







Understanding and Engaging in the Customer Experience.

Submitted by: Iftey Jewel

Professor Name: Vajira Balasuriya

Student ID: 1708789

BMSW5103

Assignment Title: A critical perspective of ASDA in relation to its CRM, Ethics, Sustainability and Quality Policies and Operations 












[bookmark: _Toc34924270]Executive Summary
The overall competition within the supermarket industry is increasing at a faster pace, which is affecting almost every player in the market. ASDA Stores Ltd., a subsidiary of Walmart is also facing similar issues, and thus wants to know its customers in a better manner. The company understands the need for effective customer relationship management and thus, the company wants to focus on ethical trading and sustainability which is the need of the hour. Hence, the company wants to assess the customer experiences on the basis of ethical and sustainable policies of the organization. Even though ASDA has branched out to provide a large number of services and has shown an intense focus upon understanding and fulfilling customer needs, they have been losing their position in the market lately. The ethical and sustainability values of the company have played a role in diminishing its growth, while impacting the customer satisfaction and experiences. The report assesses that Quality management is significant for maintaining the growth in ASDA and ensuring that the company is able to manage operations in an effective manner, so that the customers can be satisfied, and the company can improve its position in the market. Some of the recommendations have also been provided for ASDA which will help the firm in the long run. 
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[bookmark: _Toc34924271]Introduction
ASDA Stores Ltd. is a chain of supermarkets based in England as was established in the year 1949. After operating for a few years, ASDA was acquired by Walmart, since the company was facing bankruptcy and since then, it has been operating under the parent company, i.e. Walmart. Like every company, ASDA has a vast customer base which has been not only loyal but also contributing with the company for achieving its goals. However, with the increasing level of competition within the supermarket industry has made it important for ASDA to understand its customer base so that the company would be able to meet the needs of the existing customers and attract potential customers in a manner with which the company would be able to attain a higher market share. The company is well aware of the fact that ethical trading and building of sustainable relationships have a higher level of impact over the customer relationship and thus, the firm is focused on this area to ascertain the impact that the company can have over the purchasing behaviour of the customers to the maximum level possible. The report provides an overview of the customers of the company an investigation of the customer experiences in respect to the ethical and sustainable nature of the policies that have been incorporated by the company. Furthermore, a review of literature is also conducted to assess the theories or models which can be used by the firm for improving the customer relationship management. 
 
[bookmark: _Toc34924272]About ASDA
ASDA Stores Ltd. is a chain of supermarkets based in England as was established in the year 1949. After operating for a few years, ASDA was acquired by Walmart, since the company was facing bankruptcy and since then, it has been operating under the parent company, i.e. Walmart (ASDA, 2020). Currently, ASDA has a number of supermarkets and stores across England (more than 300) and there are multiple kinds of services that are being provided by the company to its customers, apart from a huge range of grocery and home items. These services include a pharmacy, optical services, cafes, shopping and saving cards, gift cards, bill payment services as well as scan and go options, where the customers can scan their own products and pay the bills through their mobile phones (ASDA, 2020). They can even order their products to be delivered at home or to pick up from the stores. The company currently employs more than 145,000 employees, who help in providing the services of the company to more than eighteen million consumers throughout a week’s time.

[bookmark: _Toc34924273]Ethical and Sustainable Values
In the previous decades, the operations of an organization were only limited to the operations that allowed them to manufacture their products and services and further allowed them to make the revenues and profits for which they were running their businesses. Today, on the other hand, the business organizations are closely looked upon for the various policies that they use for the purpose of accommodating and creating value for their employees, stakeholders, the community and especially the consumer. Since, the customers have a higher bargaining power in the market today, it has become essential for the companies to ensure that they cater to the needs of the customers. Such needs though, are not limited to just the products and services being offered by companies. They also include the several values and principles that organizations use and implement to guide them through the process of operating within a certain market. Ethical and Sustainability principles, amongst others, are necessary for the purpose of satisfying customers and their experiences with the organizations, in addition to the products and services. 
Ethical values refer to the several values, principles and ethics that the businesses choose to provide them guidance while dealing with their consumers, employees, shareholders, other stakeholders and the community at large (Ruiz-Palomino, et al., 2013). Hence, they are called the principles that help in governing the overall environment within a business organization. The ethical values of an organization may include the basic values of honesty, integrity, respect and quality, while also including the satisfaction of customers and employees while dealing with the organization, and the corporate social responsibility of the organization as well (Ruiz-Palomino & Martínez-Cañas, 2014). On the other hand, sustainability within an organization is an approach through which the organization creates such value in ecological, social and economic terms, that would allow it to sustain for a longer term within the market. Every organization aims at achieving long-term success and market value through their operations. Sustainability is the approach that includes various actions and operations, through which an organization can create long-term value for itself and its customers as well as several stakeholders (Florea, et al., 2013). As already stated, the needs and expectations of the customers also revolve around ethical and sustainability values of an organization, because they help in increasing the customer satisfaction and enriching their experiences. 





[bookmark: _Toc34924274]Ethical and Sustainable Values in ASDA
Even though ASDA has branched out to provide a large number of services and has shown an intense focus upon understanding and fulfilling customer needs, they have been losing their position in the market lately. The ethical and sustainability values of the company have played a role in diminishing its growth, while impacting the customer satisfaction and experiences. One of the reasons why ASDA has failed in the market over the years and is facing the need for re-establishing itself in the market, is that it has been failing to cater to the needs of the customers. The ethical behaviour of an organization has an impact upon the consumer loyalty and experiences because such ethical or unethical behaviour has an impact upon the reputation of the organization. ASDA has faced several accusations from their employees, with regards to employee discrimination and lack of equal pay values within the organization. More than 30,000 employees of the company brought legal claims, stating that the company did not provide equal pay to them and also, discriminated against the female employees, by only providing them work that was considered as ‘women’s work’ (Chapman, 2019). Consumers have also been found taking interest in the animal related ethical policies of the company, wherein the products being sold by the company did not involve the use of any policies that safeguarded the rights of animals. ASDA has also been in controversies for using strategies that could help them in avoiding taxes (Goldfingle, 2012). All of these issues reflect upon the lack of proper ethical and sustainability values within ASDA, or at least the incapability of being able to implement their existing policies in a proper manner. These issues decrease the customer experience because the well-educated and conscious customers of the present day take such issues relating to the environment or the economy seriously and hence, tend to lose their trust upon the organization. For example, in a recent interview, a GMB official named Gary Carter stated that the customers of ASDA wish to be served by those employees and people working for the company, who are treated with respect in terms of their jobs and positions within the company (Doward & Mahdhi, 2019). This shows that consumers are highly invested in not just products and services, but also the actions of an organization towards other stakeholders. Also, for the conscious consumers who ensure that the products consumed by them do not involve environmental degradation or sufferance of animal rights of any kind, ASDA automatically becomes an organization where they would choose not to shop from. This is how, failure of practicing ethical and sustainability values causes a decline in the consumer experiences with an organization. 



[bookmark: _Toc34924275]Relationship of Ethical and Sustainable Values with Customer Satisfaction in ASDA
The issues discussed above are such that do not affect the consumers directly. But, the customers at ASDA have also been facing several issues, which do not add to their pleasure of shopping at the stores, instead reduces it. In December 2019, ASDA had to issue a statement because its customers were complaining about its services, stating that their orders of Turkey for thanksgiving were being substituted with other products such as pork or chicken at the last minute, as the company had run out of stock (Kershaw, 2019). This was after many tweets were posted stating that they had received wrong orders, a day before thanksgiving and yet, ASDA maintained the stand that they had not run out of stock. In other instances, in September 2019, the company had to recall its food product over the anticipation that the product may contain small pieces of metal (Henry, 2019). Further, despite having an ecommerce platform and being such a big company, ASDA has been failing to maintain the website and deliver its orders on time. Many consumers over the time have raised complaints about how they have failed to access the company’s website for weeks or received payment failure issues as well as delayed deliveries. There are many other competitors of ASDA in the market, one of which is TESCO. While the supermarket industry in England is in shambles and most companies have been fighting to survive, TESCO has been able to maintain a better position in the market compared to ASDA. In a recent ranking for the best supermarkets in England, ASDA was found to be at the end of the list while TESCO was at a better ranking. TESCO has been ensuring that their customers receive a smooth experience at the stores and while shopping through their website. They also have been focusing upon the quality of the products and services without completely immersing themselves into the need of reducing prices to attract customers at the cost of reducing product and service quality (Hobbs, 2017). TESCO has also been performing better in terms of delivering their online orders to the customers on time (Rigby, 2016). It has not faced as many struggles and controversies questioning the actions and operations of the organization as ASDA has in the recent years, which shows that TESCO has been performing better in implementing its ethical and sustainability policies in the market, eventually improving and maintaining the experiences and satisfaction of the customers. This on the other hand, has been a struggle for ASDA, which is why the company was almost acquired by Sainsbury’s, which is another supermarket giant in Britain (Wood, 2019). 

These issues reflect upon the ethical and sustainability values of ASDA, because the company has neither been able to create and maintain the quality of its products and services, nor has been able to create long term value for its customers and employees over time. Since, the company has been lacking in performing optimally to implement such values, issues have emerged over time that have decreased the value of consumer experiences and satisfaction. 

[bookmark: _Toc34924276]Customer Relationship Management 
Customer Relationship Management is highly focused upon by organizations, scholars and business experts today as it is seen as a process that can help significantly in improving the growth of the organization in the market, by improving customer loyalty. But what is customer relationship management? Shaon and Rahman (2015) stated that Customer Relationship Management or CRM is a process, wherein organizations make use of such strategies and policies, that can help in improving the overall experience of the customers with the organization, while increasing the loyalty amongst customers towards the organization (Shaon & Rahman, 2015). Customer Relationship Management requires the organization to manage their interactions with the customers, so that better relationships can be built between the customers and the organizations, with the aim of retaining the customers for as long as possible. 

One of the aspects that affect customer relationship management and the retention of customers within an organization, is the quality of the products and services that are being provided to the consumers by the organization. Khan et al. (2015) stated that a failure in providing the optimum quality of products and services to the consumers means that the overall experience of the consumers, of dealing with the organization has not been satisfactory and this can lead to demotivation amongst the consumers to remain loyal to the organization by continuously consuming its products (Khan, et al., 2015). This is where the quality management processes are found to be necessary for growth of the organizations. Valmohammadi and Roshanzamir  (2015) stated that Total Quality Management or TQM is a process, wherein an organization identifies and removes any errors or mistakes that may be reducing the quality of the activities within the organization, to ensure that all their operations, from managing the supply chain to customer satisfaction can perform optimally (Valmohammadi & Roshanzamir, 2015). There are many activities and operations that are managed by an organization and any flaws or errors therein can completely bring down the quality of services and experiences offered by the company. The quality management systems are essential for the purpose of ensuring that the company can maintain a high quality of operations, because a constant failure in being able to maintain the quality of products, services and experiences would lead the company to lose out on customers and eventually suffer through excessive losses (Valmohammadi & Roshanzamir, 2015).

[bookmark: _Toc34924277]Customer Relationship Management and Quality Management Models
There are a few models and systems that have been provided by scholars and experts over the years that can help in managing the quality systems within organizations. One of such many models is the Juran’s theory of Quality. Juran’s theory of quality has different aspects attached to it, which define his perspective of quality, managerial responsibilities as well as the role of costs involved in quality management. 
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Alghamdi (2016) stated that Juran provided a concept called a ‘Quality Trilogy’, wherein three main aspects of quality were defined – quality improvement, quality control and quality planning. Quality control referred to preventing and fixing any problems that arose from time to time, to maintain quality (Alghamdi, 2016). Quality improvement referred to the process of looking for any opportunities that could help in improving the quality and using the same to avoid problems and failures ahead. Lastly, quality planning referred to ensuring that the required means for maintaining optimum quality and meeting customer needs were made available. Kenyon and Sen (2015) discussed that Juran’s model fails at providing a clear and practical view of costs involving quality management because his theory does not take into account several factors such as the competition in the market as well as the technological advancements that may emerge with time. Also, it fails to take into account that many situations in businesses arise where a choice needs to be made between reworking certain parts of operations instead of fixing up the whole system or where limited resources are available to fix a problem (Kenyon & Sen, 2015). Juran’s philosophy and beliefs regarding quality management also focus upon the role of top management within the organizations for quality management. Sallis (2014) stated that as per Juran’s theory, it is essential that the top managers of the organization are sincere towards the improvement of technology, without which it would be difficult for the organization to implement the necessary methods of quality improvement (Sallis, 2014). Though, this is not always true in the modern-day business structures, where a significant amount of responsibility is delegated upon the managers and employees of the organization and their motivation to ensure quality management is crucial to the success of the process. 

The second quality management model has been provided by Phillip Crosby, wherein, he linked the concept of quality management with that of the costs incurred by organizations for management of their operations, while laying down certain principles. Aole and Gorantiwar (2013) stated that as per Crosby’s principles and philosophy about quality management, quality meant that the organization should be conforming to the standards and requirements and the companies could reduce their costs by performing optimally the first time itself (Aole & Gorantiwar, 2013). Maintaining quality would imply that the organization would need to spend lesser on repairing and fixing the problems, eventually saving the costs spent on them. Martínez & Selles (2015) stated that Crosby focused on terms such as cost-of- quality and prevention costs, wherein the cost of quality depended upon the quality of products and services produced each time (Martínez & Selles, 2015). If such products and services failed to meet the set requirements, it would lead to an increase in the costs of quality. Prevention costs referred to the costs referred to those that can be spent to prevent any failures in quality of products and services. Anastasiadou (2015) stated that Crosby coined the concept of ‘zero defects’, wherein he stated that zero defects is a standard of commitment that an organization must adopt for the purpose of eliminating any faults and errors, to ensure that optimum levels of quality can be maintained while reducing the costs spent by the organization (Anastasiadou, 2015). 

The last system or model for quality management that is being discussed here is the model provided by Edward Deming. This model is popularly known as Deming’s Fourteen Points. Conklin (2015) stated that as per Deming’s philosophy regarding quality management, the main issue with managing quality optimally within organizations was related with the management within the organizations (Conklin, 2015). 
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It is so because the higher management within the organizations have the necessary resources that can be used for the purpose of management of quality and hence, they have a strong role to play in influencing the manner in which quality can be managed and maintained within an organization. Radziwill and Benton (2013) stated that Deming’s theory of quality management revolves around fourteen points that have been created to provide guidance to the management as well as the employees to improve quality within the organization (Radziwill & Benton, 2013). These points provide guidance in terms of leadership as well as employee psychology amongst other factors and focus more on preventing issues and quality lapses within the organization. 

Each of the models that have been discussed above, can help an organization to maintain the quality of its operations, products and services by ensuring that preventive measures are adapted and that any errors and faults are corrected timely to maintain the quality within an organization. Santouridis and Veraki (2017) stated that the management of quality is crucial to customer satisfaction because any reduction of quality within an organization would affect the experiences of the customers with the organization and its products and services, eventually causing losses to the organization (Santouridis & Veraki, 2017). There are many reasons why organizations should maintain and improve the quality of their operations, products and services, but one of the most important reasons is the fact the customer satisfaction is dependent upon such quality. Customer Relationship Management essentially involves ensuring that the customers are kept satisfied and that their loyalty towards the organization is maintained. Hsieh et al (2012) stated that the management of quality of products and services ensures that the standards set by the organization for satisfaction amongst the customers are being met, which does not lead to achievement of goals within the organization, but also achieving a higher loyalty of the customers, who are likely to seek the products and services of the organization again (Hsieh, et al., 2012). 

Hence, customer relationship management and quality systems have a deep connection, as the quality management systems help in maintaining and improving quality of products and services, which contribute significantly towards the satisfaction of customers and eventually allow the organization to establish relationships with the customers, to gain their loyalty. Higher customer satisfaction leads to higher interest amongst the customers to consistently consume the products and services of an organization. 

[bookmark: _Toc34924278]How do Ethical and Sustainability Values affect Quality and CRM?
In the previous two tasks, the importance of ethical and sustainability values as well as quality management within an organization was discussed. Also, the relationship between these factors and customer satisfaction was discussed so that it could be understood how these factors can affect the engagement of customers with the organization. Ethical and sustainable values of an organization drive it towards conducting its operations in a certain manner. These values provide guidance to the organizations in terms of how they should be operating in the market, so as to increase customer satisfaction. ASDA has indulged in several acts that have led to the sufferance of its reputation in the market. for example, the company was engaged in tax avoiding practices which are unethical. Also, the company was found to be mistreating its employees, which is also unethical. The lack of being able to fulfil the customer needs and requirements, fulfilling their orders and maintaining the website for online shopping services affected the satisfaction and experience of consumers of the company. The result has been that the customer loyalty was lost by the company, as a result of decreasing quality of services provided by the company (Uluskan, et al., 2017). Over the years, ASDA has been losing its reputation in the market and because of loss of customer loyalty, the company has also been facing financial losses, to the extent that the company was being planned to be merged with another supermarket chain. 




These factors and their impact on one another show that ethical and sustainability values as well as the quality systems used by an organization have a huge impact upon the satisfaction that customers receive while experiencing the products and services of an organization. Dissatisfied customers impact the CRM processes of a company as well because the loyalty of the consumers is reduced, affecting the relationships between the company and the consumers (Rodriguez, et al., 2015). A detailed analysis of ASDA and its ethical/sustainability values as well as quality systems is being explained below, along with the issues that the company is facing currently. The recommendations that can be used to improve quality and customer satisfaction are also being discussed. 









SWOT Strategy for ASDA
	SO Strategies
	WO Strategies

	· Improving consumer experience through technological integration in operations
· Expansion in new markets 
· Strengthening brand portfolio with new product lines
· Introducing new product lines or services
	· Exploring market trends to implement new and effective strategies
· Motivating and training employees
· Implementing quality management practices to improve operations

	ST Strategies
	WT Strategies

	· Improving brand reputation
· Maintaining cash flow
· Improving customer satisfaction
· Monitoring inventories and supply of products
	· Improving management network
· Removing barriers between departments




[bookmark: _Toc34924280]Quality Management in ASDA
[bookmark: _GoBack]Quality management is significant for maintaining the growth in ASDA and ensuring that the company is able to manage operations in an effective manner, so that the customers can be satisfied, and the company can improve its position in the market. For the purpose of analysing ASDA’s performance in managing its quality, the Deming’s fourteen points system is being used (Deming, 2018). 
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1. Continuous improvement 
The policies and values that have been implemented by ASDA so for show that the company has been focusing towards continuous improvement. But, the implementation of such policies has been an issue at ASDA, which is why better strategies are required for continuous improvement in the future. 

2. On-the-job training 
ASDA has been providing on-the-job training to its employees already, but better efforts are required to improve the results of such training programs. 

3. Leadership
ASDA has been facing a lack of proper leadership efforts. While managers are responsible for managing the quality of operations, better leadership is necessary. 

4. Creating purpose for improvement 
Through the various principles of the company, it can be sensed that the company has created the purpose for improvement, but better approaches are necessary for the implementation of such purpose for improvement. 

5. Removing numerical goals and targets
Numerical goals and targets have been removed in some areas within the company, but it can be implemented in other areas too.










[bookmark: _Toc34924281]Conclusion
The aim of this report was to discuss the importance of ethical and sustainable values in an organization and the manner in which the quality of processes as well as CRM gets affected as a result of such ethical and sustainable values. The importance of ethical and sustainable values in organizations was discussed. Further, the manner in which such values affect the customer satisfaction in organizations was also discussed in detail. The ethical and sustainable values create a pathway for organizations through which they can attain high quality of operations and also maintain such quality. High quality of operations lead to better satisfaction of the consumers and eventually higher consumer loyalty. Quality management has a significant role to play in improving CRM practices in organizations and all of these concepts, when working collaboratively, help in achieving customer satisfaction. ASDA was chosen as the organization for this report and it was realized that ASDA has not been implementing the ethical and sustainability values, nor has been implementing good quality management systems, which is why CRM and customer satisfaction has been suffering for the company. 

[bookmark: _Toc34924282]Recommendations for ASDA
The following recommendations are being suggested for ASDA, to improve the quality of their operations as well as customer satisfaction –
· Product Line Development – one of the strengths of ASDA is that the company has a free cash flow. This means that the company would be able to invest in new product lines. Developing a new product line would help the company in attracting new customers (Nikhashemi, 2013). 

· Market trends - ASDA has been failing at adjusting in the recent market trends. It is necessary that the company employ professionals and experts to understand the current market trends. Further, ASDA must implement the necessary strategies to adjust to the environment and to ensure that the customers are satisfied with the company’s products and services. 

· Consumer grievance systems – ASDA must focus upon the requirements of its customers in order to improve their satisfaction. Hence, the company should implement CRM/improved CRM strategies while also establishing consumer grievance systems.

· Improving supplier relations – ASDA has been failing at delivering its products and delivering them to the customers at the store as well. Improving supplier relations will help the company in managing orders (Bhat & Darzi, 2016). 

· Removing barriers amongst departments – this will help in improving work culture and efficiency because the several departments within the organization will be able to coordinate with one another in a better manner. The flow of information to the top management will also improve. 
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Appendix

[bookmark: _Toc34924279]SWOT analysis for ASDA
In order to understand the performance of ASDA in the market, SWOT analysis can be used because this analysis will help in analysing the several strengths and weaknesses of the company, along with the opportunities that they can use for their benefit. This analysis will also help in realizing the threats affecting the company, so that such threats can be coped with through effective strategies. The SWOT analysis for ASDA is as follows - 

Strengths 
· Successfully integrates technology in operations
ASDA has provided a large number of services to its customers, many of which involve an intensive use of technology, such as providing the option of scan and go, bill payment, online shopping, etc. These technology-based services have been provided by the company to enrich customer experience and ASDA has been doing well in terms of integrating technology in its various operations as well as services. 

· Strong flow of cash 
ASDA has been operating since many decades now and runs multiple stores across the country. As a result, the cash flow system within the company is strong and the company also has enough funds to use for improvement (Gürel & Tat, 2017). 

· Brand portfolio is effective and strong
ASDA has created a very strong brand name and reputation for itself over the years. The company has been providing its products and services for a long time and has been able to create trust amongst the customers. 

· Product and service innovation
ASDA has been investing in product and service innovation over the years because the company has successfully created other branches of brands that provide different kinds of services to the customers. 

Weaknesses
· Ineffective work culture
ASDA has an ineffective work culture, wherein the employees have been mistreated in the past. This has been leading to several issues such as the legal claims and actions raised by employees. 

· Incapability of managing competition and challenges from new companies
ASDA has been struggling to manage competition in the market over the years. While the company has been focusing upon price competition, it has not been able to maintain the quality of products and services, leading to customer dissatisfaction (Phadermrod, et al., 2019). 

· Lack in managing supply chain and website
ASDA has also been failing to manage its supply chain, causing troubles and chaos in delivering the products to the consumers. On the other hand, the company’s website often crashes or stops working, increasing dissatisfaction amongst customers. 

· Incapable of adapting to changing environment
The business environment has changed significantly over the years and ASDA has been failing at adapting with the changing business environment. 

Opportunities
· Expansion in different product lines
ASDA can introduce new and different product lines to expand the its product portfolio. This will help in attracting new and more customers. 

· Exploring new market and consumer trends
ASDA has the opportunity to explore several trends in the market that affect the consumers, for the purpose of understanding consumer’s needs and preferences effectively. 

· Market development
ASDA has the opportunity to expand its operations to a new market and provide its products and services to the customers in such new market.

· Establishing sustainable practices
ASDA has the opportunity to understand the relevance of sustainable and ethical practices and further, establishing the same within the organization. 




Threats
· Competition in the market
There is intense competition in the market and several competitors such as TESCO and Sainsburys provide a tough competition to ASDA in the market, because of which it becomes difficult for the company to manage both price and quality. 

· Lack of skilled workforce
ASDA has been facing the issue of lack of skilled workforce, which eventually effects the quality of services provided by the company.

· High costs of raw material
The costs of raw material in the market is increasing and it effects the pricing strategies of the company. 
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