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Customer Relationship Management at Marks and Spencer

Abstract
Businesses in today's economic climate face tremendous competition from other similar businesses. Maintaining a good relationship with customers and keeping their loyalty is one of the measures that businesses can take to stay relevant. Managing that relationship is known as Customer Relationship Management (CRM). This essay will focus on the relevance of CRM systems to business while focusing on theories and application of CRM by some organizations. Firstly, the author will give a background of CRM and what it means for Marks and Spencer. The company has invested in an online delivery system to ensure the satisfaction of its customers. Ensuring the fundamental principles of sustainability and ethics while partaking in customer resource strategies will then be discussed. In this chapter, another company that has mastered CRM will be analyzed to compare the two companies. A literature review of the key theories that every company should be aware of when undertaking a new CRM chapter. Although there are many CRM theories, only four will be discussed how they affect the success of CRM. The concepts of market segmentation, targeting, loyalty ladder and marketing mix will also be discussed. For these two chapters, the question will be how CRM affects companies' operation that has those concepts implemented. To conclude this essay, the author shall review the chosen CRM system at Mark's and Spencer and its effectiveness and make recommendations for some of the foreseen challenges.
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Introduction
	Businesses in today’s economic climate face tremendous competition from other similar businesses. For a business to eventually break even or keep afloat, they have to make sure they have a competitive advantage at all times. Maintaining a good relationship with customers, and keeping their loyalty is one of the measures that businesses can take to stay relevant on the market (Gil-Gomez et al. 2020).  Enhancing this relationship is what is referred to as customer relationship management (CRM). CRM has various benefits for businesses' success, including but not limited to, increasing productivity, lowering costs, and most importantly, ensuring customer satisfaction (Sulaiman, & Musnadi, 2018).
 	It involves using technology and certain strategies to manage interactions with customers throughout and after the buying process. Marks and Spencer (M&S) are in the process of findings ways to improve the shopping experience of their customers both at the grocery and online. The results indicated that besides coming to the grocery store often, customers would like to order products from the comfort of their homes. The company has since decided to emphasize its relationship with customers, which will provide a basis for future planning.
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What is Customer Relationship Management?
	Simply put, CRM entails the collection and analysis of customer data to manage a company or organization’s mode of interaction with both existing and potential customers. The concept of customer relationship management (CRM) can be traced back to the 1970s  (Gil-Gomez et al. 2020).  It is defined as a system of processes that integrate technology and human capital to understand a business's customers. It is an innovative way of managing customer interaction but also relevant for marketing and sales. The concept is based on making customers a priority, understanding their needs and mainly on customer retention. It is cheaper to maintain existing customers than to attract new customers. Using technology, is the most efficient approach for customer relations management. It is crucial in ensuring the sustainability of the business in all aspects, according to Pohludka et al. (2018).
	Through innovation, CRM systems are developed basing on business intelligence and networks. The system uses software that aims at facilitating an increase in business profits while earning customer trust. It is an excellent tool for collecting data, breaking it down for analysis to guide decision-making. It is also efficient for post-purchase monitoring. Implementing an effective CRM tool entails carrying out a survey or research to determine the business's priorities. This step is essential to ensure the system is driven towards achieving the business goals (Elfarmawi, 2019).
CRM employs technology that keeps track of customer records, including their purchasing capacity and the times or seasons they buy the most (Arsić et al., 2018). This information is easily accessible to management, and they can determine which clients are loyal and make recommendations. This information is necessary to predict customer behavior, and which marketing strategy is more favored (Arsić et al., 2018).
A customer buying journey does not end when they make the final payment to a product or service. It extends to the post-purchase period. Providing platforms such as wikis where customers can give feedback about a particular product can also be a form of marketing. This feedback is essential to guide any business on what to improve and what customers like (FIDEL et al., 2018). Through this feedback, businesses can support their customers in case of any challenges faced during their buying process. This extra support that is given is essential to customer engagement and, consequently, ensures the customer's satisfaction. Customer engagement is a driving factor in the products quality environment, sales promotion and general customer satisfaction. Customer Engagement enhances customer's behavior, including Loyalty (Ul Islam, Rahman, & Hollebeek, 2017).
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What CRM means for Marks and Spencer
The benefits of CRM are numerous and are helpful for any business. However, the strategy used must manifest a business's priorities (Alokla & Alkhateeb, 2020). For M&S, maintaining profitability is important for its sustainability. However, Covid 19 came with many challenges to the economy as a whole. The company has sought an effective CRM strategy to bridge the gap between itself and its customers. Pre-covid 19, going to the grocery store was part of people’s daily routine. Marks and Spencer are in a pretty competitive environment and are competing with some popular grocery stores such as Tesco and Walmart for the market share. All these stores and many others offer similar products. For M & S, what would be necessary is making the customer involved and ensuring overall customer satisfaction. A proper CRM strategy should focus on customer knowledge and data analysis and use it as a marketing means. For instance, the company could provide loyalty cards for their most loyal customers through analysis of the collected data (Prakash Nunna, 2020).
Even before Covid-19, the number of customers who prefer to order groceries and food products at their convenience has increased (Wright, 2020). When deciding which stores to purchase from, customers first evaluate the pros and cons of purchasing from a particular store. They will base their decisions on the price of the products, product variety, quality of products, quality of service given and convenience, among other factors. For Marks and Spencer, having an online-based model that encompasses the mentioned customer needs and specifics can be beneficial to its competitive advantage. Being aware that customers prefer physical shopping and online shopping and paying attention to both customer needs will develop customer satisfaction and loyalty (Saif, Nerina, Hshim, & Jaharuddin, 2018).
For M & M&S, their customer relationship management system should prioritise improving efficiency and ensuring the store's effectiveness through both the physical grocery and online grocery system (Kaur, 2018). This includes constantly marketing its products and reaching out to new markets while maintaining the relationship it has with its existing customers. It has to balance widening its scope and market area vis a vis maintaining its efficiency and quality of services being rendered. To this, the company needs to make a careful evaluation of software and technologies that can aid the fulfilment of those objectives (Abror, Patrisia, & Engriani, 2018). For Marks and Spencer, having a system encompassing those three areas is beneficial to its sustainability in the harsh economic climate.
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Sustainability and- Ethics principles at Marks and Spencer and Tesco
For this study's purposes, the researcher shall use Marks and Spencer and another existing company offering similar services called Tesco. The researcher chose Tesco because it has previously been referred to as has the “CRM champion” (Kaur, 2018). Tesco was chosen because it also operates an online store similar to the one M&S wants to implement in its customer relationship management strategy. From the 1990s, Tesco was among the first companies to implement an online ordering system for their groceries. This was achieved through the creation of a super shop where they too order online. With the growth of the internet and technology, Tesco gained a competitive advantage because of these online transactions. 
Following their success with online stores, there was a need to employ strategies to manage online customers' relationship. It started with initiatives to reduce the time spent at the payment lines and improve general customer service. In 1995, Tesco pioneered the use of Loyalty cards ("Tesco - The CRM champion (Case study)," 2019). These cards, when used would be used to collect relevant data about their loyal customers and consequently personalize the experience of customers. It also started giving out free magazines to all of its customers based on their wants and preferences. Through the information collected, Tesco can group customers based on their buying trends. The advertising strategy to employ ("Tesco - The CRM champion (Case study)," 2019).
CRM should aim to fulfil current goals such as growing revenue and maintaining customer loyalty but should also be aimed at the business's sustainability. The World Commission on Environment and Development defines development sustainability as that development or progression that adheres to the current generation's needs without acting as a hindrance to future generations to adhere to their own needs (Eilers, Chong, Kim, Naganathan, & Glavinich, 2016).
Sustainability in this context refers to economic, social and environmental impact (Gil-Gomez, Guerola-Navarro, Oltra-Badenes, & Lozano-Quilis, 2020). In economic terms, sustainability occurs by targeting the business's contribution to economic performance through, for instance, creating employment opportunities that will be an indicator of the economies GDP. In environmental terms, it involves taking active steps towards protecting the environment. Decision-makers of different companies and organizations will consider the impact of their decisions on the environment for a grocery store like M&S. This could involve replacing plastic bags with disposable bio bags.  Tesco has also taken active steps to include environmental concerns into its goals and objectives. For instance, they have launched points for recycling plastics at many of their stores in the UK. They also advocate for sustainable agricultural practices and thus directly impact the environment through soil conservation ("Planet," 2020).
 Being socially sustainable involves balancing business needs with that of society so that both the business and society is progressive. In the case of Tesco, they introduced a loyalty program called Club Board ("Customer relation management - TESCO," 2015) which is a means to show its appreciation to their customers. Through this program of appreciating customers, society as a whole feel engaged with the company, and this program has been shown to increase the revenue of the company. It is thus advantageous to both the company and the customers. Tesco recognizes the need for customer knowledge which has helped it thrive (Chetthamrongchai, 2018).

Besides, by conducting extensive research in technology that eventually leads to innovation, the business's sustainability is motivated because of CRM ventures (Gil-Gomez, Guerola-Navarro, Oltra-Badenes, & Lozano-Quilis, 2020). Businesses that are customer oriented such as Marks and Spencer, ought to be sustainable by striking a balance between paying attention to their profitability and their responsibility and contributions to society and the environment. It is noteworthy that integrating sustainability issues such as the environment sets the business ahead of others because it is aware of societal needs.
The World Commission on Environment and Development defines development sustainability as that development or progression that adheres to the current generation's needs without acting as a hindrance to future generations to adhere to their own needs (Metz, Ilieș, & Nistor, 2020). Studies have shown that customers are more likely to purchase from companies that consider sustainable development goals in their policies and systems. Couples with legislation, ensuring sustainability is a priority to remain relevant and compete favorably on the market. The goal of M&S is, therefore to ensure profitability from its operations while at the same time making decisions that are sensitive to the economy, society and the environment.
Maintaining relationships with existing customers without violating their right to privacy and respecting their choices can be a dilemma (Kevin & Ana, 2019). However, paying attention to ethical standards can go a long way in maintaining long-lasting relationships with customers. Ethics appears to be a grey area in customer relationship management. CRM is premised on collecting information on customers to understand their buying trends. Some of the information that CRM software’s have access to is sensitive, and confidential. CRM uses such data to personalize advertising strategies for different customers. This has raised several concerns about the ethical standards involved and consent by customers for their information to be used (Kevin & Ana, 2019).
 For instance, for Tesco, they have come up with a privacy policy that is easily accessible on their website. The policy states how their data will be collected and for what purposes it will be used for. The policy emphasizes the confidentiality of the customers’ information and the fact that it will not be used in any way detrimental to them. The company also integrates conduct and ethics into their values to symbolize the fact that they priorities ethics in their day-to-day operations ("Customer relation management - TESCO," 2015).
Besides building long-lasting relationships, ensuring ethics are respected for any business also contributes to a customer's overall satisfaction by improving the quality of service being offered by the business. CRM usually provides platforms where customers can comment about the quality of services offered (Nikou, Selamat, Yussof, & Khiabani, 2016). Through these platforms, customers will be able to either positively or negatively comment on the quality of services, affecting the business' reputation. Promotions offered in the form of marketing should be given, and the range of products available should not be exaggerated in the name of marketing (Kevin & Ana, 2019).
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Literature review of Quality models and Theories that improve CRM
Customer Relationship management usually undermines the quality of the products and services offered by an organization (Van Tonder, Lisita, & Petzer, 2019). What qualifies to be a quality product or service is subjective. The customer can assess whether the product or service meets their quality needs. This perception is subject to many things such as previous experiences of the customer using that particular product or service, the reputation of the product or service, referrals made, and even the advertising means for the products. To determine quality, the best way the company can decide whether its product or service are up to par is through reviewing customer feedbacks and conducting product surveys. Research has been conducted to show that the quality of the services rendered or products available directly impacts the level of customer satisfaction (Mokhtar, Mansyur, & Sjhruddin, 2019).
Having a CRM strategy in mind is not sufficient for it to produce results. To implement the strategy, certain theories are considered. Firstly, the CRM life cycle model (Santouridis & Tsachtani, 2015) entails attracting clients, promoting products and services offered by the company, and maintaining customers. All the phases in this theory are premised on customer knowledge management and building a relationship based on that knowledge. This theory also focuses on innovating new ways to ensure the customer is better satisfied. 
Secondly, SWIFT theory will be considered. This model, it envisages that the organization knows all relevant data about each customer. The first step in this theory is establishing a relationship with the customer and knowing their needs. The customers are then classified into different groups where that data is analyzed to aid in making business decisions and choosing the right advertising strategy (Basit, Tahir, Khan, & Arshad, 2018). The third theory this essay will consider is the institutional theory (Debnath, Datta, & Mukhopadhyay, 2016). This theory is to the effect that the social context in which the organization operates impacts the culture of the organization and its mechanism of dealing with customers. It is important to note that the institutional theory is only theoretical, but it impacts practices that are adopted in an organization. For instance, competitors in the market, media influences and trends can put an organization under pressure to put in place practices that qualify to be CRM practices (Debnath, Datta, & Mukhopadhyay, 2016).
In addition to that, the organizational learning theory is premised on the organization or firm's ability to learn and innovate new practices of dealing with customers. It is also focused on managing customer information (Malhotra & Agarwal, 2021). It is customer centered and transmits this knowledge to the relevant stakeholders to kick start the innovative process. Since it is premised on primarily customer data, the quality and accuracy of the data available is a key factor in a given CRM system's success. Effective utilization of quality customer data, therefore, impacts the success of the CRM strategy chosen with this theory in mind. 
From the above theories, what they all have in common is that CRM is knowledge-based and is premised on studying customer behavior and innovating ways to give them a better experience (Pedron, Picoto, Colaco, & Araújo, 2018). It is noteworthy that its success is based on its capacity to innovate continuously and its dynamic systems. The quality of services and products of an organization also contribute to the success f a CRM system. 
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Market segmentation and Targeting customers
Customer segmentation entails classifying customers based on variables chosen by a company or organization (Singh & Jain, 2019). These variables are chosen depending on what the company or organization needs from the customer groups. Usually, they are classified according to what they have in common, such as their buying trends, location, income, and even their personality, depending on what kind of information is readily available. Based on that explanation, segmentation plays a vital role in customer relationship management. It can be said to be a process of customer relationship management (Susilo, 2016). 
Initially, customers were only grouped based on their product needs and their buying needs. This traditional way of segmentation has been criticized for many reasons. One of them is the fact that customers are different, and the data may not be accurate. More recently, segmentation is done based on their relationship with the business or organization. For organizations with their data segmented, CRM enables the organization to determine which customers are more profitable than the other based on information collected. After deciphering this information based on segmentation, the company can then decide on an effective marketing strategy or determine whether the company is economically viable (Susilo, 2016). Specifically to Marks and Spencer, the company uses a demographic kind of segmentation where it especially targets customers over thirty whose income or level of earnings is good.
Marketing strategies have evolved over the years, and they are no longer focused on random groups of people. Instead, they are targeted to influence a particular target market based on results from the segmentations already done (Ascarza, 2016). CRM systems that are up to date should be equipped with tools that can show the qualities of an ideal customer. The better the ideal customer's accuracy, the better the chances that the business strategy will work towards attracting them and maintaining them if they are already existing. Since the target group of M & M&S is people over 30 whose earnings are high, their advertising strategies tend to reflect the needs of that particular group based on market research (Ascarza, 2016).
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Loyalty Ladder and Marketing Mix
Customers do not just become customers by default. There are some stages involved for a customer between their first interaction with your product or service and the stage where they use a service the company is offering or purchase a product (Madzik & Shahin, 2020). The first person on this ladder is the suspect. A suspect is a person who has come across the products or services the company is offering in one way or another, for instance through an advertisement. This suspect only becomes a prospect if they are interested in the products and services being advertised. After that, if they are convinced that the commodity is worth the money, they make a purchase. If after consumption or use of the product or service, they are satisfied; if they make further purchases, they qualify to be clients of the business (Ngobo, 2016).
 The final step is the advocating stage, where they make referrals to other people about the quality of products and services the business offered. As explained, the loyalty ladder may seem easy to implement. Still, in reality, it takes good customer relationship management to move suspects up the leader to the point where they advertise the business on your behalf. Given the resources spent on pulling people up this ladder, the most effective solution is to maintain customers and turn them into customers and advocates (Ngobo, 2016).
 Some companies are doing well in preventing customer leakage. For instance, through its loyalty program, Tesco ensures that every transaction is made using its loyalty card, coupons are given based on their activity. Consequently, this motivates customers to go and make purchases because they expect coupons in return. Similarly, M & M&S has launched a members club known as "Sparks", allowing members of the club to share their interests. Madzik and Shahin (2020) say such initiatives are very critical in customer relationship management.
Most organizations employ a marketing mix in their marketing strategy. Marketing mix involves using a promotion, price, place and product (Wu & Li, 2018). Studies have shown that marketing mix as a strategy impacts the success and efficiency of CRM related practices Fahmi Al-Zyoud, (2019). Unlike traditional marketing, where the priorities were, the 4 P's CRM has to integrate customer relations, retention, and ability to make referrals. This does not mean that the 4P's are ignored completely. Although they are still relevant, businesses today focus more on the relationship with customers to grow naturally (Wu & Li, 2018).
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Conclusion and Recommendations
	The discussion in this essay based on literary work by economists and live examples leads to the conclusion that customer relationship management should be the priority of any business if it is to complete favorable. Today, customers have a wide variety to choose from, and it all comes down to how satisfied they feel at the end of transactions with a company or organizations. CRM is cost-effective because its marketing campaigns targeted towards a specific group. Unlike before, marketing campaigns were targeted to the population as a whole, and then prospects would be attracted (Wali, 2018).
 	However, CRM eliminates the need for general marketing strategies because using analytics can determine which clientele to focus on hence better results (Thomas, 2016). This way, it speeds up the processes on the Loyalty ladder and guarantees a better customer experience. One of the key considerations with CRM is maintaining customers and making them loyal (Zhihong, & Djondzo, 2019). This is achieved by offering support post-purchase and paying attention to feedback given to improve commodities or the quality of services rendered. It also quickens the complaint mechanisms, and customer needs can be attended to expeditiously
	That being said, CRM is not without fault. CRM systems are automated, which reduces the interface between customers and employees. For instance, through Marks and Spencer's online ordering system, the need for sales agents is fading away. Sales agents are helpful because they could have provided more personalized data than an online ordering system (Deepa & Selvamani, 2018). Because the customer may find it challenging to access a marketing agent in person and interacts mostly with a machine, some questions they would have wanted to ask are left unanswered. This affects the quality of the relationship between the customer and the business or organization. The other issue with CRM systems is that they may miss out on potential clients because they do not fit within their target group. Specifically, for M and S, the company focuses on customers over 30 earning a specific income range. The loyalty programs also tend to focus on the chosen target group. This leaves out other potential customers who are not in the target group.
	To address the above challenges, CRM systems should be developed further to make them less specific without losing sight of who their ideal customer may be (Wali, 2018). For instance, if a store like Marks and Spencer makes a Television advert showing a woman in her mid-30’s shopping, this message may not attract a 20-year-old. The system should collect data broadly; otherwise, the business may lose out on potential customers that do not fit in the target group advertised. 
	Conclusively, having an online system will be beneficial to M&S because it will also get a share of the online market. As always stated, it has purchased shares in an online delivery company that are expensive. This researcher's opinion that instead of partnering with online delivery companies, the store could add online shopping to its website to cut costs. That way, it negates the role of a mediator while at the same time, ensures customer satisfaction.
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