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[bookmark: _Toc213952222]Executive Summary

The purpose of this report is to analyse the impact of sustainable customer relationships on organisational success and customer satisfaction, with a specific focus on Marks & Spencer Food. The report examines how effective customer relationship management (CRM) strategies, policies, and practices contribute to customer retention, loyalty, and long-term engagement. The study is based on secondary research, including academic literature, company reports, and industry insights.

This study highlights the importance of collecting, analysing, and interpreting customer data to understand behaviour, anticipate needs, and personalise experiences. Key areas of focus include segmentation, targeting, positioning, market differentiation, and adherence to ethical and sustainability standards.

Marks & Spencer Food employs a customer-centric approach that strengthens loyalty and reinforces its market position. By integrating data-driven insights and sustainable practices, the company enhances the customer experience while maintaining long-term, ethical relationships.

The findings demonstrate that sustainable customer relationship practices strengthen emotional commitment, trust, and brand loyalty. The report also provides recommendations to optimise CRM strategies further, increase transparency, and leverage predictive analytics to meet evolving customer expectations.

Overall, the report concludes that building and maintaining sustainable customer relationships is central to achieving a competitive advantage, supporting long-term loyalty, and promoting responsible business practices in the UK premium grocery market.
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[bookmark: _Toc213952223]Introduction

This report aims to evaluate how long-term relationships with consumers influence consumer satisfaction and encourage organisational success. It has been prepared specifically for the Marketing Manager of Marks & Spencer Food. Retaining loyalty, building trust, and maintaining a competitive advantage in the premium grocery industry all depend on understanding and managing these relationships.  

M&S Food differentiates itself through product quality, ethical sourcing and innovation, operating in a UK market where stores like Tesco, Aldi, and Lidl compete primarily on price and convenience. The company presents itself as a premium brand that emphasises meaningful connections by prioritising customers’ needs and values (Savills, 2025). 

Customer relationship management (CRM) provides a structured approach to understanding customer behaviour, predicting preferences and providing customised experiences. M&S Food assures that its customer-focused initiatives remain in accordance with sustainability goals by combining CRM systems with data-driven insights and ethical business practices (Francis Buttle, 2019).

The report focuses on four key areas:
1. A brief overview of the Marks & Spencer history, market position, and core values.
2. How customer data is collected, analysed, and applied to enhance relationships.
3. A critical assessment of CRM strategies, including segmentation, targeting, positioning, and the marketing mix.
4. Recommendations to strengthen customer loyalty and ensure sustainable growth.
By examining these elements, the paper aims to demonstrate how effective customer relationship management practices contribute to consumer satisfaction and competitive advantage in the UK premium food retail industry.
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[bookmark: _Toc213447977][bookmark: _Toc213952225]Section 1 
[bookmark: _Toc213952226][bookmark: _Toc212329214]M&S Food - Organisation Overview 
1.1 [bookmark: _Toc212329215][bookmark: _Toc213952227]Historical Development and Evolution

[bookmark: OLE_LINK1]The British retailer Marks & Spencer was founded in Leeds in 1884 by Michael Marks and Thomas Spencer. Initially started as a market stall and later known as the Penny Bazaar, Marks & Spencer evolved into a premium food retailer by the 1930s (see Figure 1: Evolution Timeline of M&S Food). 

M&S Food established a strong reputation in the UK's premium grocery market over subsequent decades through bakery lines and gourmet ready meals. This rate of change demonstrates the company's strength in both innovation and brand history (Marks and Spencer Group plc ESG Report, 2025).  

The value proposition needs to be continually renewed due to pressure from discount stores, high service costs, and rapidly changing customer behaviour. Strategic initiatives, such as in-store cafés and an online partnership with Ocado Group, showcase flexibility and a commitment to long-term loyalty but also entail significant financial investment and risk (Sweney, 2020).
Figure 1: Evolution Timeline of Marks & Spencer Food. 

1.2 [bookmark: _Toc212329216][bookmark: _Toc213952228][bookmark: _Toc212329217]Current Market Position

Marks and Spencer Food continue to hold a dominant market position within the UK premium grocery sector. According to the 2025 Annual Report, food sales increased to £9.0 billion, an 8.7% year-on-year rise, with like-for-like sales increasing by 6.6% demonstrating strong customer demand and loyalty. This positive sales trend is illustrated in Figure 2, which shows consistent growth in the M&S Food sales from 2021 to 2025 (Marks and Spencer plc, 2025).

Although M&S food remains strong in the competitive UK grocery sector, dominated by traditional supermarkets and discount retailers, price-focused competitors like Aldi and Lidl limit growth. A cyberattack in April 2025 caused operational difficulties and an estimated £300 million loss in operating profit (Butler, 2025). 

Despite these pressures, M&S Food remains committed to product innovation, quality, and sustainable growth. However, digital infrastructure, operational efficiency, and supply chain reliability require ongoing improvement (Derrick, 2025).


Source: Adapted from Marks and Spencer Annual Reports (2021-2025).

1.3 [bookmark: _Toc213952229]Mission Statement and Core Values

Marks and Spencer Food’s mission statement is to provide high-quality, ethically sourced products and exceptional customer experiences. This is reflected in the iconic slogan “This is not just food… this is M&S Food” (see Appendix 1 for a visual example of the M&S building), reinforcing the company’s ethical integrity and customer focus (Marks and Spencer Group plc ESG Report, 2025).

Core values such as quality, innovation, trust and sustainability guide daily operations. The Plan A initiative reinforces these values through ethical sourcing, waste reduction, and carbon minimisation (M&S Plan A Commitments, 2025). 

The mission statement is largely effective because it encourages long-term sustainable relationships, increases brand loyalty, and aligns with organisational values, though managing sustainability across complex supply chains is still challenging (Peter Jones, 2016) (See mission and Core Values, figure 3).
Figure 3: M&S Food Mission and Core Values.
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[bookmark: _Toc213952231]Data and Customer Relationships

Data collection and customer relationships are closely connected in developing sustainable marketing strategies. Organisations can more effectively analyse behaviour, anticipate needs, and build sustainable customer relationships that increase satisfaction and loyalty by collecting, analysing, and evaluating customer data (Sophie Hemker, 2021). 

Customer Relationship Management (CRM) provides a structured approach to managing interactions and supporting retention and business growth. CRM software aims to centralise information, automate communication, and enable data-driven decisions that improve the customer experience (Vicente Guerola-Navarro, 2022).

CRM data typically includes demographics, preferences, purchase history, feedback, and interactions across various touchpoints, including websites, mobile applications, email and in-store transactions. Analysing this data allows organisations to segment audiences, identify trends, and create loyalty programmes suited to specific customer groups (see Figure 4). Evaluating results ensures marketing initiatives are successful and that customer satisfaction remains high (Francis Buttle, 2019). 

However, focusing too much on data about privacy can reduce trust and damage brand reputation. Moreover, CRM implementation can be costly and complex, requiring investment in software, integration, and maintenance. Such systems can challenge smaller businesses and increase total ownership costs if not efficiently managed (Kelly Martin, 2017).

Marks and Spencer Food successfully use CRM to improve customer relationships and encourage growth. M&S collects detailed data on product preferences, purchase frequency, and reactions to marketing initiatives through the Sparks loyalty program. Online behaviour, such as browsing trends and basket abandonment, is analysed to improve the customer experience by providing personalised deals. CRM software collects this data to allow for targeted suggestions and segmentation (Bogati, 2023).

For instance, customers who frequently buy high-quality ready meals may receive special discounts or recipe suggestions. Data-driven insight also guides supply chain and inventory choices, ensuring popular products remain available and customer satisfaction is maximised. M&S Food builds long-term relationships and constant engagement by integrating data from the website, mobile apps, email and stores (Legal and ethical policies M&S, 2025).

Although CRM provides major benefits, challenges remain. Customers may find extensive data tracking is intrusive, raising ethical and privacy concerns. Breaches or misuse of data can harm reputation, as seen during online disruptions at M&S in 2025. Furthermore, excessive personalisation can alienate customers by presenting as manipulative. Therefore, M&S Food must balance analytical precision with ethical responsibility and transparency (Barry, 2017). 

In conclusion, M&S Food demonstrates a strong commitment to CRM and customer-focused innovation. Enhancing transparency and expanding predictive analytics could further strengthen loyalty. By combining responsible data practices with personalised engagement, M&S can continue to build sustainable customer relationships and maintain its leading position in the UK premium grocery market.
Figure 4: M&S Food CRM Process and Data Flow.
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[bookmark: _Toc213952234]     3.1 Segmentation, Targeting and Positioning 

Customer centrality in relationship marketing involves segmentation, targeting, and positioning (STP) strategies. According to (Keller, 2016), the STP model identifies specific customer groups, selects objectives, and provides items to satisfy their needs.

Marks and Spencer Food segments customers by demographic, psychographic, and behavioural traits, focusing on middle-to-high-income adults valuing premium quality, convenience, and ethical sourcing (Camilleri, 2018).
	
Targeted offers use data from the Sparks loyalty program, highlighting customer behaviours and preferences, encouraging repeat purchases and loyalty (Spencer, 2025).

In positioning, M&S Food differentiates itself from Tesco or Aldi as a premium accessible brand committed to sustainability and trust. As shown in Figure 5, STP strategies reinforce customer centrality while ethical positioning separates M&S Food from competitors such as Aldi and Lidl (Figure 6) (Marks & Spencer, 2025).  

Although segmentation enables personalisation, it can increase marketing complexity and costs, which must be managed to maintain profitability and customer satisfaction. 
Figure 5: STP Strategies of Marks and Spencer Food.
Figure 6: Presents a Positioning Map of M&S Food vs Competitors
Please see Appendix 2 for the detailed Positioning Map.
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Marks & Spencer Food employs a systematic marketing mix that aligns with Michael E. Porter’s differentiation strategy, offering premium, ethically sourced goods to gain a competitive advantage (Porter, 1985).
	
The Product offering focuses on high-quality, plant-based, and gourmet varieties that satisfy customer preferences. Price reinforces exclusivity and value, while urban stores and online delivery via Ocado enhance convenience and strengthen trust (Marketing Mix Analysis of The Marks & Spencer Group, 2025).

Promotion combines the Sparks loyalty programme with personalised digital campaigns, increasing customer centrality. Efficient supply and trained staff enhance quality and service. Clean stores and eco-friendly packaging showcase a commitment to sustainability.

As illustrated in Figure 7, these elements meet customer needs for quality, convenience, and ethical shopping, fostering trust and loyalty. However, premium prices could make a product less appealing to more customers with limited resources, potentially constraining wider relationship-building (Marks and Spencer plc, 2025).

	Product
	Price 
	Place
	Promotion 
	Process
	People
	Physical Evidence

	High-quality, premium food products.
“Plan A” sustainability
Plant-based and gourmet options.
	Premium pricing reflecting quality and ethical sourcing.
	Urban stores and online delivery via Ocado for convenience.
	Sparks loyalty programme,
personalised digital campaigns,
focus on sustainability.
	Efficient supply and delivery
reduces waste, ensures quality.
	Trained staff, friendly, expert service, enhances premium experience.
	Clean stores, eco-friendly packaging, highlights sustainability commitment.


[bookmark: _Toc212329222]
Figure 7: Marketing Mix 7Ps, M&S Food.
[bookmark: _Toc213952236]      3.3 The 4Cs of Customer Needs

Customer centrality at Marks and Spencer Food relies on understanding and meeting the 4Cs of customer needs: consumer wants, cost to satisfy, convenience to buy, and communication (Goi, 2009). Implicit expectations involve superior service and ethical sourcing, while explicit ones relate to product quality, clear labelling, and reliable delivery (Halabuda, 2024).

M&S Food offers high-quality, ethically sourced products, ensuring convenience through urban stores and online delivery via Ocado, and engaging customers through personalised communications and the Sparks loyalty programme. These practices strengthen trust and emotional loyalty (Serhat Ata, 2025).

As illustrated in Figure 8, the 4Cs are interconnected in shaping expectations. Additionally, premium pricing may limit access for price-sensitive customers, allowing competitors such as Tesco or Aldi to meet the cost dimension more effectively (Fred R. David, 2017). However, M&S maintains a unique position by providing superior quality, sustainability, and a distinctive brand experience, which continues to enhance trust and long-term loyalty.

	Consumer wants and needs
	Offers high-quality, ethically sourced, plant-based and gourmet products to satisfy diverse preferences.

	Cost to satisfy
	Premium pricing reflects quality and ethical sourcing, providing perceived value for money for customers willing to pay more.

	Convenience to buy
	Urban stores, food halls, and online delivery via Ocado make shopping flexible and accessible.

	Communication
	Sparks loyalty programme, personalised emails, and digital campaigns build trust and engagement.


[bookmark: _Toc212329223]
Figure 8: The Four Cs of Customer Needs and How M&S Food Meets Them.

[bookmark: _Toc213952237]       3.4 Ethics and Sustainability 

According to (Andrew Crane, 2016), business ethics refer to the moral principles that shape organisational behaviour towards society, while (Frank-Martin Belz, 2012) defines sustainability marketing as generating long-term benefits for the environment and customers. For M&S Food, ethical and sustainable practices are central to customer relationships, fostering trust, loyalty, and emotional engagement.

As indicated by  (M&S Plan A Commitments, 2025) illustrate the company’s dedication to sustainability, setting clear goals to achieve net zero emissions by 2040, ensure fully recyclable packaging by 2026, and reduce food waste by 2030. Partnerships with farmers to cut emissions and the sourcing of RSPCA Assured products, including milk, eggs, meat, and seafood, further highlight ethical supply chain practices, reinforcing the social and environmental pillars of the Triple Bottom Line (Figure 9; See Appendix 3).

Crucially, insufficient Concerns about greenwashing may be highlighted by scope 3 emission tracking and packaging issues, which could negatively impact customer trust. Ongoing management is also necessary for maintaining a balance between sustainability and profitability (Marks and Spencer Plan A - Our Planet, 2025).

Overall, M&S Food's sustainable and ethical business practices build lasting relationships with values-driven customers, but loyalty depends on transparency and measurable outcomes.  
[bookmark: _Toc212329224]
Figure 9: M&S Food - The Triple Bottom Line Model.
[bookmark: _Toc213952238]Conclusion and Recommendations

Effective Customer Relationship Management (CRM) methods at Marks & Spencer Food have considerably improved the company's performance and established long-term customer relationships. M&S Food has developed a deep understanding of customer behaviour and preferences through using data analytics, personalised communications, and the Sparks loyalty program (Francis Buttle, 2019). These strategies strengthen the company's premium brand image and competitiveness in the market by encouraging trust, retention, and emotional connection.  

Furthermore, aligning CRM initiatives with ethical sourcing, digital convenience, and sustainability initiatives strengthens the company's reputation for integrity and social responsibility (M&S Plan A Commitments, 2025). As a result, M&S Food keeps establishing strong, long-lasting relationships based on customer satisfaction and value.

However, a variety of improvements could strengthen engagement and promote lasting loyalty. Developing predictive analytics might help the business better anticipate changing customer preferences, and increased transparency about data privacy could increase trust.   Further investment in digital infrastructure and online services would improve convenience and satisfaction. Despite compromising the brand's premium value, a reassessment of price strategies might provide accessibility for a wider variety of customers.

To guarantee long-term loyalty and development, M&S Food should continue to innovate within its CRM systems, improve data management and transparency, and maintain a strong focus on sustainability and ethical sourcing.
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M&S Food slogan on building

Visual example of M&S Food’s slogan “This is not just food… this is M&S Food” displayed on a building panel, demonstrating public branding and customer messaging.
Marks and Spencer official website, 2025.
The source is (Fox, 2025).
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Figure 6 presents a positioning map that visually compares Marks and Spencer Food with major UK grocery retailers based on price and quality perceptions. M&S Food occupies the high-price, high-quality segment, reflecting its premium and ethically focused brand identity. Waitrose also falls in the high-price, high-quality category, showing strong competition in the premium sustainable market.

Middle market retailers such as Tesco, Sainsbury’s, Co-op, Morrisons, and Iceland are positioned around the medium price and medium-to-high quality range, appealing to cost-conscious customers while maintaining acceptable quality standards. Discount chains like Aldi, Lidl and Asda occupy the low-price, low-to-medium quality category, highlighting their value-oriented and budget-focused offerings.  

However, Marks and Spencer Food is in a premium category with higher consumer expectations and price sensitivity, which could impact loyalty. Positioning against both middle-market and discount competitors emphasises the need for continuous innovation, ethical sourcing, and marketing strategies that communicate the brand’s unique value proposition effectively.
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RSPCA Assured Products (Ethical Sourcing).
Visual examples of M&S Food products, including milk, eggs, meat, and fish, with the RSPCA Assured label. This accreditation guarantees that animals are raised, transported, and killed in compliance with stringent welfare criteria. It is validated by the Royal Society for the Prevention of Cruelty to Animals (RSPCA). 

In accordance with its Plan A sustainability policy, M&S Food's collaboration with RSPCA Assured demonstrates its dedication to ethical sourcing and open supply chain management. These actions support the Triple Bottom Line's social and environmental principles, as well as encourage consumer loyalty and trust among ethically minded customers.
Source: (M&S, Our animal welfare standards, 2025). 
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M&S Charity Collection In-Store.
Visual example of Marks & Spencer Food’s charitable collection scheme at checkout, demonstrating the company’s commitment to community engagement and social responsibility. While M&S allows customers to donate to selected charities while shopping, the decision and impact depend entirely on customer participation, indicating a partial but significant commitment to social responsibility. 
Source: (Halstead, 2025).
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1884                           First M&S Penny Bazaar opens in Leeds


1931               Food   departments introduced in all stores


1948            Self-service food shopping introduced


1974            Frozen and ready meals launched


2001                                  First           Simply Food store 


2025            Focus on healthy and sustainable food


 2020            Ocado partnership for online delivery
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Segmentation


Demographic: middle-to-high income, adults 25-60 year old 


Psychographic: premium, ethical, quality-focused


Targeting


Personalised offers (Sparks program)


Focus on convenience, ethical sourcing, fresh food


Positioning


Premium quality, ethically sourced food


Trusted, sustainable brand


Behavioural: frequent buyers, loyalty card users (Sparks)


Digital engagement: online shopping, delivery via Ocado


Differentiates from Aldi, Tesco via ethical and gourmet focus


Geographic: urban and towns


People 
Fair sourcing, community, transparency


Profit 
Customer loyalty, brand trust, repeat purchase 


Planet
Net-zero, recyclable packaging,       waste reduction


Figure 2: M&S Food Sales Growth Trends, 2021-2025 
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