


Executive summary.
This report was written to give an analysis of ASDA’s current CRM in relation to its Ethics, Sustainability and Quality Policies. It will outline the current problem ASDA’s are facing and what it is doing to main its Sustainability and Ethical stance and how its is engaging in Quality Management to improve the customer experience. This report will include recommendations on how ASDA can improve its policies and in turn its CRM.
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1.0 Introduction.
This report was requested by the CEO of ASDA on the 4th of March 2020. The purpose of this report is to investigate the ‘customer experience’ in ASDA based on their Ethical, Sustainability and Quality policies. The researcher will support this investigation by using supported examples from ASDA and compare them to two other supermarkets, Tesco and Waitrose. This report will cover the ethics and sustainability of ASDA compared to Tesco and Waitrose and how ASDA are performing compared to these other supermarkets. The researcher will also discuss ASDA’s quality policies and how they manage the quality process of their products and services. The researcher will give an conclusion and recommendations to help ASDA improve its CRM, Ethics and Sustainability and Quality. This report was written by the researcher Leanna Jenkins and it is to be submitted on the 27th of March 2020.
2.0 Findings.
2.1 History of ASDA.
ASDA was founded as Associated Dairies and Farm Stores Limited in Leeds back in 1949. The name occurred when Associated Dairies merged with the Asquith chain of three supermarkets. ASDA is an abbreviation of Asquith and Dairies, (Companies History, 2020). And in 1965 ASDA was born. ASDA was bought by Walmart in 1999, having 229 stores at the time. ASDA then started to expand, (Factfile, 2017).Statista (2019) states ‘recent statistics show that as of 2019 the company’s total UK stores were 631.ASDA has expanded its stores to accommodate every customer need all under one roof. From Groceries, Clothing, Photo Shop, Pharmacy and Petrol Station .Further research shows that ASDA was found as the second cheapest supermarket, having a monthly average cost of £107.65, falling just behind Sainsbury’s average of £107.01, (Jahshan, 2020).YouGov (2018) states that ‘ASDA is currently ranked as 7th popular supermarket by consumers in the UK, despite them being the second cheapest.
2.2 Ethics.
Victor (2017) states that ‘ethical businesses can form tight relationships with its customers due to its strong principles and trust in its partners. Companies with great integrity and truthfulness will tighten the bonds with their customers’. The essence of sustainability in an organisation context is ‘the principle of enhancing the societal, environment and economic systems with in which a business operates. It is a way of keeping the business going, future proofing the business and achieving success today without compromising the needs of the future’, (Wales, 2013).
ASDA (2020) states ‘Our global statement of ethics is the guide to exemplifying integrity as an ASDA colleague. We have zero-tolerance to bribery, and we execute a dedicated programme to prevent it’. ASDA expects all of its colleagues, suppliers, contractors, consultants and other service providers to act in a manner consistent with their statement of ethics. This details ASDA’s expectations for culture and behaviour including the importance of acting with integrity and prohibits ‘threats to human life, Slave or forced labour, human trafficking or child labour. ASDA believe that all labour must be voluntary and that slave, child, underage and forced labour will not be tolerated’, (ASDA, 2017).
According to Badger (2014) ‘Waitrose is committed to enforcing a fair and ethical business relationship with both its suppliers and customers. They’re able to build on the functional benefits that they offer to portray a brand personality of honest and ethical. This is something that the consumers buy into and feel part of with any product they buy into and feel part of with any product they through Waitrose. These qualities set by Waitrose aside from other competing supermarkets such as Tesco’s’.
The researcher found that according to Broomfield (2016) of the Independent ‘Waitrose is ranked as the second most ethical UK supermarket with ASDA being the least, based on their environmental efficiency, animal rights, worker’s rights, product sustainability and financial practices’. Hunt (2018) states in the ethical consumer that ‘ASDA has an ethical score of 0/20. He suggests that ASDA has failed to embed corporate responsibility into its operations and supply chains around the globe. This has contributed to a string of charges from worker’s rights and discrimination by staff’.
Bright (2017) states ‘Tesco and ASDA have come under fire for exploiting workers in Bangladesh to produce cheap clothing. Allegedly the two supermarkets have had employees working in unsatisfactory conditions working for low wages of 25p and hour, 48 hours a week. Sometimes workers have been working 74 hours a week which exceeds the maximum 60 hours, for a wage that does not even support their families’. 
Trustpilot (2020) has many customer reviews from ASDA customers. Their overall rating is one and a half stars out of five. The majority of the reviews are aimed at its online grocery service with customer describing the experience of using ASDA’s online service as awful. Problems range from orders being cancelled or not delivered, appalling service by delivery drivers, items missing, items out of date or to many substitutes or substitutes which are not suitable. The researcher found that customers claim that ASDA customer service phone service is terrible, with customers accusing the employees who work on the phone lines as being rude, having bad attitudes and didn’t seem to care about the customers issues and sometimes the customer felt that they were made to feel that it was their fault that they had an issue. Many reviews suggested that ASDA need to listen to its customers more and learn from mistakes and also some customers felt that the overall experience with ASDA was so bad that they felt they had to stop shopping with ASDA and take their custom somewhere else.
2.3 Sustainability.
ASDA (2020) sustainability statement says ‘we know our customer’s care about sustainability. We stock sustainable products at an affordable price to make being green an achievable goal. Our mission is to be the most trusted retailer. We are committed to reducing the environmental impact of our operations, the goods and services we sell, and the suppliers who make them’.
The researcher found that ASDA’s claim that it is making a huge effort to become a sustainable organisation by doing a number of things to help the environment. ASDA aim to reduce plastic packaging and 10% of plastic packaging from its own brand by the end of 2019. While Waitrose removed the use of its 5p plastic bags from its store and replaced loose fruit and vegetable bags with a home compostable alternative. By doing this it’s has cut the use of almost 134 million bags each year, (Waitrose, 2020). ASDA have removed single use bags from its online grocery and collection orders from August 2019 which, as stated by Winchester (2019) ‘ also happens to be the same time that Tesco stopped using plastic bags for its deliveries in an effort to reduce plastic waste. By doing this Tesco use 250 million less plastic bags each year. But ASDA are still not keeping up with Tesco and Waitrose by only using 85million less plastic bags each year, (Carter, 2019).ASDA are also working with other retailers, brand owners and packaging manufacturers to find solutions to solve the plastics problem together and to make all brand packaging recyclable by 2025.
ASDA also claim that reducing food waste is a top priority for them, focusing on three area’s – Reduction, Repurpose and Redistribution. ASDA have worked with Fare Share for over six years and donated enough food for 10 million of meals, although this is a significant amount ASDA are still behind Tesco who donated enough surplus food for 62.7 million meals across the UK, Ireland and Europe to local charities and community groups in the last year alone, (Tesco PLC, 2020). Although ASDA are behind Tesco in donating its food waste the researcher found that they are in fact a considerable amount ahead of Waitrose who since forming a partnership back in 2017 with Fare Share have only donated 2.09 million’s meals, (Waitrose, 2020).
ASDA have also supported suppliers when they have produced to much by providing their network to deliver the extra food to food share. ASDA have date teams who review dates and how to sell things and keep an eye on how the weather impacts what customers buy. They also claim that they visit every supply chain to understand where food waste occurs and how to make things work better. 
ASDA Suppliers (2020) stated ‘our approach to sustainability is based on the belief that protecting the environment and saving people money go hand in hand. We have a really clear aim – to reduce the environmental impact of our operations, the goods and services we sell, and the suppliers that make them’.
Waitrose is one of the first supermarkets in the UK to have a sustainability store, on June the 3rd 2019 they launched their ‘Unpacked Trial’ where customers could use its refill stations to stock out on products without generating any waste. Waitrose received incredible feedback from thousands of customers, which has enabled them to expand its ‘Unpacked Trials’ to three other stores, (Szajna-Hopgood, 2019). Packaging Gateway (2018) states that ‘in 2018 Tesco also launched its plastic free fruit and vegetables trial and in-store plastic bottle recycling machines and plastic packaging recycling technology. These machines pay customers 10p for every plastic bottle they recycle as parts of its efforts to encourage them to recycle and reuse plastic packaging. Tesco also allow customers to reuse their own multi-use plastic containers to buy meat, cheese and fish from its deli and fish counters’. This in turn has inspired ASDA to aim to launch their own sustainability store.
BBC News (2020) states ‘there is clearly a demand for more sustainable shopping and in a bid to uphold its sustainability ASDA has become one of the latest stores to announce they aim to launch a trial ‘Sustainability Store’ to crack down on the use of plastic. Here ASDA will be testing and learning from customers about environmental impacts and how to reduce them. Customers will be able to use the stores refill stations to top up on products instead of buying new packaged ones. ASDA have not only tried this with their own brands, but they have also used some of the bigger brand names too, which other supermarkets have yet to do. But consumers have concerns for ASDA as they have a long way to go and it will test what consumers want and what they actually do’.
2.4 McKinsey’s Model.
The framework can be used to examine the likely affects of the future changes of the organisation. It is used to identify which elements an organisation needs to realign to improve performance, or to maintain alignment and performance during other changes, (Mindtools, 2020).For the purpose of this report the researcher will concentrate on three of the elements  based on ASDA, these will be strategy, structure and skills.
ASDA are changing its strategy, its stopping the expansion of other services and small store to concentrate on improving its current stores, product ranges, pricing and quality in an attempt to win back its customers from cheaper stores, (Financial Times, 2015).
ASDA has a hierarchical structure in all branches this is beneficial to its company as it has one person at the top that gives management and staff below commands to follow. It helps employees to recognise the levels of leadership within the company, with opportunities of promotion motivating employees to do well and be loyal, (Meehan, 2019).
ASDA employees get full training when they start positions, but ASDA do expect employees to have good people skills and communication skills. They also have the Skills for Life Project which allows employees to go through basic training during work time – while still on full pay. The project is aimed to improve employees writing, reading and arithmetic abilities. This training makes a huge difference to employees lives and build confidence and improves work performance, (Personnel Today, 2020)
Looking back at this evidence the researcher feels that ASDA is not very ethical they follow Milton Friedman’s theory that organisations sole purpose is to gain profits by doing what other competitive supermarkets are doing. Although they are expanding its sustainable marketing the researcher believes that it is simply just to keep up with the growing competition it faces. Customer Relationship Management is the strongest and the most efficient approach in maintaining and creating relationships with customers. It is not just about business but also ideate strong personal bonding within people. This drives the business to new levels of success, (MSG, 2020). Kupla (2017) states ‘Customer Relationship Management is import to businesses as it helps them to build relationships with customers that, in turn, create loyalty and customer retention. Customer loyalty and revenue are qualities that effect a company’s revenue, CRM is a management strategy that has seen results such as increased profits for businesses’. It is important that an organisation practices ethics, sustainability and Quality policies as it shows their suppliers, stakeholders and most importantly their customers that they strive to abide by its policies and to deliver good quality sustainable products ethically, which will enhance the customer experience and keep customer loyal. ASDA claim that the customer experience is its main priority but from looking back at the evidence the researcher feels that ASDA are more concerned about getting more profits rather than concentrating than building relationships with its customers. ASDA are constantly trying to keep up with its competition to gain more profits but if they concentrated more on its customers and ensuring that customer expectations are fulfilled then they will gain a loyal customer base which will in turn gain them even more profits and get its brand name out there.
2.5 Quality.
‘Quality Management is the act of overseeing all activities and tasks that must be accomplished to maintain a desired level of excellence. This includes the determination of a Quality Policy, Creating Implementing Quality, Planning and Assurance and Quality Control and Quality Improvement. It is also referred to as Total Quality Management (TQM)’, (Barone, 2019).
There are four stages of Quality Management but the main two that a business concentrates on are Quality Management Systems and Total Quality Management. Quality Management is a systematic approach by which companies plan how to achieve quality and how to maintain it, to ensure that customers expectations are fulfilled. Total Quality Management was founded by Walter A. Shewhart and evolved by Joseph Juran as a management approach that will ensure customer satisfaction. The target of Total Quality Management is that all employees are fully committed to total quality.
Mullins (2010, p. 782) states ‘for an organisation to be successful they should constantly be seeking opportunities to improve the quality of their products and services. TQM is a way of managing which gives everyone in the organisation responsibility for delivering quality to the final customer: quality being described as ‘fitness for purpose’ and ‘delighting the customer’. 
ASDA use quality assurance which is a quality Management System. ASDA perform an evaluation test on all products, ASDA also do tasting tests to ensure that the quality of the product is up to standard and taste the best it can be for customers. Your.asda.com (2020) states ‘ASDA introduced its smart price on food and general merchandise, offered at its unbeatable opening price point, with no compromise on quality’. But the researcher found that ASDA failed to win votes in the latest Which? Satisfaction poll with the majority of the 12,000 people who voted were disappointed by the quality of its own brand produce in-store. ASDA was rated as the worst performer of the Champion’s rankings for both online and in-store shopping, finishing at the bottom, and the quality of its own-brand products and fresh produce only getting a one and two star ratings, (Munbodn, 2019).
2.6 The Loyalty Ladder.
The Loyalty Ladder is a relationship marketing concept that sees customers move through relationship levels. Customers start at the bottom as Prospects (customers who intend to purchase but have not) then working the way up the ladder to becoming Brand Champion (Advocates, completely loyal to the brand). The idea of the Loyalty Ladder is to exceed the customer’s expectations with each step to get them further up the ladder. The more a company provides excellent customer service and high-quality products the more loyal the customer become and becomes a Brand Advocate being completely devoted to the company and helping to get its name out there by word of mouth. To increase customer loyalty ASDA have introduced a new loyalty scheme called ‘George Rewards’ but unlike its competitors such as Tesco, these discounts do not offer customers money off shopping only clothing, (The Sun, 2019). To increase its CRM, ASDA need to ensure that it is completely dedicated to gain the trust of the customer by ensuring that the quality or the service and products the provide exceed the expectations of the customer. Using loyalty programs will stop competing on price, build personal relationship and retain existing customers, increase customer lifetime value and create brand advocates, (Loyalty Lion, 2020).
2.7 Eight Dimensions of Quality.
There are eight important dimensions of quality which were formulated by David A. Garvin. These dimensions are Performance, Features, Reliability, Durability, Serviceability, Response, Aesthetics and Reputation. These components focus on quality from the customers point of view rather than the companies to ensure that the product delivers well on expectations, is reliable and will not fail, and to analyse the product to see if it meets the standard of the company.  It is important that an organisation follows these steps to ensure the organisation has complete total quality management. Industry Star (2017) states ‘it is argued that an organisation do not need to excel on all dimensions of quality to be successful, they must concentrate on the dimensions that are most important to the customer – Product Support, Reliability and Durability’. ASDA need to make sure that all these dimensions are met to exceed customers expectations and in turn this will improve its CRM, as the customer will feel that ASDA are doing all they can to ensure its products and services are to a high standard to keep customers happy.
2.8 ASDA – Benefits to having a Quality Management System.
ASDA has now launched a new cloud-based Quality Management System. This has proved to be very beneficial to ASDA. Here is an example of some of these benefits, better monitoring of product quality and performance, Access to detailed information of large product portfolios, Provide suppliers with information required for product improvements, Check how products are performing on the market, Hold all their quality data in one place from internal and external providers, Enhance, the customer experience, All these factors are crucial in achieving the end goal which is delivering a consistent quality experience for all customers, (Lemmon, 2016).
2.9 ASDA – Drawbacks to their Quality Management.
After researching reviews of employees, customers and suppliers it is evident that ASDA is failing in achieving its goal to deliver a top-quality customer experience, Issues repeatedly highlighted in ASDA are, poor management with managers not being committed, experienced enough and not giving employees respect or support. ASDA staff are unhelpful and provide a bad customer service and products are poor quality and bad sell by dates and ASDA rarely or never comply with the Grocery Supply Code of Conduct. (Butler, S, 2016).
After much research the researcher can, not find much evidence that ASDA follow the eight dimensions of quality, or any other quality management model. ASDA simply put something right when it goes wrong rather than follow a quality management system. The researcher believes that ASDA are purely about profits and not quality. Bad quality leads to bad customer experiences and relationships. CRM is how a company builds a relationship with its customer’s. Customers are the main part of a business success and organisations, such as ASDA. ASDA need to ensure that the customer is always satisfied but improve its Quality Management to ensure all products and service exceed customers expectations and this in turn will improve its CRM, Profits and success.
3.0 Conclusion.
To conclude this report, the researcher believes that ASDA need to concentrate more on its ethical policies, to engage more with its suppliers and to practice what it says in its global statement to deliver what its actually say. ASDA needs to dedicate itself to its corporate responsibilities in its operations and supply chains. This will improve its worker’s rights and stop staff discrimination and most importantly improve its ethical score. ASDA need to concentrate on what its customers want are make sure it’s delivered. ASDA need to listen to customers review, complaints and opinions to make sure that they learn from mistakes and to improve on these issues, to make sure that the customer is satisfied and keeps returning. ASDA believe that it sells quality products at low prices to save the customer money. By bringing in the new cloud-based system to improve productivity and innovation across its range and stores has been a huge benefit to its company. But ASDA needs to focus more on their management and employees by training them better to commit to the quality value they stand by. ASDA need to listen to what its customers and employees want and work on any issues brought to its attention to ensure that employees feel confident in each job role and that they are respected by senior staff. ASDA need to keep a good and loyal relationship with its suppliers by abiding by the grocery code of conduct, to ensure that there is a mutual trust and the overall quality is at a high standard, so that customers can see improvements being made on product quality. Staff that are respected and content in jobs work better and increase productivity and quality. All this contributes to an excellent customer service experience which will create lifelong customer loyalty. ASDA need to worry less about profits keeping up with the competition by following what they are doing and concentrate on improving its own brands, stores and customer services, as if they continue to follow the path they are on now they will surely continue to lose customers and in turn its profits. ASDA must do this to enhance the customer experience and keep customers loyal. 


4.0 Recommendations.
The researcher recommends that ASDA work more closely with suppliers to ensure product quality is improved. Listen to customer feedback, improve customer service and to think more about their products, services and customers rather than profits. ASDA need to concentrate on embedding corporate responsibilities and improve its ethical score. ASDA need to practice models like the loyalty ladder and the eight dimensions of quality to ensure that its products and service are up to expectations of the customers and improve the customer experience which will gain the trust and loyalty of the customer and make them life long customers and in turn increase ASDA’s profits and success.


5.0 Appendices.
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