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1. Introduction

The purpose of this report is to investigate, examinate and evaluate what is CRM (Customer Relationship Management) in the Marks and Spencer organisation and what recommendations can be made by Finance Officer Brindusa Elena Nechita for the attention of the General Manager. The report was requested on the 1st of March 2021, to be completed by the 19th of March 2021.
The report will analyse and further discuss the importance of the CRM strategy of the organisation and the critical relationship between Marks and Spencer with its stakeholders, Plan A strategy in relation with existing and new customers and a counter example of another organisation for comparison.
The practices of Marks and Spencer regarding ethics, sustainability, quality and segmentation will be analysed based on secondary information gathering research which will include textbooks, journals, newspaper articles and websites.

2.0. Findings
2.1. Organisational Background

	1884 is the year that the history of Marks and Spencer begins, when Michael Marks and his small market stall unite with Thomas Spencer under the ‘British quality goods’ and ‘Don’t ask the price- it’s a penny’ slogans that build the organisation’s good reputation and unlike today, when most of the goods they sell are internationally made.
	Marks & Spencer is a leading British retailer which brings a range of high-quality fresh food, affordable clothing, contemporary homeware, a range of financial and banking services and affordable renewable energy to not only UK people but all over the world, owning 1038 stores in the UK, over 481 stores worldwide and 75.505 employees in total.
In the local United Kingdom grocery market, for the 12-week period leading to April 2020, Marks and Spencer has a share of 3.1% and the overall revenue was 10.2 billion British pounds, mostly from the food sales.
The organisation has both internal and external stakeholders. 
The internal ones are the staff and the management who work for the company and earn a living income from it, the owners and the shareholders who use the profits as their source of income but also provide capital for expansion. 
The external stakeholders are very important and include customers, suppliers, competitors, and the public. Different forms of communication are in place between the organisation and its stakeholders to ensure transparency and maintain a trustworthy relationship as trust is one of the initial values of M&S.

[bookmark: _Hlk66993426]2.2.  What is CRM? – definitions

Investigating how Marks and Spencer implemented and made use of CRM can be traced in those early years, when customer relationship management was as simple as ‘Give the lady what she wants’, where every customer was important.
	A very simple and concrete explanation of CRM was given by the founder of giant Walmart, Sam Walton, who said very eloquently: ‘There is only one boss—the customer. And he can fire everybody in the company from the chairman on down, simply by spending his money somewhere else.’
	A very accurate explanation of what CRM does is simply put by Sir John Egan: “The absolute fundamental aim is to make money out of satisfying customers.” (famousquotes.com)
	Today, the cost of acquiring new customers far exceeds the cost of keeping existing ones. As a result, companies need to concentrate their resources in order to guide aggressive clients to the most attractive clients and to keep them, as well as to expand their profitable customer base.
One of the best ways to achieve this goal is to implement a customer service or customer relations management (CRM) program. Customer services refer to the processes, software and hardware products and Internet-based capabilities used to collect and manage customer and potential customer information. Companies of any size and in any field can use this information to direct their marketing, sales and customer service activities so as to identify, attract and retain profitable customers.
CRM (Customer Relationship Management) represents a technology that uses a set of tools, procedures, and strategies (ethics, sustainability, quality, touch points) that are aimed at improving the relationship with customers or potential customers and maximising profits for the organisation.
The CRM system is designed to manage both a company's external activities, related to customers, prospects and business partners, as well as internal ones, related to employees and departments, thereby contributing to the implementation of an integrated CRM strategy.
The goal of CRM is to unify interactions with customers and prospects, maximizing the value of information held about them, helping to attract new customers and generate new opportunities for existing ones, to stay connected to the streamline process, and therefore improve business relationship and increase profitability.
Customer relationship management designates the establishment, maintenance, development and optimization of relations between the organization and its clients and focuses on understanding and satisfying the needs and demands of clients, elements that are placed at the centre of the business start-up of any high performing organization. In the context of current businesses, characterized by hyper-competition in all types of markets and globalization, CRM has become the successful strategy that ensures the attraction and loyalty of customers.
According to Adrian Payne, ‘CRM is a holistic strategic approach to managing customer relationships in order to create shareholder value.’ (Handbook of CRM, 2005).

[bookmark: _Hlk66993485]2.3. CRM Benefits and dis-advantages of a CRM system

Of course, there are advantages and disadvantages to this technology.
PROS:
· Helps you increase sales by optimizing 4 main factors: increasing the number of sales opportunities, the conversion rate of opportunities into contracts, the average value of a contract and the decrease of the average sales cycle
· Helps improve the quality of the sales process by constantly monitoring sales, setting personalized flows, implementing best practices at the company level, or setting targets or performance targets
· Increases employee productivity and lowers time costs, because it provides them with automated workflows, answers to frequently asked questions or best practices at the company level, all within the same system and can boost morale
· Improves customer loyalty trough exceptional experience
· Continued Touch-Points to closely review the implementation and evolution of integrating the system in the organisation

CONS:

· The initial time of implementing CRM and the time of adjustment and transitioning for the staff, as well as the mistakes made can take quite a while but as long as the management team provides support, the benefits will be well worth it
· The productivity costs of implementation of the system and the gathering of data and information
· By keeping all the customers data and information in one place, the security measures can be expensive
· It doesn’t suit every organisation
According to the 2020 Annual Report, the key priorities of the organisation were to ensure own brand great quality and value products and have good availability across product lines, and to create a store estate and online offer that customers will find it easy to shop.
The CRM blueprint offers customers trusted value and ensures the Board keeps them at the heart of every decision they make.
	Although Marks and Spencer had decreased performance and sales in the last recent years with closing of stores, an accelerating reorganisation is in place as this is vital for the ever-competitive future of the retail market. With technology flourishing and online shopping rapidly increasing, the connected retailer is taking a huge turnaround that embraces a multichannel approach: don’t lose sight of the customers and understand and engage more with them, keep up with the internet opportunities and increase online shopping and attracting new customers.
	Customer touchpoints are very important and critical for any organisation, but they often go unappreciated from the customer’s point of view.  Emphasizing furthermore, they are critical interactions, not just transactional moments and help to see the customer’s journey and vision for the future. They help the organisation track what works for customers and what doesn’t, understand their current situation, what drives them to loyalty or defection. ‘Is the first step in delivering a superior customer experience.’ (experienceinvestigators.com)
	Marks and Spencer launched the ‘Sparks’ membership loyalty card in 2015, two decades after retail supermarket Tesco had launched their Clubcard. But unlike Tesco, where customers just gather points for every pound spent, M&S ‘Sparks’ membership card went further and unlocks benefits, rewards customers with both exclusive benefits as well as personalised offers. 10 ‘sparks’ are awarded for every 1 pound spent in stores and a further 10 for the transaction but can boost another 25 ‘sparks’ when writing a review. 50 ‘sparks’ are collected when donating an old item of clothing when buying a new one.
	As a customer touchpoint, when registering for the loyalty card, the customer is required to register online and input hobbies and interests from cooking to fashion, details that then determine the types of offers and discounts that they receive.
	Patrick Bousquet-Chavanne, executive director at M&S said: “Customers tell us they want to ‘be part of something special’ and that’s exactly why Sparks is a club. (mirror.co.uk)
	In 2018, M&S announces the partnership with the data science company, Starcount, that will utilise their innovative technology and approach to predict future buying behaviour by identifying the customer’s passions, trying to understand the reason behind the M&S purchase, so that it gives the ultimate customer experience, but none the less to deliver growth and profitability.
	In 2020, under the slogan: ‘Good things happen every time you shop’, Marks and Spencer relaunched ‘Sparks’ Card as a Digital First loyalty scheme. They offer a much wider charity selection and a more personalised experience with instant rewards, eliminating the points collection and the elements that members found confusing (sale access tiers) and gave feedback on. The more customers shop, better offers unlock and selected charities receive donations. The highlight of the card is that every week one lucky selected customer will have their shopping for free. The new Digital First Scheme saw a rise of 700.000 new M&S App downloads and 350.000 existing customers shopped for the first time on marksandspencer.com, supporting the acceleration of online shopping in recent months.
	Jeremy Pee, Chief Digital & Data Officer said:
“Sparks is a vital part of how we communicate with over seven million of our most engaged M&S shoppers, and we have designed this relaunch around them. With a Digital First approach, it’s simpler and easier to use but also builds our relationship with customers through a more personalised experience. We’ve injected a new sense of excitement and value and made the features they love even better, while stripping out the points and tiers system they found confusing. It will instantly feel more rewarding, and customers can be confident that good things will happen every time they shop with us, from winning their M&S shopping basket for free on the spot, to a donation to the cause that matter most to them.” (marksandspencer.com)
In other words, the relaunch of the M&S ‘Sparks’ establishes an effective communication channel with customers that drive loyalty and engagement with the organisation.

2.4. Ethics

	Ethical conduct means knowing the difference between right and wrong and making the right decision when needed. The culture of an organization (the set of values, beliefs, ideas, behaviours or procedures in a company) is the essential factor in determining the applicable ethics rules. It is useful to note that this pre-existing culture of employees does not result from their behaviour but is defined by the vision and spirit of the organisation’s founders. Compliance with ethical norms leads to establishing and maintaining trust in the market, between consumers and the organization on the one hand and between various business partners and organization on the other.
The first limit that is automatically imposed is the law. Thus, practices related to the disclosure, violation of the rules of social responsibility, disclosure of confidential information, unfair competition, etc. are therefore regulated.
In addition, a code of ethics should be drafted and should include a number of rules reflecting the culture of that organization, but also the practices that characterize the industry of which it belongs.
Business ethics is a discipline located on the border between moral philosophy and management. It proposes a set of useful decision tools in establishing the company's strategies, in resolving conflicts between groups that interact in a business: employees and employers, managers and shareholders, local company and community, state institutions, etc. As general principles of conduct or ethical codes, ethics is applied in human resources management, crisis management, marketing communication in all its forms: branding, public relations and advertising. The premise from which it starts is that ethical management is profitable in the medium and long term.
Business ethics are not coercive in nature like legislative rules, but they outline the general directions of conduct of organizations that wish to respect moral principles in the course of the actions they undertake. Ethics exceeds the legal framework because the latter cannot include all situations in which moral rules are affected, to a greater or lesser extent.
Trust is the most important thing that customers value when speaking about the retail sector above all in general. More often, the reason that customers buy a certain brand is trust. That is why, in most recent years, the understanding of the moral criteria of business conduct is particularly important as a result of the emergence of new technologies, internationalization of businesses and the impact of different economic and social factors.
The Code of Ethics of M&S applies to everyone that works for the organisation all over the world and therefore everyone must commit to uphold the trust, responsibility and the values of the organisation whether we are talking about employees, customers, suppliers, shareholders, the environment and the community. There is a commitment and responsibility in all to protect the organisation’s reputation in every act or deed or say, which includes:
· Respecting all the applicable laws and regulations in all operating countries
· Respecting all the company’s policies and procedures
· Behaving in a professional manner with honesty and integrity
· High ethical standards to be followed when working with suppliers, third parties and agencies
· The right thing to be done whenever in doubt

2.5. Sustainability

According to The National Planning Policy Framework, sustainability is:
 ‘Development that meets the needs of the present without compromising the ability of future generations to meet their own needs. It is central to the economic, environmental and social success of the country and is the core principle underpinning planning. Simply stated, the principle recognises the importance of ensuring that all people should be able to satisfy their basic needs and enjoy a better quality of life, both now and in the future.’ (parliament.uk)
In January 2007, Marks and Spencer introduces Plan A, ‘‘committing to change 100 things over five years, because we’ve only got one world and time is running out’ to make a notable difference on their social, environmental and ethical performance, involving each and every one of the 21 million customers in the process. (corporate.marksandspencer.com)
Plan A is M&S’s method of building a sustainable business and future and fight with unpredictable environmental risks and social inequality, a journey set out to make the business more sustainable.
The issues Marks and Spencer strives to address are:
· Climate Change
· Waste & Circular Economy
· Natural Resources
· Responsible Sourcing
· Human Rights
· Community Engagement
· Responsible Marketing
Amongst the targets set out, the organisation recognises cutting carbon emissions from their operations and improve stores energy efficiency, reduce the landfill waste, reduce non-glass packaging and carrier bags, increasing sustainability sourced wood and sustainable fish and obtain Palm Oil certificates, raise money for community initiatives, to become the UK’s first retailer using Fairtrade certified cotton clothing and to support healthy eating with new products.
According to Elias Jahshan in an article for the rettailgazette.co.uk, in September 2019, Marks and Spencer and Tesco come situated as the second and fourth from all the retailers in the UK regarding climate-related sustainability. (rettailgazette.co.uk)
The Plan A Journey to make the organisation sustainable, even if at the time it wasn’t called this way, started in the 1800’s with philanthropy, in the 1900’s with community investment and CSR up until the 2000’s when the company took pledge for the Plan A with the first 100 commitments, then in  2010 to achieve another 180 commitments and with the promise that by 2030, Marks and Spencer to have zero carbon, zero waste and to be fair and healthy. (corporate.marksandspencer.com)
Over a decade ago, Marks and Spencer took the commitment to reduce as much as possible the footprint that the organisation has on climate change and they were proud to announce that in 2012 they were the first major retailer to become carbon neutral but are also helping their suppliers and customers to reduce their carbon print as well. Furthermore, being aware that there is still much more to accomplish, the company is not complacent and knows that customer’s trust in the brand will be even higher and new customers can be attracted and long term shareholder value created by conducting ethical and sustainable policies like these.
In comparison, according to the Little Helps Plan Report for 2019/2020, Tesco’s carbon footprint is a high ambition but nowhere near being zero as this target is set for 2050. The targets are as follows: reduce carbon emissions of 35% by 2020/2021, which they have accomplished, 60% by 2025 and 100% by 2050. Investments need to be made and this can be considered as a disadvantage as more of the revenues go into modernisation, equipment, and action.
Customer relationship and customer experience are notions that differ from one organisation to the other but keeping in the account as the base line that all want to give the best one by far as these notions can create long term shareholder value. In every good customer experience, there are six universal criteria that are called The 6 Pillars of Customer Experience Excellence.
Personalisation is the first pillar and studies the specific needs of a customer by interacting with him/her according to those needs and creating an emotional connection, making the customer feel unique and appreciated for their custom. Being altruistic as an organisation and looking to see from the customers point of view what matters for them, empowering and training the employees so that they can handle any situation makes customers feel as they are listened as an individual and nothing is too much for their request/problem to be solved. 
By investing and implementing in the enterprise systems and ensuring that all data is available across all functional levels and management hierarchies, Marks and Spencer eliminated a lot of problems caused by multiple information systems and created a standard data structure that allows them to be informed on all aspects of customer experience and address any issue beforehand.
Time and effort are two notions very important to customers in this fast-moving era, therefore simplicity should be the key to success as no one wants to feel frustrated by unnecessary obstacles or bureaucracy in their way. 
The third pillar is underpinned by expectations, by knowing exactly what the customer expectations are. A thriving organisation in this criterion needs to be clear and consistent in the product/service they provide to customers but as important it should be extremely organised and motivated. Marks and Spencer own brand cannot be compared (quality or price) to any other brand and is unique by quality and expectations as they always deliver and exceed. They don’t claim that their products are cheaper but they definitely are ‘this is not just food, this is M&S food’.
Integrity. Being able to present yourself as a trustworthy organisation and to be able to demonstrate that your interest is more than profit and to act competently is something that the public will take interest in and can contribute to the brand image that you want to create. The company is very transparent with all their action plans and achievements and release a Plan A Report every year, so everyone has access to it.
Resolution is an art. The ability to turn an initial bad customer experience into a better one, going that extra mile and offering sincere and warm apologies is what resolution is all about. You need well trained employees that are dedicated to the company as well as the customer.
The last but not the least important pillar is empathy. Empathy is the ability to see the problem/concern from the customers point of view and to be able to take the right emotional decision. Customers don’t want sympathy but the assurance that things will be dealt with quickly and effectively. With the new implemented technology system that incorporates all customer data from Sparks Loyalty Cards, online shopping, suppliers, etc., the employee answering a customer query, regardless of what that might be and on what kind of channel, has all the data available to assist before the customer even asks the question and gives excellent customer experience.
As Archie B. Carroll suggests in his paper "The pyramid of corporate social responsibility: towards the moral management of organizational stakeholders"(1991), total social responsibility has four components: 
· Economic: to make a profit, the foundation on which all other responsibilities are based. 
· Legal: to comply with applicable laws and regulations.
· Ethical: do the right thing, what is just and correct and avoid evil and damage.
· Philanthropic: contribute with resources to the community and to improve the quality of life. (Carroll, A. B., 1991)
These four components form the pyramid of the company's social responsibility.
The pyramid and its responsibilities represent long term commitments and is an adaptable basis for future generations of stakeholders. 
M&S’s Plan A blends all the CSR activities which they undertake: targets, effects, activities and accomplishments.
Regarding the economic responsibility, Marks and Spencer includes employees and customers as shareholders.
From the legal point of view, M&S carries out legal activities under the government’s laws and regulations.
Ethical activities are emphasized by the organisation as it makes efforts to help suppliers cut costs and increase efficiency.
Philanthropy is important for Marks and Spencer and they take care of the community welfare and charities.




2.6. Quality

According to W. Edwards Deming, an US business consultant and statistician, the father of Modern Quality Movement, quality is about people and not products as defined by the satisfaction of the customers. Quality, he adds, is multidimensional and dynamic, depending on each individual customer expectations and needs, therefore the customer’s definition of quality is the only one that matters. (slideshare.com)
Juran’s definition of quality is ‘fitness for intended use’ and that can be interpreted as meeting or exceeding customer expectations. There is no advantage in meeting a customer’s expectations. Exceeding those expectations will make the customer come back and tell his/her friends about the product/experience.
Crosby’s quality definition is ‘doing right the first time’ and includes four principles: 
· The first absolute as in conformance to requirements
· The second absolute which is prevention
· The third absolute that requires performance standard with zero defects
· The fourth absolute which shows that the measurement of quality is the price of nonconformance (qualitygurus.com)
Quality has four dimensions: quality assurance, quality control, quality monitoring and total quality management. Each of these facilitate the measurement of customer’s expectations.
Quality assurance is described as the entire quality system from suppliers to the ultimate customers of the products/services. For Marks and Spencer, quality assurance is to reassure customers and stakeholders that their products are safe and sourced with integrity, they have high quality and accurately respect the claims that are made, protecting the brand integrity and maintaining customer trust. The Food Quality Code of Practice outlines specifications and standards of their own brand quality requirements and is paramount for the organisation.
Quality control emphasizes on the process of manufacturing a product/service with the scope of eliminating defects. Marks and Spencer operate rigorous quality management systems and on-site audits operate and test products.
Quality monitoring is about the journey of a product/service and not the end, but also applies to analyse the quality of the customer service, as just one interaction between the organisation and the customer can keep or break the relationship. By adopting this strategic process, an organisation can make better decisions, give better services and improve processes.
Quality monitoring in Marks and Spencer was as a big change, in a business with more than 700 shops in UK and Ireland, started in 2013 after listening to customers and their expectations in order for the organisation to take the lead again. Customers were comparing M&S to other high street retail organisations and they were complaining and feeling frustrated that the shopping experience wasn’t 100% as either they couldn’t find the product, couldn’t find anyone to help and direct them in the right direction and the shop environment a bit bland. The feedback was that they just want friendly, helpful and knowledgeable people. So Marks and Spencer started the change with finding the definition of excellent customer service, ‘Our service style’ that consists of four elements: be positive, be determined, take ownership and responsible and be respectful. 
The first step was to engage the HR department as to see if they were hiring the right people, individuals that wanted to be friendly, helpful and well-informed. They then build a framework which took the raw talented employees and trained them so that they match the M&S brand. Additionally, they created a new floor position called Coach that serves as a role model/trainer for employees on the shop floor so that employees deliver the appropriate customer service. There is also a rewards scheme through which great service is recognised and awarded and identification of employees who need more training is in place.
To quality monitor what was implemented, the mystery shopper was put in place, customer satisfaction surveys both in shops and online, and a customer insight unit but more that all these, employees are encouraged to speak more with customers so that they can deal with the issue right then and there.

2.7. Segmentation

Market segmentation refers to the process of dividing the target market into groups and customer segments, according to several criteria like demographics (age, gender, etc.), geographic, psychographics (lifestyle, behaviour). A well-crafted segmentation will give the right answers to the organisation’s questions about the customers they want to serve and the characteristics of the market they want to activate. Dividing the population intro segments allows organisations to properly and accurately target them, a process known also as STP marketing strategy (Segmentation, Targeting strategy and Positioning). (mbaskool.com)
The Marketing Mix is a well-designed strategy for companies to use and although it has a basic mix of elements, it can be very complex.
The 4 P’s Marketing Mix, as created by E. Jerome McCarthy in the 1960’s, has at the centre the Target Market and to reach that, one must mix the product, price, place and promotion together to boost brand recognition and sales.(E. J. McCarthy, 1960)
Regarding Marks and Spencer’s product, either we’re talking about their clothing products or food products, high quality is the first that comes in mind, developing a very strong brand image in the minds of people. First-class quality, with no rebate, reliability, sustainability and the variety of styles, M&S never compromises and delivers all these factors to customers, therefore in exchange for their loyalty.
Price in Marks and Spencer is medium to high, reflecting the quality the brand offers and targets a specific segment of customers. But if the high quality is with no doubt the same every time they shop, customers will remain loyal and even recommend the brand to friends and family. 
The place or distribution of their products is widely available throughout UK and all over the world, in the stores they have but online as well, available for Click & Collect or Home Delivery by Ocado, through the partnership they made not long ago.
Marks and Spencer use all the marketing tools to make customers acknowledgeable of promotions/communications of their products: advertisements on TV, social media and internet, newspapers and magazines and their own brochures, free to take in every store. 

3.0. Conclusion

CRM systems are a well-integrated strategy in most organisations these days, whether small or large, as they provide countless advantages for the business, customer, employee, and shareholders, creating a more personal relationship with each and everyone of them. The system allows the organisation (employees) to get to know and understand each customer individually (shopping preferences and interests, feedbacks) and address any issue even before it becomes a complaint.
By implementing Starcount’s CRM technology in 2018, which comprises all the data and information of its customers and is available at any time to the customer services employees in addressing any matters, Marks and Spencer gives top of the class customer service, reduces errors due to misinformation, keeps good track of the existing clientele and identifies potential customers.
Customer touchpoints are of extreme importance and M&S acknowledge that and always follows up on customer purchases and are implemented in the ‘Sparks’ Rewards Card, this way customers feel appreciated and important when asked for feedback and know that their opinion matters.
The advantages of an effective integrated CRM strategy are, without any doubts, short term and long term for all parties involved, but especially for the organisation to be one step ahead of its competitors.
Ethics, sustainability and quality are of maximum importance and urgency for Marks and Spencer as they sell products that no other retailer does and is their own brand. They are strengths, developing Plan A commitments and making public reports. This way the company only improves their image, their trust and reliability in taking the right decisions, the brand increases in customers and revenues, the employees feel happy, responsible and share the organisation’s culture giving excellent customer service.
Segmentation is a big part of the strategy as it narrows down the large and diversified market of existing and potential customers and gives them specific promotional information (product, price, availability) depending on age, gender, income, lifestyle, values, etc.

4.0. Recommendations

Because Marks and Spencer sell a wide range of own brand products, whether it’s clothing or groceries, the organisation has a big advantage over it’s competitors. They could focus and emphasize on the highest quality, affordable prices and uniqueness of the products and target a younger customer segment (under-represented) of the market which could also improve on the old-fashioned supermarket vision that they own at present.  Evaluating the market potential, fresher, newer and younger fashion clothes products could be added and with the right promotional strategy like social media and internet, attract the younger generation.
In the present global context, in the era of high technology and a huge online presence, and especially over the last year with the pandemic, Marks and Spencer should take advantage and create and implement a more aggressive campaign on social media, like Facebook and Instagram, as this will be the strategy that will make the difference between the organisation and its competitors.
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