

NAZIA CHOUDHURY

1817657





UNDERSTANDING AND ENGAGING IN THE CUSTOMER EXPERIENCE

BMSK5103





DR OBI NKWOCHA


Contents
INTRODUCTION	3
Asda’s Ethical policies and practices:	4
Asda’s sustainability policies and practices:	5
Total Quality Management Model and Jurans Quality Theory to improve CRM	7
Conclusion	11
Recommendations	11
References	12















[bookmark: _Hlk78083603]
[bookmark: _Toc78173185]INTRODUCTION

This report will look at the ethical and sustainable policies and practices for the Asda supermarket and the impact their quality systems have on the Customer Relation Management (CRM).
The report will then go onto to look at two quality models that Asda could use to improve its quality relation management.
Customer relationship management is a ‘bottom up’ / ‘top down’ practice focusing on the customer data mining for core customer centric business strategy encouraging customer loyalty, retention and long-term profitability (Chen and Popovich, 2003).
CRM is developing a close knowledge of customers and developing a relationship to maximise customer value to the organisation.  It allows organisations like Asda to get real time data to resolve CRM challenges like product availability, to track their actions after the purchase thus build long term relationships by tailoring to their needs, it also gives useful information to the customer facing teams (Rigby and Ledingham, 2004).











[bookmark: _Toc78173186]Asda’s Ethical policies and practices:

Ethics are the ‘values, principles and purpose’ that morally guides one’s behaviour and actions individually and towards society (Sidgewick, 2019). Business ethics involves understanding the sociological and psychological aspects of ethical conduct when unethical activities occur due to pressure of meeting performance objectives (Treviño and Weaver, 2003). Marketing Ethics is the attempt to deceive or take advantage of a situation by taking shortcuts or behave unethically to meet performance targets  for example through false advertising, unethical pricing strategies i.e. deceptive or discriminatory pricing or unethical product/ packet strategy i.e. misleading information like stating sugar free but adding artificial sweeteners instead (Nantel and Weeks 1996).  Many organisations create ethic programmes to train their employees ethically and set a uniform approach across the organisation. However, if an employee’s own values conflict with the organisations values then this can lead to unethical behaviour. Some of these areas are covered by laws and regulations which are designed to protect the customer, but some aren’t which can lead to prosecution and ruin the organisations reputation. Organisations must embrace ethical values, build relationships, and enhance customer confidence in marketing integrity of core values, honesty in dealings with all stakeholders, fairness in balancing the needs of the customer with the interests of the seller, transparency and respect (Maclaren et al, 2010).
Asda’s Statement of Ethics (2020) states that they are committed to behaving in a ‘fair, honest and respectful way’ to create a positive working environment with all their stakeholders. And ensuring everybody works to uphold their values and policies and adheres to ethical conduct.  Asda’s ethical policies include policies on pay and working hours, bribery, fraud, theft, financial integrity and anti-corruption, hacking, inappropriate misconduct, conflict of interest, international trade, government and political activities and reputational risks like modern slavery, sexual harassment, child labour, breach of competition law, etc. Failure to behave ethically leads to disciplinary action and possible dismissal. Asda have a helpline run by an independent organisation and an email address for ethical advice or reporting ethical misconduct.  
Asda prides themselves on their ethical policies like equal pay, however research shows that their male workers are actually paid more as shown in an ongoing case where female workers won a tribunal to show that they were payed less than their male counterparts at the distribution centres by £1-3 per hour (BBC News, 2016) and a supreme court ruled this year that they can compare themselves to their male counterparts despite Asda’s continuous denial of this (BBC News, 2021).  Asda need to understand that a happy employee will create a happy customer from their good service.
Ethical Consumer (2021) also states that Asda is failing to practice their ethical policies as they sell products by brands who do animal testing. Hart (2020) also found that Asda was rated as one of the lowest for supermarkets who do not consider pigs welfare in their supply chain.
In 2008 Asda also came under fire for their aggressive expansion programme, which had a negative impact on communities as it would have killed off local supermarkets in smaller communities ((Hawkes, 2008).   In 2019 the UK’s competition watchdog Competition and Marketing Authority also blocked a merger between Asda and Sainsburys as this kind of monopolisation of the market would have been unethical as their aim was to kill off competition from their leading German rivals Aldi and Lidl (BBC News, 2019).
Ethical behaviour is very important to customers and an organisations good reputation will make customers confidant to keep shopping in a certain place, without customers there would be no business, therefore organisations like Asda need to tailor their policies and business strategies to them and be transparent in their practices.
This report recommends that Asda should show more transparency in wages to close the gender pay gap (O’Donnell, 2020) which would keep their female employees motivated and engaged and thus increase the CRM through good customer service, be more mindful of the brands that they sell products from who test on animals and behave more ethically in their expansion programme in order to not kill off local businesses and regain their reputation which is important for CRM.
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Whilst Ethics focuses on morality, Sustainability focuses on the social and environmental activities of an organisation. When organisations have high ethical standards, they are more likely to be sustainable. Managers have a big role in putting their policies into practice and have a significant role in implementing the vision of the organisation (Macdonald et al, 2020). Gibson (2006) state that sustainability refers to the marketing activities geared towards consumers requirements whilst conserving the capacity of future generations to meet their requirements and for organisations to be sustainable they need to uphold a balanced growth through a strategic long-term approach (Doane and MacGillivray, 2001).  The 3 main principles of sustainability are the environment, the economy and society, sustainable marketing goals of long-term consumer and business welfare can only be achieved through ethical marketing conduct, both works together (Mohamed, 2013).
Asda has produced its first environmental, social and governance (ESG) report in 2021 detailing its sustainable business strategy enabling customers to shop more sustainably but being cost effective and easier.  Top 3 points that customers wanted were cutting food waste, less single use plastic and going greener (Ipl-ltd.com, 2020). Asda responded by 
· Making it affordable for customers to shop sustainably through the ‘Greener at Asda Price’ promise
· Becoming a net zero carbon business by 2040 
· Eliminating 3bn parts of plastic from products by 2025
· Ensuring the top 20 commodities such as cotton and cocoa are all sustainably sourced by 2025
· Cutting food waste by 20% by 2025 as part of the Courtauld commitment
· Delivering 120m meals by the end of this year through the Fight Hunger programme (2018-2021) to communities across the UK
· Increasing the proportion of healthy (non-high fat, salt or sugar) Asda own-brand products to 60% by 2024
Asda also became the first supermarket to open a sustainable store to cut down on their use of plastic, but it was rated one of the worst supermarkets for their plastic ‘footprint’ (BBC News, 2020).  The customer experience is important for the company as they need to be engaged and satisfied through their social response; the products must appeal to their value and belief system for example customers would look at the company’s carbon footprint and if they’re environmentally friendly (Verhoef, 2009).  Although the sustainable store is a step in the right direction to become sustainable does the store really bring change or is it just something that is sustainable surface value for the media? Is it practical and benefiting society as analysing the store further shows that customers would need to bring in their own plastic containers to refill their products so would need lots of containers which may not be practical, as well as waiting in long ques to do their refilling when customers normally like to shop quickly. Which would further raise the question whether this innovation of the new store could be a diversion of showing the good that they do away from their areas that they are lacking behind (Maniora, 2018).
Although Asda like to show that they are socially sustainable with a statement on their website by their Compliance Officer Tim Belser about ‘doing the right thing’  (Corporate.Asda.com, 2021)  in 2017, Asda was also rated one of the worst in fair trading and late payment with suppliers in a survey conducted by YouGov for supermarket watchdog the GCA; Grocery Code Adjudicator (Fredenburgh, 2017).
Bridge (2021) states that disadvantages for smaller local businesses supplying to the larger supermarkets are less profit than selling directly to customers yourself (although if you are selling in large quantities to the supermarket then volume of sales would be more), loss of autonomy, it also means when they do special offers and promotions wholesale price will be affected.  There is also the disadvantage of supplying to one buyer who would then dictate and pressure the supplier about prices, etc. Although Asda state they treat farmers fairly and try to source locally, an article in the Guardian states that they do not pay farmers fairly or sustainably for milk in their cost leadership strategy of winning the market share of price sensitive customers via the milk price war with other supermarkets, paying farmers 23p per litre when the minimum should be 30p per litre (Butler and Brignall, 2015).  After this incident, policies have changed but there is no evidence to suggest that practice has improved.
Sustainable societal marketing calls for organisations to consider their customers wants and needs and selling products that are beneficial for everyone, however Asda has been criticised for not sourcing their some of their products locally (Rodionova, 2017) and misleading their customers into thinking that their Farmfood range is locally sourced which is something that customers value; paying local farmers a fair price.  So rather than supporting local businesses by purchasing locally they are killing off local companies and killing off society (Braun et al, 2018).
For Asda to become more sustainable the report recommends that Asda changes some of their actions to align with their ethical policies like paying farmers fair wages, sourcing more of their products locally and being more honest and transparent in their labelling.
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Quality management is the performance of organisations for their stakeholders through the improvance of its ‘products and services, systems and processes’ ensuring the organisation runs effectively (CQI, 2021).
Quality needs to be consistent and managed to ensure quality loyalty, and to meet and exceed customer expectations, as well as reduce cost and wastage.  It can be managed through quality assurance (correcting defects before the product reaches the market) and by taking a strategic approach by focusing on processes and the needs of customers (Deepak and Jeyakumar, 2019)  and satisfying them with their tangible product and intangible service during and after sale through the different tangible dimensions good performance, special features, reliability, durability and conformance to intangible dimensions like assurance, courtesy, responsiveness and reliability.  However, the challenges with quality is that customer expectations can change, expectations of customers vary from person to person and fail-safing must be designed into system and there must be a guarantee to ensure sustainability and insurance (Chauhan et al, 2014).
The determinants of quality are quality of design and quality of conformance.  The consequences of poor quality are loss of business, liability, productivity will suffer as poor-quality leads to increased workload due to returns, and lastly poor-quality leads to wastage and increased costs. Organisations like Asda also need to look at ethics and quality; substandard work and service, defective products, shoddy workmanship and poor designs which would lead to poor CRM.  Large organisations like Asda have the advantage over smaller business that they have different departments; procurement, quality assurance, packaging and shipping departments, customer service and sales and top management to overlook and be responsible for quality (Bryce, 1991).
There are also costs of quality to be considered, the appraisal costs; designed to find defects and ensure quality as well as prevention costs; which include technology costs, training, process control, etc.
In order to maintain and manage quality, organisations like Asda take different aspects of different models like Total Quality Management and Jurans Theory of Quality which are relevant to their business
Total Quality Management Model is a philosophy that involves everyone in the organisation giving continuous effort to improve quality and achieve customer satisfaction (Hackman, and Wageman,1995).  This is done through finding out what the customer wants and designing a product or service that exceeds their expectations, having a customer centric approach, design processes that get the job done right first time, have a strategic  goal to work hard, keep track of results and extend these concepts to suppliers as well through sharing feedback with them as quality is an investment (Chiguvi, 2016).
TQM can be implemented by using the following elements: continuous improvement, competitive benchmarking to do better and keep a competitive advantage, employee empowerment through training, bonuses and good pay with strategic leadership  and shop floor management, knowledge of tools, champion, good supplier quality, team approach with everybody engaging and contributing and lastly quality at source with materials and good suppliers (Lilako, 2000).
Product quality has 2 dimensions;  1) Level: manufacturer must choose a quality level by understanding the customer then marketing to them so they get what they paid for and 2) Consistency: product quality implies conformance quality which is free of defects and consistent in delivering the targeted level of performance  thus meeting the expected value and quality for the product or service.  All organisations should strive for high levels of conformance levels (Lilako, 2000).
However, it would be difficult for Asda to implement TQM if there is a lack of company wide definition of quality, no strategic plan for change which can be done through tracking changes in customer needs, lack of customer focus and understanding of their needs, no real employee empowerment and chaotic leadership trying to micromanage employees. Other factors that would be obstacles in its implementation would be poor inter organisational communication, viewing quality as ‘quick fix’ and emphasis on short term financial results.  Everybody should feel involved  from the cleaner to the workers on the shop floor, it is not just about the products on sale but quality has to be in the work they do and service they provide, so if everyone is involved then quality is maintained (Joseph, 1996).   Implementing this model will help Asda for example, if the cleaners keep everything clean and the shelf stackers organise their shelfs properly this would save customers time looking for items.  They could also use the tools of problem solving and process improvement like check sheets for cleaners, flowcharts, control charts, etc.

Criticism of TQM:
Kekäle (1998) states that the failure of TQM programmes is quite often high, there could be several reasons that TQM may not work, for example:
· Blind pursuit of TQM programmes; change initially creates chaos, so it is important to apply it gradually so that everyone understands why change is needed as employees can resist change.
· Programmes may not be aligned to strategies as implementation of TQM is not articulated and less synchronisation.
· Quality related decisions may not be tied to market performance for example performance management forms do not contribute to improving the products for customer.
· Failure to carefully plan a program, programmes should be implemented strategically by discussing with all the stakeholders how it will impact them, therefore organizational culture is important.

Another model that Asda could use is Juran’s Theory of Quality in order to improve their relationship with their customers through applying the following trilogy (Juran, 1986):
1) Quality Planning is to provide operators with the ability to produce goods and services to meets customers’ needs with quality
2) Quality Control is used to prevent things getting worse. Operators inspect and compare actual performance with plans and resolve differences.
3) Quality Improvement involves eradicating defects or find substitutes to improve the value for customers, it also involves quality improvement for capability of use and reduces mistakes, looking for a new greater level of performance to the preceding level by applying innovative thinking.


Further to the trilogy there is also a 9-step roadmap for product and process development to understand customer needs and improve the quality in a company (Tejaningrum, 2019). The first 8 steps would be managed mostly by management and the last step by operations who make the product:

1) Identify the customer
2) Determine the customers’ needs
3) Translate those needs into our language
4) Develop product
5) Optimise product
6) Develop a process which is better to produce the product
7) Optimise the process
8) Prove process
9) Transfer the process to operations to make product

Asda’s mission statement shows that it makes a continuous effort to improve its quality through best value and customer service and thus uses Jurans Model to do quality plan, quality improvement and quality control and uses customer feedback to assess the performance of the company, this feedback enables Asda to improve its defects and provide better service and products to its customers and improve its CRM. However, a look at Asda reviews on the website TrustPilot (2021) shows that of 8875 reviews, 74% were bad reviews mainly for customer service and bad management, therefore they would need to improve in these areas through training and performance management to improve their CRM (Ngugi et al 2021).
Just using this model would not be enough to monitor quality at Asda as this model does not emphasise on product defects but more on the customers’ needs for the product, teams would also need to work on ways to improve products and services led by top management including everybody in the strategic plans for quality. Barouch and Kleinhans (2015) found from their research that the main criticisms of quality management were senior management misusing it there was an ignorance about quality management.
These models would not be beneficial for Asda during times of recession or pandemics like Covid19 as they will already be struggling so wouldn’t want to introduce any new models or changes.  
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[bookmark: _Toc78173189]Conclusion
The report has shown how TQM gives competitive advantage and good customer care encourages good CRM.
A successful TQM program is dependent on the organizational culture therefore it is important for Asda to implement good quality management strategies like TQM programmes across the board involving all their employees to improve their Customer Relation management.  Asda also needs to improve their practice of their ethical and sustainability policies and processes when sourcing products, treating their employees fairly and reducing their carbon footprint and become more transparent in their practices in order to maintain customer loyalty and increase their profitability and remain sustainable.

[bookmark: _Toc78173190]Recommendations

The report recommends that Asda looks at their unethical behaviour that has been highlighted in this report and increase their pay for female works to ensure that they are engaged and motivated which will be reflected in their good customer service improving CRM and to check all products that they sell to ensure that animal testing is not being done.  It is also recommended that they keep their competitive advantage by being sustainable in their practices of sourcing more local products, being transparent in their labelling to not mislead customers and pay fair prices to their suppliers. Training is required for employees to improve their customer service and management skills to improve CRM.
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