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Part 1: Report
Introduction
The report will contribute to a research project, for Marks and Spencer’s Food Division. It shall investigate the influence of customer relationship marketing (CRM) strategies, policies, and practices on organisational performance by focusing on sustainable customer relationships that foster customer retention and loyalty. 
Task .1. Organisational Overview
Marks and Spencer (M&S) have held a coveted place in the UK retail market since its establishment in 1884. Throughout the course of its history, the company stood resilient in the face of marked adversity from various dimensions marking the UK retail space. Focusing on the food division, the resilience stems from the company’s incremental and oftentimes radical demonstration of quality and value from since 1884 to as recent as 2025, keeping pace with customer expectations, needs and requirements, which enabled M&S to achieve a state of moderate differentiation (Ritson, 2024) (M&S, 2025). 
Concerning M&S’s market position, the retail chain has consistently demonstrated favourable performance amid the presence of direct and emerging competitors. Specially catering to its Food division, estimates indicate its contribution to two-thirds of the total revenue (Statista, 2025). The company’s public financial statement reinforces the growth trajectory, showcasing 8.6% positive sales in 2024/25 for three years in terms of food volume and value share growth and profit. An adjusted loss of £28.7m further impacts M&S Group, offset by its Ocado division (M&S, 2025). The market share of its online platforms is also promising, driving significant traffic to the company and contributing to its growth. However, recent disruptions, especially in the cyber realm, have had a negative impact on its sales growth in the second quarter of 2025, driving it down by 1.7%, although there has been no shift in its market share-holding steady at 3.6% (Reuters, 2025). 
M&S prides itself on being the stalwart of balancing the two pillars of value and quality, as the core mission elements underpin its strategic customer relationship management initiatives. The overarching mission is reflected in the organisational values wherein the following strategic parameters are prioritised at every step: quality and value perseverance, as well as service and innovation (M&S, 2025). By uncovering M&S mission and its values, particularly on the Food division, the inclination to be customer-centric is marked by the undeniability of implementation of strategic customer relationship management (CRM)  by focusing on trust, engagement and long-term value creation while the other areas of CRM such as operational, analytic and social have a fit integrated approach contributing to M&S Food’s emergence with the changing times and their contribution towards organisational performance (Buttle & Maklan, 2019) (Armstrong, et al., 2018).  
Task.2. Data Collection, Analysis and Evaluation: Sustainable Customer Marketing Relationships
Role of Data Collection- Data collection can be seen as an initial driver to manage profitable customer relationships and streamlining customer-driven marketing strategy and mix. The Sparks Card is an extension of M&S Food that caters to collecting patterns of information about its customers. The scenario analysis adopted by M&S Group, also influences M&S Foods, takes a systems-based, technology-informed data capture method to identify root causes, vulnerability hotspots, and areas requiring contingent planning derived from external events (Armstrong, et al., 2018) (M&S, 2025).
Building on Halcomb’s emphasis on the value of creative and flexible data-collection methods, M&S can enhance the understanding of diverse customer needs by adopting more innovative approaches to gathering consumer insights, ultimately improving decision-making and market responsiveness. Moreover, keeping pace with the advances of digital marketing and social media, M&S Food also leverages its digital customer-facing channels such as smartphone applications, website, and third-party grocery applications, to extract data about its customers and their degree of mutual value. In-store interactions and social media interactions, and engagements also serve as modes of data collection for M&S Food. Alternatively, the retailer’s data collection interest not only rests on B2C service-dominant logic, but also harnesses B2B relationships in the form of key stakeholder interactions and strategic alliances on an interfirm basis (Malhotra & Agarwal, 2020) (M&S, 2025). 
While biometric technologies can enhance personalization and streamline customer interactions in retail environments, the collection of biometric data introduces significant privacy and security concerns because biometric characteristics are immutable once compromised, potentially undermining customer trust and long-term relationship building (Korolov, 2019). On the other hand, all these improvements can also have negative effects, such as the incident in April 2025, when M&S was the victim of a major cyberattack, which led to unauthorized access to customers' personal information, including names, addresses, contact details, and order history. Although it was reported that payment card details and passwords were not compromised, the breach left customers vulnerable to targeted scams and caused widespread disruptions to both online and in-store services, raising concerns about data security and customer trust in M&S (Berry Smith, 2025).

Role of Data Analysis & Evaluation- Extracting meaningful insights from gathered data i.e., analysis, and taking appropriate decisions to evaluate the effectiveness of implemented CRM strategies and measures are necessary to streamline sustainable management of customer relationships. An insight into M&S Group’s latest annual report highlights two salient data-driven approaches, namely: emphasising technological investment, broadening its capacity, and shifting data methodology towards carbon foot printing for its Food Division. Other vectors include store rotations and enhancing supply chain coordination, all in the effort to deliver exceptionally towards M&S’s overarching values. The retailer has been able to filter out the chosen areas for future development while taking adequate and continuing care towards its customer base through providing personalised value and service delivery, which further informs the importance of data analysis (predictive, complementary product identification, and qualitative interpretations) towards developing sustainable customer relationships (M&S, 2025) (Malhotra & Agarwal, 2020). 
Staying true to the values and expectations of customers is also given importance by M&S Food. The Plan A initiative, for example, integrates strategic, operational, and tactical CRM to preserve its long-term interest towards the market and systematically acts on customer value drivers such as responsible consumption, sourcing, eco-conscious decisions, and responsiveness to price sensitivity (M&S, 2025). Alternatively, the scale of its online operation and the preparation of its staff towards customer service and complementing customer experience in line with technology further reinforces customer perception towards the ethics of M&S Food’s online retailing. This is, however, punctuated by M&S’s customer relationship building pattern for its global markets while offering price discounts (as trust-building effort) over Spark programme outage in the UK market for repurchase intentions, signalling M&S Food’s fragmented data collection capabilities and its impact on analysis (Lee & Charles, 2021) (Malhotra & Agarwal, 2020) (Butler, 2025). The Sparks programme embodies the Loyalty Ladder, informed by data-driven decisions to assess the performance of profitable versus non-profitable customer segments using KPIs such as Net Promoter Score, Customer Satisfaction Scores, repeat purchases performance and average time spent on the platform and basket capacity. The current outage bears witness to targeted and personalised communication, content messaging and engagement campaigns across customer preferred media, and increasing their frequency upon customers’ consent would be beneficial for long-term customer relationships. Take together, a comprehensive data analysis and evaluation from the sustainable CRM point of view (based on Payne and Crow’s process model of CRM) can raise the effectiveness of M&S Food’s capacity to maintain adept management of aggregate and individual CLV data, value creation process, engagement and communication strategies adopted, including digital and social along with measurement and performance monitoring and their overall alignment with the triple bottom line (economic, social and environmental) measures of Plan A strategy initiative (Buttle & Maklan, 2019) (M&S, 2025). Therefore, data analysis and evaluation should be more comprehensively informed concerning M&S Food to make holistic decisions to reinforce positive, sustainable customer marketing relationships.
Task.3 CRM Strategy Analysis
3.1. Segmentation, targeting and positioning strategies
M&S Food approaches its diverse operational markets through using the proper segmentation strategies, followed by targeting and positioning strategies that reflect its core customer centric focus aligned with its overall business mission. It is acknowledged that serving specific customer needs in a proper way, achieved through effectively streamlining STP strategies, would be beneficial to customer relationship outcomes, thus promoting customer satisfaction, loyalty, and their retention. An overlapping demographic, behavioural and psychographic segmentation followed by differentiated targeting specific to each market and customer segment are evident in the case of M&S Food. The positioning strategy reflects its branding to maintain a balance of quality and value towards customers.  While the food catalogue caters to specific market segments, they are reinforced with personalised offers and rewards through the Sparks Programme. Combining the online and store formats, M&S Food’s inclination to stay focused on the usual parameters of consumers’ perception of ethics (maintaining transparency in security, privacy, disclosure, integrity and fulfilment), without relying on price discounts, provide a smooth base for its STP strategies to gain organic customer relationship momentum (Lee & Charles, 2021) (Armstrong, et al., 2018) (Butler, 2025) (M&S, 2025). This relationship marketing pattern of M&S Food also has a marked influence on enhancing its loyalty outcomes.
Drawing on Dolnicar’s perspective, M&S can strengthen its competitiveness by segmenting its broad customer base into more homogeneous groups, allowing the retailer to tailor product ranges and marketing strategies more effectively.
3.2. Market Differentiation using the Marketing Mix
M&S utilises the four facets of the marketing mix to create ample grounds for market differentiation. Developing the product mix and the associated pricing mix, for example, M&S Food relies on innovation, quality, and value, which are essentially tied to customers’ interest and preferences. Acknowledging the growing disposable income of the middle class and their allure for finer tastes and diversification interest enabled M&S to maintain a mid-tier pricing differentiation. Strategic alliances and partnerships with key vendors, competitors and personalities working with competitive interest on grounds of technology, sustainability and endorsements respectively as well as meaningful advertising engagement aimed at relationship management and service dominant logic can be seen in the distribution mix, process mix and promotional mix of M&S Food respectively (Armstrong, et al., 2018) (Ritson, 2024) (Deszczynski, 2021). However, further reconciling M&S Food’s overarching brand persona in terms of developing its staff complementariness with technology and customer experience provision (employee-customer engagement moderator) in the people mix is necessary (Malhotra & Agarwal, 2020) (M&S, 2025). This way M&S Food can comprehensively leverage differentiation to pave the way for customer centrality and long-term loyalty.
3.3. 4Cs of Customer Needs
M&S Food has periodically tackled with the challenges and opportunities concerning customer wants and needs, cost, convenience, and communication that embed customer expectations/entitlement, customer uniformity/heterogeneity, and customer reactance (Malhotra & Agarwal, 2020). For example, Plan A of M&S Food particularly focuses on health and wellness and high quality, sustainable food offers in the ready-to-eat and convenience segment, which aligns with customer interest.
A recent Mintel (2025) report explains that mid-tier retailers use loyalty programmes and personalised promotions to deliver value and foster customer retention amid economic pressures and intense competition.   The omni-channel seamlessness and wide scope of its shopping experience, developed over time, should substantiate customer convenience needs (M&S, 2025). By routinely integrating relevant stakeholder bodies and their contribution towards building relationship economic pillars, i.e., high expectation and high support, M&S Food strives to holistically fulfil customer needs (HS Talk, 2025) (Malhotra & Agarwal, 2020). Therefore, M&S Foods remains proportionately responsive to the 4Cs of customer needs with the embedded factors towards achieving customer centrality and paving the way for long-term loyalty.
3.4. Ethical and Sustainability policies
There is a steady demonstration of ethics and sustainability policies in the management of M&S Food through its Plan A strategy initiative. With the ESG (environmental, social, and governance) parameters and the embodied scorecard, M&S Food is attempting to commit to its triple bottom line performance. The ethics and sustainability policies also include responsibility practices, shaping consumption behaviour, and other areas of the business in line with consequential ethics, duty ethics, contract ethics and virtue-based ethics. These practices, ranging from customer data handling to Sparking Change Initiative are acknowledged in line with customer expectations and trends regarding credibility building, sustainability, and accountability parameters (Swallow, 2022) (M&S, 2025). However, keeping pace with the dynamic market and the changing nature of customer trends and expectations are long-term business-wide risk and opportunity areas for M&S Foods. This requires a fervent and concerted approach to balance enhanced trust, a more responsible approach towards food-based differentiation acting on a reverse customer profitability agenda, consistent customer engagement, and alignment with sustainability values (Malhotra & Agarwal, 2020) (Deszczynski, 2021) (Sheth & Parvatiyar, 2021). Such CRM initiatives can be beneficial to M&S Food to preserve and enhance long-term loyalty and customer centrality.
Task.4. Conclusion and recommendations
Summarising the report, M&S Food is intensely investing in CRM practices such as meaningful and advanced data collection techniques, while its data analysis, customer engagement routes, and evaluation techniques are mostly effective.
Applying Grönroos’ (2017) perspective, M&S can strengthen long-term customer loyalty by focusing on sustained, value-creating interactions that build trust and commitment across retail touchpoints.
Moreover, adopting sustainable business practices, fostering deeper customer engagement, and aligning organisational strategies with the evolving values of consumers are critical measures that substantially enhance the quality of customer relationships. (Jonek-Kowalska, 2025).
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