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	Marks and Spencer (M&S) is a world-class multinational retailer with its head office in the United Kingdom, founded in 1884. Its main business lines are domestic, clothing, and food. (Team, 2025) M&S employs more than 63,000 people and has a multi-channel presence, including both physical locations and online operations. Its history and broad product range enable it to offer a wide range of clients. Marks and Spencer. (2024) The Sparks loyalty programme of M&S is a key element in data and customer relations. Strong targeting across digital and physical channels is facilitated by the extensive exchange of data between Sparks and its customers. By assessing customer behaviour, M&S improves customer engagement and encourages loyalty by offering tailor-made offers, locally relevant rewards, and real-time-oriented communication. The CRM strategy of M&S focuses on this hyper-personalisation and seamless integration of data at all touch points. The company uses sophisticated processes and predictive modelling to translate consumer education into online and in-store conversation marketing. Value exchange is reinforced: 'You give us the data... we improve and reward your experience. M&S is strategically prioritising digital transformation, the expansion of omnichannel, and cost reduction. In addition, it is investing in supply chain efficiency and is using consumer data to guide marketing and merchandising. (Calnan Holland, 2025).
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	Introduction


This report analyses Mark and Spencer's strategy in a fast-changing retail environment, explores how the company uses data and customer relationships to drive performance, and assesses the financial results of this work, while also revealing important conclusions and tactical suggestions to increase customer value and foster long-term growth.

Understanding the effectiveness of Marks and Spencer's organisational decisions and customer relationship management approach is essential as the company continues to evolve into a more digital and customer-centric retailer. (Morag Foudy, 2025).
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1.1 The company’s historical development and evolution

 M&S was founded in 1884 by immigrant Michael Marks, who moved to the North of England and managed to set up a store in the Kirkgate Market in Leeds. Don't ask for the price; say a penny is how he built his success, coming from a background of little money and poor English. Thanks to this simple idea and his hard work, his shop, which sold basic household items, grew rapidly. To help fund his growing business, Michael teamed up with Tom Spencer, a warehouse manager at Dewhurst Wholesale. This partnership resulted in the establishment of Marks & Spencer and its first Penny Bazaar on 28 September 1894. (Marks & Spencer,2024a)
Marks & Spencer expanded rapidly, reaching 36 Marks & Spencer Penny stores by the end of 1903--24 market stalls and 12 department stores. Marks & Spencer became a limited company the same year. After eleven years with the firm, Tom Spencer retired in 1903 and died in 1905. Michael Marks died in 1907, two years after. In 1912, the executor of Tom Spencer, Sr. was William Chapman. Michael Marks' son, Simon Marks, and Tom Spencer, Jr. were named as co-chairs of the committee, as senior purchasing representatives and junior executives. After a competition, in 1917, Marks & Spencer appointed Simon Marks as its chairman. Israel Sieff, a childhood friend who became the director in 1917, worked closely with Marks. Sieff became chairman on 8 December 1964, following the death of Marks at his work site. The nickname Penny Bazaar was gradually abandoned in the run-up to World War I, as rising inflation and shortages of materials made it impossible to keep prices at a penny a penny. After the war, the company began to focus on selling clothes and food instead of small items. Marks & Spencer was set up in 1926 as a joint-stock company to fund these new ventures. Supermarkets are new outlets built and existing outlets upgraded and extended (M&S, 2024), and the company we all know today began to take shape. (Marks & Spencer, 2024a)


1.2 Its current market position: market share, growth or decline trends, market performance.
 
With food & fashion and home & beauty business ahead of budget, M&S had a strong business momentum as it entered the new financial year. Their long-term plans remain unchanged, and their strategy remains the same. To increase productivity and profitability before investing in new capacity, they will be increasing the efficiency of supply and optimising the use of existing network capacity. (M&S, 2025)
It is no surprise that Marks and Spencer continue to be popular with British shoppers, covering most of the retail landscape. From fashionable clothes for all seasons to limited edition holiday gifts, retailers know how to keep consumers in their shops and online all year round. (Statista Research Department, 2025).

1.3 The organisation’s mission statement and how it reflects its values. 

One of Marks and Spencer's mission statements is “To bring the magic of M&S through exceptional quality, value, service and innovation to every customer, whenever, wherever and however they want to shop with us.” (Team, 2025b)


	
	
	
	The commitment of the company to providing outstanding products and services is underlined in its Mission Statement. Its values of customer experience and multi-channel strategy, product quality and innovation, value-added, reputation and confidence, and sustainability, as a pillar of the strategy, are all reflected here. They demonstrate quality, sustainability, and confidence by not only producing goods but also managing their lifecycle, with the recent announcement of a clothing repair and alteration service. (Guardian staff reporter, 2024).
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2.1 Identify and critically describe the role of data collection, analysis, and evaluation in developing ‘Sustainable Customer Marketing Relationships’. Relevant examples from ‘M&S Food’ to illustrate your discussion.
Sustainable customer marketing in retail food markets relies on the ability of the company to understand, anticipate, and respond to customer needs over time. (Payne & Frow, 2017). For M&S, this depends primarily on continuous data collection, advanced analytics, and evidence-based assessment, which enable the company to build long-term customer relationships based on personalisation, relevance, and value. (KPMG, 2022; M&S, 2023).
 The types of customer data collected by M&S Food include transaction data, which covers when, where, and how customers purchase goods. This includes information at the product level from online and in-store purchases. (M&S, 2023; Deloitte, 2023). Behavioural and engagement data from the M&S Sparks loyalty program. Online delivery options, coupon activation, and in-app discovery, reaction to tailored offers. (M&S, 2022; KPMG, 2022). Demographic and preference information, Customer Profiles (e.g., size of the household, location, and preference for food, voluntary information, and comments from the survey. (Payne & Frow, 2017; M&S, 2023). Sustainability preferences for operational and ethical data (e.g., on the use of data on the Interest in plant-based and low-waste products, re-engagement with moral initiatives (e.g., Refill stations, recyclable packaging). (M&S, 2023; IGD, 2022). These insights enable companies to match their strategies with evolving consumer expectations of environmental responsibility.
2.2 The CRM practices that positively contribute to ‘M&S Food’s’ performance and sustainable customer relationships.

Increased customer retention, higher average expenditure, stronger brand differentiation, more efficient marketing, and product development are some of the CRM processes that have a significant impact on the level of production. Transparency and responsiveness, useful but non-intrusive personalisation, consistency between digital and physical channels, strong alignment with sustainability values, and a long-term, mutually beneficial relationship rather than a purely transactional one are all essential to building sustainable customer relations.
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[bookmark: _Toc214442946]CRM Strategy Analysis

3.1 Supported by relevant theory and practical examples, critically discuss ‘M&S Food’s ‘Relationship Marketing Strategy’ based on the following areas: 

· Segmentation, targeting, and positioning strategies. 
· How ‘M&S Food’ achieves market differentiation using the ‘Marketing Mix’.
· How effectively does M&S Food meet the 4Cs of Customer Needs 
· Ethical and Sustainability policies and practices, and how these align with customer expectations.



Fulfilling the 4Cs of customer needs (Lauterborn, 1990): quality, taste, comfort, and ethics are the top priorities for M&S. Sparks data provide information on dietary needs and individual preferences (e.g., for vegetarians or households with a vegetarian diet). 
1. Cost to the customers, M&S is trying to control perceived costs, but high prices remain an obstacle for certain market segments. Comfort is M&S's strong suit.
2. Convenience: according to Lemon and Verhoef (2016), frictionless experience is essential to maintain in today's relationship marketing.
3. Communication: Interaction is personal, reciprocal, and interactive. Sparks allows M&S to send customised messages, collect feedback, and adjust offers. 
4. On a critical comment: To address the growing concerns of consumers regarding affordability, it would be useful to communicate more openly the pricing strategy.

In line with the emphasis of the Kotler (2021) Marketing 5.0 strategy of technology + people-centred sustainability, sustainability is now at the heart of the brand identity, and the marketing strategy of M&S. Sustainable and ethical food options are becoming more popular (IGD, 2022). By integrating sustainability into its supply chain, marketing, product development, and customer loyalty communication, M&S meets these expectations.
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Areas where ‘M&S Food’ could make improvements to strengthen long-term customer relationships and loyalty. 

Set out tiers of loyalty rewards based on spending, commitment, and sustainable behaviour. Kumar and Reinartz (2018) argue that loyalty schemes must reward both long-term potential and high-value customers. Value-based segmentation improves retention (Kotler & Keller, 2022). Create tailor-made shopping experiences instead of just tailor-made coupons. The concept of co-creating value is emphasised in relation to marketing (Payne & Frow, 2005). By matching offers to the customer's context, personalisation through artificial intelligence increases retention (Hollebeek & Macky, 2019). Increase the digital-to-physical exchange rate. Verhoef & Co. (2015) argues that omnichannel retailing improves the quality of customer relations through convenience and consistency. Offer customers points or discounts through the creation of a sustainable rewards program, Sparks. The emphasis in relationship marketing on building trust is underpinned by sustainability, which is a key factor in emotional attachment (Kotler, 2021; Grönroos, 1994). Explain in detail how prices are set and how sustainability costs influence price setting. Provide breakdowns of the costs of environmentally friendly products. Marketing based on trust (Morgan & Hunt, 1994). Transparency fosters loyalty and trustworthiness. Use Sparks' insights to adapt regional product offerings and help local projects. According to a study published in the European Journal of Marketing (Gummerus et al.), community involvement improves customer-brand relations by creating common values. (2012) (pp. Introduce digital kiosks or app-based support tools providing navigation to the store, allergy filters, food pairing recommendations, and nutrition advice. Bitner & Booms (1981); Keller, Kotler & Koppler (2212).
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Thanks to its long-standing commitment to quality, confidence, and responsible retailing, Marks and Spencer Food has built a strong customer relationship. The company's relationship marketing strategy is based on its mission of providing foodstuffs of high quality, innovative, and ethically sourced origin. 
It also reflects values that focus on customer welfare, integrity, and sustainability. M&S Food uses various data collection methods, including transactional records, Spark loyalty activities, behavioural insights, and sustainability preferences, to understand, anticipate, and respond to the needs of its customers. This is in line with modern CRM theory, which highlights long-term commitment, value-added creation, and customer insights as factors driving profitability and loyalty. 
According to an analysis of its CRM and relationship marketing strategies, M&S Food has strengths in segmentation, personalisation, omnichannel convenience, and leadership in sustainability. Its unique product range, premium positioning, and tailor-made offers help it to stand out in a crowded market. In addition, its commitment to plant-based innovation, recyclable packaging, and ethical sourcing is in line with changing consumer expectations and increases brand credibility and emotional trust. However, accessibility, price transparency, integration of services, and the scalability of sustainability initiatives remain limited. By improving the availability of value through differentiated loyalty structures, extending personalisation to a wider customer experience, developing omnichannel delivery capabilities, and providing sustainability-related incentives, the Recommendations highlight the opportunities for M&S to reinforce long-term customer loyalty. Mutual trust can be further enhanced by increasing transparency and encouraging greater community involvement. In short, M&S Food has the strategic competence, brand heritage, and consumer insights to build long-lasting and mutually beneficial customer relationships. The company can maintain its competitive edge while ensuring that its sustainability commitments continue to meet the expectations of today's consumers by improving its data-driven CRM processes and addressing issues of value and availability. In a changing retail environment, this integrated strategy positions M&S Food to maintain long-term customer loyalty and to foster responsible growth.



	








[bookmark: _Toc214442949][image: ]

bibliografy


	Booms, B.H. & Bitner, M.J. (1981) Marketing Strategies and Organizational Structures for Service Firms.

Calnan-Holland, M. (2025). Over Four in 10 in-house Agencies Want to Be the Brand’s Lead agency, IHALC Research Finds. [online] Campaignlive.co.uk. Available at: https://www.campaignlive.co.uk/article/four-10-in-house-agencies-want-brands-lead-agency-ihalc-research-finds/1939641

Christoph Wiedenroth (2024). Influential Peers! Consumer behaviour and complex business relationships in food supply chain networks. Cuvillier Verlag.

Deloitte (2023) Future of Food Retail: Data-Driven Customer Strategies. Deloitte Insights.
Grönroos, C. (1994) ‘From marketing mix to relationship marketing’, Management Decision, 32(2), pp.4–20.

IGD (2022) Sustainability and Consumer Behaviour in Grocery Retail. Institute of Grocery Distribution.

Kotler, P. & Keller, K.L. (2022) Marketing Management. 16th ed. Harlow: Pearson.

Kotler, P. (2021). Marketing 5.0: Technology for Humanity. New York: Wiley.

KPMG (2022) Next-Generation Retail Personalisation Report. KPMG Global.

Kumar, V. & Reinartz, W. (2018) Customer Relationship Management: Concept, Strategy, and Tools. Springer.

Lauterborn, R. (1990) ‘New marketing litany’, Advertising Age, 61(41), pp.26.

Lemon, K.N. & Verhoef, P.C. (2016) ‘Understanding customer experience throughout the customer journey’, Journal of Marketing, 80(6), pp. 69–96.

M&S (2024). The M&S Story Timeline. [online] M&S Archive. Available at: https://archive.marksandspencer.com/timeline/the-ms-story/.

Market Screener (2025). Marks & Spencer Group plc: Shareholders, Board Members, Managers and Company Profile | GB0031274896 | Market Screener. [online] uk.marketscreener.com. Available at: https://uk.marketscreener.com/quote/stock/MARKS-SPENCER-GROUP-PLC-9590119/company/. 

Marks & Spencer (2023) Annual Report and Accounts 2023. London: M&S plc.
Marks & Spencer (2024a). Our history. [online] Marks & Spencer. Available at: https://corporate.marksandspencer.com/about-us/our-history.

Marks & Spencer. (2024). Homepage. [online] Available at: https://corporate.marksandspencer.com/about-us/key-facts-figures.

Marks & Spencer. (2024b). Homepage. [online] Available at: https://corporate.marksandspencer.com/about-us/key-facts-figures.

Morag Foudy (2025). Marks and Spencer - a strategy & planning case study - London Marketing Set. [online] London Marketing Set. Available at: https://www.londonmarketingset.co.uk/marks-and-spencer-a-strategy-planning-case-study/.

Onita, L. (2025). M&S blames ‘human error’ for cyber-attack that will hit profit by £300mn. [online] @FinancialTimes. Available at: https://www.ft.com/content/fa80b540-c836-4c45-a77f-38aa1693c656.

Payne, A. & Frow, P. (2017) Customer Relationship Management: Strategy and Implementation. London: Pearson.

Payne, A. & Frow, P. (2017) Customer Relationship Management: Strategy and Implementation. London: Kogan Page.

Statista Research Department (2025). Topic: Marks and Spencer. [online] Statista. Available at: https://www.statista.com/topics/3707/marks-and-spencer/?srsltid=AfmBOooVoai0sjtCk-eb6v9KCvVztwpJs92NURS7S6az8r7uf42g3jRY#topicOverview.

Team, D. (2024). Mission Statement, Vision, & Core Values (2025) of Marks and Spencer Group plc. [online] AI-Powered Discounted Cash Flow Editable Templates. Available at: https://dcfmodeling.com/blogs/vision/mksl-mission-vision?srsltid=AfmBOophibQ1I2Mvdp3Aa86ZOH4ZljrUW11N85z_iflHxMwtxWJ0hRry.

Team, M. (2025). How Does Marks & Spencer Group Company Work? [online] matrixbcg.com. Available at: https://matrixbcg.com/blogs/how-it-works/marksandspencer. 

Kumar, V. & Reinartz, W. (2018) Customer Relationship Management: Concept, Strategy and Tools. Springer.

Kotler, P. & Keller, K.L. (2022) Marketing Management, 16th Ed. Pearson

Booms, B.H. & Bitner, M.J. (1981) Marketing Strategies and Organizational Structures for Service Firms.

Payne, A. & Frow, P. (2005) ‘A strategic framework for CRM’, Journal of Marketing.

Hollebeek, L. & Macky, K. (2019) ‘Digital content marketing’s role in fostering engagement’, Journal of Interactive Marketing, 45. Grönroos, C. (1994) ‘From marketing mix to relationship marketing’, Management Decision, 32(2), 4–20. 

 Gummerus, J., et al. (2012) ‘Customer engagement in a social context’, European Journal of Marketing, 46(3). 
 Kotler, P. (2021). Marketing 5.0: Technology for Humanity. Wiley.

 Morgan, R.M. & Hunt, S.D. (1994) ‘The commitment–trust theory of relationship marketing’, Journal of Marketing,                                  58(3).

 Verhoef, P.C., Kannan, P. & Inman, J.J. (2015) ‘From multi-channel to omnichannel retailing’, Journal of Retail.



image1.png




image2.png




image3.png




image4.png




image5.png




image6.png




image7.svg
             


image8.png




image9.gif
MARKS &
SPENCER




image10.gif
MARKS &
SPENCER




image11.png




