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Executive Summary

The purpose of this report is to analyse how Marks and Spencer Food‘s CRM strategy strengthens customer loyalty and brand reputation. The study revealed that their health-focused product strategy and promotion of healthy eating and lifestyle, incorporated with their sustainability objectives, is the success factor of their competitive advantage. M and S positions itself as a premium brand focused on healthy options, high quality, innovation and sustainability and targets the premium segment of customers. The customer centrality approach by keeping the customer at the heart of everything offers innovative healthy choices with clear labelling, nutritional information, offers innovative ranges such as Eat well, good gut, tasty nibbles, high protein and plant kitchen, etc. Value pricing, responsible marketing, and transparent communication add to the brand trust and long-term customer loyalty. A more balanced approach that focuses not only on health but also on other aspects such as environment, people, etc, can give a more competitive advantage. Also, it is recommended to widen the mid-range products to cater mid mid-income customers as well, which will open more profitability.  Additionally a strong data protection and privacy initiatives are also recommended to avoid cyber attacks.
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[bookmark: _heading=h.ugztxnshbr4x]Introduction  

Customer Relationship Management refers to the practices that understand the real needs and wants of customers and manage customer interactions to address those, thereby building a long-term relationship. The strategic Customer Relationship is a more customer-centric business culture, created by providing value-based services and systems where resources are allocated to enhance customer value better than competitors. Customer customer-centric strategy is highly essential in the retail market as customers shop frequently and are faced with competing options. Therefore, the customer-centric brands offer tailored products, personalised services, interactive marketing, and consistent quality by keeping the customer as the centre of business decisions. 
The customer centrality leads to customer loyalty as the customer-centric approach directly enhances customer retention, profitability and competitive advantage. A loyal customer is likely to buy the brand regularly, recommend the brand, share positive reviews and keep a long-term positive relationship with the brand. (Buttle, 2015) Chief commercial officer Paul Fristorn states the CRM strategy of M&S is promoting long-term relationships with customers and suppliers through delivering unique high quality products with innovation and value. The report is a formal business report on the competitive retail food market UK, with a specific to M&S Food, with a detailed critical analysis of their CRM strategy,  market position, competition from brands and how the insights can support enhancing customer loyalty and organisational performance. 







[bookmark: _heading=h.g572flp6s3lr]Main Findings 

· The customers perceive M&S food as a premium brand, and the Eat Well range is central, which focuses on Healthy, quality and sustainable options, which widens the opportunities for the brand as sustainability has evolved as a crucial factor to achieve competitive advantage.

· M&S Food’s behavioural and psychographic segmentations focus on health-conscious customers, who are looking for sustainable, quality, innovative products, which allows introducing innovative product lines that can cater to specific customer needs

· The brand is credible as leading the UK market in healthy food choice and continuously reformulates the food options, and has specific detailing of products, such as clear nutritional tags, nutritionist recommendation, etc. 

· Meaningful partnerships and family supportive initiatives, sustainable CMR and CRM systems have improved value perception and contribute to loyalty. 

· Data security and management need improvement to avoid cyber attacks in the futur.e 




Section 1 


Marks and Spencer, headquartered in London, UK, was founded in 1884 as a small stall by Michael Marks and Thomas Spencer in Leeds. The brand started as a penny bazaar and later evolved as a strong retail player in the UK market with its high-quality, innovative products primarily under food, fashion/beauty and bank services. Strategic milestones include opening a covered arcade shop in Leeds in 1904, the introduction of its own brand “St Michael” in 1928, which was later dropped in 1948 to introduce the Marks and Spencer brand. In 1948. M&S started selling textiles in 1928 and food in 1930. The brand has been consistently driven by innovation, introducing food technology and training for employees in the 1940s. The brand is the industry's first for many initiatives, including labelling, cold chain production, etc. The brand grew as a 90% British-made goods under its iconic brand St Michael, with a brand motto “Customer is always and completely right which symbolised high customer centrality that generated a strong  M&S customer base. The brand started global expansion in the 1970s but faced challenges that led to closures in Canada and European markets. With a restructuring strategy, the brand re-entered France and Asia and opened shops in Dubai and China. By 2025, the brand will follow a focused, selective international presence due to challenges in profitability and supply chain management. (M&S, 2025)
The brand has a 3.9% market share with a 2% growth (3.7) from the previous year. The brand marked an-* 8.7% growth in food sales, +6.7% growth in UK food volume and shows that the brand is running on profit ( Adjusted operating profit margin increased to 5.4%). (Marks and Spencer Group plc, 2025) Compared to major players like Tesco and Sainsbury's, the market share is comparatively low for M&S food, but it is outperforming Waitrose. Aldi and Lidl are strong competitors in terms of market share, but generally, M&S food is associated with high quality and premium products and has a strong presence in that category. 
The strategic KPI shows value for money improved to 6 from 2, Quality from 69 to 71, and the Net Promoter Score of stores is 54%. The brand operates M&S food - Simply stores with over 40 food halls and over 40 renewed food halls. This shows that the brand is having faster growth, and the innovation and premium quality are playing a vital role in it. Looking into the product range, the M&S Food lines consist of around 5000 categories with 1400 new products in 2025. The most prominent category with high growth is dine-in meals, bakery and everyday items.. M&S Food has had a successful partnership with Ocado since 2020, with over 5000 M&S food lines available in Ocado (29%). (Marks and Spencer, 2025) Marks & Spencer's mission is to deliver the "Magic of M&S" to every customer. Thus, the brand has built a strong trust and loyalty in such a way that their customer thinks only M&S can deliver these unique services. (M&S, 2025) 
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Data and Customer Relationships
The companies that uphold the sustainability factor and incorporate the same into their corporate objectives enjoy better customer satisfaction, customer loyalty, profitability and corporate advantage Rastogi, Agarwal and Gopal, 2024). For instance, M&S ESG reputation survey among consumers revealed that 78% of UK consumers consider sustainability an important factor in their purchasing decisions(Marks and Spencer Group plc, 2025) 

According to Philip Kotler and Gary Armstrong, CRM is the process of collecting, managing individual information of the customers and identifying the customer's all “touch points” and utilising the opportunity to strengthen customer relationship and engagement and thus enhance the customer loyalty  (Kotler and Armstrong, 2018) 
CRM system is an amalgamation of technology in Customer Relationship Management, which enables gaining data-driven insights and understanding the real needs of the customers, designing products and services to enhance the customer experience. This system enables managing the journey from the first point of contact.
A CRM (Customer Relationship Management) software system is a technology used by businesses to manage and analyse all interactions with current and potential customers. It acts as a central hub for data, helping to track customer information, streamline processes across departments like sales and marketing, and improve customer relationships, loyalty, and profitability. The business that uses CRM software systems is vested with the benefits of data-driven insights, effective marketing and promotion through the right channels, designing more personalised services, better customer relationships, profitability and competitive advantage. The brand revealed it had 32million customers. The brand has been voted as the best brand in the last 3 years (YouGov ) (Marks and Spencer Group plc, 2025) 
CRM  and CRM software systems have a prominent role in building customer relationships of M&S, and therefore the brand is highly committed to data protection of their valuable customers, which would be collected, analysed to derive valuable insights to design their products and services. The brand is collecting data via various sources, both online and in-store, and analysing to derive detailed customer profiles which can be analysed and utilised to design an enhanced customer experience. The data is collected through Sparks loyalty programme, feedback forms, surveys and other touch points such as social media, website visits, etc. The impact is mixed as the process has the benefits of enhanced customer relationships and loyalty, but faces challenges such as high investment and data security risks. The annual report mentions customer focus groups where M&S executive collects qualitative data and insights derived were used to improve the product and loyalty. A large-scale (200 survey) survey in  “Collective”, a 43000-member community, had been conducted, and the results helped to refine the products according the the needs and expectations. The Loyalty programme “Spark” is a rich source of data and personal information regarding customer behaviour and experience, which is used to enhance the service and reward system. The brand also tracks NPS, quality perception, etc, using data analytics. Also customer listening group is a place where the focus group discussions are conducted as a closer to customer initiative. One of the results is launching a new family stir-fry dine. (Marks and Spencer Group plc - Annual report, 2025) Though the CRM systems bring a lot of advantages, it is not free from challenges. The brand has confirmed a cyber attack in April  2025 that disrupted the online ordering system for Weeks, which caused financial challenges as well as customer data exposure. It also disrupted the supply chain management. (BBC, 2025)





Section 3 


CRM Strategy Analysis

3.1	Segmentation, Targeting and Positioning
 
According to Kotler, STP is the process of segmenting the market into distinct groups. Positioning refers to the placement of products in the right market, developing a marketing mix that gives the best competitive advantage and high customer acceptance for each segment. M&S food positions itself as a premium brand with demographic, behavioural and psychographic segmentation, offering high-quality, healthy, convenient, and sustainable products with a main target on premium customers. Compared to other brands like Tesco and Sainsbury's, the M&S food is primarily considered a premium product targeting quality-driven health-conscious customers who are from high and middle income, older and health-conscious adults who value quality, healthy choices and sustainability.. (M&S, 2025) 
3.2	The Marketing Mix (7Ps) 

Michael Porter's generic strategies forward three 3 basic strategies to achieve competitive advantage. The categories are cost leadership and secondly differentiation, which is the major strategy of M&S food, offering a wide range of unique products based on quality and innovation to achieve an advantage over competitors and offer the goods and services at a premium price. Focus strategy is also followed by M&S food, where highly specialised products and customised services are offered to niche customers, and it achieves strong customer relationships and loyalty, such as specialised diet options, vegan options, etc. M&S do not focus on cost leadership (Ande, 2023)

Porter's 7Ps analyses the goods and services are the right fit and ensure the right product to the right customer at the right time (Berger-Grabner, 2021)

Product 	Price	Place	Promotion	People	Physical evidence 	Process
Product	Premium food products -  eat well, good gut, etc, healthy, quality and innovation
Seasonal food, high-quality assurance 	.		Premium pricing . competitive prices on everyday items 	The UK is the prominent market, with nationwide stores, food halls 	Online selling through the official website 	Strong online and offline marketing	Eat well marketing	Endorsed by the British nutritional association 	The national football team and Zoe collaborate for a healthy lifestyle 	Premium customers	Health-conscious customers	Trained nutritionists		Strict labelling	Easy to navigate with product information, packaging, signs, and displays in premium outlets	Strict food policies	Nutritional criteria Front pack labels	Well-informed staffs	Responsible sourcing, packing and selling 






3.3	The 4Cs of Customer Needs
Robert F. Lauterborn introduced the 4 C Model Marketing in 1990 with customer focus and analyses  Customer Wants and Needs, Cost to Satisfy, Convenience to Buy, and Communication altogether and assesses if the product meets customer expectations (Amityonline, 2025)



	Consumer wants and needs
	 tailored products, eg, Eat Well products with nutritional assessment, good gut, high protein, various dietary ranges, kids' food options, ready to eat, 
· high premium products with innovation, eg, Vitamin D-enriched bread (M&S,2025)



	Cost to Satisfy
	premium pricing 

Affordable options for certain items with  locked prices 

50% of products carry the Eat Well seal, which comes under the premium category. (M&S, 2025)


	Convenience to buy
	convenient locations, 
product arrangement, labelling, tags, and nutritional information offer a hassle-free product search 

	Communication
	Brand is endorsed by the British Nutrition Foundation 
Strong communication through all the online and offline channels as a healthy, affordable, quality brand 



The brand successfully meets 4Cs, and competitors like Tesco and Sainsbury have a wider and cheaper product range, but do not highly focus on healthy options. This gives a competitive advantage for M&S.
3.4	Ethics and Sustainability
Business ethics refers to the adherence to honesty,  fair and transparent business practices. Sustainability practices in a business are based on three fundamental pillars: Economic, Social, and Environmental, often referred to as People, Planet, and Profit, or the Triple Bottom Line (TBL). Sustainable customer marketing consists of developing and promoting products and services that utilise the planet’s resources at an optimal level and ensure a better life for current and future generations(Gigauri, Palazzo and Ferri, 2023). Under TBL- people (Social) refers to employee welfare, health and well-being and support. The planet considers optimal utilisation of resources and sustainability practices, and Profit refers to the long-term profitability through fair practices and together bringing trust, satisfaction and loyalty. (Amanullah, 2025)The Majority of customers consider sustainability as a key factor in purchase decisions and are ready to pay a premium price for quality and sustainability (PWC, 2024). Considering food policies, the brand uses 70% of sales to be healthier by putting the Eat Well seal and also maintains healthy dietary ranges like gluten-free, plant-based, high protein, etc contributes to trust and loyalty. The negative impact is that offering high-quality ingredients can result in high prices and does not focus on middle/low-income groups. On the profit side, the majority of the food options have the premium Eat Well seal. The brand has initiated long-term investment in sustainability innovation and technology. (M&S,2025) 

[bookmark: _heading=h.xxjo0ffoq705]Conclusion 

M&S Model largely depends on health and sustainability-oriented products and services, and these strategies strengthen the customer relationship and loyalty and enhance brand trust, profitability and competitive advantage. The brand enjoys a unique position in the premium segment even after adhering to strict healthy and sustainable practices based on strict food policies. However,  price sensitivity could be a threat in the future, especially due to inflation and rising living costs in the major market, the UK. Therefore fore a balanced approach can strengthen the customer base. 
.
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