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Executive Summary
This report examines the customer lifecycle of F&F Clothing, Tesco’s own clothing brand, from customer acquisition through repeat purchase, retention and advocacy. The analysis links customer relationship management (CRM), customer centrality, segmentation, direct and indirect customer value, and product/service quality. The report uses recent research published mainly between 2021 and 2025 and applies current versions of customer-lifetime-value (CLV), omnichannel customer-experience, stimulus-organism-response (S-O-R), customer-journey, value co-creation and sustainability-marketing thinking. F&F is in a useful position because Tesco already has a large customer ecosystem, Clubcard data and physical stores, while F&F Online was launched on Tesco.com and the Tesco Grocery and Clubcard app in May 2025. Tesco reported that clothing sales grew 3.0% in 2024/25, supported by womenswear and the F&F Active and F&F Edit ranges. F&F total sales were later reported as above £1 billion, growing 5.1% in 2025/26. These figures suggest that F&F has a strong base for customer growth, but the move online also increases expectations about convenience, availability, product information, delivery, returns and consistent quality.
The central argument is that F&F should not treat CRM as mainly a promotion or loyalty-card activity. A genuinely customer-centred lifecycle connects accurate customer insight with reliable product quality and a consistent experience. Clubcard can help Tesco identify customer behaviour and personalise offers, but loyalty cannot be bought by discounts alone. Recent evidence shows that customer experience, service quality, satisfaction and channel integration are important for loyalty. Therefore, F&F should use customer data to improve the whole proposition: the right product, right quality, right price, right message and right service.

1. Introduction and Scope
The purpose of this report is to analyse how F&F Clothing can manage the customer lifecycle while improving customer value through strong quality processes and better expectation management. F&F is Tesco’s own clothing brand and covers women’s, men’s, children’s and baby clothing, as well as ranges such as F&F Active and F&F Edit. Tesco describes F&F as combining style, comfort, convenience and value, and it now sells F&F through stores and online channels. May 2025 Tesco launched F&F Online on Tesco.com and its Grocery and Clubcard app, creating a much more visible omnichannel customer journey (Tesco, 2025).
The analysis uses “customer lifecycle” to mean the linked stages through which a customer moves: awareness and acquisition, first purchase, onboarding and experience, repeat purchase, retention, loyalty and advocacy, with reactivation used when a customer becomes inactive. CRM is treated as the management of these relationships using people, processes, customer information and technology. Customer value is treated as wider than sales: it includes financial value such as revenue and margin, and indirect value such as recommendations, reviews, data, feedback and reduced acquisition costs.





2. F&F Clothing Context and Customer Value Proposition
F&F operates within the affordable clothing retail market, where customers are likely to place considerable importance on convenience and a positive shopping experience. Research on affordable clothing retailers indicates that these factors contribute to customer satisfaction, which can subsequently influence loyalty and repurchase intentions (Cunningham and De Meyer-Heydenrych, 2021). Furthermore,  customer-perceived value in apparel retail extends beyond price to include product availability, accessibility, shopping convenience, product information and ease of returns (Singh, Patel and Samuel, 2022). Therefore, F&F's customer value proposition can be understood as a combination of affordable fashion, convenience, product choice and service experience, rather than price alone.
3. Customer Lifecycle and CRM: Acquisition to Advocacy
3.1 Acquisition
Acquisition is the point at which a potential customer becomes aware of F&F and considers buying. For F&F, acquisition can be direct through search, social media, advertising, store displays and the F&F website, or indirect through Tesco’s wider customer ecosystem. Clubcard creates an important bridge because Tesco can use relevant shopping insight to make clothing offers visible to existing customers. However, acquisition should not be judged only by the number of new customers. A customer acquired through a large discount may have a low long-term value if they never buy again. Modern CLV research supports a longer view because CLV links future revenue with customer behaviour and churn risk (Yan and Resnick, 2024). F&F should therefore measure acquisition cost against expected customer value.  The first 
The recommendation is to use two measures together: Customer Acquisition Cost (CAC) and predicted Customer Lifetime Value (CLV). For example, if a campaign costs £20 to acquire a customer who is expected to generate only £15 in contribution, it is not effective, even if it has a high conversion rate. The difference a campaign that costs £25 but attracts customers expected to generate £100 in contribution is likely to be much stronger. 
3.2 First Purchase and Onboarding
The first purchase is a critical test of whether F&F’s promise matches reality. The customer has formed expectations from price, product images, descriptions, size information, reviews, promotions and Tesco’s brand reputation. If the clothing arrives with the expected fit and quality, the customer receives confirmation. If the clothing is poor quality, the customer experiences a gap between expectation and reality.
F&F Online has an advantage because Tesco provides clear delivery and returns processes. Current information states that standard delivery is normally 2–4 working days, express delivery is normally next day, and customers can return online purchases in larger Tesco stores or through Evri return service. (Tesco, 2026; Tesco, 2025). This reduces perceived risk. However, these processes also create promises that Tesco must reliably deliver. A promised next day delivery that repeatedly fails may damage trust more than a slower but honest promise.
Online clothing quality is not just about the clothes themselves. It also includes the online service. Research shows that good online service makes customers more satisfied and more likely to stay loyal (Martínez et al., 2020). Customers also have specific expectations when shopping online (Tyagi et al., 2023). For F&F, this means having clear product descriptions, useful images, accurate size information, correct stock details, delivery tracking and easy returns are all important parts of quality.












3.3 Repeat Purchase and Retention
Online clothing quality is not just about the clothes. It also includes the online shopping experience. Research shows that a good online service makes customers happier and more likely to shop again (Martínez et al., 2020). Customers also expect good service when shopping online (Tyagi et al., 2023). For F&F, this means having clear product descriptions, good pictures, correct size information, accurate stock information, delivery tracking and easy returns.  
Research on omnichannel shopping supports this idea. Mukhopadhyay, Chauhan and Mishra (2023) found that when different shopping channels work well together, customers are more likely to buy and remain loyal. This is because it creates a better customer experience. Mishra et al. (2022) also found that linking different shopping channels can improve customer satisfaction and encourage customers to stay with a business. For F&F, customers should have a similar experience whether they shop online, buy in a Tesco store, check their order on the app or return an item through customer service. F&F should measure customer retention by looking at how often customers buy again the time between purchases, returns, satisfaction and the likelihood of customers leaving. For example, a customer who buys every six months could be more valuable than a customer who buys several times in one month but then stops shopping.

3.4 Loyalty and Advocacy
Loyalty is stronger than repeat buying. A customer can repeatedly buy because F&F is convenient while still being willing to switch to another brand. Recent research proposes that loyalty develops through distinct stages and is linked to outcomes such as advocacy and share-of-wallet (Bourdeau, Cronin and Voorhees, 2024). This is useful for F&F because the aim should be to move customers from simple repeat behaviour towards preference and advocacy.

Clubcard can support this journey. Tesco states that customers can earn Clubcard points on F&F online purchases and use Clubcard vouchers at checkout (Tesco, 2025). Clubcard therefore creates a financial reason to remain within the Tesco ecosystem. However, academic evidence warns against relying too heavily on loyalty schemes: customer experience itself remains central, and loyalty programmes do not automatically strengthen the relationship between experience and loyalty (Lin and Bennett, 2014; the recent evidence base should therefore be prioritised over this older study). The practical conclusion is that Clubcard should reward a good relationship rather than attempt to replace one.

Advocacy is especially valuable because customers can reduce future acquisition costs by recommending F&F. Reviews, social posts, word-of-mouth and customer-generated styling content are indirect value. They can also provide information about what customers actually like. The lifecycle should therefore end not at “purchase” but at “customer helps the brand grow”.
4. Customer Centrality and Segmentation
Customer centrality means putting customer needs at the centre of decisions rather than starting with what the company wants to sell. Tesco’s 2025 annual report explicitly states that customers are at the core of its purpose and describes a focus on value, quality and service For F&F, customer centrality should mean that product design, range planning, pricing, online content, stock decisions and quality controls are informed by customer evidence. The important criticism is that customer centrality is not the same as “give customers everything they ask for”. Customers may request cheap products, premium quality, instant delivery and unlimited returns at the same time. These demands can conflict. The manager’s task is to identify the needs that create the greatest long-term value and can be delivered profitably. Segmentation makes customer centrality practical. A simple demographic segmentation might divide customers by age, gender or family status. That is useful but insufficient. Behavioural segmentation is stronger because it asks what customers actually do. F&F could combine Recency, Frequency and Monetary value (RFM) with product category, returns, channel use and engagement. Recent customer analytics research demonstrates the continuing usefulness of RFM and machine learning for retail customer segmentation (Rajeshwari et al., 2024). A further segment could be school-uniform customers, because their needs are seasonal, practical and quality-sensitive. This group should not be treated like trend-fashion customers. Their value may come from predictable annual repeat purchases, family relationships and strong word-of-mouth among parents. sustainable value in the future. The weakness is that predictive models can be wrong, especially when customers change behaviour. F&F should therefore use CLV as decision support, not as a fixed label.
5. Direct and Indirect Customer Value Metrics
Direct customer value is easier to see because it produces financial results. Key metrics should include revenue per customer, contribution margin, average order value, purchase frequency, retention rate, customer acquisition cost and CLV. For online F&F, conversion rate, basket abandonment and return rate are also important. A customer with high revenue but very high returns may generate less value than the sales figure suggests.
Indirect customer value is less obvious but can be strategically important. It includes referrals, reviews, social-media advocacy, customer feedback, product ideas and data that improves future decisions. A customer who writes a detailed review can help many other customers make better choices. A customer who reports that a garment shrinks after washing can also help F&F identify a quality problem before it becomes widespread. This is why customer value should be measured as a portfolio rather than a single number. 
Customer lifetime value is particularly useful because it encourages management to look forward. Yan and Resnick (2024) show that modern CLV systems can combine purchase frequency, average order value and churn probability. For F&F, the model should also include returns and discount dependence because fashion customers can generate high sales but lower contribution. NPS should be treated carefully. A high score is useful as a relationship signal but should not replace operational measures. Tesco reported a group NPS of 28 points in 2025, nine points higher than the previous year (Tesco, 2025). F&F should ideally measure clothing-specific satisfaction because a strong Tesco grocery experience does not guarantee a strong F&F clothing experience.
6. Quality Processes and Their Effect on Customer Value
Quality processes are important to F&F Clothing because consistent product quality, availability, service delivery, returns and customer support can influence how customers perceive the overall value of the brand. Research in apparel retailing demonstrates that customer perceived value extends beyond price to include factors such as product availability, shopping convenience, product information, ease of returns, merchandise assortment and employee attributes (Singh, Patel and Samuel, 2022). Similarly, research on clothing store brands found that service marketing processes and after-sales service can positively influence service value and customer retention (Al-Debei et al., 2021). For F&F, this suggests that quality management should extend across the whole customer journey, from product design and availability to purchasing, delivery and returns. Effective quality processes can therefore increase the benefits customers receive while reducing inconvenience and perceived risk, strengthening F&F's overall customer value proposition. However, F&F should not focus only on operational efficiency, as excessive standardisation could reduce flexibility and responsiveness to changing customer expectations.




Returns are a particularly important quality signal. F&F allows online returns within 30 days after delivery, subject to condition and tags, and provides free in-store returns at larger stores A return is not automatically a failure: customers may simply change their mind or order multiple sizes. But patterns in returns can reveal problems with fit, description, colour, sizing or quality. F&F should therefore separate change of mind returns from product problem returns. The school-uniform guarantee is another useful quality signal. Tesco offers a one-year guarantee for manufacturing and workmanship defects on qualifying school-uniform products  This is valuable because it reduces customer risk and demonstrates confidence in quality. The limitation is that a guarantee can create cost if quality problems are frequent. The best approach is not to maximise guarantees; it is to minimise the defects that cause customers to use them.
7. Managing Customer Expectations Across the Lifecycle
Customer expectations are beliefs about what will happen. Quality is partly judged by comparing those expectations with the actual experience. Therefore, F&F should manage expectations before the customer buys, not only apologise after something goes wrong.
Before purchase, expectations are shaped by product images, descriptions, reviews, price, sustainability claims, delivery promises and brand reputation. The online product page is therefore a quality-control point. If a model is described as “relaxed fit” but many customers find it tight, the problem is not simply customer preference; it may indicate poor expectation management or inaccurate product information. During purchase, expectations focus on stock, price and ease. If the website says an item is available, but the order is later cancelled, trust is damaged. Omnichannel research shows that channel integration and experience influence loyalty  F&F should therefore prioritise stock accuracy and consistency between the app, website and stores.
After purchase, expectations shift towards delivery, product performance, support and returns. Current F&F processes offer multiple delivery and return routes, which can strengthen perceived convenience but convenience only creates value when the process works reliably.
Sustainability is another expectation area. Research shows that credible sustainability positioning and transparency can influence trust, identification, electronic word-of-mouth and loyalty. This creates both an opportunity and a risk. If F&F makes environmental claims that are vague or difficult to verify, customers may become sceptical. The safer strategy is to communicate specific, measurable information and avoid exaggeration.
F&F should therefore use an expectation-control checklist for every major customer promise: What exactly are we promising? Can operations deliver it consistently? How will the customer know what to expect? What happens if the promise fails? How will the failure be recorded and used to improve the process?
8. Critical Evaluation: Strengths, Weaknesses and Risks
F&F’s first major strength is ecosystem advantage. Tesco already has stores, an app, Clubcard and a large customer base. The online launch means F&F can combine physical and digital touchpoints rather than building a separate ecosystem. Research on omnichannel retail supports the idea that integration quality can strengthen loyalty and purchase intention 
The second strength is data. Clubcard gives Tesco a strong basis for understanding shopping behaviour. Tesco reported 18 million group app users and high Clubcard sales penetration in 2024/25, showing the scale of its digital customer relationship The weakness is that more data does not automatically mean better customer relationships. Data can be inaccurate, overused or interpreted badly. F&F should use data with clear customer benefit and appropriate privacy controls.
The third strength is trust from the Tesco brand. A customer may feel less risk buying a £20–£40 garment from a familiar retailer than from an unknown online seller. However, this creates a high expectation. A trusted brand can suffer a larger reputation effect when quality or service fails.
The main weakness is the possible conflict between discounting and brand value. Clubcard Prices and promotions can attract customers, but if customers learn to wait for discounts they may become price loyal rather than brand loyal. F&F should test whether promotions create incremental demand or merely reduce margin on purchases that would have happened anyway.
Finally, predictive segmentation creates a fairness and accuracy problem. CLV models can improve targeting, but they may favour customers who already look valuable in historical data. This can create a self-fulfilling cycle in which high-value customers receive better offers while potentially valuable new customers receive less attention. F&F should therefore maintain a test-and-learn approach and review model outcomes regularly.
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