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[bookmark: _Toc139637666]Executive Summary

This report explains how M&S Food builds strong and sustainable relationships with its customers. It looks at how the company uses Customer Relationship Management (CRM) and customer data to satisfy the shopping experience, which helps the company keep customers long-term.
 
M&S Food uses tools, such as Sparks loyalty cards and its online systems, to collect data about customer behaviour. This information helps the company offer personalised deals, improve its products, and make better decisions. These actions help customers feel valued and encourage them to return. The report also discusses how M&S uses segmentation, the marketing mix and the 4C's model to meet different customer needs.
 
The report highlights positive actions by M&S, such as ethical sourcing, reducing waste and improving sustainability. These actions help build trust and support long-term loyalty. However, the report also identifies some areas where M&S needs to improve. These include offering better value for price-sensitive customers, improving communication about sustainability, and making digital services more convenient.
 
In conclusion, M&S has strong CRM practices, but further improvements would help maintain sustainable customer relationships.
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[bookmark: _Toc1725351148]Introduction

Companies that want to stay in touch with their customers for a long time need to use Customer Relationship Management (CRM). There is a lot of competition in the UK grocery market, and most stores try to get customers by offering good prices, easy shopping, good service, and trust. Companies with good CRM systems are more likely to keep their customers longer, make their customers worth more over time, and build a good brand image (Buttle, 2019; Payne and Frow, 2017).

M&S Food is a well-known premium retailer in the UK, recognised for its focus on high-quality products, trusted ingredients and good customer experience. Because M&S positions itself as a premium retailer, it relies heavily on CRM to understand customer expectations and maintain trust. Customers buy from the brand mainly because they trust the quality and like the experience, so the company must constantly understand their needs, communicate clearly and offer value. This report examines how M&S Food uses data, segmentation, targeting, positioning, marketing strategies and ethical practices to strengthen customer relationships. It combines academic theory with real business examples and gives a balanced evaluation of what the company does well and what could be improved in the future.



[bookmark: _Toc1835720663]Section 1 – M&S Food: Organisational Overview

[bookmark: _Toc785543308]Historical development and evolution
 
Marks & Spencer (M&S) started in 1884 and grew from a small market stall into one of the UK’s most respected retail brands. Over time, the company expanded into clothing, home products and food. The Food division became one of the most successful parts of the business and is known for its premium ready meals, fresh produce, bakery and seasonal items. M&S built its reputation on quality, innovation and consistency, which became the foundation of its brand identity (Armstrong and Kotler, 2020).
 
During the last decade, M&S Food invested heavily in modernising its stores, improving its supply chain, and expanding its Food Hall concept across the UK. It also adopted more digital tools to improve stock availability, reduce waste, and analyse customer behaviour (Deloitte, 2024). These improvements helped M&S remain relevant in a market influenced by changing lifestyles, technologies, and customer expectations.
 

[bookmark: _Toc985259718]Current market position

M&S Food is positioned in the premium grocery segment, competing mainly with Waitrose. Although M&S has a smaller market share compared with large supermarkets like Tesco or Sainsbury’s, it has strong customer loyalty due to its reputation for taste, freshness and high standards. Customers who shop at M&S often value quality over low prices, and this gives the company a loyal customer base (Kumar, 2018).
 
However, economic pressures have influenced customers to be more price sensitive. Budget retailers like Aldi and Lidl attract many shoppers with low prices, which challenges premium brands (Bain & Company, 2022). Even so, M&S Food performs well in categories such as prepared meals and special occasions, where customers are willing to pay more for convenience and taste.

[bookmark: _Toc1544172715]Mission and Values

M&S’ mission focuses on delivering high-quality food, supporting sustainability, treating suppliers fairly and offering good customer service (M&S, 2025). The company highlights values like trust, responsibility, innovation and care for people. These values match modern consumer expectations, as many shoppers prefer brands that act ethically and communicate transparently (Smith, 2020).
 
The main challenge is affordability. Because M&S operates in the premium segment, not all customers feel they can shop there regularly. During economic uncertainty, some customers may reduce their spending at premium retailers. This means M&S must keep justifying its value through quality, taste and experience.


[bookmark: _Toc1723841736]Section 2 – Data and Customer Relationship
      
[bookmark: _Toc1502369847]Sustainable customer relationship

Sustainable customer relationships are based on loyalty, trust and consistent value. Customers who feel understood and appreciated tend to buy more often and remain loyal for longer periods (Malhotra and Agarwal, 2020). CRM helps organisations learn more about their customers, personalise communication and create positive feelings that support long-term relationships. For M&S, which relies on premium pricing, keeping strong relationships is essential because customers must feel that the higher price is worth it.

[bookmark: _Toc280761964]Data collection and CRM systems

M&S collects data through multiple channels:
   •Sparks loyalty card
 • M&S mobile app
 • Website browsing and purchasing behaviour 
 • In-store transactions
 • Customer reviews and surveys
 • Social media engagement 
 
These data sources help M&S understand what customers buy, how often they shop, which products they prefer and what their habits look like. CRM systems help store this data securely and analyse it in a useful way. Data lets the company create personalised offers, plan stock more accurately and communicate more effectively with customers. (Buttle, 2019; Chaffey, 2022).

[bookmark: _Toc720291720]How M&S analyses and uses data
 
M&S uses data analytics to group customers into segments, identify trends and forecast product demand. It can also personalise offers through the Sparks loyalty programme. For example, Sparks rewards customers differently based on their shopping habits, giving discounts on specific items they buy frequently. This makes customers feel valued and more connected to the brand.
 
M&S also uses predictive analytics to plan seasonal promotions and new product launches (Bose, 2020). Customer feedback is reviewed to improve recipes, packaging and store layouts. Research shows that companies that use data well often achieve better customer retention and satisfaction (Grewal et al., 2021).

[bookmark: _Toc1654985434]Impact of data on customer relationships
 
Using data helps M&S create a more personal and better experience for customers. When customers receive offers that match their shopping habits, or when their favourite products are always available, they feel understood and valued. Data also helps M&S improve product quality by analysing customer reviews and identifying areas where recipes or packaging need adjustments. This increases trust and encourages customers to return more often (Lacey, 2019).
 
Another benefit is better communication. Because M&S knows what different customer groups care about, it can send relevant messages through email, app notifications or the Sparks platform. This helps build a consistent relationship and makes customers feel more connected to the brand.

Another important aspect is how data supports customer retention over time. When M&S notices changes in buying habits, such as customers purchasing fewer items or switching categories, the company can respond quickly with personalised offers or reminders. This helps prevent customer drop-off and strengthens long-term loyalty (Kumar, 2018). Data also helps M&S understand which products perform well in different regions, allowing stores to adjust stock to match local preferences. This improves customer satisfaction because shoppers feel their local store meets their needs more effectively. Furthermore, analysing customer feedback online and in-store allows M&S to identify common issues faster, such as packaging problems or recipe dissatisfaction, and fix them before they negatively affect loyalty (Payne and Frow, 2017).

[bookmark: _Toc659083995]Critical issues
 
Even though data brings many advantages, there are challenges. One issue is data privacy. Some customers worry about how their information is used, especially when companies send many personalised messages. If communication becomes too frequent or too targeted, customers may feel uncomfortable (Smith, 2020). Another risk is relying too much on algorithms. If M&S only follows data and ignores human judgement, it may miss emotional factors that also influence shopping decisions.
 
Technology problems can also affect the relationship. If the Sparks app does not load properly or personalised offers show the wrong products, customers may lose trust. Therefore, M&S must balance automation with human understanding and must continue improving data accuracy and transparency.


[bookmark: _Toc1042435643]Section 3– CRM Strategy Analysis
 
[bookmark: _Toc1522364221]3.1 Segmentation, Targeting and Positioning (STP)
 
The STP framework helps businesses divide the market, choose target segments and position their brand (Kotler and Keller, 2021).
Segmentation:
 M&S segments customers by
     • age
     • income
     • family size
     • lifestyle (healthy eaters, convenience shoppers)
     • behaviour (loyal vs. occasional customers)

Segmentation helps M&S understand what different customer groups expect and how they behave. This allows the company to create more relevant offers.

 Targeting
 
M&S mainly targets middle- and higher-income customers who value quality, taste and sustainability. However, the retailer also focuses on several new and growing customer groups in the UK market. One of these is busy professionals who want convenient meal solutions and are willing to pay for time-saving products. Another important segment includes health-conscious shoppers who look for clear nutritional information, healthier ingredients and responsibly sourced food. Older customers and small households are also key targets due to their interest in portion-controlled meals and consistent quality. Through its Sparks loyalty program, M&S targets customers based on individual purchasing behaviour, offering personalised discounts and product suggestions that encourage repeat shopping. This targeted approach helps M&S compete against supermarkets that rely heavily on low prices by focusing instead on emotional connection, product trust and convenience. (Bain & Company, 2022).
Targeting also helps M&S differentiate itself from supermarkets that compete mainly on low prices. Instead of trying to appeal to everyone, M&S focuses on customers who value quality, convenience and ethical sourcing. This selective targeting allows the company to design products that match specific expectations, such as premium ready meals for busy households or plant-based options for environmentally conscious shoppers. Research shows that well-defined targeting strategies help retailers build deeper emotional connections because customers feel the brand represents their lifestyle and values (Armstrong and Kotler, 2020). This supports stronger loyalty and improves customer lifetime value.
 
Positioning
 
M&S positions itself as a premium brand that offers high-quality food, trustworthy ingredients and a pleasant shopping experience. Its focus on innovation, taste and ethical sourcing helps differentiate it from its competitors. This strong positioning supports loyalty, as customers associate M&S with reliability and special products they cannot find elsewhere (Verhoef, 2018).
 

[bookmark: _Toc706635780]3.2 The Marketing Mix (7Ps)
Porter suggests companies compete through cost leadership, differentiation or focus (Porter, 1985). M&S uses differentiation, focusing on quality rather than low prices.
M&S and the 7Ps
Product: premium ready meals, fresh produce, healthy options.
Price: mostly premium pricing; value ranges in some categories
Place: Food Halls, convenience stores, online shopping through delivery partners.
Promotion: Sparks offers, advertising, social media and in-store displays.
People: well-trained staff offering quality service
Process: efficient operations, quick checkout, good online experience
Physical evidence: premium store design, clean displays, attractive packaging
Another important part of the marketing mix is how M&S adapts its physical stores to create a premium atmosphere. Store layouts are designed to guide shoppers smoothly between categories, and lighting, clear signs and product displays are arranged to highlight freshness and quality. This creates a more enjoyable shopping experience and supports the premium positioning. M&S also invests in improving its online shopping process by offering clearer product descriptions, nutritional information and high-quality images. Although the online offer is smaller than some competitors, improving digital convenience helps attract younger customers who prefer online shopping. These improvements show how the 7Ps work together to build a consistent and clear brand experience (Wirtz and Lovelock, 2022).

Critical view
The 7Ps strengthen brand consistency, but premium pricing may make M&S less accessible, especially during economic pressure (PwC, 2023). To stay competitive, M&S must continue balancing premium quality with affordability.
[bookmark: _Toc1202797789]3.3 The 4Cs of Customer Needs
The 4Cs model focuses on customer expectations (Lauterborn, 1990):
Customer Needs: M&S meets these with quality, freshness and innovation.
Cost to Satisfy: premium prices reflect quality but may limit access.
Convenience: strong in-store convenience; online offer is smaller than competitors.
Communication: Sparks messages, email, social media and adverts build trust.

[bookmark: _Toc81417116]3.4 Ethics and Sustainability

Sustainability is linked to the triple bottom line: people, planet and profit (Elkington, 1997). 
M&S promotes:
 
· sustainable sourcing
· reduced packaging waste
· ethical supply chains
· healthier product ranges
· community initiatives (M&S, 2025)
 
Strengths:
 
· strong ethical reputation
· transparent sourcing
· long-term focus on responsible business
· trusted brand image (Smith, 2020)
 
Areas to improve:
· clearer communication of sustainability results
· offering more affordable ethical options (Grewal,D. And Levy, M2020)


· 

[bookmark: _Toc362499775]Conclusion:

M&S Food uses strong CRM practices to build long-term customer relationships. Through data analytics, personalisation, segmentation, targeting and ethical practices, the company maintains a strong premium position in a competitive market. Looking at models such as STP, the 7P and the 4Cs shows that M&S generally understands customer needs well and provides strong value through its focus on quality and service.
 
Overall the long-term success of M&S Food depends on how well it adapts to changing customer expectations. As the grocery sector becomes more digital and competitive, investing in stronger online services, clearer sustainability communication and more flexible pricing strategies will be essential. Continued focus on personalisation, ethical sourcing and high product standards can help M&S maintain trust and strengthen loyalty even during economic pressures. By developing CRM further, M&S can remain a leading premium food retailer in the UK for the future.
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