the target or desired (Dirk Denut 2011). A problem is the gap between actual and desired condition. A problem is when a customer’s need is not fulfilled.
Asda is facing a problem of reduced profits, market share and high operating costs compared to its counter parts Lidl and Aldi.
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Source: Brady; when performing matters by Dirk Denut 2011).

Problem type 11
Problem type two is when the company attains the set standard goal but finds out that it should attain a greater standard more than the one set and achieved.
The company sets a target which is higher than the previous one.

Target
	New standard =100%





Source: Brady; when performing matters by Dirk Denut 2011).

Problem type 111
Problem type3 is spotted when the set standard is not always achieved. When deviations are spotted on the attainment of goals.
 Analysing Asda’s problem
Asda has been facing a challenge of completion from the big discounters mainly LIDL and ALDI. The discounters mainly increase sales by reducing the prices for customers. Many customers run to them because everyone loves saving yet they are also providing good quality products. The discounter’s profits have been increasing over the years due to increased sales yet Asda’s have been decreasing. So the management of Asda identified a problem of REDUCED SALES, REDUCED PROFITS AND INCREASING COST OF OPERATION.  
   In the statutory accounts that were published on 31/12/2016 revealed that ASDA sales declined in the period by 5.7% and operating profit reduced by 11%. 
Table 1: shows ASDA’s amounts in millions except per share data.


	
	2016
	2015
	2014

	
	
	
	

	Net sales
	 $ 478,614
	$ 482,229
	$ 465,604

	Percentage change in net sales from previous fiscal year.
	0.70%
	1.90%
	1.60%

	Total revenues
	$ 482,130
	$485.651
	$ 476.294

	Percentage change in total revenue from the previous fiscal year.
	0.70%
	2.00%
	1.60%

	Operating income
	$ 24.105
	$ 27.147
	$ 26.872

	Operating income as a percentage change of net sales from continuing operations
	5.00%
	5.60%
	5.70%





· The present or circumstance should be weighted and comprehended
· We need to comprehend why it’s a problem, what is the cost in relation to the aim and why it is a priority.
The graph above shows fluctuations in the percentage changes. That means the target is not always achieved and that’s why Asda identified this problem.
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The diagram above shows problem solving. It is very vital to comprehend properly the problem solving process.  It’s very vital to spend more time on breaking down the problem. The company should interact with people, collect data and comprehend the tools and the process. 
Subdivide the problems into smaller locations, channel, products and regions.
Outline the root cause of the problem and bring out the causes of the problem.
Breakdown the problem
Diagram
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The diagram above shows the breakdown of Asda problem.
Step 3

 (
Not things to do
) (
Out put
/delivered to be achieved
) (
SMART
) (
By when?
) (
How much
) (
What?
)

Targets are set to be met and bring positive change or improvement.
Target setting
Asda wants to boost its profit and lower the cost of operation in the next financial years.
Step 4
 Determine the root cause of the problem.
At this stage, the root cause of the problem should be determined.
Why root cause analysis?
Problems should be structurally solved
The company should ensure that improvements made are sustainable.
Procedures involved in root cause analysis

                                         Observe symptioms
	Cointainment action
	Fact analysis and gathering

	Direct causes
Corrective action

	More detailed analysis
Preventive action
	Root causes
Root cause analysis done in terms of ASDA.
                                         Asda has been a problem of diminishing profits. Its performance went below expectations after Walmart took over in 1999. Profit before tax went down by 19% to 791 in 2016.
	Reduce employees, do job rotation and cut off workers.  (Asda rotates workers in the 59 stores and the workers are urged to work whenever they are needed. More than 3000 employees in Asda were cut off from the jobs).
 
	Fact analysis and gathering (annual and quartely reports have been used and compared).

	Direct causes (competition from the big discounters)
Corrective action (cutting off employees, reducing their hours of work and closing some canteens.

	More detailed analysis
Preventive action (reduced prices of products, improved quality of products hence increasing the market share and profits). 
	Root causes (high prices, high operating costs and small market share compared to competitors).

Step 5. Generate alternative solutions
At this stage, the management will generate many ideas through brain storming and gathering different documents where they can generate ideas about solving a specific problem they are faced with. They can also use questionnaires.
In the case of ASDA, the management did a brain storm and found out that there was need to cut down costs. They gathered different ideas but on the one that involved the following.
· Cutting off staff hence making many redundant.
· Job rotation
· Closing down canteens like the pizza shops and photo processing shops.
1. Select an alternative Evaluate  
A good problem solving organisation always select the right and good alternative from many to solve the problem (www.asq.org). In the case of Asda, the company selected the option of cost cutting where it went ahead to carry out the cost cutting process. 
Asda carried out talks and negotiations with the 3,257 workers who are working in the 18 stores which had low sales. Hundreds of jobs were lost (Aletha Adu; The sun 12/august/2017). The branches mainly which have been affected are the Basildon east gate structure in Essex, Broad stairs in Kent and Halifax in west Yorkshire.  
THE DRILL DOWN TECHNIQUE
In every complicated or complex business, problems always occur and the management should know how to deal with problems in case they occur and one way to solve problems is the drill down techniques.
 (
Drill down techniques
It’s a process of reducing problems from it
Biggest particles to its 
Manageable smallest pieces
)







The drill down technique breaks down the complex problem in to smaller particles to make it easier to solve that problem.
Execution of the drill down technique
The company needs a plan to carry out this technique successfully. The problem should be written down on a piece of paper or computer.
· Write down the problem the company is facing.
· Sum it up in one word.
· Break down the problem in to smaller problems. Keep on drilling the problem until you can drill no more.
· After find the solution from that you have drilled.
Workhand in hand with other methods
The drill down technique works together with other methods of problem solving. 
To ensure success, companies must provide accurate training to their staffs.
THE FOUR FRAME MODEL
This model divides the company in to four parts with the aim of comprehending the company well. Companies are very difficult to understand with many capabilities, limitations, motivations and personalities at work.


	Structural frame work
	Employees frame work

	Political frame work
	Symbolic frame work



This tool is the most successful tool.
Structural frame
At this point, you need to think about how the system of the company is organised, how it is established and the technology its using.
 (
resources
)	Structural frame work

 (
Physical structure
)

 (
technology
)
 (
Systems and 
proceses
)


Human resource frame work
Employees or human beings are very important assets of any company. Therefore companies should pay attention to workers because they lead to success of any organisation. Motivation of workers and making them happy is paramount because it leads to the success of a company or organisation.
Political frame
Every company has its own politics and its important to understand how your company politics work.
Symbolic frame work
This frame work is the most complicated of all.
 (
Symbolic frame
)	Companies are seen as players
	Employee performance

	interactions
Workers are seen as actors


	Involvement and drama 


In this frame, we view employees as important players.
EIGHT DISCIPLINES PROBLEM SOLVING
This problem solving method is very useful and it has been used by FORD. The method has seen tremendous success for Ford and it’s very beneficial to both small and big organisations. 







 (
Discipline problem solving
) (
Make a permanent solution
) (
Verify solution
)
 (
Problem reoccurrence should be prevented
) (
Identify root cause
)
 (
Develop a team
)
 (
Implement temporary solution
)
 (
Team success should be celebrated
) (
Problem description
)



As the illustration shows above, there 8 steps involved in this problem solving tool. One step leads you to another and closer to problem solving. Its always important to start with planning.
Make a team
Developing a good team with all the necessary skills and experience is very vital because it will make the problem solving process so easy and successful.
Describe the problem
It’s very important for everyone on the problem solving penal or team to understand the problem that is happening in organisation well and its break downs.
Implement a temporary fix
Sometimes the company can’t wait until for the permanent fix so it will make a temporary fix to sort out the problem. The temporary fix should be easy to undo when necessary, cheaper in terms of cost and easy to implement.
Eliminate and find the root cause
At this point, the team will identify the problem, what exactly cause it and find solution to avoid reoccurrence.
Verify the solution
The solution suggested should be tested that it will eradicate the root cause, avoids new problems from happening due to the changes and whether it’s going to prevent the problem from permanently happening again.
Implement a permanent solution
Here permanent solution should be formulated by the team, still the team needs to monitor the progress of the solution to see that its the right one and it will work for a permanently.
Celebrate the team
The last stage is about congratulating the team involved in the problem solving. Rewarding  them for their great work done.
THE CYNEFIN FRAMEWORK
The cynefin framework shows the organisation how to think about resolving a problem. Companies face different types of problems. Some problems are easy to solve while others are complicated. Therefore complicated and easy problems cannot be solved the same way. 
The cynefin approach uses five contexts 
· Complicated
· Disorder
· Chaotic
· Obvious
· complex
Obvious context
In the obvious context, the problems faced by the organisation are obvious and the solutions are quite easy. In most cases companies have been facing this kind of problems before so obviously theyknow how to go about it. The draw back with this context is that in most times, companies’ takethese kind ofproblems for granted and sometimes escalate in to bigger problems. Companies should not ignore them but should critically analyse them and fix them.
Complicated context
Complicated problems are always very difficult and they are fixed by experts.
Chaotic context.
In this context, the problems are not staright and theanswers are difficultto find as well. These problems need a quick change and then after a quick relief, then find the solution for theproblem.
Disorder context
In this kind of context, sometimes the company may not even know whether the problem is there or happening. So the companies normally gather data and move to the next one.
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