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Executive Summary

Asda is one of the largest supermarkets in Britain, it was originally formed by two small local businesses – a greengrocer and dairy product seller. They both introduced the “supermarket” shopping idea and became very recognised in United Kingdom. 
Behind this successful brand stood a crowd of happy “pocket tap” customers until recent. Due to internal and external factors, Asda is facing an unsecure trading future, is it caused by poor customer relationship, poor quality in terms of staff management, sustainability or unfair trading ethics? Probably, but how did this happen?
This report will look into customer experience within Asda and other supermarkets like Aldi and Tesco. Next the researcher will focus on quality management models and how this system affects Asda’s customer relationship. The last part of the report is based on the summary of the researched analysis and proposing some recommendations for improving ethics, sustainability and quality but in contest of a CRM system.
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1.0 Terms of references

This report has been requested by the Marketing and Operations Directors of Asda.
The main purpose of this report is to prepare a critical analysis of Asda’s policies and operations in terms of its CRM, ethics, sustainability and quality.
The report was requested on 27/03/2020. It consists of three tasks. Firstly, the researcher will investigate, the “customer experience based on the ethical and sustainability policies within Asda, Aldi and Tesco. Secondly, the researcher will look into a variety of quality models and theories. It will demonstrate benefits and challenges of “Quality” and how these points can measure and improve customer relationship management. The last stage of this report will be to summarise the gained knowledge and based on that, the researcher will propose appropriate recommendations.
All information in this report has been collected and prepared by Beata Beck from UWTSD.

[bookmark: _Toc534909652][bookmark: _Toc534910204]2.0 Procedure

2.1 The report was compiled using a variety of resources such as text, books, journals and websites.

[bookmark: _Toc534910205]3.0 Findings

3.1 Introduction

According to theguardian.com, Asda is the second biggest supermarket chain in Britain (www.theguardian.com) with a total of 631 stores, 180,000 employees and over 1 billion worth of income per year (www.blog.s4rb.com). This all started by the Associated Dairies and Farm Stores Ltd which was founded by Arthur Stockdale as Managing Director in 1949. Asda was UK’s first self –service store with discounted products and late Friday shopping. The name of ASDA was made from two words ASquith + Dairies. In the 70’s and 80’s Asda was in massive growth; this was an opportunity to expand into small towns and launch new branded products. Today ASDA’s portfolio includes: quality and affordable own branded products, petrol stations, pharmacy, finance, opticians, café, home delivery, online shopping and clothing brand called George. 
The company is involved in breast cancer Tickled pink campaigns, Children in Needs and Fight Hunger project for local communities.
In 1999 Asda joined the largest word retailer Walmart and the first 24-hour supercenter was opened in Bristol in July. Unfortunately, for the business this merge caused a lot of disruption.  For over 30 years Asda built their brand on value “pocket tap” products, however these days low price guarantee is not enough to keep customers happy. 
This report will investigate customer relationship management and how ethics, sustainability and quality can affect this relationship.

3.2 Business Ethics, Sustainability and Social Responsibility

All businesses have to comply with the law of the land, however most retailers realised that complying with legal requirements is not enough for consumers and other members of society. Laws and the legal framework set minimum standards for business behaviour and ethics, this assists businesses in deciding when an act is moral or immoral. The highest standards of ethical behaviour most likely will have a positive impact on the business’s reputation and therefore future customers, employees, suppliers and other stakeholders. To put this all together, Howard Bowen created Corporate Social Responsibility. It means that:

“An organisation’s obligation to maximise its positive impact and minimise its negative effects in being a contributing member to society, with concern for societies long run needs and wants. CSR means being a good steward of society’s economic and human resources” Lantos, (2000)

Let’s look at how this looks in practice.

ASDA
There is no doubt that Asda wants to be the “most trusted retailer”. Asda takes the Corporate Social Responsibility very seriously, and as per statement they are “committed to reducing the environmental impact of their operations, the goods and services they sell and the suppliers who make them” (www.asda.com). 
The supermarket is dedicated to charities and local communities, to support live events like Children in Needs, fights with local poverty and supports Breast Cancer Now foundation. Customers can buy good quality products at the same time support research for breast cancer. 
Based on Asda’s beliefs, ethics and sustainability are another obligation which Asda is committed to and it leads to the environment protection of humans and wildlife. This involves reducing plastic and packaging, redistribute energy, recycle cardboard, reuse fixtures and fittings, donate clothes and food, create energy from waste, keeping at least minimum employee standards in terms of wages.  All these obligations are crucial to build effective relationships along with customers, especially in the internet and technology era where customers have access to information very easily. Sadly, in terms of employees, Asda has been accused for slavery on many occasions, employee discrimination and unfair wage pay.
According to act!onaid.org.uk Asda has been investigated for abusing employment law in Bangladeshi factories where George clothing is produced. Unfortunately, poverty wages, excessive hours and physical abuse were the main points of accusation. Ethicalconsumer.org found out that Asda sells meat and dairy products that were not labelled as organic or free-ranged. Also, the company hasn’t got animal testing policies on branded products. The researcher took into account “customer experience” in terms of impression, quality, value, satisfaction, recommendation and reputation. The biggest customer concerns were regarding poor brand quality and lack of interest in value sustainability compared to the large range of products. On the which.co.uk survey, consumers agreed on poorly fresh products in store and online shoppers were not impressed with the number and choice of substituted products. According to Groceries Code Adjudicator, Asda has been ranked as the worst supermarket in terms of its treatment of suppliers (www.retailgazette.co.uk). Unethical behaviour and unfair supplier treatment has undermined business reputation and led to the situation that no reputable supplier wants to cooperate with Asda. 
Trust, good communication, cooperation and equity effectively increase sales and show that management performance is kept at a high level. From a “customer experience “point of view the researcher didn’t see these values.

ALDI
Looking at Aldi “customer experience” the researcher found out that the discounted supermarket is ranked quite high in terms of best for value of money (which.co.uk) and product sustainability.  (www.ethicalconsumer.com) However lots of customers ranked their in store experience as very low and complained about low staff availability for help. On top of that, Aldi has got a much smaller range of products than Asda. In terms of treating suppliers Aldi was voted the best and complied with the Code of Ethics (www.gov.uk)
As an international company Aldi’s success is achieved by continuing their commitments to respecting human rights and preventing any negligence. The discounter really cares about local community, customers, suppliers and environment. Trust and Commitment is a key in Aldi’s strategy. 
Genesan (1994) proposed that a key part for trust is “the extent to which the customer believes that the vendor has intentions and motives beneficial to the customer” (J. E.Lewin Case study) Aldi definitely builds a strong trust with customers. Suggesting a healthy eating through their website and social portals like Instagram the company gives ideas and helps the customer to understand the importance on a healthy life balance. Aldi is really devoted to the protection of the environment and not only in the statement given to their customers. The retailer sets out goals in reducing plastic bags, packaging, energy and water usage has been minimised. Lots of Aldi branded products come from Fair-trade sources, which mean that the product comes from the sources where the standards comply with social, economic and environmental requirements. Also the retailer has been ranked as the best in supplying fish from certified environments, according to the ethicalconsumer.com. The researcher mentioned the human rights statements that Aldi is committed to. The company is involved in protecting human rights in the supply chain. All products available in Aldi need to comply with special assessment and the company makes sure that products delivered to the stores complete the human rights assessment risk. People who work for Aldi’s suppliers need to be paid the minimum wage, free from affairs and scandals. Aldi has quickly built a good reputation, trust and large portfolio of loyal customers.

TESCO
Tesco is one of the larger supermarkets in Britain like Asda. For many years the retailer was rated very low in “customer experience” due to unethical relations in different areas of the business. Unethical suppliers’ treatment, poor leadership performance, financial troubles and low price per share were like a permanent rain cloud above Tesco. However, according to the Frazier (1983) “the buyer faith on a seller directly is associated to the buyer need to maintain the relationship in order to achieve desired goal like profit, customer service and source of supply” (J.E lewin, W. J. Johnston Case Study) and this model of marketing relationship has been practised in Tesco. Tesco’s mission is to build back trust, good communication with customers and better cooperation. These possibilities can be achieved through keeping promised commitments, improving cooperation and equity. In terms of better communication with the consumers, Tesco focuses on improving supplier’s rights. The retailer achieved this by paying within the agreed terms and conditions and by buying from local and sustainable sources. This resulted in better quality, fresh food. 
In terms of online customer experience and promised commitments; the retailer is planning to launch a “sustainable basket metric” to track the environmental impact on the most essential items like bananas and fish (www.businessgreen.com). Tesco is working very hard by improving cooperation in buyer and seller relationship, this is seen in the improved delivery service via their online facility and by supplying a different range of good quality food including own brands. Refreshing the Morgan and Hunt (1994) model of Cooperation and Equity; both sides of this relationship benefit from this outcome. Tesco boosts customers trust and this directly leads to them developing better cooperation and commitments by maintaining high standards of product supply and avoiding unethical behaviour. In addition to this, good customer relationship in terms of cooperation will handle claims and complaints.

3.3 Quality

In this part of the report, the researcher will look at customer relationship management in terms of quality. 
Aristotle once said, “Quality is not an act, it is a habit.” So it is all about habits. A good quality product will indicate an increase in profit, company reputation, recommendations and loyal customers. 
Bank (2000, p. 25) defines quality as “fully satisfying agreed customer requirements at the lowest internal cost”. Most of the time quality means happy customers.

“The customer is the only one who can decide whether the quality of the products and services that is supplied is satisfactory and you will be conscious of this either by direct feedback or by loss of sales, reduction in market share and, ultimately, loss of business.” (Hoyle, 2008, p.6)

In order to meet customer’s quality expectations, the product quality needs to be properly managed and improved.  We can distinguish four stages of quality management which include: monitoring, control, assurance (quality management system) and total quality management. QMS model requires regularity, a plan and should comply with ISO standards. ISO standards necessitate that companies describe in writing what they are doing, have done and how they are planning to improve quality.
Asda sends a clear message to the customers: Save money. Live better. The company’s own branded products are of lower prices but still of high quality.
In 2016 the company implemented a quality management system (QMS) to improve productivity. 
The biggest advantages of this system are to monitor and improve several areas in Asda for instance; product quality, avoiding wastage and improve inventory can be achieved through maximising communication with suppliers. These activities positively effect sales and increase profits. In terms of managers and employees, the system can help with job coordination which can lead to team work and better job performance. Although as other systems, this one is dependent on people as well. Time consuming, training for managers and employees is expensive and no one guarantees that the system will be useful in improving the quality of the product or service.

Quality management system is part of the Total Quality Management which Asda constantly seeks to improve. TQM is a model followed by many international retailers and it based on the needs of the company and customers needs, whereas QMS was focusing on manufacturing, product and sales concepts. 
Total Quality Management system is based on four ideas. Firstly, the company needs to set up a relevant quality system together with procedures on how to monitor quality. Secondly, the company needs to setup a team of employees who will be looking after the system; it is essential that all managers are involved in the quality improving program. If all steps are implemented correctly, the company will achieve an excellent customer relationship.
Asda is constantly seeking to improve TQM for instance: offering the best products at the lowest prices from UK and international suppliers. Per Asda, all products remain high standards and customers stay satisfied. Asda works closely with partners and suppliers to ensure they understand company responsibilities in remaining competitive.
Together with suppliers in the value chain, Asda monitors certain behaviours and environments to stay aware of the customers changing expectation and competitors strategies. Another very important quality management model is the balanced scorecard model (BSC). This model aligns finance management, CRM, internal process management and educational/ management activities. It compares past and future effects from internal and external perspective. This model needs to have a balance between the mentioned above perspectives.
However, like the researcher mentioned before, management models need to be fully implemented and monitored by managers or an appointed department. Recently, Asda was experiencing a lot of issues. For instance, changes in employee’s contracts and dismissals, caused mess and disorder within the company. This caused trouble in communication between managers and employees. 
Customer reviews and online surveys show that the company hasn’t improved fresh food quality. This indicates lack of monitoring and reviewing the ongoing problems. This means that the balance has been disturbed and the company should immediately review the system and resolve ongoing issues, otherwise they will pay the price and lose more customers.

4.0 Conclusion

Nowadays, companies must have the ability to quickly recognise customer behaviour, be flexible and adopt products to the customer requirements. Understanding the customer and their preferences and the company will achieve many benefits. However, the researcher’s findings show that Asda is not doing a great job in these areas. Unethical behaviour to suppliers, inhuman treatment of people, poor customer reviews in term of sustainable products and a lack of quality management system. The concept of ethics, sustainability and quality only proves that the company doesn’t have a properly adopted CRM system. Loss of profit in the recent years and the loss of customers, show that management performance is not effective and sustainable. The lack of human interest in the system, poor leadership, and no desire to change for better, indicates there is no interest in the company’s shared values.






5.0 Recommendation

Asda has been on the British market for many years. The researcher found out that the current CRM system is not applied properly and the consequences of this is that Asda can see a continued drop in profit, customers and poor quality of products. 
The researcher proposes the following solutions. In terms of improving ethics in relation to CRM, the company should focus on human rights in international countries. The current situation is not under control. Workers in factories are the most vulnerable people on the global trade. Unfortunately, slavery politics is used by big companies to minimise the costs of the products. Asda is determined to keep as low prices as possible even the cost of human misery. Asda will have to guarantee that prices paid to suppliers are enough to cover living wage, otherwise they will face breaking human right laws. This tactic is not appropriate and the researcher is proposing to deal with suppliers who use fair trade certificated products. Fair trade standards comply with workers rights which include fair pay, formal contracts, basic health and safety assurance. The researcher also found out that unethical behaviour to suppliers are sometimes forced to break the law to comply with Asda’s low-price commitment to customers. 
Asda’s approach to sustainability in relation to the environment commitments. Majority of the retailers focus on either social or ecological measurement of sustainability. Reducing plastics bags and cutting energy apply to all retailers nowadays. With customers seeking to play a role in the transformation towards a more sustainable life. The CRM system that Asda adopts, should examine customers who are interested in animal cruelty free products or products supplied from sustainable and certified sources because in the UK, lots of customers deeply care about the environment and social issues. Those customers are prepared to pay more for sustainable products. 
Evaluation of the customer relationship with quality requires an understanding and examination of quality strategy. It should be a priority for the company. Asda was sold in 1999 to the biggest world retailer. From the beginning the company wasn’t successful in many areas including quality. Quality affects not only customer satisfaction but also reputation of the firm. The Walmart strategy is all about profit. Supplying great value products and services not necessary means great quality. This strategy has been seen in Asda “garbage in, garbage out”
Customer service became poor and employees became unsatisfied with work. Changes in contracts, unmotivated employees, poor managements skills caused irreversible effects in Asda’s quality of service. The company should focus on recovering relationship with suppliers and encourage them to spend time improving their own quality. In terms of employees, Asda should focus on improving training and coaching to build a foundation of common knowledge. Employees need to understand their job in the “big picture” and learn from each other which will improve team work and company culture.
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