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Executive Summary
Asda is a large multinational retailer, with its headquarters based in Leeds, United Kingdom. It is important for every retailer to trade ethically and sustainably in order to comply with Government regulations. This report will also discuss how the organisation can overcome marketing competition by using customer relationship management to gain the competitive edge. 
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[bookmark: _Toc34942637]Introduction
The purpose of this report is to undertake a critical perspective of Asda in relation to its CRM, ethics, sustainability, and quality policies and operations. This report will also describe the benefits of engaging in ethical trading and building sustainable resources. The current focus in consumerism is to stay healthy and look after the environment which are key factors in the products that are sold and the way in which they are marketed. The specific organisation that this report will focus on is Asda and their CRM systems. The organisation that this business will be compared to are Tesco and Morrisons. According to Humby (2008), a CRM system can help reduce costs, increase sales and improve the customer experience. One of the strategies that can be used for this is by creating a loyal marketing scheme. Humby (2008) also describes CRM as having a great potential to improve the customer experience. 
 
Task 1 – This task will investigate customer experience on ethical and sustainability, using examples from Asda and other supermarkets.
[bookmark: _Toc34942638]Overview of Asda
The establishment of Asda commenced in the 1920s and started off as only two stores by their co-founders; The Asquith Family. The Asquith Family went onto the merge with Hindell’s Dairy Farmers Limited, which was owned by the Stockdale family; Asda (2020). The founders of the organisation were known to bring innovative ideas to the retail industry, such as discounting items and offering late night shopping to customers; Asda (2020). The first actual named store opened in 1965 and as of 2019, there are currently over six hundred and thirty-three stores within the United Kingdom; Wunsch (2019). The stores are known as either Supercentres, Superstores or smaller sized supermarkets, and the organisation offers an extensive range of food products, clothing, electrical goods, home products and general merchandise. Asda became part of the Walmart family in 1990 and they promised that they would help customers to save money so that they can live better; Asda (2010). Asda face a number of competitors such as Tesco, Sainsbury’s, Morrisons and The Co-operative, therefore it is crucial for Asda to retain their market share amongst all of this competition.
Asda has a large online presence in both E-Commerce and M-Commerce which has helped to reach out to a broad customer base that allows the customers shop online and have their goods delivered without them having to leave the comforts of their homes. The mobile App gives great flexibility and allows the customer to shop whilst on the move as well as browse all the special offers without having to go to the store. Although the phenomenon of online shopping is still in its early stages and is constantly evolving, Asda has managed to keep up with its competitors very well and the combination of online shopping and home delivery is now an integral part of their business. This can only increase as technology innovates and peoples live get busier. Their mobile App is very highly evolved, modern and very user friendly as being inter active, so customers can check what specialist products are available at which stores. Asda has managed to keep their online market as their competitive edge over the two fiercest rivals to emerge from the 2008 recession namely Aldi and Lidl who were previously known to be the dregs of the supermarket industry, but are now two of the leading supermarkets in the UK. They took advantage by offering a reasonable quality product and selling it at sometimes up to half the price of what the leading supermarkets were selling, which at the time of recession worked really well, but they managed to capitalize on this selling technique and continue be two of the fastest growing supermarkets in the UK. But their online presence is very weak and both their websites and mobile apps are very poor. Asda needs to take full advantage of this fact as they could prove to be a substantial threat if they could make the logistics of online shopping a reality. Asda needs to constantly invest in their E-Commerce and M-Commerce industry to keep threats like Aldi and Lidl at bay as well as stay in competition with the more main stream supermarkets like TESCO, Sainsbury and Morrisons. 
The BBC (2014) describes ethics as a system of moral principles and they are concerned with what is good for individuals as well as society. Ethics are very important and useful as they can affect the way in which individuals work. Ethical policies are vital for a business as they provide employees with guidelines on how they should behave and perform their work. The policies also enable employers to provide their employees and management with their levels of expectations.
 Aras (2006) describes sustainability as activities that illustrate the inclusion of environmental and social aspects of an organisations business operations, whilst taking into account their interaction with their stakeholders. Sustainability is also referred to as the ability to maintain something at a certain level or rate. The purpose of sustainability is to maintain an ecological balance by concentrating on meeting present needs without having to compromise on meeting the needs of the future generations. Sustainability policies can help protect ecosystems and natural resources. These policies can help provide a number of advantages, such as decreasing wastage and minimising consumption, ensuring waste is disposed of correctly within a safe and responsible manner. 
Policies are essential for an organisation to run successfully and this is because they set out expectations, responsibilities, rules of conduct and accountability for organisations and their employees. The non-compliance of these policies define the penalties that staff can face. Effective policies are significantly advantageous for organisations as they can help ensure that employees are conducting themselves in the right way as well as performing their work responsibilities in the right manner. 
[bookmark: _Toc34942639]Asda’s policy on ethics and sustainability
Conducting ethical and sustainable policies are vital to the success of a business. For a supermarket chain, this involves how ethically and sustainably they conduct business with their suppliers as well as source their products. This also involves the business having certain expectations from their suppliers in regards to the way they conduct business. According to Salvioni (2015), a high number of institutions have enhanced their attention towards the relationship between stakeholder management and economic, social and environmental responsibility. Businesses have to take their ethical and sustainability policies very seriously in order to please their customers as well as ensure that they are fulfilling their responsibilities. According to Jennings (2015), sustainability policies are defined as a system of rules that can help reduce pollution and depletion. Ethical and sustainable policies help provide a large number of benefits to the industry and society, whilst minimising the impact on the environment. Some of these benefits include; making a positive contribution to the community, demonstrating respect and care for the environment and displaying transparency to customers as well as stakeholders. The sustainability of this planet is a partnership of government policy, supplier’s choices of sourcing and consumer choice of where they shop. Consumers in the west are now all too aware of how their choices affect the planet and the people in developing worlds that they are buying from as they are also affected. In recent times consumers have demanded that coffee farmers in south America, Banana farmers in Africa and fish farmers in Bangladesh should all be paid fairly, which originally started the fair trade movement.   
[bookmark: _Toc34942640]Asda’s customer experience 
Bordeaux (2019) states that the customer experience is critical to the growth of a business and this is because providing a positive customer experience can help increase brand loyalty as well as help earn new customers. Customers have significant power because they have the capacity to switch suppliers due to having a range of options to choose from within the market. Customers also have a lot of power because they have a lot of opportunities to have an impact on the business by leaving reviews and recommendations on the internet; Bordeaux (2019). This can include leaving reviews on social media, marketing channels and advertising channels. This can be really positive in helping with growing a brand which is why it is essential for a customer’s experience to be as smooth and as positive as possible. Asda already provides a very good and pleasant customer experience right from the moment the customer walks through the door, they are often greeted by a member of staff and are offered any assistance that they might need. The front of the store is usually divided into two, with grocery store on the left and the clothing section on the right. In the grocery store they are treated to an aesthetically pleasing display of fresh local and exotic fruits and vegetables. This approach is better than the taken by Morrison’s where the customer has to first make their way through the pungent fish market which can be considered displeasing to the senses. Or as compared to Aldi and Lidl which are hard wired to stock products as cheaply and efficiently as possible without any regards for the customer’s sensory perceptions. The Asda approach usually involves significant displays of fresh bakery products, biscuits and cakes. The layout in Asda is ethical as fruits and vegetables at the front of the store encourage customers to be healthy and buy fresh food. This is highly beneficial for consumer health.
In Asda supermarkets, the customer experience continues with luscious displays in the bakery and deli counters where again this time the sensory perception of smell is treated to fresh baking bread, cakes and pizza’s. they try to make this effect waft through, as much of the store as possible to encourage customers to buy as much food as it is possible to entice them into. 
Asda states that their mission is to be the “most trusted retailer” in every single aspect; and this involves reducing the environmental impact of their operations as well as the ensure their suppliers are operating in the same manner; Asda (2020). Asda are doing this by removing unnecessary plastic from their packaging and by implementing as much recycled content into their package as much as possible. Another strategy that they are using is by removing their single carrier bags from all store and also charging customers for purchasing shopping bags as this helps make customers more conscious of how many bags they are using. Asda (2020) states that they were the first food retailer to remove these single use carrier bags from their in store and their online grocery operations. Reducing food wastage is another policy that Asda have implemented in order to ensure they are operating in an ethical and sustainable manner. This involves Asda donating surplus food to charities such as FareShare for meals. Asda is also a major contributor to food banks and also encourages their customers to donate by placing large containers just after the check outs where customers can drop off a few items from their shopping trolleys or baskets and Asda will have them delivered to the food banks for them. This has proved to be very successful and has gone done very well with the customers and of course has helped out many todays struggling families that are finding it hard to make ends meet. It is also a great example of ethical behaviour and policy and has become a permanent fixture with all the leading supermarkets. 
Consumers these days are more aware than ever about how the way they shop effects their local environment as well as the world at large. Many factors such as plastic waste in the oceans, melting polar caps, deforestations of the rain forests and global warming are featured in the news nearly every day and have mobilised the governments, general public and businesses into a partnership to try and avoid major ecological disasters. The partnership talked about here between the consumer and supplier falls into the hands of the CRM departments. Making consumers more aware of how they can help save and protect the environment will also demonstrate how important ethical and sustainability policies are to the Supermarket. 
Task 2 – This task will provide a critical discussion of two quality models/ theories; McKinseys 7s framework and Demmings theory, that can assist an organisation in improving its CRM. 
[bookmark: _Toc34942641]What is CRM System?
A Customer Relationship Management (CRM) System is defined by Fletcher (2001) as a system that is utilised to improve the relationship with the customer by becoming more attentive as well as help increase profitability by concentrating on the customer. According to Stone (2008), these systems have been one of the most growing businesses since the 1990s and this is due to companies wanting to invest in such systems in order to be able to handle the competition within the economy. Helgeson (2017), describes the process of making CRM systems to work as challenging, however these challenges can be overcome by implementing the right strategies and tactics in place. Helgeson (2017) states there are two types pf CRM systems, one being a traditional CRM system and the other is known as a complete CRM system. The difference between these two systems are that the traditional system was commonly utilised by salespeople to record the calls they made to their leads once they had become contacts, whereas the complete CRM system is more comprehensive as it enables individuals and businesses to record every single thing they know about their client or potential lead into a single source.
Consumers these days are more aware than ever about how the way they shop effects their local environment as well as the world at large. Many factors such as plastic waste in the oceans, melting polar caps, deforestations of the rain forests and global warming are featured in the news nearly every day and have mobilised the governments, general public and businesses into a partnership to try and avoid major ecological disasters. The partnership talked about here between the consumer and supplier falls into the hands of the CRM departments. Making consumers more aware of how they can help save and protect the environment will also demonstrate how important ethical and sustainability policies are to the Supermarket.
[bookmark: _Toc34942642]McKinney’s 7s Framework
Singh (2013) describes McKinney’s 7s framework as a model that is used to analyse an organisation and their effectiveness, the model consists of seven key elements, which are; strategy, structure, systems, shared values, style, staff and skills. All seven of these elements can facilitate an organisation in becoming successful. The adoption of this model can help improve an organisations performance. It is vital for supermarkets such as Asda to constantly think of new ideas and implement them in order to overcome competition within the market.
Strategy - The strategy is all about the plan that is being implemented in order to overcome the competition. An effective strategy can be achieved by building strong and positive relationships with suppliers and other partners such as technology companies. It is essential for Asda to bring strong relationships with these parties. Asda should also implement the same strategy as Tesco by opening more express stores. The advantages of opening express and smaller stores means that Asda will be able to open up more stores around the country whilst also reducing costs. Tesco have also teamed up with petrol stations such as Esso and have opened express stores at these stations. This has enabled Tesco to achieve a larger and dominant market share as customers are offered convenience through these local stores. Consumers are able to access these local stores easily and they are able to save time by visiting them which is very useful. Although an effective strategy is highly important for an organisation, it is also critical for the strategy to be implanted effectively. It is only then an organisation can benefit considerably from an effective strategy. Strategy implementation failures can lead to poor execution, therefore Asda must consider all aspects of the strategy and ensure the team is fully on board. Nevertheless, Asda has implemented effective strategies such as online shopping availability for customers, which is user friendly as well as special tactics such as meal offers to encourage customers to spend more money. 
Structure - The structure is related to how the business is organised, which involves whom is accountable for which job and reports to whom. Most large organisations will have a Hierarchy structure which organises it into different levels of authority. The higher levels will form the top levels of the structure which can be seen as a pyramid. the power and control is at the top of the pyramid whilst bottom consists of the floor workers.
Asda is a functional structure which is commonly used in such large organisations. It is a top down flow chart with all the high ranking CEO’s and executives at the top and multiple middle managers such as marketing, human resources, I.T, engineering and accounting who all directly report to the top. Below them come another magnitude of district managers, store managers, department managers, warehouse managers and team leaders. How a company is structured can also impact its costs, the more managers and CEO’s and executives it has to pay, the lesser the profits. Asda should try and cut out as much of the middle management to reduce costs.
Systems – The systems are those that employees utilise in order to conduct their daily activities and fulfil their responsibilities.
Asda have a number of systems in place such as a very advanced stock checking system to keep control of the vast amount of stock that comes in and out of their warehouses and supermarkets. It is also a massive logistical operation that keeps their stores stocked and it all needs to be kept track off. With the help of sophisticated IT systems that are all centralised and connected to a main server that corporate will have access too. In the stores there is also a lot of modern technology available to the staff to help them complete their duties. Sophisticated employee run tills and self-checkouts helps to speed up the customer’s experience and ensure a smooth operation whilst also keeping track of all the stock of the inventory.
However, an approach that Tesco and Morrisons use is a loyalty scheme for customers. This is a strategy that is very beneficial and advantageous in attracting customers. Asda have not yet adopted such approach, and this may mean that they are missing out. For example, Tesco offer a Clubcards point, which means that customer can attain points whilst shopping and this enables the customer to identify themselves whilst they are shopping; Humby (2008). Tesco’s approach demonstrates the importance of the customer to them and their focus on the customer, which is a strategy that Asda are missing out on.
Shared Values – This is all about the beliefs and values that the organisation holds and they are usually demonstrated in the work ethic of the employees as well as the organisational culture. When the model was first developed they were called "superordinate goals" 
Asda’s values are based on putting their customers first, caring for their colleagues and striving to be the best every single day; Asda (2010). Their mission is to be Britain’s best retailer and making sure that they exceed customer needs. Therefore, their main objective is to please their customers whilst ensuring they retain profitability and a high market share. 
Style – The style is illustrated in the leadership style that is adopted throughout the organisation. Styles of leadership vary depending on the size of a company and how many owners or shareholders there are. 
 Asda are known to adopt a flexible and fun working culture for their employees; Asda (2010), this culture helps retain staff and increases productivity. The organizational structure of ASDA Plc is formal hierarchical functional structure as the organization has so many functional departments.
Staff – This is all about human resource and it includes the educational and demographic characteristics of the employees.
Asda has over 165,000 employees in the UK alone which is a huge task for human resources to competently manage. The local store and warehouse employees are sourced from the local area and are relied upon for their local knowledge whilst the middle management, upper management and CEO’s are head hunted and recruited from round the country or even the world. Keeping their staff highly trained and motivated is very important for the future of Asda. Not only do their skills keep the day to day operations of the company smooth, but keeping their CEO’s and upper management highly motivated through financial incentives stop them from moving to the competition and taking their valuable skills and knowledge with them. 
Skills – The skills are all about the distinctive capabilities and competencies that an organisation has bestowed upon its employees which enables them to stand out from the rest.
Asda (2010) mentions how they train their employees with the skills that are required to help make the organisation known for having some of the friendliest colleagues within the industry. These skills are central to providing good customer service which is a major part of the customer experience. there is a high amount of skill required in the day to day running of the store, efficient stock keeping, keeping the store clean, tidy and hazard free and keeping the shelves well stocked. Having good employees and a well-run store is key to staying above the competition. 
The skill set of the upper management and corporate CEO’s are detrimental to keeping the company afloat, steering it in the right direction, looking after its finances and making all the key decisions that will determine the company’s future.
[bookmark: _Toc34942643]Deming’s Theory
According to Mauleon (2009), Deming’s theory originated from philosophy and the variations within statistics and to this date this theory provides crucial success factors within a competitive business environment. Hilmer (2001) states that Demings theory is practical and useful when it comes to utilising the theory for managing an organisation. Deming’s theory is based around continuous improvement and the idea that this can help decrease costs as well as increase quality; Hawkes (2020). Deming’s theory was also based on the idea that a whole manufacturing process should be viewed as an entire system and not as unrelated processes. Hawkes (2020) therefore states, it is easier to identify opportunities for improvement when they are viewed as an entire system.
Deming’s provided fourteen points on quality management in order to help organisations increase their productivity and their quality. 
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Figure 1: Demings 14 points on quality management
Source:  ASQ (2020)
From Deming’s theory we can see that it is very important for employees to understand that management has a responsibility to improve their systems, in order for employees to do their jobs more effectively. This then enables the organisation to achieve more competitive edge. This is also in line with improving efficiency and effectiveness.
Asda has effective and continuous training programmes for all its employees across the board. With continuous health and safety and customer relationship programmes for its store employees and team building exercises for leadership management.    
Task 3 – This task will provide recommendations and a conclusion on the impact of ethical and sustainability policies on the quality of CRM in Asda.
[bookmark: _Toc34942644]Recommendations 
The recommendations I would make to the senior management is to make regular health checks of the organisation using tools such as PESTLE and SWOT analysis. These will help to assess the general health of the business and ensure that it stays in good running order. 
The customer focus these days has shifted from saving money as it was during the recession to looking after the environment and your personal health. The CRM department should use focus groups to help determine what the current FADS are, so that they can constantly keep in touch with consumer needs and wants. Here are a few of my personal recommendations 
1. People are currently very concerned about plastic pollution and I recommend that they invest some money into research to see if would be possible to cut this down by inventing a system that could allow people to bring in their own containers to take home milk, washing up liquids, fabric softeners and any other liquids that can be dispensed from a large container into smaller ones. This would be a great marketing niche and could give them the competitive edge over Tesco, Sainsbury’s and Morrisons. This would also be greatly ethical and sustainable as well as beneficial to the environment.

2. The fresh fruit and grocery section should have more information on where it is sourced and how ethically it is sourced. This should include how organic it is, how fairly the farmers were paid and as a new incentive, how the store is helping to build and strengthen the regions it comes from. They can do this by making donations of tools to the farmers and cash to the communities to help them build schools and health centres, which should then be displayed in pictures in the stores above the fruit and produce isles. This would help the consumer feel secure about spending their money in the store.

3. Veganism is also on the rise and lots of people are looking to replace meats in their diets with healthy and tasty alternatives. The company could start an initiative to start product sampling and demonstrations on how to cook their new vegan products and also give out information flyers about how cutting meat from their diets can improve their health.

4. They can use product placement to ensure that lower sugar, fat and salt products are given premium space instead of the unhealthier ones. This especially so in children’s cereals that nearly every child in the country has in the morning, but will often choose the highest content of sugar ones.

5. I also recommend that they constantly invest in their IT budgets to keep their systems the most advanced in the market. Having good technological systems will help them to keep good inventory stores, keep customer information in this customer centric market and improve the E and M commerce. 

6. A further recommendation to be made is for Asda to adopt a customer loyalty programme, such as Tesco in order to please their customers further.

[bookmark: _Toc34942645]Conclusion
Overall it is evident that quality models are very useful and they can help lead to improved organisational performance as well as a successful strategy implementation process. Asda has an efficient and effective business model, such as the free flow of information and the structure of the organisation enabling open communication. However, there is room for improvement and for them to earn a larger market share than Tesco. Therefore, Asda should consider replicating Tesco’s model of smaller express stores in order to keep up with the competition, as this is clearly a strategy that is effectively working for Tesco. Nevertheless, Asda has to take into account government regulations and policies that can implement restrictions on expansion.
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