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Task 1 Organisational Overview
Marks & Spencer (M&S) founded in 1884 by Michael Marks and Thomas Spencer as a small market stall in Leeds and has grown into one of the United Kingdom’s most recognised and trusted retail brands (Marks & Spencer, 2024a). Over more than 140 years, the company has built a reputation for quality, innovation, and ethical sourcing. The Food division, established as a core growth area in the late 20th century, has been instrumental in transforming M&S into a leading premium food retailer (Kantar, 2023).
Historically, M&S Food differentiated itself through exclusive product innovation and a focus on British sourcing. It pioneered ready meals in the UK and developed the “Dine In” concept, positioning itself as a leader in the premium convenience segment (Mintel, 2023). In recent years, M&S has undergone digital transformation and supply chain modernisation, particularly through its joint venture with Ocado in 2020, which significantly expanded it is online grocery reach (Reuters, 2024).
Currently, M&S Food holds an estimated 3.6–4% of the UK grocery market share, placing it below the “big four” supermarkets but above smaller competitors (Statista, 2024). While the wider M&S Group has faced fluctuating profits, the Food division remains profitable and central to it is growth strategy (Marks & Spencer, 2023). It is focus on quality, convenience, and sustainability has supported it is resilience against competition from both discounters (Aldi and Lidl) and mainstream supermarkets expanding their premium ranges (The Guardian, 2024).
The company’s mission statement, “to make every moment special,” encapsulates it is commitment to quality, innovation, and responsible sourcing (Marks & Spencer, 2024b). This mission reflects the organisation’s long-standing values of customer trust, ethical practice, and continuous product improvement. However, balancing premium positioning with affordability remains a strategic challenge, especially during periods of economic uncertainty (Armstrong, Kotler, and Opresnik, 2020).

Task 2 Data and Customer Relationships
Personalised value achieved by providing tailored discounts, product suggestions, and meal ideas based on customers' past behaviours, fostering a sense of being understood and valued, which enhances emotional connection and loyalty. Predictive analytics play a significant role in improving customer experience by allowing M&S to anticipate trends and stock desirable products, thereby reducing customer disappointment, and increasing satisfaction (Buttle, 2019). Trust and convenience are established through consistent and relevant communication, such as reminders and seasonal offers, positioning M&S as a reliable brand and encouraging repeat purchases. Additionally, the implementation of feedback loops enables M&S to gather customer reactions to new ranges and promotions, which fosters co-creation and allows for product refinement in line with customer expectations, promoting meaningful two-way relationships rather than one-directional sales (Malhotra and Agarwal, 2020).
According to Buttle (2019), Customer Relationship Management (CRM) relies on integrating data from multiple touchpoints to understand consumer behaviour and enhance long-term loyalty. M&S exemplifies this approach by using customer data to adjust product ranges, optimise pricing, and enhance service delivery. 
The effective utilisation of data in relationship building is crucial, as mismanagement can lead to perceptions of intrusiveness. Sheridan (2019) emphasises the importance of trust and transparency in inbound marketing, arguing that organisations should clearly communicate their data usage to maintain customer confidence. M&S exemplifies this through it is Plan A sustainability strategy, articulating it is ethical sourcing practices and commitments, thereby reinforcing trust. However, a potential downside exists, an excessive focus on personalised promotions might commodify the relationship, leading customers to associate M&S with discounts rather than quality. To foster long-term loyalty, organisations must balance personalised incentives with a steadfast commitment to core brand values like quality, ethical sourcing, and exceptional customer care.
Furthermore, Lee and Charles (2021) argue that ethical perceptions strongly influence consumer repurchase intentions. M&S reinforces it is ethical image through traceable supply chains and reduced plastic packaging, thereby improving both sustainability and brand loyalty. As data collection evolves, M&S continues to evaluate customer sentiment using real-time feedback tools, ensuring its strategy remains responsive and customer centric.
While M&S Food’s use of customer data supports personalised offers and enhances loyalty, there are critical drawbacks. Heavy reliance on data systems requires significant investment, and if insights are misinterpreted, it can lead to irrelevant offers that weaken customer satisfaction (Buttle, 2019). There are also privacy concerns; customers may feel uncomfortable if personalisation appears intrusive or unclear, potentially reducing trust (Sheridan, 2019). Additionally, data-driven targeting may prioritise high-spending customers and unintentionally neglect others, risking the loss of occasional or value-conscious shoppers (Armstrong, Kotler, and Opresnik, 2020). Therefore, while data supports stronger customer relationships, this is only effective when used transparently, ethically and with careful consideration of customer perceptions.
Task 3 CRM Strategy Analysis
Segmentation, Targeting, and Positioning
M&S Food uses a differentiated segmentation strategy targeting middle-to-upper income consumers who prioritise quality, taste, and ethical sourcing. It positions itself as a premium yet accessible food retailer offering both everyday essentials and indulgent treats (MarketLine, n.d.). According to Armstrong, Kotler and Opresnik (2020), successful positioning requires aligning brand perception with consumer needs—a principle evident in M&S’s focus on “trusted quality and modern convenience.”
This segmentation supports customer relationship building in several ways. For example, M&S’s “Dine In for £10” meal deals provide a restaurant-style experience at home, appealing to couples and families seeking affordable luxury. This reinforces emotional value, which strengthens loyalty. Similarly, the Plant Kitchen range directly targets health-conscious and environmentally aware consumers—showing that M&S listens and adapts to changing lifestyle preferences, which is essential for sustained relevance.
The strategy also builds trust through consistent quality cues such as clear provenance labelling (e.g., “100% British beef”) and sustainability commitments from the Plan A initiative. Mullins and McLean (2019) argue that trust and perceived integrity are critical to building long-term customer attachment, and M&S’s sourcing transparency reinforces these values.
However, there are limitations. A heavily premium focus may alienate price-sensitive consumers, especially during periods of inflation. If M&S fails to balance quality with perceived value, customers may switch to competitors such as Lidl or Aldi’s Specially Selected range. Therefore, maintaining customer relationships requires flexibility in how “premium” is delivered not only through quality but also through value experiences.
According to Porter’s Generic Strategies framework, firms achieve competitive advantage through cost leadership, differentiation, or focus (Porter, 1985). M&S Food clearly follows a differentiation strategy, positioning itself as a premium retailer offering superior quality, ethical sourcing, and product innovation rather than competing on price. This strategic positioning enables M&S to develop deeper, trust-based customer relationships built on emotional and experiential value rather than transactional loyalty (Deszczynski, 2021).
M&S achieves differentiation through it is marketing mix (4Ps).
Product: The company emphasises innovation and exclusivity, illustrated by it is Plant Kitchen vegan range and Taste Buds innovations that cater to health-conscious and environmentally aware consumers (MarketLine, 2023).
Price: Through a premium pricing strategy supported by perceived quality and ethical sourcing, M&S maintains customer trust and strengthens long-term loyalty (Armstrong, Kotler and Opresnik, 2020).
Place: The integration of online and offline channels particularly through its Ocado partnership enhances convenience and accessibility, reflecting changing consumer preferences for seamless shopping experiences (MarketLine, 2023).
Promotion: M&S employs emotionally resonant storytelling in its campaigns, such as those highlighting family, British sourcing, and togetherness, to foster emotional bonds with customers (The Guardian, 2024).
This strategic alignment supports relationship marketing goals by creating emotional engagement and perceived authenticity (Deszczynski, 2021). Unlike competitors such as Aldi and Lidl, which pursue cost leadership strategies, M&S’s differentiation allows it to occupy a distinct niche where trust, heritage, and sustainability are core relationship assets. However, this differentiation approach also has limitations. During economic downturns, a strong premium focus can alienate price-sensitive consumers, particularly if competitors like Lidl or Aldi’s Specially Selected range offer similar perceived quality at lower prices (Buttle, 2019). Therefore, to maintain customer loyalty, M&S must balance premium differentiation with value-based accessibility, ensuring that emotional connection complements economic value.
Meeting the 4Cs of Customer Needs M&S continuously innovates it is food offering in response to changing consumer expectations around health, sustainability, and ethical sourcing. The success of the Plant Kitchen range and the Eat Well label reflects how M&S anticipates and responds to lifestyle trends such as plant-based eating and nutritional awareness (Armstrong, Kotler, and Opresnik, 2020). This customer-focused innovation not only meets functional needs but also builds emotional loyalty by showing that M&S listens and adapts to customer values (Buttle, 2019).
Cost: While M&S operates within a premium pricing model, it strengthens perceived value through quality assurance and consistent delivery of high standard. Schemes such as “Dine In for £10” provide customers with accessible luxury, enhancing loyalty among middle-income households seeking value without compromising quality (MarketLine, 2023). However, this premium orientation may alienate price-sensitive consumers, particularly during inflationary periods, potentially weakening loyalty if customers perceive a gap between price and value (Deszczynski, 2021).
Convenience: The partnership with Ocado has significantly improved accessibility through home delivery and click-and-collect services. This omnichannel approach enhances convenience a crucial factor for modern consumers balancing time constraints and digital engagement (Taylor and Woodhams, 2022). By aligning convenience with quality, M&S builds satisfaction and reduces the risk of customer switching.
Communication: Transparent and consistent messaging reinforces trust, a cornerstone of long-term customer relationships. M&S communicates openly about sourcing, animal welfare, and nutrition via packaging and digital platforms, supported by its Plan A sustainability strategy. This commitment to ethical transparency aligns with findings by Lee and Charles (2021), who argue that ethical credibility significantly influences repurchase intentions.
According to Malhotra and Agarwal (2020), the 4Cs framework—Customer Needs, Cost, Convenience, and Communication—provides a customer-centric approach to marketing that is instrumental in fostering long-term relationships and brand loyalty. M&S Food aligns with this framework through it is strategic product offerings, innovative services, and communication that is rooted in values. This alignment enables M&S to cultivate both rational and emotional loyalty among consumers. By addressing customer needs and expectations of convenience, M&S enhances overall satisfaction. Additionally, ethical communication strategies contribute positively to trust and authenticity perceptions. Nevertheless, maintaining a delicate balance is crucial, as excessive focus on premium pricing or sustainability claims, without delivering real value, may lead to disengagement among mainstream customers.
Ethics and sustainability are deeply embedded in M&S’s “Plan A” initiative, which focuses on carbon reduction, fair trade, animal welfare, and waste minimisation (Marks & Spencer, 2024c). For example, M&S sources 100% of it is coffee and tea through Fairtrade certification and has committed to becoming net zero across it is value chain by 2040. Its partnership with Fairshare redistributes surplus food to communities, reinforcing the brand’s ethical and socially responsible image. These actions strengthen the emotional bond with customers who increasingly prioritise sustainability and transparency in purchasing decisions (Lee and Charles, 2021).
According to Buttle (2019), ethical practices enhance long-term Customer Relationship Management (CRM) performance by building trust, authenticity, and positive brand associations. M&S’s ethical sourcing policies and use of recyclable packaging signal reliability and integrity key attributes in sustaining customer loyalty. Moreover, initiatives such as “Shwopping,” which encourages customers to donate old clothes for reuse or recycling, position M&S as a brand that shares customer values beyond transactional exchanges. This emotional engagement fosters deeper, value-based relationships and customer advocacy.
However, maintaining credibility requires continuous delivery on these commitments; failure to demonstrate measurable impact could lead to consumer scepticism or accusations of greenwashing. Therefore, M&S’s ongoing transparency reports and stakeholder engagement are essential to preserving the trust that underpins its sustainable customer relationships.
Task 4 – Conclusions and Recommendations
SWOT Analysis: M&S Food – Sustainable Customer Relationship Focus
Strengths: M&S Food’s trusted brand, consistent quality, and innovation foster strong emotional loyalty. The Sparks loyalty scheme and Ocado partnership enhance convenience and personalisation, while initiatives like Plant Kitchen and Eat Well align with ethical and health-conscious values (MarketLine, 2023; Armstrong, Kotler, and Opresnik, 2020).
Weaknesses: Premium pricing may exclude younger or price-sensitive customers, limiting inclusivity (Sheridan, 2019). Digital personalisation remains fragmented across platforms, and limited affordability options may weaken relationship depth during economic pressure (The Strategy Story, 2024).
Opportunities: Rising demand for sustainable and ethical food allows M&S to expand affordable premium ranges and strengthen AI-driven CRM systems to build trust and long-term loyalty (Deszczynski, 2021).
Threats: Competition from discounters like Aldi and Lidl challenges retention among value-driven consumers. Increasing expectations for transparency and data privacy mean any inconsistency could harm customer trust (Lee and Charles, 2021; Buttle, 2019).

Strategic Recommendations.
M&S should strengthen customer relationships by enhancing AI-driven personalisation on the Sparks platform, enabling more relevant offers and improved loyalty (Buttle, 2019). Refining segmentation toward health-conscious consumers and value-oriented families, supported by targeted communication and value-based pricing, would make the brand feel more accessible and personally meaningful (Armstrong, Kotler, and Opresnik, 2020; Buttle, 2019). Expanding affordable premium options such as smaller pack sizes or loyalty discounts—can help attract younger shoppers without weakening quality perceptions (Armstrong, Kotler, and Opresnik, 2020). Strengthening inbound content marketing, including recipe content and sustainability storytelling, can deepen emotional engagement (Sheridan, 2019). Finally, integrating sustainability metrics into CRM systems would improve transparency and reinforce trust among ethically minded customers (Deszczynski, 2021).
Conclusion
M&S Food’s approach to customer relationship management is strongly supported by its differentiation strategy, data-driven personalisation, and commitment to ethical and sustainable practices. Its focus on quality, convenience, and transparent communication enables the brand to build trust and emotional loyalty across key customer segments. However, the premium pricing model and uneven digital integration present challenges, particularly for value-conscious consumers. Strengthening personalisation, enhancing affordability within premium ranges, and continuing to embed sustainability into customer-facing systems will help M&S maintain long-term, sustainable relationships. Overall, M&S Food is well positioned, but continued adaptation is essential to meeting evolving customer expectations.
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