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[bookmark: _Toc214936727]Executive Summary
This report is a critical analysis of how sustainable Customer Relationship Management (CRM) affects M&S Food and its customers. This paper evaluates the application of data-driven strategy, segmentation, targeting and positioning (STP), the marketing mix (7Ps), the 4Cs of customer needs, and the use of ethics in developing long-term customer relationships by M&S Food. Main results have shown that Sparks loyalty programme, customised digital communication and multiple connections make it easy, relevant and just-in-time communication, which creates a sense of trust, repeat buying, and emotional attachment. Social responsibility, environmental stewardship, and premium positioning are strengthened with the help of ethical and sustainability programs, such as Plan A, which raises the level of customer loyalty and distinguishes M&S among its rivals.
Although these strengths are there, there are still challenges. The high cost and low accessibility of the product limit the ability to engage price-sensitive segments, whereas full incorporation of online and offline information is complicated. The presence of competitor activity and the occasional irrelevant communications serve as evidence of the necessity of constant innovation and improved personalisation.
The report ends with the recommendation of how to make the personalisation better by using advanced analytics, improving accessibility, enhancing sustainability communication, and integrating customer data systems to provide a smooth, consistent, and loyalty-enhancing customer experience.
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[bookmark: _Toc214936728]Introduction
Customer Relationship Management (CRM) is defined as the strategies and practices, and technologies that organisations adopt to manage, analyse, and improve interactions with existing and potential customers (Buttle and Maklan, 2019). The core idea of effective CRM is to establish long-term, trust-based relationships leading to customer satisfaction, loyalty and retention, which will ultimately result in long-term business performance (Kaur and Narula, 2020). Competition within the UK grocery industry is high, and switching costs are low, where 41% of grocery consumers switch primary grocery, and 80% of consumers shop at two or more grocery stores, with an average of 3.2 grocery shops (Briggs, 2025). The Marks and Spencer (M&S) Food should focus on customer centrality through the understanding of needs and preferences, target CRM to customise experiences, stimulate a habit of buying, and build brand loyalty (Jones, 2025). This report examines M&S Food’s CRM strategies, evaluating how data, STP, the marketing mix, the 4Cs, and ethical practices support sustainable customer relationships and identify areas to improve long-term engagement and loyalty.
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[bookmark: _Toc214936730]Section 01: Organisation Overview of M&S Food
[bookmark: _Toc214936731]1.1 Historical development and evolution
Marks and Spencer (M&S) Food started in 1884 as a small drapery and has developed to be one of the major food retailers in the UK. With time, M&S Food grew both in the physical retail and online platforms to reach more customers (Marks & Spencer, 2024).
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Figure 01: Physical Store of Marks & Spencer Food (M&S, 2025a).
Over the recent years, the company has integrated digital solutions, sustainability, and health-based product lines to align with changing consumer trends and remain in the market (M&S, 2025).
[bookmark: _Toc214936732]1.2 Current market position of M&F Food
In 2025, M&S Food reported revenue of £9,021 million, up from £8,298.8 million in 2024, reflecting like-for-like growth of 8.6% and UK volume growth of 6.7%. Market share rose by 27 basis points to 3.9% showing a stable but slight growth in the grossly competitive UK grocery market. Adjusted operating profit margin increased from 4.7% to 5.4%, with the cost-cutting efforts significantly defying the effect of inflation. The core food categories performed well, and customers rated the quality at 71%, which shows that the premium positioning of M&S Food is effective (Marks and Spencer Group plc, 2025). Importantly, although these figures signal a strong financial standing and operational effectiveness, the market share is also quite low in comparison to traditional players in the market like Tesco, Sainsbury and Asda. This implies that there is a chance to develop further with strategic plans, such as product development, digitalisation, and improved contact with customers (Globaldata, 2023). 
[bookmark: _Toc214936733]1.3 The organisation’s mission statement and its values
The mission of M&S Food is focused on delivering “exceptional quality, value, service and innovation to every customer, whenever, wherever and however they want to shop” (Marks & Spencer Group plc, 2025). This is in line with the core values of the company that centralise customers, excellence in products, and ethical trading. More importantly, the mission works well in line with its premium positioning, which focuses on trust, quality, and customer experience (Akter, 2021).
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[bookmark: _Toc214936735]2.1 Sustainable Customer Relationships
Sustainable customer marketing relationships are trust-based, long-term customer interactions between a business and its customers that establish mutual value in the light of social, ethical, and environmental accountability (Buttle and Maklan, 2019). The sustainable relationships, in contrast to transactional ones, are aimed at retention, loyalty, and continuous interaction to guarantee that customers can generate revenue and promotion in the long term (Li et al., 2023). Such relationships are especially crucial in competitive industries since it is cheaper to retain customers than to attract new ones, and loyal customers have higher chances to suggest the brand, which increases reputation and market position (Liu and Huang, 2024).
[bookmark: _Toc214936736]2.2 Customer Relationship Management (CRM) and CRM Systems
Customer Relationship Management (CRM) refers to strategic management, in which processes, technology, and people are combined to manage and analyse customer interactions, to enhance acquisition, retention, and profitability (Payne and Frow, 2017). The CRM software systems can support this strategy through the storage, organisation, and analysis of the customer data, which allows the process of marketing, sales, and service to be automated, and offer actionable insights that can be used to make decisions (Buttle and Maklan, 2019). More importantly, CRM can make customers more loyal to the company, improve the effectiveness of its operations, and guide the marketing campaign. Nevertheless, high costs of implementation, the presence of data silos, technological overdependence, and possible privacy issues may be mentioned as the challenges and may compromise the quality of trust and relationships unless addressed appropriately (Eltahir et al., 2021).
[bookmark: _Toc214936737]2.3 M&S Food’s Data Collection and Analysis
M&S collects customer data largely through its Sparks loyalty programme, which accumulates both rich transactional and behavioural data when the customer scans their digital Sparks cards either through the app or in-store, and this data covers the intensity of purchase, composing the basket, and the channel of choice. To consolidate this data, M&S relies on Rokt mParticle Customer Data Platform, which combines data provided by web, mobile, in-store point of sale, and third-party sources to form one privacy-compliant customer profile (ROKT, 2025).
[image: What is a Customer Data Platform? | Rokt]
Figure 02: Rokt mParticle Customer Data Platform (ROKT, 2019)
Collected data is processed and analysed through advanced analytics infrastructure: M&S stores and transforms data through Azure Synapse Analytics and provides real-time reporting through Power BI dashboards, which allow the teams to create insights on purchase trends, inventory, and customer interactions (Microsoft, 2023a).
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Figure 03: Azure Synapse Analytics (Microsoft, 2023a)
In the case of predictive modelling, M&S uses Azure Machine Learning, where MLOps pipelines are utilised to train and deploy their customer behaviour forecasting, product recommender, and personalised campaign automation models (Microsoft, 2023).
M&S also increases customer insight through partnerships. As an illustration, its partnership with Starcount enables it to know the reason why people buy it by interpreting the sentiment, life passions, and future intent (Innovation Hub, 2018). It also collaborated with First Insight to gather live preference and pricing information, so that product ranges and promotions were in line with real customer demand (Firstinsight, 2018).
The information-driven abilities aid the long-term relationships in several ways. Individualised Sparks are provided (e.g. birthday gifts, customised discounts) to make them come back regularly, and predictive models are used to make M&S anticipate the needs and engage the customers proactively. AI-based messaging (e.g., through its collaboration with Persado) enhances email conversion by addressing language to customer motivations (Persado, 2024).
However, there are risks and limitations associated with M&S’s data-driven CRM systems. The dependency on real-time and integrated data may reveal M&S to privacy and security problems: in fact, the Sparks scheme was halted following a cyber-attack that leaked customer information. Also, customers who are elderly might feel offended by very personal offers, and a digital-first loyalty scheme excludes customers who do not have smartphones (Wood, 2024).
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[bookmark: _Toc214936739]3.1 Segmentation, Targeting, and Positioning (STP)
Segmentation, targeting, and positioning (STP) refers to a strategic approach that breaks down a large market and provides customer categories, the most appealing ones, and creates a differentiated brand positioning for them (Armstrong and Kotler, 2015).
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Figure 04: STP framework (Srikanth, 2023)
STP improves customer loyalty as it gives the business the ability to offer more relevant products, personalised communications, and value propositions to intensify customer satisfaction and long-term interaction (Islam, 2021).
M&S Food also applies STP extensively as part of its Sparks loyalty programme, which classifies customers based on buying history, diet, purchase habits, and lifestyle choices (Persado, 2024). These insights will guide specific deals, including health-conscious consumers receiving plant-based offers, high-end ready meals to busy professionals, and value bundles (seasonal) to families (Wood, 2024). 
Positioning is based on trusted quality at affordable high-end prices and reinforced by ethical sourcing, high-level innovation of own labels, and enhanced in-store experience. M&S placed itself higher on quality and lower on price prestige than Tesco and Sainsbury on quality, and slightly lower than Waitrose on quality, on a quality-price continuum (Li et al., 2023). Most importantly, STP enhances loyalty, but the drawbacks are the possibility of misclassification of a customer and the lack of attractiveness to price-conscious groups (Amira and Fitriazari, 2021).
[bookmark: _Toc214936740]3.2 The Marketing Mix (7Ps) and Porter’s Generic Strategies
The Generic Strategies formulated by Porter explain three methods by which organisations can attain a competitive advantage as cost leadership, differentiation and focus (Porter, 1985). M&S Food is a differentiation strategy-based company which provides high-quality, ethically sourced, and innovative food products at affordable premium prices. 
	Product
	Price
	Place
	Promotion
	Process
	People
	Physical Evidence

	Premium private-label food; strong innovation; ethical sourcing.
	Accessible premium pricing; value ranges (“Remarkable Value”).
	900+ UK stores; partnerships with Ocado; convenience formats.
	Sparks personalised offers, social media campaigns, and seasonal promotions.
	Fast checkout; digital receipts; online–offline integration.
	Trained staff focused on service quality.
	Modern store design; clear quality cues; consistent branding.


Table 01: M&S Food’s 7Ps of the Marketing Mix (Author Generated)
The 7Ps aid the differentiation approach of M&S through maintaining uniform quality and experience in touchpoints. Innovation of premium products and ethical sourcing is trust-building, whereas Sparks' personalisation stimulates repeat buying. Powerful individuals and systems promote the reliability of service, which is important in grocery store loyalty. Nevertheless, the high costs can curb the attraction of price-sensitive customers, and depending on online promotions can lose non-digital buyers (Xia, 2023). 
[bookmark: _Toc214936741]3.3 The 4Cs of Customer Needs
Lauterborn (1990) developed the 4Cs model, where the traditional marketing mix is reconfigured in terms of the customer instead of the product. It puts a strong focus on Consumer Wants and Needs, Cost to Satisfy, Convenience, and Communication, and efficient marketing begins with the value of the customer and the establishment of convenient, relationship-based communication (Allaudi, 2025).
	4Cs
	Analysis for M&S Food

	Consumer Wants & Needs
	M&S satisfies changing demands with top-quality ready meals, health products and responsible sourcing, building trust and satisfaction. 

	Cost to Satisfy
	Remarkable Value offers quality at lower prices, but Tesco and Aldi often beat M&S on cost.

	Convenience
	Local shops, Foodhalls, and Ocado online add convenience, though large store access is limited.

	Communication
	Personalised Sparks, emails, social media, and seasonal campaigns engage customers but may exclude non-digital users.


Table 02: The 4Cs of Customer Needs of M&S Food (Author Generated)
Overall, M&S is successful in fulfilling customer requirements in quality, convenience, and personalised interaction, which is favourable to loyalty. However, value price competitiveness and digital exclusivity remain threats, and mainstream competitors can serve the needs of value-price competitiveness better.
[bookmark: _Toc214936742]3.4 Ethics and Sustainability
Ethics and sustainability are the responsible business practices that reduce environmental impact, promote social welfare and business transparency and ethically (Crane et al., 2019). These are critical to good customer relationships, because the current generation of consumers is increasingly preferring the brands which are ethically responsible and with which they have a long-term relationship. The People, Planet, Profit Triple Bottom Line (TBL) model underlines that social, environmental, and financial performance balancing is the key to sustainable success (Pedroso et al., 2021).
M&S Food is a company that incorporates ethics and sustainability in the strategy of Plan A, which provides promises of the reduction of carbon emissions, decreasing food waste, increasing the use of recyclable packaging, and being a Fairtrade supplier ally. One such example is that M&S intends to become net-zero by 2040, sells 100 per cent responsibly sourced fish, and gives surplus food away through organisations like Neighbourly (Marks and Spencer Group plc, 2025). By doing so, these campaigns build trust with the customers with a strong environmental concern and reinforce the premium ethical positioning of M&S.
However, challenges remain. Sustainable sourcing also raises the cost of operation, a factor that could drive up prices and restrict attractiveness to value-conscious consumers. Failure to achieve certain targets of Plan A has also been criticised. All in all, ethical and sustainable business practices will increase customer loyalty, but the regularity of delivery and price are important to sustaining long-term confidence.

[bookmark: _Toc214936743]Conclusion
This report has critically analysed how sustainable customer-related management (CRM) has affected M&S food and its customers. M&S Food uses effective CRM plans that are based on data and optimise the engagement, retention, and loyalty. Segmentation, targeting, and positioning (STP) make it possible to make specific offers, whereas the 7Ps and 4Cs are used to make sure customers will have what they expect. Based on the provisions of the Sparks loyalty programme, personalised digital communication and multi-channel interaction offer convenience, personalised offers, and timely interaction, establishing trust and long-term relationships. Ethics and sustainability are underpinned by initiatives such as Plan A, which uphold social responsibility, ethical sourcing, and environmental responsibility, enhancing emotional relationships and making M&S stand out. 
Recommendations:
M&S should 
· Enhance personalisation by using sophisticated analytics so that communications and offers can be relevant to the preferences of individual customers.
· Increase the availability of high-quality products through specific promotions or online collaborations to appeal to price-conscious groups.
· Stay ahead of innovation in the field of sustainability and publicly report success to build customer loyalty and ethical reputation.
· Enhance the fusion of online and offline data to deliver a coherent, consistent customer experience, which affirms loyalty and long-term relationships.
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