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Executive Summary
The purpose of this report is to analyse how the customer experience of ASDA is managed with the strategies in place that ASDA use. This will involve ethics, sustainability, CRM, CSM, and QSM. This report will look inside a brief history of ASDA, some theories and models that can guide ASDA’s strategies into dealing with the above issues that can increase the customer experience, benefits and disadvantages based on articles, employee reviews combined with comparisons and differences between ASDA’s competitors. This will follow up with recent news stories that have posed a challenge to the strategies that ASDA have used and evolved to ensure the future customer experience as well as brand image is being maintained.
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Introduction
ASDA is one of biggest supermarkets in the UK. Every supermarket has their Strategies, sales pitches, adverts, profit and loss. Every business has the same thing in common… Customers. The best price, deals, service, quality and brand image combined can be a beneficial buy-in to attract the most customers as well as establish loyalty and good customer relationships. As technology advances with new ways for the customer voice to be seen and heard, businesses like ASDA recognise the need to look and listen to the customer rather than assuming what the customer needs. Strategies are needed, they must also be ethical to ensure fair practices, sustainability is needed as to ensure the future growth in the business by moving forward in new ideas to increase products, services, but to reduce energy use, waste and virgin materials to help the environment. Certain factors will be introduced and linked to show customer focus and brand image. Customer relationship management is focused on better ways to engage the customer, Corporate social responsibility which impacts social and economic factors but the right approach can improve brand image, Quality Management Systems, these need to be in place as well as review, monitoring and regular implementation where a poor QMS can lead to recalls, more labour costs, more materials and waste drastically affecting the customer experience of ASDA. A few employee reviews and news articles have been covered to give insight of challenges to these systems and how these issues were dealt with as well as guidance of suggestions to improve these strategies to help improve the customers experience and brand image of ASDA.















Main Findings
Introduction To ASDA
A brief history and timeline Of Asda introduced by Corporate ASDA (2020), explains that the first new supermarket was built from scratch by Peter Asquith in 1965 with the basis that cars and car parks would change the way people shop. Through the decades ASDA began to expand with introduction to petrol stations, ASDA price TV adverts, a clothing brand named George in 1990 a new framework for organisational culture to promote colleague involvement, a breast cancer campaign, pharmacy’s, eventually in 2008 opening their first ever Eco store. Other strategies were in place to cater for the customer experience from 2010 online shopping was expanded, 100 day satisfaction guarantee for George clothing, sponsoring graduation fashion week, community life programme to support local charities, events and schools making better places to live, 2012 introduced Click and Collect and LED lighting in a few stores. ASDA was recognised in 2014 for retailer of the year as well as top 50 employers for women then celebrating their 50th birthday in 2015. 2017 ASDA were named the lowest priced supermarket at the Grocer Gold awards for the 20th consecutive year. New technologies were used in 2018 to make easier shopping included parcel tower ensuring online orders can be collected in 60 seconds and voice activated shopping through google home. ASDA seem to move forward to deliver the customer experience and not get stuck in the same place unless the method is successful. Further investigation into the customer experience will be based on the following topics of ethics and sustainability.



















Ethics and its impact on customer service
Many leaders “raise the bar” when it comes to ethical leadership, Mindtools (2020) mention the Volkswagen emission scandal briefly as an example of bad choices made by people at the top of an organization. To understand and prevent ethical leadership failures, Thornton (2016) writes that different types of problems can be caused by people who are imbedded in the organisational culture giving two perspectives out of her book 7 Lenses: Learning the Principles and Practices of Ethical Leadership (2013).
Factor 1. Individual causes of ignoring boundaries, failing the use of self-control, view of entitlement, warped personal values, crowd following and a lack of moral compass.
Factor 2. Organisational causes of a lack of clarity, lack of leadership and behavioural standards, oversimplified rules, absence of positive role models, no training or coaching, no accountability or punishment, no performance integration and scapegoating employees rather quickly solving problems and learning from mistakes to repair the culture.
These failures may not be solely due to one factor but a combination causing a ripple effect.
The research from Ethical consumer (2020) may show some of these factors in place. The research of ASDA investigates their ethics highlights several ethical issues with ASDA and parent company Walmart. These issues are:
People. 9500 women lodged claims of roles of shop floor workers seen as “women’s work” resulting in less pay than males doing the same work.
Environment. Palm oil used in ASDA products where half were the lowest level of certification and not taking best practice measures also the timber sourcing policy where both companies had deforestation targets for 2020 Walmart had not hit the target where ASDA achieved a little better by joining the WWF-UK forest campaign.
Animals. Both companies had products on sale associated with animal rights issues including products for sale not labelled organic or free range, ASDA has a cut off date for ingredients in products but continued the sale of brands tested on animals.
Politics. ASDA were rated the worst for their use of Tax avoidance strategies and having holding companies in tax havens where none of the countries reporting on tax or finances making this looking suspicious losing marks in the anti-social finance category.
How does ASDA compare to other supermarkets? The good shopping guide (2019) gives an example of how these stores are doing.
Ethical Supermarkets Ethical Comparison Table
Marks & Spencer                                 ECI Score 71	Sainsbury’s                                           ECI Score 71
Waitrose                                               ECI Score 71	Budgens                                                ECI Score 68
Lidl                                                         ECI Score 64	Morrisons                                             ECI Score 64
The Co-operative food                       ECI Score 64	Aldi                                                         ECI Score 54
ASDA                                                      ECI Score 54	Tesco                                                     ECI Score 54
Iceland                                                   ECI Score 54	ECI (Ethical Company Index)

Reading the extra Ethical information Marks & Spenser have a few ethical issues of genetic modification, human rights and ethical accreditation when compared to ASDA of genetic modification, armaments, political donations, human rights, ethical accreditation and other criticisms. So even though supermarkets with the best ethical score, does not mean that there is not room for improvement where these issues can affect the customers experience and choice based on views, values affecting sales, loyalty, brand reputation.
Schaverien (2018) mentions that where a few years ago, retailers dismissed people telling them of their purpose but now all generations care about what retailers say and act. Customer expectations have shifted to trusting the organisations actions. Understanding what issues are important to customers will help retailers to practice good ethics. Understanding the consumers habits, patterns demographics can help with the brands responsibility to cater to the issues that customers value.

























Sustainability and its impact on customer service
To sell Sustainability, McKay (2017) argues that you need a buy-in from across the business, think of who needs convincing and what motivates and benefits them. Only then can a strategy begin to develop. The triple bottom line is explained by the Taylor & Frances group (2020) where in 1994 the term was coined by John Elkington based on results of a survey of experts in CSR and sustainable development which expands on an environmental agenda. The Triple Bottom Line can be explained by Arslan & Kisacik (2017) as Elkington’s framework designed to cover the social and environmental dimensions by surpassing the calculations of profit, investment income and shareholder value. Dealing with the sustainability concept as three dimensions of economic, social and environmental. The economic (profit) represents the organisational impact and focus on the economic system where profit benefits both a sustainable organisation but benefits society for the better by means of quality, service and value.
The social (people) represents how fair labour, society and proper implementation of these factors add value to society and customers. Ignorance of this responsibility can cause a negative impact on performance and sustainability.
Environmental (planet) guides next generations to use applications to ensure ecological balance, resources are not endangered and efficient use of energy and resources.



Therefore, it is common for entities seeking to align objectives of sustainability with business objectives. Sharpe & Barling (2019) write about this arguing that the meaning of social sustainability is not fixed or clear as the term ‘social’ is summed up as ways people can organise and interact where social sustainability involves both societal attributes deemed worthy or needful and procedural, progress where transformations of sustainability are to be brought about. Briefly written from Sharpe & Barling (2019) are two statements of objectives aligned with sustainability.
SGS a certification company mentions sustainability is to manage a long-term profit in business whilst accounting for all positive and negative effects of the economy, social and environment. ASDA states that treating colleagues and suppliers more fairly, reducing energy used in stores, selling health, affordable products. Actions like these benefit the people and the planet, ASDA call it business where some call this sustainability.
Food waste is a major issue when it comes to sustainability. Young et al (2017) research sustainable retail which examines the UK national retailers influence on customers food waster behaviour. Using the method of food reduction messaging by using ASDA customers to report reduced waste, collaborating between ASDA employees and University researchers. ASDA has three goals concerning sustainability which are: Be supplied by 100% renewable energy, create zero food waste and selling products that sustain the people and environment. ASDA set sustainability 2.0 Strategy focusing on waste, transport, energy and property. Once research and data was analysed, the results show that only with UK retailers like ASDA that used their communication channels to reach their customers resulted in an impact that effected food waste behaviour in millions of customers. Even though ASDA had top tips in their free magazine Good Living, Hirth (2019) argues that meat as an example in ASDA’s food waste debate of a chicken enters the food waste stage as already produced, meaning the breeding and slaughter is taken for granted arguing that certain foods produced, retailed and sold do not matter. This confines possible improvements to not wasting in this argument, the meat. The model of business relies on selling more products impacting the environment. Food waste influence onto customers from a business strategy can be a brand or reputation issue but seen as an eco-efficiency strategy to control environmental impacts.



















Corporate Social Responsibility
(CSR) according to Moon (2014), has been described as an Oxymoron by people suspect of its claims about its sociability, also described as a fundamentally subversive doctrine by Milton Friedman, a Nobel prize winning economist who worried that CSR may distract from the prime social business purpose of maximizing profits for shareholders but argued that profit making contributes core social factors of employment and taxes meeting customer demands for services and sales. 
CSR has an impact on social, economic and environmental factors according to Staff (2019), lead designer of Passion Lilie, Katie Schmitdt claims that CSR can be positive for impacting business by improving company image, brand name and motivate owners. Also, a robust CSR strategy gives the opportunity for a business to demonstrate good corporate citizenship, this may protect from outside risks when it comes to looking at the social and environmental factors surrounding the company.
There are several types of CSR, Krohn (2018) explains CSR as standards and measures put in place by businesses to benefit society, based on sustainability these initiatives have four different categories.
1: Environmental Sustainability initiatives, focusing on two areas of reducing greenhouse gases and pollution increasing a company’s standard as good corporate citizens whilst benefiting society.
2: Direct Philanthropic Giving, focusing on donating time, money and resources to charities at certain levels of local, national and international ranging from education programs, disaster relief, clean water to programs in underdeveloped countries.
3: Ethical Business Practices, focusing on fair labour and treatment of employees and suppliers, fair pay and use of fair trade-certified ingredients.
4: Focus on Economic Responsibility, basically focusing on long term growth of the company with meeting certain standards to balance economic decisions of ethical, environmental and philanthropic practices against effects on society benefiting the company by means of lower cost materials, recycled products which consume less resources.
An example of ASDA’s CSR is written by Robertson (2014) explaining that ASDA take their CSR seriously believing that supporting sustainability can make more affordable products to customers and safeguarding the environment, using re-usable carrier bags as an example where incentives were less use and charges for bags, an alternative were the bags for life, go green for schools with points given for re-using a carrier bag also waste reduction of reduced packaging.
Earlier research from JC.FLY (2010) investigates ASDA’s CSR which mentions the carrier bag scheme, reduced packaging, working on suppliers to reduce packaging also to end the recycling postcode lottery where few local authorities are unable to collect the recycled packaging needlessly going into landfill sites.  





Customer Relationship Management
The expression Customer Relationship Management (CRM) according to Buttle (2009) has been in use as the early 1990s, several domains of CRM appear below in the diagram even though the three letters meaning are contested often used as Customer relationship Marketing. These opinions can be explained by considering different types to identify several CRM as Strategic, Operational, Analytical and Collaborative.
Run Campaigns                                                                                                               Assign Leads
       Generate Leads                                                                                                           Qualify Leads
             Form a Database                           Marketing                            Sales            Convert Leads
                                                                                                                                                     Track Opportunities


                                 Manage Cases            Support                               Orders        Deliver Products
                        Conduct Trainings                                                                                      Produce invoices
                 Provide Service
Develop Knowledge Base
CRM is easier described by SCN Education (2013), in terms of objectives instead of activities and processes with goals to increase the profitability of the customer portfolio. Many examples that compromise customer profitability range from price, upselling, costs to serve, balance and asset sizes, amount and transaction sizes, loss value expectancy and longevity. Other options are available to influence customer profitability where certain factors including the above factors need a certain initiative when increasing existing customer profitability. Making the right choices for the most  impact with these options is critical. 
ASDA’s CRM strategic plan according to McKevely (2015) involves developing engagement strategies to drive acquisition and retention across all stores. This also involves a team dedicated to enhancing and supplementing ASDA’s in house insight and strategy teams. To improve the way ASDA engages with customer using both digital and physical channels, Digital Marketing (2018), mentions that to achieve this, ASDA took the unusual step of revealing that they are reviewing the entire roster of marketing agencies, instead of being secretive and waiting for leaks to the media, they have been upfront on their reasons. Use of data to put customers first, Baldwin (2017) informs that ASDA use the data to improve the customer journey, instore and online to improve the experience of the shopper. Liz Lamb, ASDA’s data team states if the data is useless if it is not accessible or understood by the business stressing the need for collaboration from all experts to understand the whole view of the customer who the attitude toward data is centred upon.



Quality
Every business should have Quality Management Systems (QMS) in place Abuhav (2017) reviews the basic requirements of:
Establish, implement and maintain a QMS within the business.
Continuous improvement is required with processes in accordance to international standard.
Determine the processed needed as well as how these will be applied in QMS.
Processes will be identified, planned, controlled and improved when implemented.
Determine required inputs and outputs expected of every process.
Determine the sequence and interaction of processes as well measurements, performance indicators, methods to monitor and control used in implementation.
Allocation of resources needed to support processes shall be available.
Authorities and responsibilities assigned to these processes.
Identifying risk and opportunities, ensuring changes to processes to achieve the desired result through planning, evaluating and implementation. 
This basically means to deliver a product or service that meets customer needs, other requirements and expectations effectively, a QMS must be established and maintained.
To understand quality, Natarajan (2017) explains the customer’s perception of quality on goods and services can vary between customers also this applies to organisations with the same product. Some descriptions of quality are: The pursuit of perfection never ends, quality is the fulfilment of needs, a degree of feeling happy and a way of life.
According to Market Business News (2020) QMS are processes businesses use to meet customer requirements, documenting procedures, processes and responsibilities to achieve objectives and quality policies. QMS can focus also on regulatory requirements, laws, restrictions, licenses applicable to a service or product. Regulatory requirements that are imposed by the government. An effective QMS ensures delivery of a constant high standard, planning and measurements to improve every aspect of the company’s business operation. Focus on QMS has two targets of meeting or exceeding customer expectations and requirements and regulatory compliance.
Below is one example of a QMS.


However, some examples of poor QMS as Roseke (2014) explains briefly of six indicators of poor project quality management which are, the dependence on inspection and rework, relying on trial and error, rewarding of fire-fighting behaviour, minor focus of measuring quality, functioning silos inhibiting collaboration and breeding arrogance from past successes.
Use of an average or poor QSM in business according to SGT Group (2017) can hurt your brand by causing the following: extra staff to check and repair defected goods, high rejection and alteration rates, risk of recalled products, lack of constant improvement, delays in production and shipping, customer satisfaction affected, the need for longer man hours, discouraged workforce, decreased productivity, lack of documentation, control of management systems, increase in production costs and lost customers and brand value. The cost of implementing a lasting and efficient system is lower than not having a decent standard of QMS where the extra costs and time will hinder the business further damaging the brand.
ASDA cloud-based QMS according to Lemmon (2016) was launched to improve productivity and encourage innovation also enabling monitoring of product quality and performance. The QMS will allow access to detailed information to create large portfolios for products. Brand quality will be more visible showing clearly how a product or service is performing. Working with private label suppliers, to encourage feedback needed to enhance the customer experience.
How effective is ASDA’s QSM is researched by UK Essays (2016) where ASDA’s main aims are maximise sales through competitive pricing and advertising, ensure a happy environment in the workplace, minimise complaints and ensuring complete customer satisfaction, maintain a new and unique shopping experience, keeping customers happy with best and latest product without a quality compromise, access of understandable information to customers about products and services and be as friendly to the environment as possible. Steps to improve quality standards include audit systems to monitor the processes, quality audits carried out externally and internally as well as timely intervals to ensure these measures are effective where results tend to improve procedures. Audits are essential tools to eliminate problem areas when analysing the success of processes.










Examples of ASDA news stories
This section will give a few recent examples of stories and issues that have put all the topics covered of ethics, sustainability, CRM, QMS and CSR to the test and how they were dealt with to give insight of suggestions based on the topics covered to better approach these issues in future.
A competition watchdog, according to Leo (2019) tells about ASDA’s merger with Sainsbury’s must not happen for at least a decade where a ban against it was given by the competition and markets authority stating it will lead to more price rises rather than cuts, reductions in quality and product range creating a poor customer shopping experience.
Shoppers have taken to twitter to boycott ASDA who terminated an employee who worked for over ten years, Wright (2019) explains that the termination was over the employee refusing to sign a new contract which has been the subject of controversy. ASDA denied the contract included employees working whatever days making over 12000 employees reluctant to sign. This has caused anger amongst shoppers over the treatment of their staff.
ASDA’s biggest sales fall on record was the last three months in 2015 according to BBC News (2016) this was due to Lidl and Aldi expanding and quickly thriving. A senior analyst stated that ASDA’s strategy was not working at the time, other than price ASDA has a weak reputation for quality with the need to improve staffing levels. As the story jumps two years later where BBC News (2018) writes where sales have now risen, ASDA used the strength of their own-label brands to their new strategy, the ASDA, Sainsbury’s proposed merger is also mentioned here where again concerns of poorer service due to higher prices and less choice appear.
Shelves were clear in ASDA due to panic buying, Mills (2018) writes how the cold weather has resulted in desolate aisles in an ASDA in Kent as well as other shops leaving customers left out. Then recent events of Panic buying, Timms & Tobin (2020) explain that the coronavirus has caused shoppers to clear out shelves from most supermarkets leaving them bare, forcing the supermarkets to ration items, restrictions are put into place to ensure there is enough for everyone.

 









Conclusion
It is clear, that the most important asset in business is the customer, ASDA is no exception, the right approach of ethics and sustainability is beneficial to the environment, business and customers ensuring growth of the business. Taking on board issues of waste, recycling, energy use, fair trade and treatment of staff and suppliers can be combined with corporate social responsibility can create a good brand image which customers look for. Customer Relationship Management is needed to ensure the best customer experience by communicating to them, listening to their concerns and putting them first over profit. A good example in the report was announcing their strategy for CRM rather than having the information leaked by the media. Advantages for this were the option to listen to criticisms, ideas and suggestions where collaboration could change the strategy for the better before the changes were put into place. Quality is not a sole strategy of just making sure the product is good, combined with CRM opens the prospect of catering to the customer’s needs, preventative measures, foresight into future issues that can be dealt with to ensure the customer experience is a continued success. The issues ASDA have faced in the press over the past few years have been dealt with both success and failures. The sales decline was improved 2 years later with sales growth due to using own-brand products. The threat of ASDA and Sainsbury merger affecting prices and quality. Mixed feelings between customers over treatment of staff over new contracts, damaging brand image and making customers shop elsewhere. Panic buying and letting it get too far on the second mentioned incident. Loyal customers losing out, drastically affecting brand image, little or no customer experience of no other choice to shop for poor choices and rationed items.
All these Issues of ethics, sustainability, CRM, CRS and QMS have been challenged and have positive and negative impacts on the issues in the last five years. The suggestion put forward to ASDA with regards to the negative impacts on issues that affect brand image and customer experience is to put into place actions of deadlines to deal with these issues no matter what they may be in the future. The key seems to be not just how successful the management systems are to deal with issues and concerns when first addressed  but how fast the issues were resolved. To improve brand image, it is beneficial to lead by example by taking the steps of doing it first and not waiting for the competitors to beat the business to it and get the credit instead of customers assuming the business is just doing it because everyone else is doing it.











Appendix
Quality extra
For speaker notes
Why do businesses need a Quality Management System? Ord (2018) writes about a presentation written by Kate Armitage, a Product Quality Assurance Manager who includes six benefits and mistakes to avoid helping to ensure a buy-in to implementing a QMS. The main purpose of a QMS is to prevent issues with services or products before a customer is dissatisfied. The standard QMS is ISO 9001:2015, based on seven principles of:
Customer focus. Leadership. Engagement of people. Process approach. Improvement. Decision making based on evidence. Relationship Management. 
Six benefits of a QMS with mistakes to avoid are:
1: A QMS helps leadership. Management tend to oversimplify objectives, balance the needs and consider business sustainability, risk, security and health and safety.
2: Promotes a customer-led business. Retain customers by understanding, businesses will not survive if they fail to satisfy the customer.
3: Improves company culture. The company aim should be for all in the business to meet the customer’s needs.
4: A QMS improves the bottom line. Effective QMS can encourage all in the business to address opportunities and risks as the changing of customer needs can result in these opportunities being identified naturally.
5: 
New innovations are managed effectively. Innovation strategies to develop new products. Continuously updating products, broadening range and diversifying helps the business to grow. Mindtools (2020), explain the use of the Plan-Do-Check-Act (PDCA) also known as the Deming wheel, developed buy Dr William Edwards Deming in the 1950’s. A continuous feedback loop that tests identified causes of product failures, changes needed. 
The four Phases are: 
Plan. Identify, problems and opportunities and decide which ones to test.
Do. Test a potential solution on a tiny scale and measure any results.
Check/Study. Measure results and how effective they are and any hypothesis they support.
Act: Implement the solution if it successful.
6: A QMS helps understand what isn’t working well. This can help treat the cause before jumping to conclusions where changes made without correct understanding can lead to consequences.
 A SWOT analysis, credited to Albert Humphrey, focuses on internal and external factors of a business, Pahl & Richter (2009), explain that the meaning of SWOT as strengths, weaknesses, opportunities and threats. Companies use this tool when engaging in strategic planning to achieve objectives identified in the SWOT analysis. 
SWOT Analysis of ASDA’s QMS.
Strengths.	Innovation.	Brand Quality.	Happy working environment.	New products without quality compromise.	Use QMS to increase sales a year after Biggest sales fall record.	Informed public of QSM strategy instead of waiting for data to be leaked.		Weaknesses.	Elderly have lack of knowledge to use certain technologies to engage in two way communication.	Assumptions of negative actions going unnoticed in the public eye.	Waits too long for rival companies to implement their own QMS to improve service or customer issues.
Opportunities.	Expand other means of receiving feedback.	Better access to product and service information.	Listen to employees as you would your customers.	Quicker implementation of renewed strategies.	Implement QMS solutions quickly when facing a crisis, bad trends or issues.	Set the standard in QMS by doing things first.	Threats.	Rival company brands.	Competitive prices.	Future merger plan has negative views of price rises and reduction in quality.	Tend to follow suit of competition in certain bad habits, risking brand image.
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