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Executive Summary

The report had been requested by Christian Felices, Module Understanding and engaging in the customer experience for the BA Leadership and Management-Skills for the Workplace deadline is 19th of March 2021.
The purpose of this report is to describe and analyse the marketing department for the CEO of Mark & Spencer, to undertake research on the quality process in the workplace, the customers experience and to critically evaluate the benefits and challenges of developing and maintain good customers relationship within the Marks & Spencer Retail.
The report will examine factors such as customer satisfaction, service quality and loyalty, the research will focus in particularly on CRM (Customers Relationship Management) and what this means at Marks & Spencer, Ethical and Sustainability.
To highlight a ‘critical’ discussion of a variety of quality models and theories that may assist in an organization improving its customer relationship management, a ‘critical’ investigation into a wide variety of academic quality models and theories supported by organization, examples from Marks and Spencer, academic theory and industry good practice the benefit of CRM to organizations engaging in the following activities:
1. Segmentation 
1. Targeting Customers
1. A Loyalty Ladder
1. Marketing Mix

At the end, a conclusion to be drawn which outlines the strengths and weaknesses of Marks and Spencer CRM system based on the report findings as well as recommendations which are based on improving the areas identified within the conclusion as weaknesses. 
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The report focused on CRM are more precisely on customers relationship with the well-known retail Marks & Spencer.
Polish refugee Michael Mark founded the innovative retail store Marks & Spencer in 1884 when he opened a market stall in Leeds, this store fast became the giant revolution in British high street and created on of the biggest retail stores in history! Nowadays, when the level of competition is very high in the retail sector, it is important build strong relationship with customers, in the global market, customers are tempted by lower prices from new introduced retailers, it is crucial to incorporate innovations by well-known companies which enable the shoppers to tie knot with one brand. 

Marks and Spencer describe CRM as the key player in the organization, customers satisfactions have an essential impact on the business success, also customer service constitute an important factor that influence customers sale experience, the retailer selects only well-qualified and trained staff among the people who apply for the job. Factors like quick adaption of the change and motivation of the employees have crucial impact on the interactions with customers. At the times of high competition, the customer service constitutes crucial factor in enhancing the CRM between the organization and the public.  The concept of CRM (Customer Relationship Management) there are many definitions of customer relationship management presented, they defined it as a comprehensive strategy and process of acquiring, retaining, and partnering with selective customers to create superior value for the company and the customers (Goldenberg, 2000) research has suggested the need to understand the suppliers or service providers of their customer characteristics, because this can help them in achieving the main goals of any leading organization, which are customer attraction and customer satisfaction (Gulati, 2000) And this trend reflects some change in the objective on winning customers (Schweigert, 2001).

The aim of the research is to gain more knowledge about the customer relationships in theory and to be able to conduct a professional report to benefit the company and the CEO of Marks & Spencer retail shop and to offer new ideas to improve their operations in customer service. The information was collected from both classical books of customers relationship management (CRM) and from Internet such as e-library, journals and web sites. The aim of choosing the sources for the theoretical part was to collect both classical and new ideas.

[bookmark: _Toc65668222]Findings
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Customer relationship management is a widely spoken concept in the field of business, there is many definitions for CMR, however, the meaning of CMR is more likely a way of thinking rather than a practical and it’s taken as part of the company culture (Chen, 2001).
According to Bradford (2009), the customer satisfaction refers to the emotional and cognitive assessment of the customer experience related to the product or service, which stimulate a present feeling, however if the perception will be below expectation it can cause a negative disconfirmation (Patton, 2009).
M&S founder had a natural understanding of what customers find appealing, in 1930 M&S back then changing rooms were rare, which make customers to take clothes home, M&S were the first to allowed to return or exchange with no question asked, with no time limit as long as still new and resalable. M&S policy encourage to take items home, trying on and if is customers were unhappy to bring it back for wherever reason, that time no other retail has done that.
Wangenheim et al. (2007), identifies customers satisfaction as an result of item expectation and the purchase perceived performance that are expected to have a positive effect, That time customers with kids could shop in M&S and the staff were looking after the kids, play with the kids, customers value the personal help that the M&S offer, however recent studies (Renner, 2000) present customer satisfaction as an emotional reaction, they are not precise to define what type of reaction is a satisfaction, what could be related to the words of (Wangenheim, 2007) who named customer satisfaction as an purchase evaluation. 
Although creating strong relationships is said to be the future of markets, still the focus of market theories is too much on acquiring customers instead of retaining customers. Marketing should not be seen as product orientated, but more customer relationship orientated (Dawer, n.d.) (&Oh., 1987).
Customer Relationship Management at Marks & Spencer, the focus is the understand and implement in order to meet customer’s needs, for that, M&S asked customers to write it down what they need, sending E-mails (Bultema, 2000).
In Order to increase Customer Relationship, M&S motivate target customers to buy from them by attracting attention, emphasize key benefits of the product or service by communicating the company’s unique selling proposition (UPS) efficiently, effectively and consistently. M&S is committed to satisfy all customer’s needs, building products around customers, and brought food and fashion together under one brand (M&S).



[bookmark: _Toc65668224]Touchpoint

Also known as contact point, where customers and Business engage, provide goods or services, exchange information and receive feedback, customers express their satisfaction and disagreement from interaction with different touchpoints such as employees, websites, verbal and non-verbal communication (Liu, 2006).
Customers Touchpoint at Marks and Spencer:
· Social Media
· Television
· Radio
· Digital Marketing
· Product Catalogues 
· Posters
· Membership Cards

(Macdonald, 2012), M&S has accelerated digital programmed grow during the Covid19 crisis, While physical cards will still be available, M&S says the most personalized experience will come from using digital touchpoint, M&S host the Sparks scheme card (physical cards and online app) the CEO Steve Rowe told that Spark Members can benefit heavy discounts from using this digital touchpoint, another touchpoint between customers and M&S staff is in the fitting room, based on customers wanting more Fashion advice, M&S has created “Design Guides”. John Lewis touchpoint strategy apart of membership cards, rewords and loyalty cards, John Lewis strategy to collect data from customers’ ,is to offered “My John Lewis Scheme” two years ago, asking about their experience while enjoying free tea and cake, exclusive events invitations (Lacey, 2019).
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Customer Relationship Management itself is not a new concept but is a new practical due to the recent advances in enterprise software technology (Peppers and Rogers, 1999). It should also be noted that CMR has its roots in relationship marketing which is aimed to improve long-run profit with its emphasis on winning new customers (Solomon, 2002).
The value of these working on shop floor was something that Simon Mark understood fully and she look after, He learned that there were employees that didn’t have any money to feed themselves and he immediately initiate free meals for all his staff based on a quote “if I look after my staff, they will look after me” ,A hairdresser, a doctor, a dentist was coming every two weeks, a nice social environment. Nowadays, Rob Weston the Marketing Director has announced new customers partnership to enhance customers understanding and to meet their needs, the program is called Spark which currently has over 6 million members making the M&S the digital-first retailer, having the aim to predict future buying behavior (M&S, 2018). Many of Simon policy remain in place in these days.
According to Buttle (2009), successful CRM plan uses marketing, selling and service operations all together in some amount, in order to achieve three stages in relationship:
· Specific type of customers for the specific market segment
· Strategical relationship to retain customers
· The best value
In order to achieve all this the company must have close relation with suppliers and other stakeholders from the business network.
Trust is essential in a relationship, it creates the sensation the other party is having an interest to be honest or simply to have enough expertise, to earn customers trust. When the trust is identified the seller has a plus compering to other retails (Buttle, 2009). According to (Elkington, 1994). Business Ethics in short can be described as a systematic study of moral matters, also Laura Nash (1990) observed that the moral standards of business are not different to the individual. When identifying practices that reflect business ethics, business actions will then be judged by not that which is efficient or effective but by that which is “morally defensible” (Woznial,2011 pp.305). The stakeholders such as owners, customers, vendors, employees, community are the “morally” responsible to look after the concept of Business Ethics and social responsibility to have distinct identities (Rodin,2005). Organizational ethics is concerned with good and bad or right and wrong behavior and practices that take place within a business. Concept of right and wrong is increasingly being interpreted today to include the more difficult and subtle questions of fairness, justice and equality (Murty,2006).


Recent research on how businesses are engaging with the SDGs is echoed by parallel research on the fashion industry. Big shops such as H&M, PRIMARK, ZARA, have recognized their responsibility towards the Goals, however many businesses are yet to demonstrate their contribution on SDG targets. Primark is one of the largest fashion retailers with 385 stores and more than 70,000 employees, people often call Primark ethics out, because it is the cheapest brand, poor labor, kids work, unfair pay and poor clothes quality, Primark advertising is Posters and No Online shops.   




On 24 April 2013 eight-story factory building Rana Plaza, Bangladesh collapsed, killing more then 1.000 people most who were working for Mango, Primark, Walmart, Zara. 


M&S policy  is to promote an environment free from discrimination, harassment and victimization, where everyone is equal and free to have a voice within the organization. M&S aim is
· to support the local community and to work closely with the suppliers
·  to respect human rights and to promote decent working conditions 
· to improve sustainability

M&S is based on Global Sourcing Principles health and safety, labor standards, environment, business ethics, equality and human rights, Mark& Spencer have several policies and guidelines on ethical trade and approved factory production.
M&S child labour procedure, has ZERO TOLERANCE to child labour in any part of its supply chain. It is essential that children are not put a risk or deprived of an education or childhood or in any mentally, physically, socially or morally harmed, through working in supply chains.
[image: A picture containing person, person

Description automatically generated]One of the main reasons why Primark has such a bad reputation as being Unethical and employing children, in 2014 in Swansea a 10£ dress contained a cry-for-help label with the massage “force to work exhausting hours”. The company spokesmen said its low prices because Primark does not own any factories, we make almost NO advertising and make savings by buying in large quantities.


[bookmark: _Toc65668227]Plan A and the united nationals sustainable development goals (SDG’s)


Launched in 2015, the 17 SDGs form a shared global agenda for environmental improvement, social empowerment and grater equality. M&S is aiming to provide customers with industry-leading food and clothing & home products, services to support to live a healthy and well-being life (Guterres, 2017).  People in M&S have a voice in order for the business to progress and to adapt, M&S focus on Human Rights, Access to employment sustainability raw materials, reducing food waste, no testing on animals, Accessibility and Ethical, health and well-being. In comparation with Tesco, the retail shop work closely with food banks and charities to donate good food instead of going to waste, for customers and employees, Tesco create “little helper” to highlight products lower in sugar, fat or salt, regarding the environment Tesco work closely to verify as having ZERO pollution and Deforestation (Lewis, 2018). At Marks and Spencer the customers health is at the top, by 2022 M&S will build a platform worldwide for shoppers to complete a health assessment, health checks, the aim is to use this data in order to tailor interventions, advice, and report annual progress, to give back to the community M&S have space available for community groups, charities and local interest groups to use, from 2017 M&S work with Global Communities to help build livelihoods, protect the Environment and improve well-being, human rights and Planet A (Rowe, 2020).
[image: ]
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Tesco Facilitate food surplus donation programmes in all stores in all regions to provide meals to those in need by 2020, work closely with food banks and charities wherever to donate good food that would otherwise go to waste. Tesco Organisation have supported and included homeless shelters, after-school clubs, food banks and domestic violence hostels, also organise regular food collections during festive periods giving customers the opportunity to join in donating food to help feed people in need.
48 million meals donated Group-wide through food surplus donation programmes in 2017/18. To support all employees to live healthier lives and help customers to make healthier food choices every time they shop with Tesco the organisation is providing a healthy workplace and shop. Guided by partnerships such as Cancer Research UK, Diabetes UK and the British Heart Foundation the aim is to create the UK’s leading workplace health programme, helping colleagues make changes to reduce the risks of cancer, Type 2 diabetes and cardiovascular disease also sharing ‘helpful little swaps’ in stores and online for customers, highlighting products lower in sugar, fat or salt compared to the regular alternatives; and lowering prices on hundreds of healthier products during our health events,66% of Employees and 55% of UK customers agree that Tesco helps them lead a healthy lifestyle.
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“Quality is the second of three value components”. The development of the methods and technique to manage quality and the culture of employees who want to produce quality is at the heart of any successful business (Whitehead, 1994).
Quality is “conformance to requirements” (Crosby, 1979) with emphasis on zero defects, to be totality of features and characteristics of a product of service that bear on its ability to satisfy given needs (Mellahi, 2002).
Founded in 1884, M&S has gradually expanded to over 960 stores across the Uk. The once known as “British Quality Goods” because of the perfect quality and unrivalled customers loyalty. The Brand Image created from delivering hight-quality products, variety a wide range of products make people to choose this store instead of going to a different retail, numerous outlet, customers can easily reach out and find products at reasonable price & convenient location.
High-performance in Marks and Spencer For over 125 years M&S has been known as high offer products at a great value, the team of 78,000 people and over 2.000 suppliers the brand continues to offer Value, Quality, Service, Innovation and Trust. Quality is a measurable result, good quality reduces the cost of rework, waste, complaints and return customers (Burt, 2002).
On the other hand M&S show some weakness in Poor promotion, people have assumptions that this is just for older customers and they don’t sell products for younger generation, old technique, they follow traditional workflow, which is not very productive and cost-efficient as the modern technology, improper supply chain, not having a proper supply chain delays in the delivery time, which in long-term can affect customer loyalty.
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SWOT Analysis performed on Marks and Spencer, a multinational retailer of clothing, home products and food products.
	Strengths

· Brand image
· Delivers high-quality performance
· Variety
· Numerous Outlet
· 
	Weakness 

· Poor performance (people have assumption that this is just for old people)
· Old technique  (M&S follow the traditional workflow, which is not very productive and cost-efficient as the modern techniques
· Improper Supply Chain (Not having a proper supply chain delays in the time delivery, which in turn causes to lose customers loyalty
· 





	Opportunities
· Global expansion
· Market Segmentation ( Grouping customers into different categories as per their interests and selling specific products in that market can improve sales
· Implementing new Technology ( Introducing New Technology in their manufacturing sector can be cost-efficient and also gain more customers
· 





	Threads 
· Increased Salary ( There is a very strong completion on clothing and food products in the UK
· Changing Trends (preferences change frequently)
· Raw Materials ( with increasing competition, there is a demand for more raw materials and the supply cannot be sufficient
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Total Quality Management (TQM- Model) – is a programme that ensure goods and services at the highest quality (Clayton, pp. 363-371)
(Melan, 1998) defined TQM as an effective system for integrating the quality development, quality maintenance and quality improvement efforts of the various groups in and organisation at the most economical level which allow all customers satisfaction, based on three principles:
· Customers focus
· Continuous process improvement 
· Total involvement

In M&S each employee has a defined customer so that these is what is known as supplier-customer relationship extending from the internal customers to the final consumer who consumes the product. The process supplier (internal)- customer (external) relationship and the quality needs of customer is a continuous process of improvement.

[bookmark: _Toc65668232]Lean and Six-Sigma Model 

There are several processes available for quality improvement including Six Sigma (design, measure, analyses, improve and control), most organizations including M&S can improve their quality by implementing any of the available quality improvement processes. According to (International Standards Organization Discover ISO, 2010) the objectives of the tools are to enable products/services to be more efficient, safer and cleaner, Marks and Spencer especially in the last couple of years and have serval awards recognition of performance when compared to its competitors in the industry. (Muira, 2006)

[bookmark: _Toc65668234]Road Map
Is a processing that enables a group of people to explore a topic based on where they are now and where they want to get to and forming a plan on how to get there
Marks and Spencer use Road Mapping for the following benefits:
· Collective knowledge M&S employees work together to build a visual map through their desire future.
· Opportunities & Challenges- such as economics, Brexit
· Integration 
· Flexibility
· Effectively
The M&S CEO, argued that in order to build a successful business, knowing customers is important to prioritize what features make onto the roadmap this will help the team to work more effectively.

[bookmark: _Toc65668236]360° Feedback

To encourage customers, M&S offer discounts, vouchers and gifts in return for completing the survey, this serve as a point sale, the survey ask customers about overall experience, feedback, these information’s are collected to build an Action Plan and managers is expected to follow up as negative review within 48 hours. Marks and Spencer always take ownership of helping their customers and getting feedback about their service. Some feedback is done online surveys and some directly with their customers, known as 360 feedback, the aim of these forms is to enable M&S to review areas of improvement and to target the customer needs.





[bookmark: _Toc65668237][bookmark: _Toc65668238]Segmentation and Targeting Customers 
Supermarkets are classified as service firms, as result their marketing mix extends to the 7P’s, almost all customers visit supermarkets, there are a range of different market segments, customer’s needs. Marks & Spencer showed a decline of its clothing business, last week the retailer dropped out of the FTSE 100 the loss impact in fashion marketing, the analysts argue that this long-term decline has been unclear and failure to keep up with digital-savvy competitors  like Zara and Asos. Robert Swannell M&S chairman promised to improve the quality and style of the clothing department admitting there is “more to do”.
Cox & Britain (2000) suggested the Marks & Spencer offered more fashion focusing on older age groups. Ages of customers in M&S are clarified about 45-65 years old, the requirement and needs is immensely by age, as age changes affect population rapidly also it had been proved by Oxford Sales (2010) that M&S targets more on women clothing than men’s clothing this is because women usually do the shopping, including buying for men. The environment is made to comfort women while they buy strategical and men buy immediately (Rao, 2009)  (Sila, 2015) argue that retails like Harrods provide better service and higher income group because their products address to all age groups offering quality and expensive products. 

[bookmark: _Toc65668239][bookmark: _Toc65668241] Loyalty Ladder and Brand image

Customer loyalty is the customer attitude and behavior to prefer one brand over all competitor ones, due to satisfaction with the product or services, it encourage to shop more consistently (Ray, 2012). Loyalty reflects relationships development and retention, customer loyalty is important for the success of the organization (Peter, 2010).
Marks and Spencer is one of Britain’s Mos iconic brands, a multinational retail brand, committed to making every moment special for customers, high quality, own-brand food, clothing and home products. M&S have introduced loyalty programs, memberships cards, rewards, priority access to seasonal products.
According to (Omar, 2009) M&S added new feature to their loyal customers:
· A guarantee that one customer a week will shop fir free
· Giveaways worth thousands to spend in store
· Small rewords like candles
· Introducing SPARKS the digital first scheme

One the other hand John Lewis use the loyalty scheme as a medium to Interact with customers in a much more effective way, the data help to predict the lifecycle moment, customers interest, as well as increase online communication (Paul DE Laat,2019).

[bookmark: _Toc65668243]Organization Culture 
M&S is a multi-national retail Brand with a deep History, the CEO believe in the Mission Statement “to make everyone feel special” a feeling of caring for customers and employees. The different communication and methods, frequency of internal flow of information within the organization, dress code, high-performance service and quality products, shaped the Organization Culture (Scott, 2007).
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Structure
In 2016, M&S saw a restoration in Management system, a new CEO Steve Rowe he applied three main strategies:
· Simplify management structure he believed that by having a smaller more focused team running M&S it can have a more effective decision making by reducing the number of multichannel of directors
· Customer cantered  
· Improving the clothing brand - M&S is the second best in UK after Waitrose and at very close competition with the other brand giant John Lewis, therefore the clothing brand seem to be behind.
Staff -when Steve let go a number of directors, he create a sense of Uncertainty among employees, on the other side Steve argued that every employee play an important role in the Organization success he encourage Colleagues to bring forward any idea over 1.000 ideas was submitted within a (Lacey, 2019)week and already three are being worked at (Steve,2020).



[bookmark: _Toc65668246]External Analysis (PESTEL) Marks and Spencer 


	Political


· Free trading
· Expansion in Europe



	Economical 


· Grow revenue
	Social


· Changes in customer tastes and lifestyle
	Technological


· Internet is a powerful selling channel 
	Environmental


· Regulation for eco-friendly packaging 
	Legal


· Waste management
· M&S developed a plan A program
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Most organisations including M&S strive to continue to satisfy or meet their customers’ requirements. M&S over years have consistently developed and sell quality products to their customers. Total Quality Management is a continuous process and must have the contribution of everyone in the organization from the corporate leadership to the shop floor staff in order for the organization to continue to meet their responsibility in delivering quality.

As shopping is moving online, M&S is struggling to keep stores open due to Covid19 pandemic, online sales increased, M&S CEO admitted that digital selling is to slow in M&S website, the company was late in acting, Steve the CEO reported that improvements will be made regarding the online shopping.

Overall we can say that M&S is more inclined towards an ethical level, the company Plan A initiative is one of the largest of its kind and proving to be effective which is apparent from the reports it releases every year to show the achievements and may as well go on to become the world’s most Sustainable retailer.


[bookmark: _Toc65668248]Recommendations

· Clothing Brand- M&S should follow John Lewis regarding the clothes department, where they offer free fashion advice or virtual, with no minim spend or obligation to buy, to build a confidence – boosting fashion brand M&S should Introduce few spring boosters such as:
-pretty prints
-popping colours 
- fresh details


· Online Promotion – in order for M&S to accelerate online sales, improving customers buying experience, the retail store can learn from Asos the famous worldwide eCommerce retailer, customers can buy via mobile, hassle-free shop, asks offers worldwide shipping and free returns the company focuses on distribution efficiency and international sales.

By listening to the trends of free-thinking and non-conforming Generation Z, Asos has broken new barriers in the eCommerce fashion industry, M&S will hugely benefit if they introduce eCommerce platform to his loyal customers.

· Traditional technology – M&S had shown a phase of stagnation due to the pandemic Covid19 and in some regions stores had been forced to close, in order to increase sells M&S have to adapt to new ways of attracting customers, the modern technology is one that benefit greatly theses Days. 

Digital retails integrate this platform into the retail business to to shops been close (non-essentials) and see their revenue increase.


· 
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