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1. Organisational Overview

Historical Development
Marks & Spencer (M&S) was founded in 1884 by Michael Marks and later joined by Thomas Spencer. Initially a market stall, the company evolved into one of the UK’s most established retailers (M&S, 2023). Although m&s was originally  known for its clothing and fashion,, M&S Food has become right in the middle of  the organisation’s growth strategy. From the early 2000s, M&S placed greater emphasis on developing high quality, own label food products, positioning itself as a premium and luxury alternative to mainstream supermarkets (Jackson & Sparks, 2005). Over the last decade, M&S Food has expanded through the development of M&S Food halls and “Simply Food” convenience stores, alongside digital, through its partnership with Ocado.
More recently, M&S Food has undergone a huge transformation centred on product innovation, sustainability commitments, and operational improvement. The business has refined its forecasting systems, revamped availability processes, and expanded its ethical and welfare standards across major product lines (M&S Annual Report, 2024). These developments reflect a broader organisational objective to stabilise performance, strengthen customer loyalty, and differentiate the brand in an increasingly competitive retail environment.




Current Market Position
M&S Food currently occupies a strong but competitive position in the UK grocery market. The company holds an estimated 4% market share, rising to above 4% when including online sales through Ocado (Mintel, 2024). While M&S Food operates at the premium end of the market, it has achieved year on year growth through increased customers, targeted store expansion, and investment in its value led ranges.
Despite challenges such as inflationary pressures and operational disruptions, most notably a cyberattack impacting logistics and online channels in 2024 M&S Food continues to report strong sales performance (Retail Gazette, 2024). Financial results highlight consistent sales growth, improving customer perceptions of value, and strengthening brand trust attributed to quality, availability, and ethical sourcing improvements (M&S Annual Report, 2024).
Overall, M&S Food remains a resilient performer with upward growth, supported by improved operational efficiency and enhanced customer engagement strategies Operationally, M&S has also upgraded its logistics and forecasting systems, improved stock management, and committed to cost-savings to support this food-first strategy.

Mission & Values
Although M&S doesn't have a written mission statement, its business goals prioritise customer focus, quality, value, and sustainability. Its food policy incorporates these ideals, emphasising,
 • Commitment to trusted value, maintaining competitive and stable prices.
 • Provision of food that is sourced ethically and with high welfare.
 • Investing in innovation to improve the choice and quality of products.
 • Using data and insights to drive customer centric decision making.
 
M&S emphasises delivering high-quality products, whether food, clothing or home goods. In their food line, this is visible in carefully sourced ingredients, welfare standards, and premium own-brand ranges.
These values represent a mission centred on providing premium, ethically made goods that satisfy changing consumer demands while conducting business profitably and ethically. 
This set of values supports long term customer interaction, transparency, and trust in the context of CRM, it also adds a strong loyalty between M&S and customers. 












2. Data and Customer Relationships

Role of Data in Sustainable Relationship Marketing
Data collection, analysis, and evaluation are central to building sustainable customer relationships at M&S Food. CRM theory suggests that data-driven insights facilitate personalisation, segmentation, value creation, and long-term loyalty (Payne & Frow, 2017). M&S Food operationalises these principles through several key mechanisms.

Customer Behaviour Data
The Sparks loyalty programme is M&S’s primary data-collection tool, providing insights into shopping behaviour, frequency, product preferences, and customer demographics. This data supports:
· Behavioural segmentation
· Predictive modelling for product recommendations
· Personalised offers
· Targeted promotions based on past purchases
For example, customers frequently purchasing the “Dine-In for Two” range receive tailored offers aligned with their preferences. This supports customer intimacy and enhances perceived value (Buttle & Maklan, 2019)

Personalised Communication
Using Sparks data, M&S Food delivers personalised email campaigns, app notifications, and in-app tailored offers. These personalised communications increase engagement and reduce promotional wastage by matching offers to individual preferences. Research suggests that personalised messaging increases loyalty and purchase frequency (Wedel & Kannan, 2016), which aligns with the growth seen in M&S digital engagement in recent years and continued years.


Operational and Supply Chain Data
Upon doing research, it has been proven, M&S invests heavily in demand forecasting, stock availability analytics, and waste reduction tools. By integrating demand data with supply chain systems, M&S reduces stock-outs, enhances availability, and mitigates waste. High availability is a key driver of customer satisfaction and retention in grocery retail (Hübner et al., 2016), always contributing to loyalty and trust for the needs of their customers.

Customer Feedback and Evaluation
M&S uses Net Promoter Score (NPS), in store feedback kiosks, reviews, and surveys to gather customer sentiment. Customer feedback data informs:
· Product development decisions
· Service improvements
· Store layout optimisation
· Sustainability communication
Sustained improvements in Net promotor score for quality and value continue to better  M&S Food’s position as a customer led retailer.

Critical Discussion
While M&S always try to demonstrates strong CRM capability, several challenges persist:
· Data privacy and security risks, including the impact of cyberattacks on customer trust.
· Perception gaps surrounding Sparks rewards, with some customers reporting limited personal value.
· Integration issues: online data from Ocado may not fully align with in-store Sparks data, limiting unified customer insight to inside the store or online.
However, M&S is able to implement a smart and comprehensive CRM strategy that offers long term sustainable connections, in courtesy to the whole data strategy.










3. CRM Strategy Analysis
Segmentation, Targeting and Positioning (STP)

Segmentation
M&S uses a mix of demographic, psychographic, and behavioural segmentation:
· Demographic, middle to high income households
· Psychographic, ethically-minded, quality-conscious consumers
· Behavioural, “little and often” shoppers, premium treat buyers, convenience oriented customers, and online M&S buyers via Ocado
This aligns with modern CRM theory emphasising segmentation based on customer value and behaviour rather than broad categories (Homburg et al., 2020).

Targeting
M&S adopts a differentiated targeting strategy:
· Premium-positioned customers seeking high quality and indulgence
· Value conscious customers using the “Remarksable Value” range
· Online convenience shoppers via Ocado
· Time poor customers purchasing m&s ready meals and “Dine In” offers and meal deals
This supports targeted product development and tailored communications and various different customers.
Positioning
M&S Food positions itself as:
· Premium quality
· Ethically sourced
· Innovative
· With trusted value
This positioning differentiates the brand from mainstream retailers by emphasising distinctive product standards and ethical commitments. The strategy aligns with relationship marketing principles that emphasise emotional value, trust, and authenticity (Morgan & Hunt, 1994).

Differentiation through the Marketing Mix (4Ps)

Product
M&S Food’s product strategy focuses on:
· High-quality, own-label products
· Continuous innovation
· Premium ready meals
· Ethical and welfare led sourcing
This unique product mix contributes significantly to brand loyalty, especially given M&S’s recognised differentiation in quality (YouGov, 2023).
Price
Although positioned as premium high quality food, M&S balances pricing through:
· “Trusted Value” price locking
· “Remarksable Value” low priced own branded essentials
· Loyalty linked personalised discounts
This hybrid pricing approach reduces price sensitivity while maintaining brand equity and delivering high quality products
Place
Distribution is delivered through:
· Large Foodhalls
· “Simply Food” convenience stores
· Concessions at transport hubs
· Online delivery through Ocado
This multi channel presence enhances convenience and accessibility, a central element of relationship building with loyal and future customers. 
Promotion
M&S leverages:
· Sparks loyalty promotions
· Seasonal campaigns (Christmas campaigns are the best)
· Sustainability messaging
· In store experiential promotions and offers 
This reinforces emotional connection, quality perception, and brand differentiation.

Meeting the 4Cs of Customer Needs
Customer Needs
M&S effectively addresses customer needs through:
· Quality assurance
· Sustainability credentials
· Transparent sourcing
· Innovation in meals and convenience
These factors align with customer expectations in the premium segment.
Cost to Customer
M&S addresses cost by
· Competitive pricing on essentials
· Personalised Sparks discounts
· Good value relative to quality
This helps overcome the perception that M&S is overly expensive.
Convenience
The brand enhances convenience via 
· Extensive store network
· Online ordering
· Ready to eat selections
· Clear store layouts and improved availability
Convenience is essential in grocery retail and supports repeat purchasing behaviour.
Communication
Communication takes place through 
· Personalised Sparks messages
· In store and online sustainability communication
· NPS feedback 
Targeted and two way communication strengthens relational bonds with customers and helps them understand we are focused on their personal needs and wants. 

Ethical and Sustainability Strategies
Ethical initiatives include
· High-welfare animal standards
· Reduction in plastic packaging
· Transparency in supply chains
· Waste reduction initiatives
Given rising customer interest in sustainability, these practices build emotional loyalty and reinforce trust. Sustainable CRM suggests that customer relationships endure when organisations act responsibly and authentically (Peattie & Peattie, 2009).

Towards Customer Centrality and Long-Term Loyalty

By integrating CRM data, ethical principles, and personalised marketing, M&S aims to achieve customer centrality, meaning decision-making begins with customer needs. This supports:
· Higher customer lifetime value (CLV)
· Repeat purchasing
· Advocacy and word-of-mouth
· Stronger resilience against competitive and economic pressures
M&S’s CRM strategy therefore strengthens both commercial performance and relational longevity



















4. Conclusions and Recommendations
Key CRM Strengths
The following CRM practices positively influence M&S Food’s organisational performance:
1. Robust data collection via Sparks, enabling segmentation and personalisation.
2. High product quality combined with ethical sourcing, driving emotional loyalty.
3. Operational improvements that enhance availability and reduce waste.
4. Clear sustainability communication, boosting trust.
5. Omni channel convenience, supporting accessibility.
6. Balanced value and premium positioning, widening customer appeal.
These practices build sustainable relationships based on trust, value, and customer understanding.

Recommendations for Improvement

To strengthen long-term customer loyalty, M&S Food should consider, 
· Enhancing Sparks value, Provide clearer, more frequent, and more meaningful rewards to improve engagement.
· Integrating data across channels, Create a unified CRM system combining Sparks, in store, and Ocado data.
· Expanding real time feedback channels, Introduce QR-linked surveys and expand digital customer listening tools.
· Offer automatic personalised discounts based on frequent purchases (e.g., 10% off Dine-In meals for regular buyers).
· Add experiential rewards, such as cooking events, exclusive tastings, or early access to seasonal ranges.
· Provide clearer communication on how Sparks benefits are earned to reduce customer confusion














5.Final Summary
This report has demonstrated that M&S Food’s CRM strategy plays a crucial role in driving customer loyalty, retention and long-term organisational performance. Through the effective use of customer insight, premium product positioning, ethical sourcing, and a strong brand heritage, M&S Food has maintained a competitive edge in a crowded UK grocery market. The Sparks loyalty programme, data-driven personalisation, and a commitment to sustainability all contribute to meaningful and lasting customer relationships.
However, opportunities remain for improvement. Enhancing the Sparks scheme through tiered rewards, integrating customer data across all digital platforms, improving transparency around sustainability practices, expanding value-based ranges and strengthening cybersecurity will help M&S build even deeper customer trust. Additionally, greater co-creation, digital in-store innovation, and more targeted communication around value and health trends will enable M&S Food to stay relevant and customer-centric.
Overall, M&S Food’s strong foundation in relationship marketing, combined with targeted improvements, positions the organisation to enhance loyalty, increase customer lifetime value, and secure sustainable long-term growth(Marks & Spencer’s 2024).
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