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This report examines and evaluates the success of Customer Relationship Management within Marks and Spencer of the Plan A strategy. Research shows this system has had a major improvement with its customers. The combination of Starcount and the Geneysys Platform has improved customer experience across all channels. Having good Ethics and Sustainability is beneficial to the customers giving excellent service and quality. However, there are some disadvantages to the customer with the closure of stores and some price increases. Marks and Spencer undertake Quality Assurance following Codes of Practice and maintaining the trust and loyalty of customers and staff. The target market segmentation of the organisation is women 35-50 plus age range and customers of middle to high class. Recommendations for the Chief Executive Officer are to focus on bringing customers back in store once the pandemic is over by improving the layout of stores and focussing on the target segment areas such as children’s clothes being at the front of the store and advertising teenager’s clothes showing younger models at the forefront. Improving the Sparks mobile app, prompting customers of the offers that are personal to them once they enter the store.
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[bookmark: _Toc64413629][bookmark: _Toc66185165]1.0 Introduction.

This report has been requested by the Chief Executive Officer of Marks and Spencer on the 11thJanuary 2021 and is written by Tracey Williams Marketing Research Officer and will be submitted on the 19th March 2021.The purpose of this report is to examine and evaluate the success of Customer Relationship Management within Marks and Spencer and if the organisations new strategy Plan A- People, Products and Planet deliver on CRM. This report will investigate the customer relationship experience of Marks and Spencer and looking at the benefits and dis-advantages of a C.R.M. system. Critically discussing the ethics, sustainability and quality policies and practices that Marks and Spencer has and how the organisation engages with segmentation. The current problems already identified are competition and customer online activity. The report will be looking at the partnership with data science company Starcount to see if it has enhanced customer understanding and insight through personalisation of Marks and Spencer loyalty and Customer Relationship Management programmes. The findings will be researched through resources such as textbooks, journals, newspaper articles and the internet to help with the report to analyse the difference between them. The research method will be based on secondary research methods only.
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[bookmark: _Toc64413631][bookmark: _Toc66185167]2.1 Organisation Background. 
Marks and Spencer began in 1884 and over the years have grown from a market stall to a well-known British retailer not only in the U.K. but internationally.                                                                 The 2019 strategic report states that Marks and Spencer operate a family of accountable businesses including Food and Clothing & Home, using the M&S own-brand model, focused on delivering quality products at great value for money. (Corporate. Marks and spencer.com). The company has internal and external stakeholders, the Internal are owners, management, employees, and shareholders. Whereas the key external sustainability stakeholders range from Greenpeace and WWF to Peta and Compassion in World Farming, the company engage with wider stakeholders including investors, building partnerships and collaborations. (Grayson, 2011, pp. 1017-1026).                                   Wunsch (2020) reports as of 2020 Marks and Spencer has 481 stores located around the world and has increased worldwide revenue growth year-on-year reaching almost 10.2 billion British Pounds. However according to O’Connell for the BBC news (2020) M&S sank to the first loss in 94 years as a publicly listed company as the coronavirus crisis hits trading. The retailer made a loss of £87.6m with clothing being one of the major sales impacted.  Statistics show that from 2017 to 2020 Marks and Spencer market share dropped from 3.3% down to 3.1% a decrease of 0.2%.  (Wunsch, 2020). Steve Rowe CEO states “In a year when it has become impossible to forecast with any degree of accuracy, our performance has been much more robust than at first seemed possible”. (Corporate. Marks and Spencer, 2020). In August 2020 Marks and Spencer and Ocado Group became joint owners of Ocado Retail, for the first time ever customers can now have M&S products delivered online as part of a weekly shop.
[bookmark: _Toc64413632][bookmark: _Toc66185168]2.2 Benefits and Dis-advantages of a C.R.M. System. 
“Customer Relationship Management (CRM) refers to applications that businesses can use to manage all aspects of customer encounters. A CRM system can include everything from technology for gathering data from cold calls in field sales to self-service Web sites where customers can learn about and purchase products to customer analysis and campaign management systems”. (Robinson, 2000).                                                                                                                                                                        The benefits of Customer Relationship Management to organisations are, better customer service by managing all contacts and important information ensuring employees have this to hand when dealing with customers. By analysing all the sales data in one place can potentially increase sales and productivity, higher productivity and efficiency shows the business processes are working and where improvements could be made. Centralised database of information, this shows what products the customer is interested in and improved customer segmentation enabling the organisation to sort contacts by age, gender, location, and buyer stage etc. (Kuligowski, 2021).                                 Customer Relationships is important in establishing a good relationship with a customer to ensure they return. Essentially customers need to have satisfaction, trust, and commitment from an organisation to become loyal. Customer Relationship Management is crucial to driving people onto the Marks and Spencer website and into the stores and to retain existing customers along with gaining new ones. The changing patterns of market dynamics makes CRM essential to the organisation.                                                                                                                                                                   In 2018 Marks and Spencer appointed data science company Starcount to enhance customer understanding and insight through personalisation of M&S’ loyalty and CRM programmes including M&S’s Sparks Card. Starcount will use its pioneering and innovative approach to work out the customers’ needs and wants in order to predict future buying behaviour. (Corporate. Marks and Spencer, 2018). According to Valentine (2020), 2020 saw the relaunch of the Sparks Card, the customers can now download the card to their phone linking it to the online account. M&S say that using digital touchpoints will build relationships with the customer through a more personalised experience.                                                                                                                                                           The company replaced its legacy contact centres with a Genesys Platform, this linked everything together for a single 360-degree customer view, with the combination of contact centre specialist Anana this ensured better customer experience across all channels including emails, voice, social media, SMS, parcels and mail, web chat and web engagement. In the first four months there was a considerable increased revenue with the web chat. (Genesys, 2021). 
Sainsbury have been part of Nectar since 2002 and showing how important rewarding loyalty to customers, the company bought Nectar in 2018. Customers can still spend rewards from Nectar partners as well as spending them instore or online.                                                                                 Sainsbury benefits from a Customer Relationship Management system, by working with Engage Hub it installed an Interactive Voice Response (IVR) system meaning customers can get answers without relating to a customer services representative making it quicker and more efficient for customers and instore staff. Paul White concluded that “IVR provides us with the flexibility we require to deliver a service that meets evolving customer needs, behaviours and expectations”. (Digital strategy consulting, 2018). Sainsbury wanted to make it more personal, working with Aimia it distributed personalised offers around the store to customers mobile phones. Aimia also introduced a series of one-second surveys as customers left a store to see if the shopping experience was satisfactory. Aimia established a tailored IOS mobile app, Smart Offers app, and micro-location which is used to recognise when a customer is outside, entering or walking around a store to trigger offers. Results showed it had high customer appeal and visits were up 8.2% and sales 6.6%. (Marketing Week, 2018).                                                                                                                                                                   Comparing the two organisations both are benefiting from Customer Relationship Management. Marks and Spencer more online but that could be down to the pandemic with instore shops only selling food. Whereas Sainsbury is gaining more customers instore through the new IOS app.                                                                                                                                                              The disadvantages of Customer Relationship Management systems are having data integrity issues, over-budget, and technology limitations. Staff resisting the cultural change and some too reliant on it which can cause dissatisfied customers. Customer privacy issues and laws in the finance and health sector regarding how and where data can be used.                                                                                                                                                                                                                                                             
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“Ethics can be defined as the critical, structured examination of how we should behave- in particular, how we should constrain the pursuit of self-interest when our actions affect others. Ethics involve looking at particular norms and values and behaviours and judging them, asking whether various norms and values are mutually contradictory and asking which ones matter more in what sort of situations”. (MacDonald, 2010).                                                                                                                            Ethics is only possible because we can act against our nature, based on our conscience. It stops us from simply describing what is likely to happen and allows us to make judgements about what should happen. It is comfortable, safe, and pretty common to do what has always been done- pass responsibility onto others or stick with the status quo. (Ethics.org, 2021).                                        However according to Bycel (2013) there is not a definitive answer because there are no right and wrong answers. It is about the beliefs and principles of people and how they decide which interactions with others they believe are right or wrong.                                                                                          Marks and Spencer core values are Inspiration, Innovation, Integrity and In Touch. The Code of Ethics (the “code”) outlines the standards and behaviours that help to strengthen the culture of the organisation. All colleagues are expected to uphold these high standards wherever in the world the business is conducted, ensuring honesty and integrity is maintained. Protecting the company’s reputation means everyone must comply with the laws and regulations by being professional at all times, following company policies and procedures, and ensuring high ethical standards are maintained. (Corporate. Marks and Spencer, 2021).                                                                                   The benefits of having Ethics to the organisation are increasing the company’s reputation which can acquire new customers and build customer loyalty. Retaining skilled employees, providing a positive work environment, motivated staff work more efficiently and establishing good relationships with co-workers. Avoiding legal problems by complying with the laws and regulations. Investors who want to be associated with ethical organisations all these benefits can help establish a positive reputation which can increase sales leading to higher profits.                                                                                                                                   “Good ethics make good business sense”. In a recent survey with Environics International 25,000 people in 23 countries; 50% said they pay attention to the social behaviour of companies. Policies and actions are under constant scrutiny and assessment by those who can make or break a business. Can you afford not to do the right thing? (Lowe, 2021).                                                                                                                         However, the disadvantages of Ethics to the organisation can be not having full support of management in different departments causing confusion in the workplace. Updating ethic policy changes and laws can be time-consuming, and administrating company financial and personnel resources can be costly. (Root, 2019).                                                                                                            “For many companies most ethical problems that arise in the global environment arise in the domestic environment too. These issues are in all functional areas of the business: marketing. Productions/operations, finance, accounting, and management. These issues concern the fair treatment of stakeholders- employees, customers community, and competitors and involve product safety, human research management, human rights, environmental problems and so on”. (Carroll and Brown and Buchholtz, 2017, p. 308).                                                                                                                                                                           The benefit to the customers can be excellent customer service, quality products and making the customer feel valued and appreciated. Providing what the customer needs and giving clear and accurate product and service information to allow customers to make informed decisions.              The disadvantages to the customers are the closing of stores not everyone enjoys shopping online and many prefer face to face interaction, and the expense of following some ethical protocol can lead to price increases.
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“The definition of Sustainability is the study of how natural systems function, remain diverse and produce everything it needs for the ecology to remain in balance. It also acknowledges that human civilisation takes resources to sustain our modern way of life”. (Mason, 2021).                            Sustainability means meeting our own needs without compromising the ability of future generations to meet their own needs. Sustainability is not just about the environment it is about needing natural, social, and economic resources. (Mcgill, 2021). 
John Elkington introduced the Triple Bottom Line in 1994, it is a sustainability framework that examines an organisation’s social, environment and economic impact. Supposedly offering a radical new way forward to encourage businesses to focus more on improving people’s lives and the health of the planet rather than on profit. (Elkington, 2018). Yet twenty-five years on there have been some successful sustainability goals but our climate, water resources, oceans, forests soils and plants are all constantly threatened.  
Marks and Spencer have several policies relevant to Modern Slavery these include Human Rights, Code of Ethics & Behaviours, Confidential Reporting Procedures aimed at colleagues and other workers in the supply chain, Grievance Policy for Clothing, Home and Food supply chains an effective remedy of human right issues. Global Sourcing Principles (GSP) have applied to suppliers and franchise partners. (Corporate. Marks and Spencer, 2020). The Plan A sustainability transformation plan is a framework bringing together individual business unit strategies and with help from external partners offering solutions to issues, now the organisation has a better understanding and has assisted in inspiring customers. Organisations such as WWF has helped to tackle environmental issue associated with water, cotton, wood, fish, and sourcing of palm oil. Oxfam is helping encourage clothes reuse and recycling through Shwopping. 
Sainsbury’s sustainability plan consists of five core values, Best for Food and Health, Sourcing with Integrity, Respect for our environment, making a positive difference to the Community and A Great Place to Work. The sustainability standard sets out key areas of social, environmental, and economic performance. The company has pledged to become Net Zero across operations by 2040 and are the first retailer to achieve Zero waste to landfill. (About. Sainsbury, 2020). 
One advantage to having sustainability policies is it gives the organisation the opportunity to surpass the competition and gradually sustainability will become a factor in influencing the purchasing decisions. (Tarantino and Cernauskas , 2010, Chapter 9). 
However according to Cohen et al (2015) “Too loose boundaries of sustainability leave decision makers at a disadvantage as they try to understand how and what to manage to improve their sustainability performance”. Sustainability metrics must be further developed and codified by governments and their validity, reliability and accuracy will require the same system of audit and control as the financial data of publicly traded corporations are subjected to.
Archie Carroll produced a Corporate Social Responsibility Pyramid in 1991, it is a four-part framework that includes economic, legal, ethical, and philanthropic responsibilities. Starting from the bottom is economic this is a foundational requirement in business, moving up to the legal responsibilities this shows that the business is abiding by the laws and regulations. Then onto ethical, businesses have the obligation to do what is right, just, and fair to avoid harm to all stakeholders. Finally, the top one is philanthropic responsibilities, businesses are expected to be a good corporate citizen contributing financial, physical, and human resources to the local communities. (Carroll, 2016). Applying Carroll’s Pyramid (1991) to Marks and Spencer the Economic responsibilities would be to the stakeholders and shareholders of the organisation and also the Plan A strategy and being more eco-friendly by changing package materials. The Legal responsibilities are the company must comply with the laws and regulations of the Government and other regulators. The Ethical responsibilities apply to societal expectations, making moral decisions that will impact the business customers, employees, and the environment and consumer perception and word of mouth have a huge impact on the organisation, and it is one of the most important responsibilities. The top one is Philanthropic responsibilities these would be the contributions from Marks and Spencer given back to the local communities that support them. These include foodbanks and local charities and organisations for example Shelter, Stephen Lawrence Charitable Trust, Oxfam, Macmillan cancer support and many more.
In a world where there is concern over climate change and global warming not to mention the Covid-19 pandemic, having good ethical and sustainability behaviours at Marks and Spencer will have a positive impact on the Customer Relationship Management. Having these policies in place will not only benefit the organisation but also the customers. Any organisation that sells products that help the environment will appeal to most individuals including employees, stakeholders, and new investors.                                                                                                                                             According to Jo Daniels, sustainability manager for M&S “Implementing sustainability requires leadership. It requires companies to understand its key priorities, its customers’ expectations and how delivering on those will create value for the business particularly with customers”. Customers expect Marks and Spencer to do the right thing, therefore it is the companies’ duty to do that in a way that conforms with the customers. (Hobbs, 2017).
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Quality refers to how good something is compared to other similar things. In other words, its excellence. (Market Business News, 2020).                                                                                                             There are four stages of Quality Management they are Quality Monitoring which is testing of finished products, Quality Control- testing the process to identify weak points and identify corrective measures that minimises waste and operates at high levels of productivity. Quality Assurance- is assuring the quality of the products and services are to ISO (International Organisation for Standardisation). Edward Deming (1950) PDCA Model (Plan, Do, Check, Action) would work well for organisations to continually improve products and processes in a continuous feedback loop.          First is Plan, identifying and understanding the problem or opportunity. Second is Do, once identified, test it with a pilot project. Third is Check, analyse the results of the test to assess if the idea was a success. Fourth is Act, this is implementing the solution and for continued progress keep processing the cycle. (Mindtools, 2021). Total Quality Management is all members of the organisation participate in improving processes, products, services, and the culture in which it works. Dr Joseph M. Juran quality management approach is based on three key principles, the first is application of the Pareto Principle- small percentage of root causes in manufacturing or severe processes that account for the largest effect in terms of defects or costs. The second is Management Theory- this involves a change of thinking away from the focus on the quality of the end product and expanding quality management principles to service relate processes. The final principle is the Juran Trilogy- three elements are quality planning, quality control and quality improvement. (Juran, 2020). 
Marks and Spencer undertake Quality Assurance to support Customer Relationship Management, following codes of practice and input product specification data into FIND (Food Innovation Database). This ensures that the company’s Stage and Gate Framework product development process is met and assuring the high-quality products that the customers expect. Suppliers must notify if any issues or concerns arise, and must respond to any customer complaints. This is a crucial part of Customer Relationship Management in maintaining the trust and loyalty of the customers as well as the staff. (Corporate. Marks and Spencer, 2021).
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Segmentation means to divide the marketplace into parts, or segments, which are definable, accessible, actionable, and profitable and have a growth potential. It needs to have a definable segment- a mass of people who can be identified and targeted with reasonable effort, cost, and time.  (The Economic Times, 2020).
Market Segmentation is the process of splitting customers or potential customers, within a market into different groups or segments. (McDonald and Dunbar, 2012). 
Marks and Spencer’s ambition is to create a personalised marketing plan for each customer. Therefore, it developed a best-in-class targeting eco system that integrates channels, touchpoints, teams, and technology. Improving the targeting engine and allocation model behind the rewards, segmentation was developed that classified customer offer take-up by pricing and promotion. The programmes plan of action is to manage huge levels of engagement. (Campaignlive.com, 2018).        The organisations target market segment is family age customers who expect high quality products, and which are ethically and sustainably sourced. Relating to women between thirty-five to fifty plus age range for the clothing department but are looking to target younger age groups. Also, the company target customers who are in the middle to high class range.                                                                             However, the perception of the public is that Marks and Spencer do not offer clothes to the young and teenagers. (Shaw, 2020).
The marketing mix includes any and all elements that may potentially satisfy the consumer and over which the organisation has some level of control. Underlying the market mix definition is the unspoken (and sometimes forgotten) assumption that satisfied customers are potential repeat customers who may eventually enter into lasting relationships with the organisation. By ensuring satisfaction and quality in every encounter, the organisation has taken one essential step toward retaining the customer. (Brown et al. 1991, p. 24) 
The 7ps model was originally devised by E. Jerome McCarthy and published in 1960 in his book Basic Marketing, A Managerial Approach, these are Product, Promotion, Price, Place, People, Process and Physical Evidence.
The 4ps were designed at a time when businesses were more likely to sell product rather than services and the role of customer service in helping brand development was not so well known. (Hanlon, 2019). Looking at Marks and Spencer through the 4ps:                                                              Product. M&S sell ethically and sustainably sourced products including food, clothing, and homewares. Having a reputation of high-quality products, the clothing ranges from men, women, and kids and these include footwear, handbags, and lingerie. The company has famous brands for women Indigo, Twiggy and Per Una to name a few. The food and wine section ranges from lunches, dinner, main courses, wine, and starters etc. 
Price. Marks and Spencer have a reputation for high priced goods because of the high quality. But because of the increased competition from big retail companies and online retailers, customers can now have a more competitive price range and offers.
Place. The organisation has 1,519 stores across 62 countries and 44 websites globally. All products can be bought in local currency while purchasing online.
Promotion. Marks and Spencer advertising campaign is with digital marketing and in store strategy. The organisation uses Tv ads, mobile ads, print media and social media to promote the products and offers on sale. One of the main promotion campaigns is through the Sparks loyalty program where the customer is rewarded with points and can give feedback and reviews which result in tailor made offers.
These help Marks and Spencer to engage with its customer relationship not only benefiting the organisation but the customers also.                                                                                                               The loyalty ladder is a relationship marketing concept that sees the level of loyalty a customer has with the organisation. There are 5 levels, starting from the bottom is Prospect this is when someone is interested in what the organisation has to offer but has never purchased. This is when Marks and Spencer should engage with the potential buyer providing the information needed to transform them into a customer. Moving up the next step, Customer, this is when the person has made a purchase for the first time and when the relationship starts to form and the building of trust in the organisation so the customer will return. When customers repeatedly return these become Clients which shows that the organisation is doing something right. Regular communication is key at this stage promoting the quality of the products and service and listening to the individual needs of the customer. The Supporter stage is when clients are engaged in the company and would recommend the brand of the organisation. Finally, the Advocate stage, once a strong relationship is built the supporter will have trust in the products and services of the organisation and will promote and recommend to potential clients.
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 3.0 Conclusion. 

This report concludes that Marks and Spencer Customer Relationship Management System has had a major improvement on the relationship with its customers. Appointing Starcount to enhance customer understanding which helped relaunch the Sparks loyalty card giving the customer a more personalised experience. The combination of the Genesys platform and contact centre specialist Anana saw improved customer experience across all channels and increasing revenue within the first four months. Having the CRM system in place Marks and Spencer have benefitted more online recently but that could be to do with the current pandemic and the shops only selling food. The organisation could develop more offers to encourage people back in the stores when they re-open. Having good ethics not only increases the organisations reputation but can acquire new customers and build customer loyalty. Ensuring all members of staff follow the company’s policies and procedures maintaining the high ethical standards and providing a positive working environment will keep staff motivated and work more efficiently. Benefits to the customers are having excellent service, quality products and feeling appreciated. Sustainability is also an important policy to have, and Marks and Spencer have several including Human Rights and Code of Ethics and Behaviours to name a few. Customers like to know that the organisation is doing the right thing to help the environment this is vital to the relationship. To support Customer Relationship Management Marks and Spencer undertake Quality Assurance, following codes of practice ensuring high quality products that customers expect. The organisations market segment targets women of fifty plus and also family age customers examples men and women with children. However, there are gaps in these target areas focus being on women of all ages and teenagers.
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The recommendations suggested to the CEO will be to focus more on in store, with the closures because of the pandemic once the stores re open the organisation needs to improve the layout of the stores focusing on target segment areas such as children’s clothes being more at the front of the store. The perception of the general public is that Marks and Spencer do not offer clothes to the young and teenagers, this needs more advertising showing younger models at the forefront. Improving the Sparks loyalty mobile app, prompting customers of the offers that are personal to them once they enter the store.
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