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Executive summery 
This report is an investigation of how Asda deals with their customer experience and customer relationship management based on their ethical and sustainability policies. A comparison of Asda’s ethical stance with other competitive supermarkets, such as: Tesco, Sainsbury, Morrison, Aldi and Iceland is also included. Part of the report has attempted to critically discuss some quality models and theories, such as: Deming’s Quality Cycle, Juran’s Quality Trilogy and Cosby’s cost of quality and how they might assist Asda to improve their customer relationship management. The link between the concept of quality and measuring or improving their Customer Relationship Management has also been discussed here. This report has found that Asda is practising ethic and sustainability in their marketing operations but there is always room for improvement. Some recommendations has been suggested as a conclusion of the report to improve Asda’s Customer Relationship Management. 
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[bookmark: _Toc34987920]1. Introduction: 
This report investigates how Asda deals with their customer experience and customer relationship management based on their ethical and sustainability policies and compare them with other competitive supermarkets. It also includes a critical discussion of some quality models and theories that may assist Asda to improve their customer relationship management. It also attempts to link the concept of quality and to measuring or improving their Customer Relationship Management. This report is concluded with some recommendations to improve Asda’s Customer Relationship Management. 


1.1 [bookmark: _Toc34987921]Asda history
ASDA is one of the leading supermarkets in the UK. Asda stands for Associated Dairies. In 1949, chain butchers’ shops owner Asquith family and the Associated Dairies Company joined together in Yorkshire and founded Asda. It expanded into the south of England during the 1970s and 1980s and now according to a statistics in January 2017, there are a total of 631 stores all over the UK including 339 superstores (UK: number of Asda stores 2017-2019 | Statista, 2020). There are more than 145,000 Asda employees and more than 18 million customers who shop in Asda stores weekly (Our History, 2020). Asda sells everything from groceries, clothing, electronics and even fuel. They even provide online services; delivery to customers’ doorstep and click and collect.  



[bookmark: _Toc34987922]2. Ethical and sustainable customer experience in relation to CRM:

The practice of ethics and sustainability is a vital issue in businesses and organisations. Any individual will appreciate and expect honest and fair treatment from another individual. However it is even more important for a business organisation to maintain those ethical values for its customers, employees and even the management to build a great relationship and reputation for itself in the market. 
Business organisations must achieve sustainability through practicing their ethical values and having a clear, consistent mission and belief. Sustainability has become the core belief of a company these days. In recent years, considerable media coverage has kept the public agenda ongoing regarding ethical and sustainable factors. The public and consumers are now more alert and demanding of brands and retailers to produce and sell goods and products responsibly and ecologically. Another ethical issue British consumers are particularly concerned about is Animal welfare. A Mintel research shows that 74% of adults in the UK listed “cruelty free” or “against animal testing” as the principle significant factor of what makes a company ethical (UK Ethical Consumer Markets Report | Ethical Consumer, 2020). An ethical positioning has helped businesses to achieve their sales momentum. Businesses use Ethical factors as USP (Unique Selling Point) to create brands so that they can set themselves apart from others. However, now-a-days the expectations are growing for all businesses to apply ethic and sustainability. Supermarkets are also part of it. To improve customer relationship management supermarkets are investigating customer experience based on ethical and sustainable issues.



[bookmark: _Toc34987923]2.1 Customer Relationship Management (CRM):
Organisations apply Customer Relationship Management (CRM) as a policy that focuses on analysing the customer data for tactical and strategical purposes and aims to win and keep profitable customers (Ellis, 2011). It is known as an operational management, where Automation (the process of automating sales and customer service functions) becomes a key part of service delivery or sales force management (Buttle, 2004). In the simplest way, CRM can be defined as a technique that companies use to Find, Get and Keep their customers. The adoption of CRM systems can provide businesses with the necessary information that can give customers a reason to choose them rather than their competitors (Reynolds, 2002). 
CRM is an acronym for……
· Continuous Relationship Marketing
· Customer Relationship Marketing
· Customer Relationship Management (Armstrong et al, 2017)
Customer Relationship Management (CRM) makes it easier for the companies to implement Customer Experience Management (CEM). 


[bookmark: _Toc34987924]2.2 Customer Experience Management (CEM)
Customer Experience Management (CEM) concept is to focus on customers and not on marketing. It concentrates on processing rather than the outcome. The aim of CEM is to strategically manage customers’ experience with a specific product or a company. Customer experience data capture customers’ perspective about a particular company (Schmitt, 2003).
In other words, customer experience is a multidimensional construct which focuses on the customer’s cognitive, emotional, behavioural, sensorial, and social responses to the offerings of the business throughout the customer’s entire purchase journey (Lemon and Verhoef, 2016).
Customer experience depends a lot on individuals, their emotional state, the situation they are in and a variety of other factors (Palmer, 2010). The experience of a customer in a particular company in the context of a specific circumstances on a specific time affects value creation of that business (Prahalad and Ramaswamy, 2003).  

[bookmark: _Toc34987925]2.3 Ethics
Ethics is a set of ideas and principles that enable us to differentiate between right and wrong and to determine what behaviour is beneficial or detrimental to others. According to bioethicist Larry Churchill, “Ethics, understood as the capacity to think critically about moral values and direct our actions in terms of such values, is a generic human capacity” (Churchill, 1999).  Ethics is not to be confused with behaving only in accordance with social norms, religious practices and the law of the country. It’s a stand-alone concept which can be used to describe an individual’s unique belief system, habits or actions (Paul & Elder, 2006), (Tanguay, 2014).
[bookmark: _Toc34987926]2.3.1 Business ethics
Every business organisation has some values and goals to operate effectively and efficiently in the market and also not to harm any individual while doing so. An individual or a group who has interest or concern in a business or company are known as the stakeholder such as, investor, supplier, customer and employee. The stakeholders can either affect the business or most likely be affected or harmed by it. In order to build or maintain an efficient relationship between the business and its stakeholders it is vital that the applications of business ethics are administered most appropriately. It must exist in order to mitigate potential risks a stakeholder faces. The preconditions for setting up and maintaining ethical dealings between business and its stakeholders should be in accordance with both the business goal and the ethics mission, but at the same time not go against social norms and laws of the country. Without exploiting the power a business has over its stakeholders, both parties must continue to have freedom of choice. the power of the business or weakness of stakeholders must not be exploited.


[bookmark: _Toc34987927]2.3.2 Critiques on business ethics:
Business ethics is an important topic for both scholars and practitioners. It is often established in terms of professional codes of conduct i.e. comprehensive sets of rules or guidelines stating how an employee should behave in the workplace. Corporate ethics requires establishing and maintaining minimum standards of responsibility and behaviour that companies should follow or developing a system of accountability through which a company can exercise its ethical role.
Marketing ethics addresses principles and standards that describe suitable conduct in the marketplace. It refers to Marketers’ standards of conduct and moral values. According to
CIM (2016) marketing ethics is not about a definite goal or fixed set of principles, rather it’s an ongoing, ever-changing concept. Unethical marketing activities in an organization usually develop from the pressure to meet performance goals. One example of obvious ethical issues in marketing would be attempts to delude or take advantage of a situation.
Many companies create ethics programmes to train employees to act ethically.
Employees’ personal values sometimes conflict with employers’ ethical standards.
[bookmark: _Toc34987928]2.3.3 Examples of marketing ethics:
Ethics in Marketing Research:
· Research studies must be valid and reliable
· Customer confidentiality and privacy must be respected
· Sales should not be in disguise of research 
· Online security and privacy should be protected

Ethics in Product and Package Strategy
· Packaging should be accurate to actual size
· All the information on products should be adequate
· Packaging should be environmentally friendly wherever possible
· No animal testing and product testing should clarify safety concerns

Ethics in Pricing
Some unethical and illegal practice of pricing 
· Deceptive Pricing: Where businesses influence their customers to buy higher-priced goods. 
· Unfair Pricing: When company lowers the price and when the competitors are driven away raises price back to their former level.
· Price Discrimination: if different buyers are charged different prices for the same product.
· Price fixing: If all the businesses in an industry agree to set the prices at an unfairly higher level. 
(Lee et al, 2012)

[bookmark: _Toc34987929]2.4 Sustainability
Sustainability means to use resources to meet human needs in a way that the ability of future generations to meet their own needs will not be compromised, it includes natural, social and economic resources. Natural sustainability can be defined as meeting people’s requirement without compromising the health of the ecosystems (Callocot & Mumford, 1997). Environmental sustainability can refer to the ability to maintain things or qualities that are valued in the physical environment (Sutton, 2004).  
Sustainability can be divided into three sections:
· Environment
· Economy
· Society
[bookmark: _Toc34987930]2.4.1 Marketing Sustainability
Sustainable marketing are the activities which aim to meet consumers’ needs and do not endanger possibilities for the future generation. Ethical marketing conduct ensures achievement of long term consumer and business welfare of sustainable marketing. Therefore, ethical marketing act like the cornerstone of sustainable marketing (Kotler, et al, 2017).


[bookmark: _Toc34987931]2.4.2 Critiques of sustainability
The second set is typified by McCann-Erickson’s (2007) definition that: Sustainability is a collective term for everything to do with responsibility for the world in which we live. It is an economic, social and environmental issue. It is about consuming differently and consuming efficiently. It also means sharing between the rich and the poor and protecting the global environment while not jeopardizing the needs of future generations. Sustainable marketing which has been defined by Charter et al. (2006) as “creating, producing and delivering sustainable solutions with higher net sustainable value whilst continuously satisfying customers and other stakeholders”.


[bookmark: _Toc34987932]2.4.3 Examples of marketing sustainability
Climate change
· One of operational hazard that impacts the environment is the usage of energy in lighting, heating and cooling stores
· Reduce landfill waste can help the environment
Waste
· Practice the 5 R's of Carbon footprint: refuse, reduce, reuse, rot, recycle 
· Food donation can help to proceed towards Zero waste 
Supply chain
·  The practice of collaboration — such as reducing energy waste by ensuring that vehicles are loaded fully before they are sent out and the same vehicle makes deliveries in the same area 
· Invest in alternative modes of transportation — companies can reduce the cost and the environmental impact of their deliveries by using variety modes of transportation depending on the size of the delivery such as use of canals, motorbikes, ships and airships. 




[bookmark: _Toc34987933]2.5 Some ethical and sustainability issues of ASDA
Zero waste: Asda conducts a zero waste policy. Their aim is to reduce, reuse, recycle and redistribute as much as possible so that there is no waste to landfill. They have managed to divert 100% of their waste from landfill. 86% of their operational waste is distributed among charities, recycled or sent for anaerobic digestion. Their broken or unwanted equipment and trolleys are either repaired or used for parts. All their cardboard and plastic is recycled, they even recycle the cooking oil used in their restaurants to make biofuels. They donate surplus food as well as other surplus products such as: clothing, cleaning and other household goods (Asda.com - Online Food Shopping, George, & more, 2020) (Asda releases food waste data, 2020). 
                                           [image: ](Source: resource.co)
Figure 1: Food Waste Scorecard in Supermarkets



Energy: Asda teams work hard to reduce impact of lighting, heating and cooling their stores have on the environment. Since 2005, their estate has increased 200% but they have managed to keep the usage of the amount of electricity almost the same (Babbs, 2020).
Carbon footprint: In simple words, carbon footprint defines the amount of carbon dioxide being released in the atmosphere as a result of the activities of the company. For any businesses, one of the greatest opportunities to find efficiencies lies in their supply chain. The Asda team works closely with their suppliers to reduce carbon footprint on earth and recently they have organised their biggest ever Sustainability Conference where over 900 suppliers and Asda colleagues gathered together to share ideas and solutions regarding how to tackle climate change and reduce food waste (Asda’s carbon footprint, 2018).
Healthier choices for customers: Asda claims to be passionate about clear labelling and they have started to put traffic light labelling in 2007 on their Own Brand product packaging to help customers understand the nutritional values of everything that they choose. Even their online shopping enables the customers to filter products by their dietary needs, including ‘Free From’, low fat, sugar and salt or contain a higher source of fibre.
Fair trade:  Fair trade will make a significant positive impact in the world. It is about trading and paying fairly between companies in the developed countries who sell products and goods to customers or final consumers and producers or farmers in the developing countries who produce or make the goods. Fair trade includes better pricing, providing decent working conditions and local sustainability. According to an Asda spokesperson, sales of some branded Fairtrade lines such as Clipper tea, Divine chocolate and Fruit Passion orange juice have risen by 47% over the last year, while their own-label Fairtrade bananas have risen by 112%.
 
Fair pay: Fair pay also signifies fair trade where the producers, farmers or workers should be paid fairly. Most of the time workers from a developing country are at disadvantage where they are paid much less than a labour in a developed country. In recent years, Tesco, Aldi and Asda have come under fire for exploiting workers in Bangladesh to produce cheap clothing and not paying fair pay (Hickman, 2006). 
An investigation by the Sunday Mail alleged that all three supermarkets paid low wages to workers in Bangladeshi factories, leaving them unable to support their families. The investigation found that Aldi has paid “poverty wages” of 25p an hour for producing Aldi polo shirts which resulted in many women unable to send their own children to school (garments worker, 2011). 
Similarly it was found in the Sunday investigation that Babylon Complex, which produces school shirts for Asda’s clothing range George, paid some of its workers under 26p an hour.
“Asda cares about the welfare of the people who work to produce the products we sell. We expect our suppliers to treat their workers with respect and dignity, and we take allegations regarding mistreatment of workers seriously,” said an Asda spokeswoman (Chamberlain, 2015). 
Gender equality: Asda welcomes individuals from any background to work for them as they believe that an inclusive workplace, where colleagues can flourish regardless of their gender or race, is the best way possible to be a successful business in the market and to serve their customers satisfactorily.
Working condition: Employee involvement is a big part of Asda Stores’ operational philosophy – and that can include a visit to the Dragons’ Den, says Tom Washington. There aren’t many jobs where making suggestions to your boss results in you pitching your idea to the formidable Dragons’ Den star Peter Jones (Washington, 2010).
At supermarket chain Asda Stores, they respect their employees’ opinion and ideas and those are highly valued. They believe that appreciating and encouraging the employees to come forward and share their opinion and giving them a freedom of conduct is the best way to have a healthy working condition.


Table 1: comparison of popular supermarket on ethical and sustainable issues

	Issues
	Asda
	Waitrose 
	Tesco
	Sainsbury
	Morrison
	Cooperative 

	Food waste prevention
	4th 
	6th 
	1st 
	2nd 
	4th 
	5th 

	Fair trade banana
	10%
	100%
	10%
	100%
	
	100%

	Unfair pay/ child labour
	Yes
	
	Yes 
	yes
	
	

	Air pollution by transport 
	Minimised 
	
	Minimised 
	
	
	

	Animal welfare
	4th 
	1st 
	2nd 
	2nd 
	2nd 
	2nd 

	Sustainable seafood
	38%
	67%
	48%
	76%
	4%
	61%


(Dickinson, 2018), 
(Clayton, 2010), 
(Garments worker, 2011),
(Change. org, n.d.)




[bookmark: _Toc34987934]3. Quality models and their relevance to organisations 
There are several quality models and theories developed by scholars which often businesses adopt to enable employees to focus on quality rather than quantity and strive hard to excel in whatever they do. This part of the report critically investigates a few of these quality models and theories and discusses how they might assist an organisation to improve its customer relationship management.
Some of them are:
· Deming’s Cycle
· Juran’s Quality Trilogy
· Crosby’s cost of Quality
· Kaoru Ishikawa’s Control Quality Circle
· Kaizen



[bookmark: _Toc34987935]3.1Deming’s cycle
The Plan-Do-Check-Act (PDCA) is a cycle created for continual process improvement (CPI). It teaches organisations to outline their objectives and actions, that’s the planning phase. Then, they need to do the actions to implement the process improvements. Next, they need to check quality to ensure improvement against the original. Finally take actions based on the result from stage “check” to determine if the changes were successful and where changes need to occur for continued improvement before returning to the plan phase.
The PDCA cycle is known as the Shewhart Cycle and as the Deming’s Cycle. In 1939, Walter A. Shewhar mentioned this theory first in his book, Statistical Methods from the Viewpoint of Quality Control. According to Shewhart, the structure of the cycle is drawn from the concept that the key to the evolution of a successful enterprise is to constantly evaluate the management practises and to be willing to adapt and to discard unsupported ideas. W. Edward Deming was the first person to make this a popular concept and he changed the name from Shewhart’s Cycle to PDCA Cycle. He also referred the PDCA Cycle for the PDSA Cycle, where the S stands for study (Johnson, 2002). 
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Figure 2: Deming’s Quality Cycle 

[bookmark: _Toc34987936]3.1.1 Plan
There are two parts of this stage, identifying the problem and determining the expected result. After the problem is identified, the expectations need to be established. Then it can be decided if the implementation of PDCA in the short and long term. It is important that expectations are established clearly and in a way that concrete steps can be taken towards realizing each one, instead of aiming for vague, abstractly defined goals.
The planning phase must also take any previous PDCA iterations into account, ensuring that the same mistakes are not repeated as last time. This makes it important to have proper data collection systems in place, although it depends on the specific organizations and how they do it.
[bookmark: _Toc34987937]3.1.2 Do
The next stage is to develop a solution, a plan of action to solve the problem. This step is relatively straightforward as long as the plans are designed with attention to detail and with enough flexibility to account for possible last-minute changes if requires. When the plan of action is decided then organisations should follow it through, step by step. 
[bookmark: _Toc34987938]3.1.3 Check 
Evaluation is very important for the businesses to see if they have achieved their desired goal. It is crucial that the results of the PDCA cycle are verified according to what was outlined initially in the plan, as well as what data was collected from previous cycles if appropriate. Third party data can be another source of information businesses can check if those are accessible. Although this is a highly individual factors and depends on the industry they are working in, verifying their findings against third party data sets is always an advantage for the business and that also can help to make more informed decision.
Businesses need to make sure that they record as much data as possible from all levels of the company at this stage.
[bookmark: _Toc34987939]3.1.4 Act
Standardise the solution. After the first three steps of the PDCA cycle some data is collected. From those data the organisation need to make changes and prepare for the next PDCA run. It is very important to collect as much data as possible during the first three phase, and to put it through a thorough enough analysis in the Check phase. Failing to do either of those will cause a situation where there will be far too little information to make an informed decision in the Act phase, and that can make the whole PDCA process unnecessary.
[bookmark: _Toc34987940]3.2 Juran’s Quality Trilogy 
Juran’s Quality Trilogy was developed by Joseph M. Juran. Even though he an engineer, his speciality was management consultation in quality management. He was one of the first ones to write about the cost of poor quality (Bergman et. Al., 2007). 
The underlying concept of the quality trilogy is that managing for quality consists of three basic quality oriented processes:
· Quality planning
· Quality control
· Quality improvement

3.2.1 Quality for the Customer
Organisations need to be concerned with quality, reason being, quality is the client's concern. Dr Juran depicts a method for planning concern for the client into organizational procedure. His "Quality Trilogy" of quality planning, control and improvement demonstrates to arrange, organize and reconcile a concern for quality into all organizational operations (Sashkin and Kiser, 1993). 
3.2.1 Quality Planning
Quality planning includes improving a procedure that will accomplish the established goals. Individuals working in the arranging stage are accountable for validating who their clients are and recognizing clients' requirements and desires (Suarez and Crosby et al., 1992). Quality gap is important as it shows the level of understanding gap between customer expectations and customer perception of delivery (Juran andGodfrey, 1999)
3.2.3 Quality Control
Quality control is one of the three basic managerial processes through which quality can be managed. It is a universal managerial process for conducting operations to provide stability which leads to prevent adverse change and to “maintain the status quo.” (Juran and Godfrey, 1999)
 3.2.4 Quality Improvement
Quality improvement process are concerned with decreasing the cost of low quality in existing operations, yet all the more imperatively are responsible for utilizing the lessons studied to develop advance approaches to attain better levels of performance. In this admiration, Juran's methodology addresses ceaseless improvement (Suarez and Crosby et al., 1992).
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Figure 3: Juran’s Quality Triology


[bookmark: _Toc34987941]4. Conclusion: 
The findings of this report is as bellow, some recommendations and suggestions are included in this conclusion.
[bookmark: _Toc34987942]4.1 Ethics and sustainability conclusion
After investigating the ethics and sustainability policies of Asda and how they influence their customer experience it is certain that Asda is working towards taking an ethical and sustainable stand in the industry but they have a long way to go yet. They value their customer experience and working to improve their CRM. They need to work on some of their ethical issues; such as: gender equality, fair pay, child labour, etc.    

[bookmark: _Toc34987943]4.2 Ethics and sustainability suggestions and recommendations 
· Asda need to act quickly and strongly to stop child labour in Asia. Instead they should get adult workers and pay them fairly
· They need to make more of their products fair-trade so that everybody is paid fairly
· They need to stop discriminating show gender equality
· They should use more recyclable packaging for their products
· They should try harder to reduce food waste

[bookmark: _Toc34987944]4.3 Quality models conclusion
Asda roughly follows Juran’s quality trilogy. Asda has their own quality policies, customer policies, review system. Their services are easily accessible. 

[bookmark: _Toc34987945]4.4 Quality models suggestions and recommendations
To make improvement Asda can adopt both of the models. They follow some parts of the models already, but to make substantial improvement in their customer management relationship they need to follow them properly. 
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Figure 1: The Plan-Do-Check-Act Cycle

ACT PLAN

Implement the Identify Your
Best Solution Problems

CHECK DO

Study Test Potential
Results Solutions





image3.png
QUALITY PLANNING

QUALITY CONTROL (DURING OPERATIONS)

COST OF POOR QUALITY
3

° OPERATIONS

40—

SPORADIC —
SPIKE

CHRONIC WASTE

BEGIN

(An opportunity
for improvement)

QUALITY
IMPROVEMENT

ORIGINAL ZONE
OF QUALITY CONTROL

OF QUALITY CONTROL

|
!
! NEW ZONE
!

o

LESSONS LEARNED





