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Executive Summary

This report has been written up on the request to investigate Marks and Spencer Customer relationship management, Ethics/corporate social responsibility, quality management and marketing segmentation. In the report it has been identified Marks and Spencer use several ways to engage consumers and have good working system to maintain ways of communication between the organisation and the customers. The organisation has put in place a strong Ethical behaviour conduct and have set out plans to become efficient and sustainable. However, it has been identified there are ethical issues in the supplier chain, that the organisation needs to address. The quality control system ensures the customer that the organisation can be trust-worthy and the customer can access on line all the information that is required regarding any product that Marks and Spencer sell. The organisation targets the middle and upper class, in particular Marks and Spencer have the right marketing for the middle class and older generation. However, the recommendation points out that the organisation must address the ethical issues in the supplier chain and Marks and Spencer should try to open up to the wider market and try to target the younger generation. 
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1.0  Introduction

This report has been put together upon the request to examine and evaluate the success of Customer Relation Management (CRM) within Marks and Spencer. This report has been requested on 11th January 2021 and it has been completed by Bettina Silsby a Marketing Director of Mark and Spencer on the 19th March 2020.
The purpose of this report is to look into Marks and Spencer customer engagement, ethics, sustainability, quality control system and the use of segmentation. With Customer relationship management it is very important to achieve customer loyalty and to maintain good relationships with the organisation customers. Without treading in the ethical way and giving back to society any organisation cannot have long term success. It is also very important to maintain a good quality control system to achieve the customer trust. All these elements are necessary to have a good customer relationship and to have long successful trading years in the retail businesses. The report will highlight if there are any issues or gaps in the organisation and it will make a recommendation to resolve all the problems.
To create this report and to have a critical view the all-organisation primary and secondary sources have been analysed, for example Articles, Journals, websites, and Books.










2.0  Findings

2.2.1 Organisation Background
Marks and Spencer history began in 1884 by Michael Marks when he bought his first market stall in the Kirkgate Market in Leeds and it was not long before Michael found a partner Thomas Spencer. M&S currently has 959 stores across the UK and 1400 international stores across 57 countries the organisation currently employs more than 80.000 people.  Today’s main business activities are food, clothes and home stores, financial services through Mark and Spencer own bank, and energy supplying, and online retailing in UK and through 50 international websites. The Marks and Spencer bank has been owned by HBSC since 2004. The organisation has two types of stakeholders internal and external. The internal stakeholders such as owners, chairman, employees and shareholders. The external stakeholders are suppliers, customers and media. The main chairman is Archie Norman, and the chief executive is Steve Rowe.  The organisation has £ 27.4 m turnover after tax.   (Mark and Spencer, 2021) Mark and Spencer currently have 3.1 % of market share of the UK market according to the statista.com website. In 2020 Mark and Spencer become joint owners of Ocado online Retailer, with the equal 50:50 share in the venture. (Ocado.com 2021)

2.2.2 CRM Benefits and disadvantages of CRM system.
According to online website Salesforce “Customer relationship management (CRM) is a technology for managing all your company’s relationships and interactions with customers and potential customers. The goal is simple: Improve business relationships. A CRM system helps companies stay connected to customers, streamline processes, and improve profitability.” (2021)
 Over the last decade customer relationship management (CRM) has developed a significant area. The CRM system is a very complex system as it involves a lot of different people and it requires to be constantly monitored, as customer’s habits and needs are continuously changing. CRM system helps for organisations to build and manage customer relationships. The customer relationship management system is a group of information system that enables organizations to contact customers, collect, store, and analyse data. This system covers 3 categories: operational, analytic, and collaborative systems. (Bose, 2003) The CRM system helps the organisations to acquire and continuously generate customer knowledge, this knowledge falls into three areas. The first area of knowledge for customers, this helps companies to satisfy the customers’ needs about a product or service information. The second area of knowledge is about customers, this refers to customers back grounds, motivations, and preferences. The third area of knowledge is from the customers and this is about the customer’ favourite product, shopping habits, and competitors that the customer possess. Through the CRM system organisations attract and retain customers and increase satisfaction and loyalty. (Khodakarami, 2013) It is very important to develop the right CRM system that is suitable for the organisation size as the system uses and collects data for example customer name, address, shopping habits, delivery dates, and could store payment details. The benefits are the organisation can access remotely and can offer personal preference to each customer that can lead to better customer service, on the other side the information is personal information and needs to be protected, hence all organisations must have a suitable size of CRM system that can deal safely with the amount of data that needs to be processed. Using the right CRM system can be beneficial for the customer as well as the organisation. Through good CRM system the organisation can monitor the customers shopping habits and can offer personalised vouchers and personalised discounts, for example send a voucher for the customer’s birthday. On the other hand the customer shares personal data and this could lead to miss use of bank details, the customers name and address, or just an overflow of unnecessary promotional emails. The CRM system works best where personalisation is required in client/company interactions and where there are multiple touchpoints over time between the client and the business across departments.  (Thakral, 2021)
2.2.1 Touchpoints 
Marks and Spencer have understood in the very early stage the success of a good business is a loyal customer.  The organisation uses various way to keep in touch with the consumer, for example Spark card, email system, sending out letters through post, advertising, creating a good website and application that can be accessed from any device and be an easy way to shop. Also, it has developed an algorithm to remember all the shopping habits and send out reminders to the customers to repurchase the items, the algorithm stores special dates like the customers birthday and it sends out special offers or vouchers greeting the customers.  The main driving force behind the good relationship between organisations and customers is to identify Touchpoints. A touchpoint is a moment in time when an interaction happens between a customer and the product, service that the organisation sells or provide in general. This includes situations that happen on the website, through marketing, personal interactions, or a phone call. If customers like to find out something about the product and interact with the sales team, sign up for a newsletter, or give feedback, they do this by "touching" the business. (Nagornov, 2019) The Spark card it is very good and easy way to identify touchpoint. When a customer uses a Spark card each time when shopping online or store, the card straight away reports which product has been purchased, where it’s been purchased, and how often it’s been purchased. Marks & Spencer can use this information and offer vouchers for the product that has been purchased frequently and can increase customer loyalty. Also, when the customer registers for the Spark card the customer have to share personal information with the organisation for example date of birth, Marks and Spencer use that information to send out personalised birthday vouchers, this leads to a happy customer and increases customer satisfaction. (Marks and Spencer, 2021) 

2.3 Ethics

2.3.1 Ethics
[image: Diagram

Description automatically generated]According to Peter Signer “Ethics, also called moral philosophy, the discipline concerned with what is morally good and bad and morally right and wrong. The term is also applied to any system or theory of moral values or principles.” (2021) 
The business ethics is a huge field and can be very perspective. Business ethics ensure that a certain basic level of trust exists between consumers and various forms of market participants with businesses The system of moral and ethical beliefs that guides the values, behaviours, and decisions of a business organization and the individuals within that organization is known as business ethics. (Twin, 2021) Each organisation has set out a statement that is mirroring the core values and beliefs that is based on the ethical view. Business ethics provide a stander or guideline for the conduct and decision making of managers and employees. This stander must write in policies and procedure in other name code of ethics and behaviours. All organisations must set out a code of conduct to make sure the stakeholders, such as employees and suppliers are understanding what the right or wrong behaviour is and how they are expected to behave. The Business ethics have two key branches, Descriptive ethics:  involves describing how people behave and what sort of moral standards they claim to follow. How managers should do business and treat people on the ethical way not only verbal but in the writing contents.  (Garaf, 2006) This branch looks at whether the organisation leaders’ managers act and follow the set-out policies.  The second Normative ethics: that is how organisation justify and display the values and beliefs.
2.3.2 Critically describe ethics
Ethics is defined as moral rules universally accepted in the society and workplace (Byars and Stanberry, 2019). The moral rules impact how individuals make choices and lead their lives. More significantly, business ethics is described as the research of the recommended business framework and exercises about possible controversial issues, encompassing corporate governance, corruption, harassment, disrespect, and fiduciary duties (Byars and Stanberry, 2019). Respect is one of the significant types of business ethics in the organization, because it is a direct the way diverse team members treat one another. For example, in a diverse team, all the members must embrace respect for one another regardless of the age, colour, race, ethnicity, level of education, gender and disability (Schwartz, 2017). Particularly, it is considered ethical for the team members to respect their personal diversity. However, it is considered disrespect and unethical for men to sexually harass the female colleagues at the workplace. 
Therefore, respect focuses on the rules that promotes values among the team members. For example, the female workers can feel that they are respected when their male counterparts are not taking advantage of their feminine features to intimidate and bully them. Thus, respect has some sense of equality and care, which the business is obligated to keep for its employees or team members to make them feel valued (Schwartz, 2017). Ethics is a set of moral rules that are designed by the business to guide the behaviour of its workers. Some of the business ethics include personal responsibility, corporate responsibility, and respect. Respect encompasses the obligation of the business to treat its employees with dignity.

2.3.3 Benefits and dis-advantage of Ethic
When management is leading an organization in an ethical manner, employees are more likely to be following them and this can help employees to make better decisions in less time with business ethics as a guiding principle. In the organisation that is fair and ethical employees feel safe and will trust the leadership, it will increase productivity and loyal employment. When employees complete work in a way that is based on honesty and integrity, the whole organization benefits as they produce liable work and excellent customer service. (Horton, 2020) The organisation that is behaving in an ethical way will attract suppliers and can have better business opportunities. On the other hand to act in an ethical manor could lead to less profit for example choosing manufacturers based on location. Some countries are well known for using child labour or pay unfairly low wages for employment, but the product that is produced will be much cheaper and the organisation could gain a higher profit or lose customers as many people do not wish to buy a product that is produced in this way. Also, developing, implementing, and maintaining business ethics can be time consuming, as very often it changes regulations and laws as the company grows. All organisations must decide what is more important, be ethical or to be trying to make higher turnover, but to be ethical will be more beneficial and give a better representation for the business in the long run. Trading in an ethical way can increases customer trust. The customer will know it is safe to buy the product, because it has been manufactured in the right and legal way, the disadvantage can be more costly to shop in the organisation that follows a high ethical standard, as it will be more costly to produce in the legal way. 

2.4  Sustainability
According to Vos “The concept of sustainability comes with three pillars: economic, social and environmental. Organizations must focus to meet today’s needs to have a better future. By sustainability in business, we mean two categories: its effect on the environment and its effect on society. For a business to become sustainable, it needs to focus on long-term strategies for making a positive impact on those categories. (2019).
2.4.1 Critically view on sustainability 
According to Brundtland Commission statement in 1987 “Understanding how to meet the needs of the present without compromising the needs of future generations to meet their own needs.” Sustainability it is very important in all levels, not only in organisation but as how people are living their daily lives. Every one of us needs to take a little part to help our planet to be and stay sustainable. On the other hand, Friedman was argued with that, Friedman was believing the social responsibility is a job for the government not the organisations. According to Friedman “The social responsibility of organisations is to maximise profit.” (1970) Most shareholders in the organisation will agreed with Friedman, hence the shareholders only interest is maximising the profit. Friedman was right that it is down to the government to help and look after sustainability, but it is limited as to what the government can do, there must be a joint work where everyone takes a part of the responsibility for a better future. If the organisation is not looking after the planet or society the humanity will face major issues in the future. If the planet is not suitable to produce vegetables or greens there will be no product to sell, and if society have no money to shop the organisation will not have customers to sell to, this is a circle that must flow for both the interest of the organisation and consumer.
2.4.2 Advantage/disadvantage of sustainability
Transparency between businesses and stakeholders, with respect to non-financial performance, helps an organisation to seek suggestions from customers and investors while reducing reputational risks. Sustainability reporting, thus, maintains brand image and company’s reputation. By analysing the issues like material used, waste produced, energy consumption etc. and monitoring internal management and decision-making processes, the cost to the company can be reduced. Sustainability reporting further makes a company present how it can introduce changes with the help of sustainable development. Also using green energy can reduce tax cost. (Smallbussiness, 2020) To be able to maintain recycling requires an extra amount of work from the employees, also dealing with waste needs extra labouring and will have extra costs. The greatest disadvantage is the cost and length of time to work and keep the flow of sustainability, as to be sustainable is a constant circle and is always having to be maintained. For the customer it will be beneficial to have a reduced waste policy as very often supermarket sell the product cheaper when it is coming to the end of its shelf life. Supermarkets are also trying to reduce waste on plastic, that is the reason why a charge start for carrier bags was introduced to encourage the consumer to re-use them, and it is accruing an extra cost to the customer if they need to repurchase a new one. These things are very small dis-advantages to achieve something bigger and for a better future. To be sustainable has a much greater benefit than a dis-advantage. 

2.4.3 Ethics and Sustainability for Marks and Spencer
“We’re also on a journey to make our business more sustainable. We believe a successful business must also be environmentally and socially sustainable.” (Code of Ethics, 2021) Marks and Spencer have realised very early the importance of sustainability. For Marks and Spencer going green has meant not just transforming every part of business but trying to change attitudes and behaviour of its more than 25 million customers. In 2006 M&S took a long, hard look at the ethical and sustainable activities and set out a plan to move in a sustainable way. Marks and Spencer’s aim was changing the organisation from the root to branch, to achieve that the organisation set out a 2-step plan: step one was Look behind a label and step two Plan A. (Marketingsociety, 2010) With the first step “Look behind a label” the organisation wanted to change how the customer was thinking when it came to purchasing an item. The organisation encouraged the customers to look at where the product had been manufactured, the producing process and whether it was an environmentally friendly product. With this step Marks and Spencer have been awarded numbers time. The second step “Plan A” started to develop in 2009. This process was involving internal and external stakeholders at the same time. With this plan the company wanted to achieve the transformation of all the business practices, and relationships with customers and suppliers. Plan A has set out five main pillars to achieve this. First: Climate change - to make M&S’s operations carbon free, second: Reducing waste - have zero waste, third; Sustainable raw materials – source all the most sustainable and renewable materials that is available, fourth: Being a fair partner – help improve the life of hundreds of thousands of people in the supplier chain and communities, and the last: Health – to help employees and customers lead a healthier lifestyle. (Mylerning, 2021) The plan A from the beginning is under a continuous yearly review and it requires the company to produce a yearly report to show how this has been delivered. Each year a new goal and measures are added to this plan, as our climate, economic and social behaviour are changing, it is necessary to set out new goals to achieve and make our planet a better environment. This belief of looking after society and the sustainable energy is lined with Archie Carroll (1991) Pyramid model. Carroll’s model has a new alternative view, he talks about all organisations must use some of the profit to put back and look after society and is not solely for the government to produce but for every organisation to live by that. The Pyramid model looks at four aspects the Economic, Legal, Ethic and Discretionary/Philanthropic. Carroll understood without looking after these 4 aspects and by not giving back many organisations will not last long. This model very much lines with Marks and Spencer’s view and the plan that Marks and Spencer have tried to achieve since 2006, started with the Look behind a Label movement and still ongoing Plan A. Marks and Spencer have been doing a good job to be sustainable and have been trading in an ethical way as much is possible, but in 2016 according to the BBC Panorama program Syrian refugees children were illegally working and producing garments in the Marks and Spencer clothing line, with other big brands in the Turkey supplier chain.  Marks and Spencer claimed the organisation previously had not found evidence of illegal children workers, the organisation took this offence very seriously and M&S have and will work closely with the supplier to resolve the problem and even offered to send legal employment to help with the running of the factory. (Lusher, 2016) The organisations ethical policy and the statement from the organisation claimed it would not tolerate child labour, and yet the organisation finds this issue is with one of the suppliers, and the organisation is still trading with this factory. The factory has broken the rule one with serious ethical and legal issues and is still working as a supplier for Marks and Spencer. Another organisation for example Tesco has carried out a large amount of work to look after society and the planet. Tesco sustainability plan called little help. Tesco have zero waste policy same as M&S, and Tesco claimed the organisation is also looking after people in the supplier chain and it is very important to practice Human rights, hence the organisation fully supporting UN (Universal Declaration of Human Rights) and have strong Ethical conduct named Base Code of Ethic.  The term of looking after society Tesco biggest project was the blue token or another name the community grant. It was designed to help local projects through local people having the choice by voting with the token, this has a very important place within the community. Tesco have been giving out £85 million across the country since 2015. (Tesco, 2021) In 2019 Tesco also started a go green project, the project will see the creation of 5 onshore windfarms and 1 solar farm across the UK as well as solar panels fitted to 187 Tesco’s UK stores. The organisation hopes to achieve that by 2030. Both organisations are putting a lot of effort into being a good sustainable company. Marks and Spencer saw the importance to go green in the early years and have already achieved more towards to Plan A, than the organisation competitor Tesco. On the other hand, Tesco have been faster in protecting and to secure renewable energy and to look after society. 
2.4.4 Ethical and sustainable behaviour by Marks and Spencer effect on CRM
Marks and Spencer have proved to the organisation customers and for all potential customers that Marks and Spencer care about society and the environment and it is important for the organisation all the suppliers that do business with Mark and Spencer must be following the basic ethics. Marks and Spencer are willing to sacrifice the profit, and to do the right thing for the customer and for the planet. This behaviour had a high impact on CRM and customer loyalty. The customers feel they can have trust in the organisation and the customers know the organisation will treat them fairly. It has massively increased the loyalty and has a large positive effect on customer relationship.   
2.5  Quality
2.5.1 Quality 
According to Diaz “Quality could be defined as a basic tool for a natural property of any good or service that allows it to be compared with any other good or service of its kind.” (2014)
2.5.2 Quality monitoring 
The terms of quality are important aspect for all manufacture, to make sure all products or services meet with the minimum quality of standards must have quality monitoring systems. .  All quality monitoring systems must be laying on for aspect: Quality Monitoring, Quality Controlling, Quality Assurance, and the Total Quality Management. The first stage is the Quality Monitoring, in this stage the manufacturer is testing the sample of the product. The next stage the Quality controlling is testing the whole of the manufacturing, focusing finding the weak point and trying to correct them. (Havelicek, 2013) Both stages are the very early stage for the product. The third stage the Quality assurance or the QMS model. In this stage the manufacturers are looking at the product to make sure it passes all the standards that are set by regulation The European Standard called ISO, that is mainly based and very similar to the English standard. Most organisations have implemented the QMS system through ISO standard. This standard requires companies to describe in written detail how the item was produced and what was the weak point and how any problems had been resolved. The last stage the Total Quality Management or TQM model. This model is about commitment to quality in each employee of the company. This stage looks at how all departments have impact on the product. The shop assistant contributes with excellent customer service, the product been fairly trod on the market, suppliers are integral part of the quality system. (Haveliecek, 2013) This model looks at the philosophies and the ethical side of the product.  To successfully use the TQM model each organisation must set out it is own plans to help managers and employees constantly involved in the quality improving program. Those two models are the basic quality monitoring management models, lots of other models exist for example BSC model – Balanced Scored Model. This model looks at the finance management, customer relationship management, internal process management, management of innovation and educational activities. All organisations have to make sure they choose the right model or set out the quality management process and it must be suitable for the organisation size, lay with the organisation, ethics, values, beliefs and will help assure the customers the organisation can be trust worthy. With the right quality control system, the organisation will increase customer loyalty and will have better customer relationship. 
2.5.3 Marks and Spencer Quality assurance to support CRM
Marks and Spencer business strategy is based on winning the customers trust, this is very important for the quality management of the organisation. Marks and Spencer have set out a Food Quality Code of Practise. This is covering all the food that the business sell. This Quality code requires that all the suppliers have all the product detailed specification including HACCP.  The supplier is also required to input products specification data into FIND (Marks and Spencer innovation food date basis) each customer can access that and find out all the information about the product. This is increasing customer trust to the organisation, as Marks and Spencer are showing that they try not to hide anything, and the organisation try to assure everyone the high standard of quality control is work in practise not only a written conduct. Marks and Spencer set out a high level of quality management system on all the clothes that are sold by the organisation. Suppliers are required to meet a range of quality, safety environmental and social standards. Since 2012, M&S has been a member of the Sustainable Clothing Action Plan (SCAP), a UK based initiative with a mission to reduce the use of resources across the clothing industry. (Marks and Spencer, 2021) 

2.6  Segmentation
Market segmentation is a marketing term that refers to aggregating prospective buyers into groups or segments with common needs and who respond similarly to a marketing action. (Tarver, 2020) All organisations must identify the marketing segment, that like to target with promotions, and price range. Marks and Spencer have been well known as the shop for middle- and upper-class people. The organisation has set higher prices for each own branded product or service that is not affordable to everyone. The clothes are designed for middle and older age generation. Marks and Spencer put a huge effort into keeping existing customers and move these customers up on the loyalty ladder. Marks and Spencer like to encourage customers to re-purchase items frequently, to achieve that the organisation send out reminder emails. In the other hand it is more important to the organisation to move customers higher up on the loyalty ladder and to do that Marks and Spencer encourage the customers to try a new product that is similar to a previous purchase. The only difference is for its own brand or a different brand and to achieve that they offer high discount vouchers on that product and give outstanding customer service. It is beneficial for both sides to be stepping up on the loyalty ladder, from the organisations perspective to save money on marketing and for the happy customer to recommend the product for friends. There is no better marketing than the people’s recommendation, on the other hand the organisation value loyalty and offer higher discount and better promotion for the customers in the higher end. The organisation target strategy is differentiated, this means the organisation designs personalised promotions and vouchers to develop a better relationship. To monitor the customers, habit the easiest way is through the Sparks card or online shopping. Marks and Spencer relaunched the Spark card in 2020, and the organisation have implemented new changes that are more suitable for the organisation market strategy. The new Sparks card offers more personalised and instant rewards, to able to do that the organisation has removed the point and the sales access tiers from the card. (Onita, 2020) According to Jeremy Pee the Chief Digital and data officer at Marks and Spencer “It will instantly feel more rewarding, and customers can be confident that good things will happen every time they shop with us” (2020) The relaunch of Sparks will establish an effective communication channel with customers to drive loyalty and engagement with M&S. The scheme is underpinned by the business’ recent investment in new capabilities and expertise such as Data and Data Science, Digital Products and Loyalty, which alongside IT and Online, has been brought together under a single transformation team responsible from driving M&S’ Digital First growth. The new scheme is an example of the business’ priority to embed digital and data in all aspects of how M&S serves its customers, and an example of the changes taking place under Never the Same Again. Spark’s reset is an important part of M&S becoming a data driven business, with the business seeking to unite four important data sources from across the business, including Sparks, M&S.com, M&S Bank and soon Ocado, in order to drive greater improvements and personalised experiences for all customers. (Marks and Spencer, 2021)



3 Conclusion
All through the report Marks and Spencer have proved to have a good customer relationship management. To support that and increase customer trust and loyalty the organisation have put in place an Ethical conduct that is accessible to all the internal and external stakeholders, also the organisation has good working quality monitoring systems. Marks and Spencer look after the customers and value loyalty by giving out vouchers and rewards for the consumers. Marks and Spencer price range is suitable for the customers that the organisation is targeting with the marketing mix. 

4 Recommendation 
Marks and Spencer have put huge amount of work to go green and look after the planet, however the report has pointed out issues in the supplier chain, it has been identified the manufacturer have been using illegal refugee children labour. The organisation must carry out regular inspections of all the suppliers to make sure the suppliers are following all of the ethical policy, that the organisation has set out.  Also, it has been identified in the report that Marks and Spencer are only targeting middle age and mainly middle- and upper-class consumers. It is strongly recommended they try to open the market for the younger generation to help maximise profit.
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