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A Critical Perspective of Asda in Relation to it’s CRM, Ethics, Sustainability and Quality Policies and Operations.
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Executive Summary

The purpose of this report is to review the benefits of engaging in ethical trading and how Asda can build sustainable resources that enhance the customer relationship.
The research in this report concludes how Asda’s systems are only partly efficient and can benefit by Adapting new theories to address these issues. It highlights how Asda can improve the issues by recommending the introduction to a loyalty card and adjusting the quality management system include a TQM strategy.  
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1.0 Introduction

This report has been compiled by Sarah Rees on the 4th March 2020 as requested by the CEO of Asda. This report will look at the history of Asda and what they stand for and will report on the ethics and sustainability of Asda, Tesco and Aldi’s and how engaging in ethics and sustainability can strengthen an organisations customer relationship management. This report will also be looking at the possible impact an organisations quality systems have on the customer relationship. This report will also be including models and theories such as Customer relationship management (CRM), Quality Management systems, Total Quality Management systems, The Marketing Mix, Mc Kinsey’s 7s Model, segmentation and the Loyalty Ladder. The reporter will also conclude the report on the findings along with recommendations on how Asda can improve from its current state going forward in the future. The researcher has used many different online resources, resources direct from the supermarkets along with the use of books, journals and newspaper articles.


















2.0 Findings

2.1 About Asda

Asda’s history dates back to the 1920’s with the Asquith family who were butchers and the Stockdale family who were dairy farmers joined forces starting with just two shops then eventually expanding to seven shops. After travelling to America to visit the first supermarket named Piggly Wiggly, the Asquith brothers began by opening the first self-service store in 1963 and by 1965 built the first supermarket which was named Asda. Further research on significant milestone dates were recorded which has been included in the appendices. (Corporate Asda. 2020).

Asda once was a very successful supermarket but has been losing market share quite heavily to rivals and the financial results seem to be getting worst year on year over the past few years. Everything they try doing to fix this seems to be failing. Reddit, (2017). Research would suggest this is an issue Asda faces due to not knowing its market or customer base.

As suggested by the CEO at Asda’s corporate website “that in order for Asda to put customers first they need to change their communication and go back to basics approach and retail fundamentals. Asda has set in motion three area’s in an ambitious plan to better their customer needs firstly become more relevant to customer needs and go beyond the familiar to connect categories and products to the customer’s needs, secondly save customers time by becoming simpler and more seamless to shop, finally increase trust by doing the right thing in things that matter the most to the customers, such as how they support local communities and responsibilities to their shared planet”. (Murray, 2019). The CEO’s Analysis of what is needed to be done calls into question if Asda are seeing the wider picture, although this would be a start and would add some strength to Asda’s ethics and make them more sustainable. Research suggests a lot more needs to be done to improve customer relationship management (CRM). 







2.2 Asda ethics and Sustainability

Mullins, L. (2010, p.722) demonstrates that business ethics covers a wide scope, anything that is done by a company or its employees can be done ethically or unethically. Insisting business ethics covers a variety of processes within an organisation; from behavior towards customers, distributers, suppliers and competitors. How it treats employees in recruitment, training, rewards and duties. To how stakeholder groups, such as government and local communities are treated and the effect on the natural environment through pollution, recycling and sustainability. Including how it conducts in international operations such as: use of power, cultural values and respect for human rights.

However, it is evident Asda currently adheres to a global ethics and compliance program which addresses the changing retail sector and the areas of relevance. Expecting all team members, suppliers and contractors to follow common culture and a set of values. These include treating all people with, respect, acting with personal integrity and complying with the laws of the communities in which they operate. The global management system at (Asda.com, 2020), suggests it purpose is to deal with ethical concerns or complaints. The researcher believes this is good ethical practice.

Asda’s assertion that they are ethical is contradicted by recent research, Trustpilot (2018) reviews argue that Asda are not very ethical as customers complain they are not delivering on standards, stating Asda are not delivering orders and substituting orders that are not suitable. It continues by explaining complaints are not being dealt with, staff are not trained to deal with problems and are not doing enough to satisfy customers, leaving customers waiting weeks for refunds. 70% of reviews rated Asda the lowest rating of “bad”. 

Rouse, M. (2014) suggests business sustainability also known as corporate sustainability, is the management and co-ordination of social, financial and environmental demands of a business. 
Asda believes in creating change for the better, by protecting and conserving the world through sustainable practices and initiatives ref. Asda’s aim is to be the most trusted retailer and are committed to reducing the environmental impact of their operations. Asda stocks sustainable products at an affordable price allowing customers to become greener with achievable goals, Asda understands customers care about sustainability too. Therefore, the sustainable policies focus on removing unnecessary plastic, some of the changes already include, 85 million single use carrier bags removed from production. 30% recycled content in own brand plastic packaging. Recently signing the New York Declaration on forests, aimed at cutting natural forest loss in half by the end of 2020 and end it by 2030. A 50% food waste reduced by 2030, 20% less energy use in stores and 38% reduced absolute carbon footprint in the last decade. (Asda.com. 2020). If these targets are met this will strengthen Asda’s sustainability and enhance customer expectations in relation to how sustainable Asda are behaving.
Porter, Smith and Fagg. (2006, p.315) Maintains customer relationship management (CRM) is used to build relationships with both current customers and potential customers, the purpose of this is to increase sales, increase profitability and improve customer service. The use of CRM allows an organisation to strengthen its relationships with not only customers but colleagues, suppliers, partners and service users (Salesforce, 2019). CRM is known as a process used to determine how a company treats its customers and staff while observing how it can continually improve services and the quality of its products, ensuring the best possible service. CRM is used to gather information about what customers want and going that extra mile to provide that service which will not only keep its existing customer base but will entice new customers who are looking for top quality services. Asda must engage in CRM to understand customers then the next step would be to learn how to keep them as this is where CRM plays a major part.       
An interesting addition to CRM using segmentation is offered by Yonatan, R. (2018) article, suggesting Asda can benefit by addressing the current lack of segmentation by implementing strategies that divide customers into smaller groups. Known as a powerful marketing technique, streaming segmentation with CRM would mean Asda are able to reach the customers who are most receptive to Asda’s products and services. Once Asda gather customer information through CRM Asda would be able to cut costs by only offering products customers want, when they want it, so that cost savings can be passed on to the customer or even through loyalty card schemes.
There is also corporate social responsibility to consider (CSR), there are two main CSR theories, Carroll’s theory and Friedman’s theory. Tutor2u (2020) explains Carroll’s theory is best known as using a simple pyramid framework argues, why and how organisations should meet their social responsibilities. The four levels are referred to as, Economic, Legal, Ethical and Philanthropical. Whereas Orlitzky, (2015) suggests Friedman’s theory argues against the concept of CSR, adding it is driven by a socialist-collectivist agenda.  
The reporter proposes Asda follows Carroll’s theory because Asda is built on the foundations of profit and Asda seem to have the attitude that profit must come first before quality and use CSR to improve profits. Following regulations, using ethical policies and obey laws and regulations, Asda give back to society by means of local communities and charities. Identifying how Asda are attempting to meet the social responsibilities and all four levels of Carrols pyramid.

2.3 Aldi’s Ethics and Sustainability

Aldi (2020). Insists that “we love our environment, communities and people we work with, which is why we try to do amazing things every day. Aldi base ethical principles upon this, taking the health of customers seriously by helping families eat well for less with offers such as the amazing super 6 on lots of lovely fruit and vegetables. The focus of the company is built around the employees by offering colleagues a friendly, co-operative place to work and investing in a range of fantastic training courses, so colleagues find the development that is required for personal growth. Aldi aim to respect the environment by reducing the impact on the environment and supporting local causes”. This shows that Aldi has good all-round ethics which makes them sustainable in today’s competitive market.

Looking at Oxfam’s research in 2018, Oxfam ranked Aldi bottom of its scorecard for UKs supermarket on human rights policies, for example 2019 saw an improvement, however, Aldi is still coming up short in comparison to Tesco, Sainsbury’s and Asda. Today customers expect more from retailers around sustainability and ethical credentials. This would suggest that Aldi must commit to connecting with customers’ expectations, or risk becoming irrelevant. Holt, (2019) adds Aldi has recently become a carbon neutral business in its pledge to reduce packaging. Yet, Reviews.co.uk, (2020) still rate Aldi 63% on their customer service which is an industry average, whereas, the customer service on the returns process was only 33% which identifies staff are not ethically trained to deal with all customer matters which can leave the supermarket down as customers expect more than just good prices. This research suggests that Asda are doing a slightly more than Aldi with regards to CRM nevertheless Asda need to produce improved CRM processes that prevent slipping into the same category as Aldi and enhance customer relationships.

Aldi emphasizes the point that ensures the produce that is purchased has been caught, grown or made with ultimate care for the environment, and that colleagues are treated fairly. Aldi believe in being fairer to farmers, raising money for great causes, inspiring children to eat fresh, sourcing sustainable foods and reducing waste. Aldi believe reducing the carbon footprint works best by reducing energy. Aldi. (2020) explains the company is constantly working to reduce the impact on the environment, using 4 key areas: beginning with, minimizing their carbon footprint, reducing the impact of their refrigerants, boosting energy efficiency and Reducing, Re-using and Recycling all Waste.

Aldi have 5 main principles – Community, people, customers, suppliers and the environment and with the belief that each one is as important as the other, sourcing from incredible suppliers, being fairer to farmers, raising money for great causes, inspiring kids to eat fresh, sourcing sustainable foods and reducing waste, Ultimately, Aldi (2020) insists, it is about making sure that together with our customers they feel everyday amazing. However, the research identified within this report suggests Aldi are not behaving as well as portrayed and also have issues with CRM.

2.4 Tesco’s Ethics and Sustainability
Tesco has an ethical trading approach supporting decent labor standards in the supply chain. Tesco believes in fair working conditions for all members in the manufacturing and supply of products. Tesco’s ethical trading programme is in place so they can act responsibly, and customers know products are sourced under decent conditions. Tesco Trading, (2020) suggests Tesco only work with suppliers who share the same values, constantly monitoring conditions for workers in the supply chain. Evidently Tesco identify to have strong ethical beliefs.

One of Tesco’s beliefs is sustainable growth and future sustainability is important to them. Tesco has developed a set of measurable key performance indicators that will allow them to monitor progress or actions, these will be reviewed every quarter and stakeholders will receive annual updates. Tesco Trading, (2020) also suggests the main aim of the business is to become a zero-carbon business by 2050 and ensure that the usage of packaging is never than more than that is needed. Tesco also like to help local communities by contributing both economically and socially. Tesco work hard in sourcing sustainable products that are accessible and affordable for all. It is important to build trusted partnerships with all suppliers and ensure all packaging will be fully recyclable by 2025. Interestingly, Tesco also facilitate food surplus donations to provide meals to those in need because Tesco believes no food that is safe for consumption should be wasted.

Tesco’s objectives of CRM are to build a continuous relationship with all of its current customer base. Tesco aim to satisfy customer needs by accessing not only the needs of the customer but their values too, this leads to a raise in the growth of revenue for Tesco, their strategies developed to achieve the objectives of building a continuous relationship with the customers. (Academized. 2016). 

Rowley, J. (2005) suggests Tesco builds on CRM through its Tesco Clubcard as it delivers great customer value and it allows customers to collect points through transactions with other retailers as well as Tesco. Customers are even given the option to use reward points not only instore but through other leisure and associated outlets too.

According to Trustpilot, (2020) reviews suggest that Tesco are not fully adhering to good processes of CRM, there is a high number of posts suggesting how poor customer service is with the addition of how rude some staff appear. However, 66% of reviews give Tesco the lowest rating of bad possible. Despite these reviews research suggests Tesco manage to score higher than Asda in regard to CRM.

[bookmark: _Hlk35808415]Research at conducted by Which.com, identifying how customers rated the three supermarkets, Walsh, (2019) explains Aldi came out on top for value for money with Asda taking second place and Tesco in third amongst the three. With regard to Quality, and store appearance Tesco came first followed by Asda and finally Aldi. Placing Tesco’s overall result as the stronger supermarket, Asda are mediocre sitting mid-way and Aldi have been ranked much lower with the best ratings for value for money but lacking on quality. 

3.0 Quality

Quality management system (QMS) is a system business use to document processes and responsibilities, and procedures in order to achieve quality policies and objectives. Asq.org (2020) explains a QMS helps a business meet customer and regulatory requirements, this will improve a business effectiveness and efficiency on a continuous basis. The principle elements that are required in a QMS include
leadership, customer focus, engagement of people, relationship management and improvement and process approaches.

Asda currently identifies as using a QMS system, committed to providing quality products that satisfies their customer needs and expectations. Asda Tech. (2017) explains the system aspires to understand and respond to customer’s needs and expectations in a timely manner, while providing “proven designs” products. It Improves the systems of production to generate continuing quality and productivity improvements and is aimed at developing a highly trained and motivated workforce with full responsibility. The system continues to improve on all areas and suggests a commitment to establishing long-term relations with suppliers.

Total Quality Management (TQM) is a management system where a business attains advancement through a commitment to customer requirements. This means every employee maintains high standards and strive for continuous improvement. The principle elements of TQM include, Customer Satisfaction, employee commitment, strategic thinking, integrated system, decisions based on facts, continuous improvement, effective communication and process thinking.
Smartsheet (2020) adds the TQM principle roots extend back to Fredrick Taylor’s principles of scientific management. 

Asda’s main aim is to become a TQM company, by using continuous improvement mechanisms for products and business pressures that satisfy internal and external customers in terms of quality, cost effectiveness, delivery on time, customer care service, monitor and continuously improve business products and services and employee and organisations performances.  These systems when made a priority can result in great benefits to Asda and further enhance the relation it builds with customers. Kumar, Choisne, Grobois & Kumar, (2009) suggests TQM positively impacts an organisations performance by improving employee relations, operating procedures, customer satisfaction and financial results.

3.1 The McKinsey Model

The McKinsey 7s Model is a model created by Peters and Waterman in the 1980’s. this model is used to analyze an organisations wellbeing by looking at 7 internal factors which are: Structure, Systems, Style, Staff, Skills, Strategy and Shared values, this model also highlights the importance of culture. Mullins, L. (2010. P.778).

The researcher refers to McKinsey’s model based on research surrounding Asda to establish how well the 7 areas are aimed at improving customer relationships:

Strategy, Asda’s strategy remains as its always been, to win on price for customers, whilst delivering a consistent customer experience and investing in driving growth where customers care. Rigby, C. (2019) insists Asda continues to consult with colleagues on proposals to increase the base rate of pay, whilst ensuring the right people are in the right place at the right time for customers. 

Structure, Asda identifies as a hierarchy structure which has 7 layers, meaning 6 layers of staff will need commands from above, helping Asda stay on top of issues and remain organised with everyone receiving direct messages from the top. (Chambley, J. 2013).

Systems, Asda has launched a new cloud based QMS system that encourages innovation and improve productivity, this system enables the monitoring of product quality. (Lemmon, C. 2016).

Style, the hierarchy structure follows an autocratic style of leadership where the decision making is done by the senior and experienced members of the company who are specially trained for it. Locus, (2012).

Staff, Asda Careers (2020) states when join Asda colleagues will have the freedom to do what is best. Give customers great service, respect everyone, strive for excellence and act with integrity whatever positions held within the organisation. Finding everything needed to have a job that is exciting, rewarding and enjoyable. Asda encourages achievement by offering additional training, support and development to expands career choices. Selecting and seeking individuals that are naturally friendly, flexible and that you care about giving customers a great shopping experience.

Skills, Asda believes that its people that make the difference this means Asda are focused on recruiting for attitude and training for skill. Fisher, (2019) suggests mentoring, coaching and performance development enables people to grow skills within the business, while merchants future leaders programme creates opportunities for progression into senior and specialist skill positions across the operation. 

Shared Values, putting customers first is at the heart of everything Asda does, from the way it treats its colleagues, trades with suppliers and serves its customers. Merchants, (2018) adds Asda remains focused on maintaining the lowest prices while delivering a quality customer experience. 

Although Asda processes seem to be apparent in all of the 7 layers, as previously explained, customers perceptions do not fully reflect all of these areas. However, other systems that reflect the way Asda engages with customers can work along side quality to ensure these issues are being addressed and effective customer relationships are being improved and maintained.

3.2 Marketing Mix
Referring to the marketing mix for services, which is built around the 4Ps, product, price, place and promotion. Karen, (2018) explains it is used to communicate values to customers. Al Badi, (2018) Suggests it operates as the main forces when meeting the demands of customers and creating a long profitable relationship.
The marketing mix of Asda with its services and products, Asda has a wide range of products from fresh food, groceries, frozen foods, chilled foods, household, pet products, clothing and entertainment goods. As well as this Asda offer financial services such as credit cards, travel insurance and money, and even personal loans. (Marketline, 2019) The 4Ps of Asda are-
Price – Asda Perseus great supplier deals in order to offer its customers lower prices that are great value for money across its entire range. Effectively implementing Porters cost leadership strategy, Monahan & Rahman, (2011) explain cost leadership is being the producer of a given product at the lower cost in that industry. There is also Asda’s price Guarantee where they search your comparable shop against Tesco, Morrisons, Waitrose and Sainsburys and if they are not 10% cheaper, they will refund the difference.
Place – Asda distributes online and offline with over 525 in the UK ranging from Supermarkets, superstores, Asda living, petrol stations and their supercenters which offer a wide range of all products.
Promotion – Asda use many media outlets to promote its promotions such as price reductions, buy one get one free and other special offers. They promote these through television adverts, newspapers, billboards and other media outlets.
Physical evidence This element is the last in the marketing mix, it refers to the elements of the physical environment visitors and customers experience and Asda has physical evidence such as its equipment, stores logo and its great look website. (Rahman, M. 2017).

All areas for the Marketing mix can be seen as touchpoint exercises used to engage with customers, improve satisfaction and create customer loyalty. The marketing mix can help Asda move up the loyalty ladder, by enticing new customers, and retaining loyal ones. 

3.3 Loyalty Ladder

The customer loyalty ladder is a systematic way of classifying customers of a business into five different categories – Advocate, Client, Customer, Prospect and suspect. The loyalty ladder helps to identify potential customers who can remain engaged with the business for a long time and become loyal to their brand. (Mbaskool, 2019).

RCS, (2015) suggests perks such as exclusive events move customers up the loyalty ladder from a client that repeatedly buys from the business into an advocate who promotes the business. 

Asda are trying to become more sustainable again and are taking some steps to improving where customers lay on the loyalty ladder by way of George rewards and Asda gift cards.
Borland, H. (2019) explains Asda’s shoppers will now be able to start collecting loyalty points on its George clothing and homeware. Asda are trialing a new bonus scheme called George Rewards, where points can be exchanged for discounts on further purchases. This is Asda’s only loyalty scheme available to shoppers. 

Building customer loyalty through Asda gift cards helps build customer loyalty, customers love incentives and rewards. Asda for Business, (2020) continues whether Asda want to reward customers loyalty with a thank you gift, help attract new customers with a promotional reward or ultimately retain a customer base using with a little something every now and then, Asda gift cards are a good way to do this. 



4.0 Conclusion

To conclude the research of this, report the reporter identifies the main areas that reflect the current issues Asda are facing in relation to CRM, Ethical and Sustainable trading and Quality management. It provides a brief overview and makes recommendations based on the findings accordingly. 

This report has shown a brief history of Asda and how it is failing in in relation to customer relationships in regard to ethics and sustainability which has impacted the finance of Asda and has resulted in losing market shares. The findings also compare the ethics, sustainably and CRM of Tesco and Aldi. The research showed that Tesco identified as the best overall supermarket followed by Asda and Aldi. Asda have done well over previous years, however, it is evident how the competitive environment is evolving around Asda who have lost the way and seem unsure who their target market is at present. 

It would therefore be beneficial for Asda to go back to basics as the CEO suggests, improving the marketing mix and building customer relationships to enhance the position on the loyalty ladder, in turn this will encourage customers to become Advocates rather than just customers, creating brand loyalty and nullifying the threat of losing customers to competitors.  Asda would also benefit by introducing a Total Quality Management System rather than just a Quality Management company as this is only benefiting them in parts of the business whereas, TQM would improve CRM and it would also strengthen the ethics and sustainability expectations of customers.

5.0 Recommendations

The researcher would suggest that Asda could benefit from the following recommendations – 
· Introducing a Loyalty card where shoppers would receive vouchers for points earned as it would give them more data on their customers so they can use this data to review what customers really want and this would help to improve CRM, 
· Asda would benefit from becoming a TQM company as they should realise it’s not all about keeping prices down if it’s not coming up to scratch on quality and finally Asda need to decide where they want to be in the current market and aim to attract new as well as current customers and do enough to keep them.
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Asda was born


1967


very first discount petrol station





1977


Asda price advert famous pocket tap
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George brand created



1998


Online retail service started


1999
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Asda named the best company to work for


2010


George 100 day satisfaction guarentee


Asda joined Walmart the worlds biggest retailer
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2014
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Asda 50th Birthday


George 25th Anniversary


2020


Named lowest price Supermarket


Greggs sign contract to open inside Asda stores


George Home Range


First Premature range


Grocer Gold Award 20 years in a row
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