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A.S. Watson Retail (HK) Limited — Watson’s The Chemist is part of
the A. S. Watson Group, offering health and beauty products with a
wide range of services and developing a portfolio of specialist store

formats for consumers with specific needs and interest.

Senior leaders have a clear focus of action aligning with organization
vision and they encourage innovation to support strategic development.
The organization has clear organizational values for all levels of staff.
Management focuses on business growth, engagement with workforce
and assessment to manage risks and opportunities. Clear organizational
performance measurement dimensions are found. In addition, the
company has comprehensive governance systems with various efforts
such as dual reporting role for critical roles, level of authority matrix
and Group Investment Committee. There are comprehensive corporate
policies that are supported by strong depository of operational
standards. The organization has clear, resourceful and independent

internal and external audit functions governing its performance.

The development of strategy derives from customer experience.
Strategy setting ties with organizational performance measurement
dimensions, focusing on sales and market growth, EBIT growth,
customer loyalty and operational excellence. The existence of board
of directors as higher authority would inevitably able to ensure better
strategy setting in terms of details and commitment in strategy
development process. Also, the organization has a clear strategy
execution through KPI setting and accountability, aligning with the
“fostering high performance culture”. Management team members
regularly challenge each other on strategy, performance, responsibility
and accountability so as to keep them from sticking to preset budgets

and rules rigidly without business flexibility.
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Various channels are used to collect VOC from potential, former and
lapsed customers. There are procedures and qualitative and quantitative
tools to track customer feedback before launching products. There are
post-launch tracking and analysis of VOC for product enhancement.
There is a very strong CRM system to perform analytics on customers’
buying behaviour based on which predictive marketing strategies to

be executed.

Capability and capacity assessments are conducted by Human Resources
Director and department heads, and the staff costings and headcount
levels will be adjusted according to the change of market situations or
business needs. For example, the management has taken proactive actions
in adjusting headcounts to cope with the drop in sales due to the drop
in numbers of mainland tourists. A recreational club named “A.S. Watson
Lifestyle Club” is established to enrich employees’ lives and promote a
sense of belonging. Also, the Qualification Framework Training
Programmes are well designed fitting into the user manuals given to the
employees and this is an effective approach in elevating the professional
qualifications in the retail industry. Furthermore, the e-Learning and

PocketU systems are well designed and deployed.

The organization has a very structured product management “PLAN.
BUY. MOVE. SELL” process with an 11-step collaborative approach
in business operation. There is a clear linkage of business performance
targets and performance results along with different areas of the
business process, enabling business process performance analysis and
reactive actions. Crisis management system with a dedicated team
demonstrates ability to cascade “line to take” messages to frontline
store to answer customer concerns. Strong supply chain management
is characterized by systematic evaluation of suppliers’ performance

during the entire product manufacturing and sales cycle.

In conclusion, Watson’s The Chemist has an effective and systematic
approach responsive to the overall requirements of the Malcolm
Baldrige criteria. The approach is well-deployed and aligned with its
overall organizational needs as identified in response to the
organizational profile and other process items and therefore supports

its significant annual growth rates.
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