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Executive Summary
In this report, an analysis of the impact of customer relationship management (CRM) strategies within the organisational performance of Marks and Spencer Food is undertaken. It explores the role played by data-driven, ethical and innovative marketing practices in the creation of sustainable customer relationships. The results indicate that M&S Food CRM, which is customer-oriented and sustainability-oriented, drives loyalty and trust. Nevertheless, it requires the enhancement of digital personalisation, targeting the youth, and transparency of data. Among the recommendations, there should be a CRM extension to the international market, the introduction of AI-based analytics, and the reinforcement of real-time feedback systems to enhance customer retention and long-term development.
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[bookmark: _Toc214171778]Introduction
Customer Relationship Management (CRM) can be defined as the methodical process of handling and analysing the interactions with customers in order to enhance customer retention, loyalty, and profits. It forms the main source of success of modern retailing businesses, particularly those operating in competitive retailing fields like the UK grocery retail.
CRM is based on the centrality of customers and makes business decisions, which are relevant to customer needs and experiences (Ziliani & Ieva, 2025). In the UK supermarket market, where Tesco, Sainsbury, Aldi and Lidl are the leading players, retention and customer satisfaction are the major factors of performance. Being a high-end retailer, M&S Food boasts of close customer relations, responsible sourcing, and new CRM systems that help it retain its competitive advantage.
The report is a critical analysis of the role of CRM strategies at M&S Food in subordinating long-term sustainable customer relationships and helping enhance organisational performance.














[bookmark: _k2qcbqo21641][bookmark: _Toc214171779]Task 1: Organisational Overview
[bookmark: _zfqxof5gid3p][bookmark: _Toc214171780]1.1 Historical Development and Evolution
Marks and Spencer is an English company that started in 1884 by Michael Marks and Thomas Spencer in Leeds (Ashbridge, 2023). Starting with a small market stall, the company grew to be one of the best-known retail brands in the UK. M&S, over several decades, had become synonymous with quality, innovation, and customer trust, particularly in their food business. By the 1970s, M&S had also developed a strong reputation as a retailer of an assortment of high-quality foods as well as a set of own-label products, which put it in a unique niche within the food retailing industry.
The company's strategic focus on its own-brand products, quality assurance and transparency in sourcing distinguishes M&S Food among the competitors. But in the early 2000s, declining earnings and market competition by other retailers, including Tesco and Sainsbury, Waitrose, and other discount retailers, including Aldi and Lidl, put pressure on.
It reacted to that by implementing structural changes: Plan A initiative was announced by M&S in 2007 and included 100 sustainability commitments that would turn the company into the most sustainable retailer in the world. This change was called the re-focus on ethical sourcing, waste reduction, and the enhancement of customer trust, the very factors that are the primary components of sustainable customer relationships.
[bookmark: _Toc214171781]1.2 Current Market Position
M&S Food will be in a strong and stable position within the UK food retail industry by 2025. The brand is mostly considered to be a premium supermarket supplying good quality and ethically sourced food products. According to recent reports in the market, M&S Food would have approximately 3.6% of the UK grocery market share, which is behind the large market competitors such as Tesco, Sainsbury and Aldi but steadily rising (Global Banking and Finance Review, 2025).
Food has consistently overperformed clothing in this company, which has had a great share in the overall profitability of M&S Group. In the year 2024, M&S Food revenue increased by around 10 per cent, based on the rising demand for ready meals, plant-based and healthier products. The deal with Ocado Retail has further enabled M&S to access more customers who shop M&S food online to have it delivered to their homes, an urgent step in a digital convenience age.
The emphasis on price, quality, and sustainability as a result of the inflationary pressure and the cost-of-living crisis has reinforced the customer loyalty of Value focus by M&S Food. The middle- and upper-income households seeking convenience and quality are also interested in the strategy of M&S to provide premium experiences at a cost, such as meal deals, such as the Dine In for £12 (M&S, 2025). 
[bookmark: _Toc214171782]1.3 Mission Statement and Organisational Values.
The mission of M&S is to make every moment special to our customers with our quality, innovation, and trust, and it is the statement which shows the long-term dedication of the brand to customer-centricity and responsible activities. This mission statement expresses its core values of quality, integrity, innovation and sustainability.
According to the Plan A 2025 sustainability scheme, M&S will achieve a full supply chain net-zero business by 2040 (M&S, 2025). The policy emphasises that M&S is determined to build closer relations not only with customers but also with suppliers, as transparent practices and responsible business behaviour will be the order of the day. Trust is one of the high pillars in customer retention and brand loyalty, which is supported by this sustainability vision in the relationship marketing strategy of M&S.
Essentially, the mission and values of M&S Food depict evident orientations to customer well-being, social responsibility and long-term relationship building that are the pillars towards CRM philosophy.
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[bookmark: _zansc56mk30t][bookmark: _Toc214171784]2.1 Role of Data in Building Sustainable Relationships
In contemporary retail business, CRM is grounded in data collection, data analysis, and evaluation. M&S Food uses sophisticated data analytics to comprehend the preferences of customers, anticipate purchasing behaviour, create individual experiences, and enhance customer relationships.
CRM based on data will also enable M&S Food to track all customer touchpoints that including in-store shopping, online purchases, loyalty schemes, and the use of mobile applications (Ziliani & Ieva, 2025). It is based on this that M&S will be able to make the trends in consumption, which include consumption of organic produce, seasonal products and health foods.
This fact further assists the company in refining its product assortment, pricing policy and even promotion offers. As an example, a customer who purchases plant-based meals regularly can receive an offer via the CRM system with customised email promotions of new vegan collections or recipes.
[bookmark: _Toc214171785]2.2 Data collection and analysis procedures 
Data collection will be conducted by questionnaire, and data will be analysed using of quantitative analysis package, SPSS.
M&S Food gathers customer data from a large variety of sources:
Sparks Loyalty Programme: This app-based and card-based system will document data on the frequency of purchases, the size of the basket, preferred categories and spending behaviour.
Digital Platforms: The M&S website and mobile application allow accessing data concerning the browsing history, the rates of clicks, and abandoned carts as behavioural analytics.
Feedback Channels: Customer feedback, surveys, and social media interaction assist in the voice of the customer and where the service can be improved (Okeke & Ewim, 2024).
Partnership Data-Ocado: Ocado Retail offers additional information regarding the online customer behaviour and delivery preferences.
AI and machine learning algorithms are used to analyse the collected information to discover patterns, classify the client groups, and forecast the purchasing behaviour in the future. M&S has tried predictive analytics to predict the order of seasonal products, optimise inventory, to enhance the marketing plans that will appeal to the customer.
[bookmark: _Toc214171786]2.3 Evaluation and Strategic Implementation of Data.
The data analysis findings are a guide in supporting numerous CRM projects in:
Personalised Marketing: Email and mobile notifications can be used to recommend and provide offers to help establish a higher level of engagement.
Customer Retention: M&S keeps track of purchase cycles and hence can rekindle the dormant customers by offering them offers.
Services improvement: It may concern anything-it might be a pain point in any aspect of the services, be it delayed delivery, unavailability of a product (Helmold, 2022).
Sustainability Communication: Transparency Data Sustainability also addresses the issue of sustainability through tracking product origins, carbon footprint, and ethical sourcing concerns that are of value to the sustainability values held by customers.
Such practices will assist M&S Food in transforming data into knowledge that will ensure that the relationships between the customers are not transactional but relational and sustainable.
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[bookmark: _z71um4m33b3c][bookmark: _Toc214171788]3.1 Segmentation, Targeting, and Positioning (STP)
The M&S Food has an advanced method of segmentation, targeting, and positioning to provide personal experiences.
Segmentation: The company organises its customers according to demographic, psychographic and behavioural variables. Some key customer segments are:
● The in-hurry-burly professionals that demand quality and ready-made meals.
● The conscious consumer is more inclined to organic foods and plant-based food.
● Families who want to take quick and quality meals at affordable prices.
● M&S commits to sustainability, which will attract ethical consumers.
Getting to the right market: M&S appeals to these segments using differentiated marketing campaigns that emphasise quality, value and ethical sourcing. This is not just food; this is the M&S Food campaign represents the highest form of this strategy, as it appeals to the emotions of its target audience, becoming the bridging element between the high-end status of the brand and its customers.
Positioning M&S Food is a dependable, responsibly produced, and socially aware food retailer that provides a luxurious, but affordable, shopping experience. This type of positioning differentiates it both from the pure value retailers as well as from the specialised luxury groceries, and it attracts middle-class customers with the need to have an affordable luxury.
[bookmark: _Toc214171789]3.2 Marketing Mix (7Ps) of the Market Differentiation
According to Porter’s Generic Strategies, firms achieve competitive advantage through cost leadership, differentiation, or focus strategies. M&S Food follows a differentiation focus strategy, targeting quality-conscious consumers with premium innovative offerings products, ethical sourcing, and that justify higher prices. This strategy allows M&S Food to maintain a distinct market position by delivering superior value rather than competing on cost.
[image: ]
Table 1. Source: (Helmold, 2022)

The differentiation strategy offered by M&S Food, with the help of an integrated marketing mix, helps it to address the needs of customers who require convenience, ethical sourcing and innovation. Its blend of high-quality, high-level of service, and online interaction fosters the feeling of trust and emotional engagement and long-term loyalty, which guarantees the status of M&S as a responsible and quality food retailer.
[bookmark: _Toc214171790]3.3: Solution to the 4Cs of Customer Needs.
The 4Cs model is a variation of the 4Ps, but with a customer perspective as the primary features of Consumer Needs, Cost, Convenience and Communication play a central role in creating customer value and relationships.
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Table 2: Source: (Global Banking and Finance Review, 2025)


Although M&S is doing a good job in satisfying its customers through quality, availability, and trust, its rivals like Tesco and Sainsbury are likely to have wider audiences through more aggressive offerings and promotions. Nevertheless, M&S maintains the loyalty of its core segment (niche market) through the ongoing supply of quality and customised service experiences that promote its high-price branding.
[bookmark: _Toc214171791]3.4 Ethical and Sustainability Practices.
Sustainability and ethics can be described as responsibly undertaking business by balancing the social, environmental, and economic interests (Beverland and Cankurtaran, 2025). As per the Triple Bottom Line model, sustainable organisations strive to attain success in terms of people, planet and profit, which creates long-term value generation to all stakeholders.
Plan A 2025 of M&S Food is one of the most successful sustainability strategies in the UK. The strategy is based on sourcing responsibly, being carbon-neutral, and reducing waste. An example is that 100 per cent of fish are obtained through sustainable fisheries, and food waste is reduced through giving excess products to charities. The organisation also has the goal of packaging which is fully recyclable by the year 2025 and has also launched the carbon labelling on some of its products in response to the increasing consumer concern of transparency and ethical buying.
These steps help build customer loyalty and an emotional bond, especially among environmentally aware customers who perceive M&S as a brand that cares and looks to the future. Nonetheless, the high cost of the strategy might put off the price-sensitive consumers who consider sustainability to be expensive. Moreover, the perceived impact can be minimised due to poor knowledge about some of the initiatives.
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[bookmark: _d1vawcsfmguk][bookmark: _Toc214171793]4.1 Key CRM Practices Contributing to Performance
The effectiveness and the brand position of M&S Food are directly connected to the powerful CRM practices of the company. Some of the CRM practices that have made it successful include the following:
● Personalisation based on data: Customer data has been used to design targeted offers and product recommendations, which have helped to improve retention and engagement.
● Omnichannel Experience: The combination of digital and physical channels is done to provide convenience and consistency (Gerea & Herskovic, 2021).
● Loyalty Programs: Sparks Card will improve the emotional relationship and repeat purchasing.
● Sustainability Initiatives: The socially responsible actions in Plan A enhance brand trust and appeal to socially responsible customers.
● Emotional Branding: Quality and trust campaigns create a long-term psychological connection with the consumers.
All these can allow M&S Food to enhance organisational performance in terms of improved customer retention, repeat sales, and positive brand advocacy.
[bookmark: _Toc214171794]4.2 Areas for Improvement
Despite the numerous strengths of M&S Foods, the following are some of the areas in which the company can enhance its CRM:
Greater Customer Segmentation: The further expansion of the segmentation to the younger age group, such as the Gen Z, with online-only campaigns, would reinforce future market share.
Greater Digital Interaction: Although M&S has made online shopping more accessible, additional funding into customisation elements via apps and AI chatbots will result in more customer-satisfying experiences (Dangol & Rind, 2024). 
International CRM Expansion: M&S can utilise the effective template of CRM in certain strategic international markets to expand the growth of the brand outside the UK. 
Customer Feedback Integration: In-store and app real-time feedback loops can be created that will help to recover the service faster and achieve customer satisfaction.
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4Cs Elements  Application to M&S Food  

Consumer Wants  and Needs  To meet evolving consumer tastes and preferences, M&S Food  continually diversifies its product line to include gluten - free, vegan,  and low - calorie products that respond to the rising health and  lifestyle trends.  

Cost to Satisfy  Despite positioning as a high - end brand, the high quality of products  and promotion, including the so - called Dine In meal offer, make  M&S affordable without the need to risk the quality.  

Convenience to  Buy  The combination of over 900 stores,  click - and - collect   options, and  an  online partnership with Ocado   enhances accessibility and  simplifies the customer purchase experience   (M&S, 2025) .  

Communication  M&S utilises transparent communication through  social media,  packaging, and loyalty programmes , fostering emotional  engagement and brand trust.  
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Marketing Mix  (7Ps)  M&S Food Approach  

Product  Wide range of high - quality ready meals, bakery, fresh produce and the  Plant Kitchen line, focusing on innovation and taste.  

Price  Value - based pricing balancing quality and affordability, with attractive  “Dine In” deals   (Helmold, 2022) .  

Place  Over 900 UK stores and online delivery through Ocado, ensuring  convenience and accessibility.  

Promotion  Storytelling campaigns highlighting ethical sourcing and sustainability,  alongside Sparks Card loyalty rewards.  

People  Well - trained staff providing premium customer service, reinforcing  brand reputation.  

Process  Streamlined checkout systems, kiosks and online integration for faster  service.  

Physical  Evidence  Elegant packaging and store layouts reflecting quality and trust.  

 


