
A critical perspective of ASDA in relation to its CRM, Ethics, Sustainability and Quality policies and operations
Halima Miah - 1712451


Executive Summary 

This report will critically discuss the ethical and sustainable policies of Asda and how it is implementing Asda’s current Customer Relationship Management (CRM) system. The researcher has compiled the evidence using primary academic resources. The report has been structured using CRM and Quality models to help enhance Asda’s CRM system, and provide recommendations to improve Asda’s current CRM system. 
The models used within this report will consist of IDIC model, Loyalty Ladder and EFQM model. 
Asda are failing in the ethical aspects of their CRM system; the organisation needs to continuously train the employees in the company to provide excellent CRM and customer service. Also, the organisation needs to build stronger relationships with the supply chain to enhance customer relationships and Asda needs to create a loyalty scheme such as a card for customers when shopping at Asda to enhance CRM and data collection to personalise and segment customers. 
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1.0 Introduction 
This report was requested by the Marketing and Operations Director of ASDA. The date requested for the report is the 20th March 2020. The purpose of the report is to review the benefits of ASDA engaging in ethical trading and building sustainable resources to the customer relationship, the review is also looking at the possible impact the organisations quality systems may have on the customer relationship. The report was compiled by Halima Miah. ASDA currently have many competitors and building strong customer relationships in this day and age is very difficult, this report will be addressing the issues using a variety of primary academic resources.  The report will be submitted on the 20th march 2020.

2.0 Findings
History of Asda
The beginning –
Asda Stores Limited was founded as Associated Dairies & Farm Stores Limited In 1949. Peter and Fred Asquith made contact with Associated Dairies in 1965 and Asda was born. 
ASquith + DAiries = The birth of ASDA. 
During the 1970s Asda had over 30 stores and was known for 'Asda Price' the TV adverts featuring the 'pocket tap’. 
By end of the 70s Asda had 80 stores totalling 3 million sq. ft. of retail space. (Companies History, 2020)
In the 1980s George clothing at Asda was launched, Uk’s No 1 clothing brand. Asda was also celebrating the opening of the 100th store.

During the 1990s – 
The Asda Way of Working was created, which provided a framework for a new organisational structure, it made stores the heroes and promoted colleague involvement.
Asda launched the Tickled Pink campaign to raise money for the fight against breast cancer in a partnership, which continues to this day.
According to ASDA, (2020) Asda joins the Walmart family and becomes part of the world's biggest retailer in 1999.

During the year 2000 –
In 2002 Asda was named the top company to work for by The Sunday Times and ‘Britain's Biggest clothing retailer’ in 2004. 
Asda raised over £21 million for Children in Need and Tickled Pink. 
The company launched 'we sell for less' programme, lowering the cost of living for millions in the UK.
ASDA Celebrates its 50th Birthday and the 600th store being opened and profits surpassing the £1bn mark for the first time. (Solutions for Retail Brands LTD, 2020)

Currently - 
LinkedIn Corporation, (2020) state, Asda have over 170,000 employees, Half of Asda’s total food sales in Asda is their own brand, Asda have over 18 million shoppers a week and the company sell 1 million products across Asda direct & George. 

Ethics 
Following an ethical system within a work place is very important as it sets the values, moral principles and standards within the work place. This system needs to be followed both by the employee and employer (Formplus, 2020) It is doing the right thing because it is the right thing to do. CIPD suggests good ethical practice as ‘Building trust by role-modelling ethical behaviour and applying principles and values consistently in decision-making.’ CIPD claims how shared ethical culture benefits an organisation as employees feel empowered to do the right thing rather than simply following a set of rules. (CIPD, 2019)
Bredeson and Goree, (2012, p3) explains ‘you should treat others the way you would want to be treated’ and how other common ethical principles enhances culture. 
Respect the rights of others, Keep promises, be honest, take responsibility for own actions, be fair and Help others

Asda, one of UKs largest supermarket has a strong Ethical system. Asda illustrates this by focusing on their positive ethical policy, which Asda’s employees, suppliers and stakeholders follow by acting with goodness, being fair and respecting each other. 
ASDA, (2020) claim ‘Our global Ethics and Compliance Programme addresses the areas of relevance to the changing retail sector. We expect our team members, suppliers and contractors to consistently champion a common culture and set of values. These include treating all people with respect, acting with personal integrity and complying with the laws of the communities in which we operate.’  
ASDA, 2020 suggests they have a zero-tolerance approach to bribery and to prevent this Asda have a specialist team who carry out monitoring, training and awareness activities. 
Asda’s CEO Roger Burnley argues “The fact that modern slavery exists anywhere in the world in 2019 is unacceptable, and at Asda we’re determined to do everything we can to identify and address it within our business processes and supply chain.” (Corporate Asda, 2019) Burnley’s approach sheds light on how he disapproves of modern slavery and Asda will do everything possible to address the issues.
Asda has also marked a National Anti -Slavery day in October 2018. The purpose of this was to boost employees understanding of the indicators of modern slavery. Asda take modern slavery very seriously. Corporate Asda, (2019) suggests Asda is operating ethically.  
However, The Guardian (2017) disagrees and critiques Asda’s Ethical system when it writes, “About 12% of Asda’s suppliers said the Walmart-owned chain rarely or never complied with the Grocery Supply Code of Practice”, this suggests Asda was not operating ethical towards both the supplier or the customers. Suppliers also noticed that Asda was not being honest or ethical. According to The Guardian (2017) “It is understood that complaints were raised about Asda taking incorrect deductions from invoices without notice, requesting lump sums to make up profit margins, and conducting “abusive” forensic audits of suppliers’ accounts.” This is not operating fair ethical practice. 
The Ethical consumer Research Association Ltd (2020) claim Asda sold meat and dairy products that were not labelled as organic or free-range. This implicates Asda is not demonstrating ethical practices.
“Asda received Ethical Consumer’s middle rating for Animal Testing because it had a fixed cut-off date for ingredients in its own cosmetic and household products, but continued to sell brands known to test on animals”. 
Sustainability 
Sustainability is very closely linked with Ethics; they both go hand in hand. A sustainable system allows an organisation to focus and protect the systems and resources. Blowfield, M. (2013, p.5) suggests sustainability is defined as “meetings the needs of the present generation without compromising the ability of the future generations to meet their own needs”. 
ASDA, (2020) confirms ‘Better Planet - We protect and conserve the world around us through sustainable practices and initiatives.’ Asda insists that their mission is to reduce the environmental impact and stock products at an affordable price to make being green an achievable goal. This suggests Asda is operating as an Eco-friendly, sustainable organisation. 
Asda is dedicated in cutting plastic waste, ASDA, (2020) supports “Over the last 18 months we’ve removed 6,500 tonnes of plastic from our own products.” Asda was also the first food retailer to remove single-use carrier bags from their stores. All these changes identify Asda is following a sustainable policy. ASDA, (2020) claim Asda have removed plastic straws from their stores and cafes and have swapped the plastic cutlery in the café for wooden ones. Asda are making little changes to reduce plastic. 
Inspiring the environment – ASDA, (2020) states Asda have built a relationship with national schools and offer students to take part in litter picking. Also, Asda engage with schools to educate the importance of recycling. This is an excellent tool as Asda is promoting and helping the local schools to recycle. Asda also work closely with local schools to encourage children to eat healthy, this is all a part of Asda’s ‘Eat them to defeat them’ campaign’. (ASDA, 2020) 
Asda aim to help their colleagues and customers to live healthier lives. ASDA Good Living, (2020) promotes well-being, hints and tips to their customers and employees on how to stay healthy. All this enhances customer experience at Asda. 
Customer Relationship Management (CRM) 
CRM systems are important in all organisation as it enhances many areas, such as relationship with customers, and how the organisation interacts with their existing and potential customers. How it increases profit and productivity for the organisation, how the company reaches out to its customers and improves customer loyalty and satisfaction. As defined by Bligh and Turk, (2004. p.13-14) “CRM delivers powerful benefits, its markedly improves the efficiency and effectiveness of sales, service and marketing. But even more importantly it cans strengthen strategy and help generate enduring returns”. 
ASDA, (2020) demonstrate that Asda’s ethics and sustainability policies has an impact on their CRM system, it allows Asda to engage with their customers, suppliers, colleagues and the community.  Following Asda’s ethically policy, respecting and being fair towards each other will enhance CRM improving customer service, leaving customers feeling satisfied and will boost morale with staff, leaving staff feeling appreciated and motivated. 
Asda’s sustainability policy reducing plastic waste enhances their CRM system as reducing plastic is a major value for many consumers. Asda, (2020) claim Asda’s mission is to reduce waste. This is aligning Asda’s values against the consumers, which will then result in enhancing sales and returning customers. 
The McKinsey 7-S Model
There are many CRM models available to help organisations embrace their CRM system. The researcher has chosen to apply the IDIC and Mckinsey 7-s model on Asda. 


Strategy – Chole Rigby (2019) states in an article, CEO Roger Burnley, confirms that Asda focus would continue regardless to be on the customer. this illustrates Asda is a customer driven organisation. 
Structure – ASDA, (2020) emphasizes the benefits of being employed at Asda. It is a fun, happy place to work, individuals will have freedom and respect, and be offered the support and training needed on the role. 
On the other hand, according to Glass Door, (2013) a current employee critiques working at Asda, the employee claims, the leadership style is a hierarchy system, all demands come from the top down. No motivational aspects, constantly being watched by leadership, no management employee-engagement. This is demonstrating poor employee engagement.
Systems – Asda provide low costs for their customers. Asda collect data using the ‘Scan & Go’ the mobile shopping app, and the ‘Asda Money’ approach. All theses technology approaches allow Asda to collect data, get to know their customers resulting in personalisation and segmentation (ASDA, 2020)
Shared value - ASDA, (2020) claim Asda’s core values are putting the customers first, ‘everyday low price’.  Asda care for the well-being of colleagues and they strive to be the best they can be, this demonstrates a positive working culture. 
Style - Asda, (2020) observes Asda thrive for the customer and going the extra mile by cutting prices. “a truly customer-driven organisation”. The culture shows fairness and mutual respect in the workplace. Asda has a hierarchical organizational structure, orders come from above down. 
Staff – According to ASDA, (2020) Asda value their staff, and encourage colleagues have the confidence to be themselves, be unique, with different skills and personalities. Asda have a programme to encourage employee feedback and engagement ‘Your Voice’, this demonstrates Asda having a strong ethical manner toward their staff.  However, The Guardian, (2020) disagrees and critiques Asda’s engagement towards staff by confirming Asda was accused to cut employee wages by £500. This is not acting ethically towards staff members.
Skills – Asda, (2020) Asda’s team work together to provide for customer. Asda train and develop their staff and offer Apprenticeships programmes to help them grow. Asda have designed a programme ‘You can Be’ to encourage this. 
IDIC Model
The IDIC models was developed by Peppers and Rogers. Buttle, (2010, p.19) explains the model suggests that companies should take four actions into consideration to build closer one-to-one relationships with customers. 
Identify – 
According to ASDA, (2020) Asda identify their customers using technology. Asda collect data from their customers via the ‘ASDA Money’ approach, this is where customers build a relationship with Asda by engaging in having a credit card, general home/car insurance, travel money, and use Asda’s ATM machines and the Asda shopping app. The ‘Scan and Go’ system in store also collect data on customers, this allows Asda to collect data on individual customers and target what the customer buy. Asda also have an app for android and apple devices which almost half of Asda’s shopping orders are through the app. They collect customer data using the shopping app for their CRM system. 
According to Centaur Media plc, (2020) Asda’s Chief marketing officer Stephen Smith claims “Asda has not yet achieved in its advertising and marketing but believes Asda’s corporate communications and social media do it better”. Asda also use newspapers, leaflets and television to advertise. 
Differentiate – 
Centaur Media plc, (2020) state Asda’s aim is to sell products at bottom prices. ‘everyday low prices’. Asda value all their customers, however they especially value ‘ASDA Mums’ as Asda believe ASDA mums are short on time. Asda’s shopping app makes shopping more convenient for mums to do in their spare time. Asda demonstrate segmentation and targeting their customers via the ASDA shopping app.
Interact – 
ASDA, (2020) confirm Asda’s goal is to meet the customer’s needs, Asda have a wide range of products for their customers and have made customer’s shopping experience easier by making the store simple and easy for customers to locate the products. finally, Asda build customer trust by supporting local communities and demonstrate they are an eco-friendly organisation. 
Asda can enhance their CRM system by collect data using the ASDA app, and ‘ASDA Money’ approach to send targeted offers to the customer. 
Customize –
Asda have baby events for their ‘Asda Mums,’ this is because Asda understand how expensive baby items can be for parents and parents to-be. This is how they customize and interact with their shoppers. 
Asda is operating in a stewardship approach, as they are an Eco-friendly organisation who aim to reduce waste within the company. Asda also encourage the community to do this by offering the community to bring in their waste to the store to be recycled, this demonstrates Asda is a discretionary organisation.  This is also a good way to engage with their customer and enhances CRM system. 
ASDA Supplier, (2020) supports “reducing the environmental impact of our operations, the goods and services we sell, and the suppliers that make them”.
ASDA, (2020) claim Asda’s core values are putting the customers first. Your Asda, (2010) states Asda support many charities and hold fundraisers to raise money to support. Asda’s main focus is ‘everyday low prices for their customer.’  Asda, (2020) states “a truly customer-driven organisation”.
Aldi 
Aldi store limited, (2020) emphasizes, Aldi’s believe companies should be committed to respecting human rights and preventing human rights violations, they also state that the success of business can be ensured if human rights are acknowledged and protected. 
Aldi have a very similar ethical policy to Asda where they disagree on modern slavery and will aim to prevent it. Aldi store ltd, (2020) confirms “Aldi is working with its partners and suppliers to deter, detect and deal with it when it occurs.” 
According to Aldi Store Ltd, (2020) Aldi is committed to being an Eco-friendly organisation, “It is up to us to take It is up to us to take responsibility and make a positive difference to the world. We love our environment, communities and people we work with, which is why we try to do amazing things every day.” 
Aldi store ltd, (2020) supports to reduce their plastic waste, they have a slogan which is REDUCE, REUSE, RECLYCLE. Like Asda, Aldi have reduced their plastic waste and have an aim to make sure all their packaging and own brands are completely recyclable and reusable. Aldi have also removed plastic carrier bags from their stores like Asda. 
Bloomberg, (2020) supports and writes, Aldi Chief Executive Officer Jason Hart confirms “cutting plastics and packaging will bring in more environmentally conscious shoppers and reduce supply chain expenses after an initial short-term investment in making the change.” 
Aldi store ltd, (2020) states, Aldi works closely with the community. They work with families and organise fun free outside sessions, Aldi created this programme to improve children’s learning, physical health and emotional wellbeing. Between 2015-2019 Aldi joined with the RSPB and created a programme, The Aldi ‘Connecting Children with Nature’ partnership. This programme allows children can connect with nature. 
According to Aldi store ltd, (2020) argues, Unlike Asda, Aldi really value their employees, “people are our biggest and most brilliant asset, which is why we work hard to create a friendly cooperative place to work where colleagues feel like they are part of one amazing team.” 

Glass Door, (2020) point is that Aldi demonstrates respect and value for their employees.  A current employee at Aldi explains the pros and cons of working in Aldi. 
Pros - Great place to work, all the staff are like a big family and really look after each other!
Cons - Late shifts till 10pm on weekends and week days.

Tesco 
Tesco plc. (2020) confirm Tesco believe in fair ethical system, Tesco trade is a force for good, they believe creating jobs for people and communities, but also want theses to be good jobs. Tesco argues that there should be a clear line on working hours, health and safety and no child or forced labour. Tesco confirm they have a responsibility to respect human rights and make a difference to colleagues, customers, communities and suppliers.  Tesco also disapproves of modern slavery and apart of the ethical Trading Initiative and act on any issues that arise. 
Tesco state their purpose is Serving shoppers a little better every day. Very similar to Asda, Tesco want their customers to have great products for value price, according to Tesco plc. (2020) Tesco claims they want to provide excellent customer service by helping their shoppers. Asda’s values are very much customer based. Which is to understand customers and meet their needs. Tesco also value their staff, their culture of trust and respect is a must, working as a team. Rewarding staff for hard work and training staff to develop. this demonstrates Tesco value their staff and this is a good ethical system. 
Tesco is also a very eco-friendly organisation who aim to reduce waste. Tesco plc. (2020) confirms “To ensure we never use more packaging than is needed, and what we do use is from sustainable sources and goes on to be reused or recycled.” Tesco like Asda also encourage their shoppers to bring in their waste and recycle it in store. Tesco plc. (2020) states Tesco have removed all hard plastic from their own brand products to cut waste. 

2.2 Quality
Quality also has an impact on Asda’s CRM system as it enhances customer satisfaction. It is not just the managements responsibility to attain quality, every member of staff is also responsible. Quality management is always based on customers’ needs and expectations.  
ASQ, (2020) defines quality as, “A Quality Management System helps coordinate and direct an organisation’s activities to meet customer and regulatory requirements and improve its effectiveness and efficiency on a continuous basis.” A good quality system will enhance CRM, if customers are satisfied with Asda’s products and services, that will result in returning customers and more productivity. 
According to Perspective Publishing Ltd, (2016) Asda have launched a new QMS to improve productivity and encourage innovation the organisation. The system gives information for large product portfolios, and provides suppliers information for product improvements. QMS at Asda gives a view of which product is the best seller it is designed to encourage feedback and enhance customer experience. 
Reed Exhibitions Ltd, (2020) confirms, Asda’s senior product development director, Gail Paddy claims “QMS allows us to be able to report more effectively so we can take any required actions to ensure that we are delivering a consistent quality experience for our customers”.  
However, Daily Mail, (2010) Asda’s CEO Andy Clarke critiques and admits the supermarket’s food isn’t up to scratch. The fruit, vegetables, fish and meat for sale in the company’s 377 stores is not good enough, he said. ‘Food quality is something Asda hadn’t been as focused on in the past as it should have been’.  This is showing Asda is not operating a good QMS as customers are not getting the quality that is being promised.  
ASDA, (2020) suggests, Asda proud to be named Retailer of the Year at the Quality Food Awards 2019. This is evident that Asda are operating a successful QMS.
The Guardian, (2020) confirms CEO Clarke also states "We're sending a clear message that Asda will now drive as hard on quality as it does on price". Asda are now acting on improving the QMS as this will implement on Asda’s CRM system, by improving customer loyalty, meeting customer needs and satisfaction and drives sales. This will also enhance relationships between suppliers at Asda.  
EFQM Model
There are many quality models that can be used to enhance quality, the researcher has chosen to apply EFQM model on Asda. 
EFQM, (2020) state, The EFQM model (European foundation for quality management) is a globally-recognised management framework which allows organisations to achieve success and empowering them to progress and significantly improve their organisation’s performance. 

EFQM Model applied to Asda


After applying the EFQM model to Asda, it is evident that the model will impact on Asda CRM system as it allows Asda to see any gaps in the CRM system, such as training employees in CRM and customer services, if this lacks it will affect the CRM system, which will lead to poor service. Having a CRM system will allow Asda to make improvements. 
Asda implementing a CRM system will benefit the organisation as it will boost morale and productivity with employees. this will mean happy employees - happy customers. Supporting Riechhelds theory, “happy employees create happy customers,” Finne & Randall, (2002) explains how Reichhelds research suggests that companies can only build sustainable competitive edge by creating relationships built on trust between stakeholders. This also benefits excellent customer service which leads to satisfied customers, which then results in customer loyalty and returning customers, this links in with the loyalty ladder. 

The loyalty Ladder
According to Matrix, (2020) The loyalty ladder is designed to build marketing relationships, the concept shows customers gradually moving up through relationship levels, starting at the bottom up. The idea is to take the Prospect up the ladder and influence by marketing, product and services.  
The loyalty ladder has 4 layers and Asda currently hold majority of their shoppers in the ‘customer’ layer. This is where a customer has shopped with Asda for the first time and now are trying the products and services to see if meets customer satisfaction. Asda also hit the layer ‘Client’ which is repeat purchasers, who are happy with Asda products and prices and become regular shoppers. The loyalty ladder allows Asda to identify which stage and what segment of the customers are currently shopping with Asda, and which Asda need to target.
Asda mainly segment families, parents, mums and working-class citizen, the reason being Asda offer products for low costs.  However, Asda need to broaden the market and aim to hit the ‘Advocate’. This is where Asda need to aim to be in regards to the loyalty ladder. 
The loyalty ladder will enhance Asda CRM system as it will allow Asda identify customers that shop with them currently and which customers Asda need to hit.  After achieving this it will then produce more profits within the company. According to CIPD, (2020) Stronger relationships will then be built with suppliers as more connection and orders will be gained. It is evident that a positive CRM system enhances customer engagement. 
Marketing Strategy
Marketing is the enabler in converting potential customers into consumers for Asda’s products. Marketing plays a pivotal role in an organisation’s overall objective. 
Cost
ASDA (2013) confirms Asda promotes a competitive pricing strategy to their consumers; it is inclined to pushing value for money across their entire portfolio. Like many other competitors they also offer a price guarantee “‘If we’re not 10% cheaper than Tesco, Sainsbury’s, Morrisons, or Waitrose on your comparable grocery shop we’ll give you the difference. Guaranteed! It’s as simple as that!’ 

Channel of sales
Like many organisations that provide tangible products, Asda provides both tangible and virtual forms of transacting with them ranging from their clothes range to fruits and veg and even banking services.

Promotion
According to ASDA, (2013) ASDA uses broadcasting services such as adverts and also the ‘Scan and Go’ system, this allows Asda to collect data on individual customers and target what the customers buy. Asda promote by sending offers to their targeted customers, using email, Asda app and leaflets. 



3.0 Conclusion
Coming to a conclusion it is evident that Asda is a thriving company. Asda have many competitors however Asda competitive price make Asda successful. 
According to ASDA, (2020) Asda’s CRM system is enhancing productivity, profits and relationships within the company. Asda mission ‘Every Day, Low Prices’ demonstrates that Asda is an Ethical and Sustainable organisation who meet customer needs.  Asda is an Eco-Friendly organisation whose mission is to reduce waste. Research shows Asda is demonstrating ethical and sustainable systems.  Asda helps the community by offering schools lessons on recycling plastic. This demonstrates Asda engaging with the community.
Asda needs to keep all staff continuously trained on CRM and customer service to get the best customer feedback. This is a good sign of Asda being ethical and Sustainable which enhances CRM. 
Ethical Consumer Research Association Ltd, (2020) critique that Asda is lacking in the ethical aspects of the organisation. Research confirmed that Asda was not ethical when selling meat and dairy products as Asda was not telling consumers where and how the products were made. 
Asda is truly a customer driven organisation which is beneficial to the customer, however they lack in employee well-being. 
Asda’s Quality policy is enhancing CRM as it is providing excellent customer service, (improving customer satisfaction and customer loyalty. Finne & Randall, 2002) However, Asda need to work on improving targeting a wider customer audience. Currently Asda is hitting the two middle stages. Asda need to aim to hit the Advocate, Asda can use the loyalty ladder to help achieve this. Asda segment and target families, mums, parents and working class, however to grow Asda should aim to target higher class citizens to increase more profit and customer relationships. 
Asda currently follow the QMS approach but may want to adapt the TQM policy to enhance quality within the organisation. overall Asda is succeeding as a company, however will need to adapt a few changes. 


4.0 Recommendations 
After a wide range of research, the researcher has compiled many recommendations, for Asda to thrive on CRM. Asda is currently a surviving company.
Firstly, Asda must make sure all of Asda’s employees have constant continuous training, Asda should allocate a member of staff to always train employees, as excellent customer service is essential in any organisation and can sometimes slip, however happy staff means happy customers, which benefits the organisation as it will lead to returning, satisfied customers, more productivity and profits. Asda is a customer focused business and how to meet customer needs. However, research shows Asda is not very caring towards the employees. Asda as an organisation need to pay more attention to the employees, as motivated employees will enhance the CRM system, enhance productivity and profits. 
Secondly Asda should design a loyalty cards for customers, like Tesco points club card. This will allow Asda to enhance the CRM system as it will collect more data on customers, this will then allow Asda to personalise the shoppers of Asda, and segment the customers, which will then build a stronger customer relationship. 
Finally, research shows Asda was not acting ethical towards the supply chain of Asda, a recommendation would be to make sure Asda acts ethically towards the employees and suppliers of Asda, as if this is lacking it will impact on the CRM system. Negative media headlines will have a massive effect on the organisation’s reputation.
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