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Executive Summary
This report evaluates how Customer Relationship Marketing (CRM) strategies, policies, and data-driven practices at Marks & Spencer (M&S) Food contribute to organisational performance, customer retention, and sustainable loyalty. Drawing on academic theory—including the Commitment-Trust Theory of Relationship Marketing, the 4Cs customer-centric model, and Sustainable CRM theory—the analysis applies real examples from the M&S Annual Report & Financial Statements 2025.
In 2025, M&S Food delivered an 8.7% increase in total food sales, strong like-for-like (LFL) growth of 8.6%, and volume growth of 6.7%. The company also expanded its food estate with six new food stores and two new food halls. This performance reflects a combination of quality leadership, value investment (“Dropped & Locked” pricing), innovation (1,400+ new food lines launched), supply chain optimisation, and customer-centric retail transformation.
The report concludes that M&S Food’s CRM practices—including data-driven personalisation, value reinforcement, customer insight-led innovation, and sustainability initiatives—are central to growing customer loyalty. Recommendations are provided to strengthen digital CRM, expand loyalty tiers, enhance sustainability communication, and deepen omnichannel integration.















Introduction
Customer Relationship Management (CRM) is a strategic approach that enables organisations to understand, anticipate, and respond to the needs of their customers. Customer relationship marketing evolved from traditional marketing concept and has broadened its scope today, intersecting with the following domains such as customer buying behaviour process models, customer satisfaction and loyalty, service quality, customer relationship management tools and strategies, customer centricity, and customer engagement activities. (Naresh K Malhotra, J.A. ,2020).
 In the UK grocery supermarket sector, which is highly competitive and dominated by retailers like Tesco, Sainsbury’s, Aldi, and Lidl, strong customer relationships are crucial for driving retention, loyalty, and profitability.
CRM systems and strategies allow businesses to collect and analyse customer data, segment the market, and personalise offers, thereby creating sustainable customer relationships. These relationships are critical because retaining existing customers is more cost-effective than acquiring new ones, and loyal customers often generate higher lifetime value through repeat purchases and brand advocacy (Buttle, 2019).
For M&S Food, CRM is particularly important because the brand operates in a premium segment where customer trust, quality perception, and convenience are key drivers of loyalty. This report examines how M&S Food’s CRM strategies, policies, and practices contribute to sustainable customer relationships, highlighting examples from the M&S Annual Report 2025 and drawing conclusions for future improvements.













[bookmark: _Hlk214474566]Task 1: Organisational Overview of M&S Food
1.1 Historical Development
Marks & Spencer was founded in 1884 by Michael Marks as a market stall in Leeds, joined by Thomas Spencer in 1894, growing into one of Britain’s most recognised retailers. M&S Food emerged in the 20th century as a distinctive division known for uncompromising quality, pioneering innovations in chilled convenience, and trusted sourcing.
The introduction of the “Plan A” sustainability strategy in 2007 modernised the brand, aligning food quality with environmental and social responsibility. In the early 2020s, M&S began a transformation to reposition itself from a “treat” food retailer to a destination for trusted everyday value. This included supply chain modernisation, estate renewal, digital growth, and localised value propositions.
1.2 Current Market Position and 2025 Performance
According to the M&S Annual Report 2025, the Food division remains the group’s strongest performing segment:
· Food sales increased 8.7% to £9.02 billion.
· Like-for-like (LFL) food sales rose 8.6%, indicating growing repeat purchasing.
· Food volume growth reached 6.7%, showing increases in actual units sold.
· M&S launched over 1,400 new food lines during the year, strengthening innovation.
· The company opened six new standalone food stores and two new food halls (within full-line stores), increasing accessibility and driving regional growth.
· “Larger basket shops” increased by 13%, reflecting greater penetration as a weekly shop destination.
This performance places M&S among the UK’s fastest-growing major food retailers in 2024/25.
1.3 Mission, Values and Alignment
M&S’s mission is grounded in “providing trusted value through quality, innovation, and sustainability.” Its values—quality, integrity, innovation, and customer-centricity—are reflected in:
· Its commitment to responsible sourcing.
· Its investment in forecasting and supply chain optimisation.
· Ongoing value initiatives.
· Continuous product innovation.
The alignment between mission and practice strengthens brand trust, which is a core driver of relational loyalty (Morgan & Hunt, 1994)
[bookmark: _Hlk214474623]Task 2: Data and Customer Relationships
2.1 Role of Data Collection in CRM
CRM literature emphasises that customer data collection—spanning behavioural, transactional, demographic, and attitudinal data—is essential for building sustainable relationships (Payne & Frow, 2017; Kumar & Reinartz, 2018). For retailers with diverse customer bases, data supports segmentation, demand forecasting, and personalisation.
M&S collects data from:
· Sparks loyalty programme and app
· Digital browsing and online purchasing (Ocado Retail partnership)
· In-store EPOS transactions
· Customer feedback platforms
· Supply chain and stock availability systems
· Forecasting and ordering systems (upgraded in 2025)
2.2 Data Analysis and Sustainable Customer Relationships
In 2025, M&S completed the rollout of a new forecasting and ordering system, improving the accuracy of stock allocation and reducing waste. This aligns with academic findings that data-driven supply chain optimisation enhances customer satisfaction and loyalty (Sharma & Panigrahi, 2013; Rivera-Castro et al., 2019).
Data-driven CRM helps M&S:
· Predict demand fluctuations.
· Improve product availability—especially high-volume lines.
· Drive personalised communication via Sparks.
· Inform pricing strategy (“Dropped & Locked”).
· Tailor product innovation to customer insights.
These practices support sustainable relationships by ensuring consistency, convenience, and trust (Gremler & Gwinner, 2002).
2.3 Practical Examples from the 2025 Annual Report
· Value insight: Customer data revealed demand for stable pricing, prompting the “Dropped & Locked” initiative on essential lines such as salmon fillets and tinned goods.
· Innovation insight: M&S used purchasing data to expand popular categories, resulting in 1,400+ new lines in 2024/25.
· Availability insight: The new forecasting system improves availability, reducing customer frustration and supporting repeat purchasing.
· Estate planning: Opening six new Food stores is based on geographic and behavioural data identifying underpenetrated growth areas.
Together, these activities illustrate how M&S turns data into long-term, sustainable customer loyalty.



























[bookmark: _Hlk214474659]Task 3: CRM Strategy Analysis
3.1 Segmentation, Targeting and Positioning (STP)
Segmentation
M&S uses multi-dimensional segmentation:
· Demographic – families, older adults, affluent professionals.
· Behavioural – value-seekers, convenience shoppers, premium food lovers.
· Psychographic – ethically focused, health-conscious customers.
This approach aligns with classic segmentation theory (Kotler et al., 2016).
Targeting
The 2025 report shows M&S’s strategic targeting of:
· Customers wanting trusted value (through Remarksable Value).
· Families buying larger baskets (13% increase).
· Convenience-driven shoppers using food halls.
· Innovation-seeking customers (e.g., Gastro, Dine-In).
Positioning
M&S positions its food business as:“Trusted quality with everyday value.”
This blended positioning differentiates M&S from premium-only or price-only competitors.

3.2 Differentiation through the Marketing Mix (7Ps)
Product
· Over 1,400 new food products launched in 2024/25.
· Quality-driven innovation in ready meals, bakery, Dine-In, and “Remarksable Value.”
· Category upgrades (pizza, gastro meals, etc.).
Price
· “Dropped & Locked” commitments on key staples.
· Value tiers to broaden accessibility.
· Strategic price investments based on customer insight.
Place
· New Food stores and Food halls increase geographic convenience.
· Partnership integration with Ocado expands online footprint.
· Enhanced forecasting ensures better on-shelf availability.
Promotion
· Sparks personalisation.
· Digital campaigns highlighting value and innovation.
· Seasonal promotions (e.g., Christmas Food to Order).
People
· Retail transformation programme (“One Best Way”) strengthens staff consistency and customer service.
Process
· New forecasting and ordering system improves availability.
· Store operations redesigned for efficiency.
Physical Evidence
· Refreshed Food Halls, packaging upgrades, and premium displays reinforce M&S’s quality identity.

3.3 Alignment with the 4Cs
The 4Cs model (Lauterborn, 1990) is a customer-centric adaptation of the 4Ps. It shifts focus from what the company wants to offer (product, price, place, promotion) to what the customer needs:
a. Customer (Wants & Needs)
b. Cost to Satisfy
c .Convenience to Buy
d. Communication
M&S Food’s CRM strategy is deeply aligned with these principles, as it seeks to build long-term loyalty through sustainable, value-driven relationships.
a.Customer Needs:
    M&S Application:
· Product Innovation: In 2025, M&S Food launched over 1,400 new products, including plant-based meals, premium ready-to-eat meals, and healthier options, reflecting evolving consumer preferences (Marks & Spencer, 2025).
· Premium & Ethical Choices: Many customers are increasingly seeking sustainable, ethically sourced food. M&S addresses this through Plan A initiatives, Fairtrade-certified products, and transparency about sourcing.
· Targeted Segmentation: CRM data allows M&S to tailor offerings for families, professionals, and convenience-seekers, ensuring product lines match distinct customer needs.
By focusing on wants and needs rather than just product features, M&S builds emotional loyalty. However, some critics argue that its premium positioning may alienate price-sensitive segments who might turn to discounters.

b. Cost to Satisfy
M&S Application:
· Dropped & Locked Pricing: M&S introduced price reductions on staple items in 2025 to make value transparent while maintaining quality, ensuring customers feel they are getting fair value.
· Sparks Loyalty Offers: Personalised discounts and rewards provide customers with financial incentives to shop more frequently, lowering the perceived cost.
· Subscription/Bundle Deals: Certain meal kits and grocery bundles simplify decision-making and reduce overall spend per shopping occasion.
M&S balances its premium positioning with initiatives that reduce perceived cost. However, its offerings are still generally more expensive than discount competitors such as Lidl and Aldi, which could limit reach among price-sensitive customers.
c. Convenience to Buy
M&S Application:
· Omni-channel Accessibility: M&S Food operates physical stores (6 new stores and 2 Food Halls in 2025) and robust online delivery via Ocado.
· Store Layout & Navigation: Food Hall stores are designed for quick navigation, making it easier for customers to locate products and complete larger basket purchases.
· Forecasting Systems: The 2025 roll-out of a new forecasting and ordering system ensures products are in stock, reducing frustration and building trust.
· Click & Collect / Delivery: Online orders can be collected in-store or delivered, enhancing convenience.
Convenience is a key differentiator for M&S against other premium competitors. Nevertheless, accessibility could be improved in less urban areas where M&S stores are sparse, and online delivery costs may limit appeal to certain segments.



d. Communication
M&S Application:
· Sparks Loyalty App: Personalised offers, reminders, and rewards communicate directly to customers in a tailored, engaging way.
· Marketing Campaigns: Seasonal campaigns, recipe inspirations, and sustainability messaging align with customer values.
· Two-way Feedback: Online reviews, customer service, and social media interactions allow M&S to respond and adjust offerings quickly.
· Ethical & Sustainability Messaging: Highlighting ethical sourcing, Fairtrade certification, and Plan A initiatives helps reinforce trust and emotional loyalty.
 M&S is strong in communicating its value and sustainability propositions. However, with the growing use of digital channels, there is a risk that older or less tech-savvy segments may be underserved. Additionally, customers are increasingly wary of “greenwashing,” so communications must remain transparent and credible.

3.4 Ethics and Sustainability
M&S’s “Plan A” continues to guide ethical practices:
· Long-term supplier partnerships reduce risk and promote ethical production.
· Forecasting innovations reduce waste.
· Healthy range expansion supports public wellbeing.
· Packaging and waste reduction initiatives align with consumer expectations for sustainable food retailing.
These practices reinforce trust—a key loyalty driver in the Commitment-Trust model (Morgan & Hunt, 1994).

3.5 Achieving Customer Centrality and Long-term Loyalty
M&S’s 2025 strategies support customer centrality through:
· Data-driven insights into behaviour and preference.
· Strong value investment that builds trust.
· Quality and innovation that satisfy emotional and practical needs.
· Store expansion increasing convenience.
· Sustainability initiatives that align with customer values.
Academic studies (Reichheld, 1996; Kumar & Reinartz, 2018) show that such integrated CRM strategies drive lifetime loyalty and margin growth—evident in M&S’s improving food operating profit.




























Conclusion
The analysis demonstrates that Customer Relationship Marketing (CRM) plays an essential role in strengthening sustainable customer loyalty at M&S Food. The company’s 2025 performance highlights how the integration of data analytics, personalised engagement, value-led strategies, and operational excellence can create a consistent and compelling customer experience.
Furthermore, the analysis indicates that CRM practices significantly contributed to M&S Food’s 2025 performance:
· Data-driven personalisation through Sparks supports customer engagement.
· Value initiatives (“Dropped & Locked”) boost trust and retain price-sensitive shoppers.
· Product innovation and category upgrades reinforce quality leadership.
· New Food stores and forecasting optimisation enhance convenience and availability.
· Ethical sourcing and waste reduction align with customer expectations.

Overall, M&S Food’s CRM strategy demonstrates a mature and integrated approach that combines technology, customer insight, ethical values, and service excellence. The company’s strong 2025 results indicate that these practices not only improve customer satisfaction and loyalty but also drive business growth and competitive advantage. However, continued investment in digital personalisation, omnichannel integration, and trust-building communication will be essential for sustaining loyalty in an evolving retail environment.












 Recommendations
1. Develop a stronger loyalty program: Introduce food-specific loyalty tiers or enhanced rewards through Sparks to better track and retain high-value food customers.
2. Enhance predictive personalization: Use advanced analytics to offer tailored meal suggestions, bundle deals, or even subscription-style meal plans.
3. Increase transparency: Share more of the supply chain story (e.g., farm to fork, welfare standards) in customer communications to deepen emotional engagement.
4. Strengthen customer feedback mechanisms: Establish formal customer advisory panels for food, run pilot product-testing groups, or integrate real-time in-app feedback.
5. Leverage sustainability as a CRM differentiator: Create “sustainable bundles,” promote waste-reducing ranges, or launch loyalty incentives tied to sustainable purchases.
6. Mitigate trust risk: Following the cyber-attack (2025), communicate clearly to customers about data protection improvements, system resilience, and reassurance initiatives.
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