Building a Sustainable Marketing Relationship (BMSW5007_SWAN)
To the Marketing Manager of Marks and Spencer Food

Marks and Spencer Food CRM strategies, customer retention and sustainable customer relationships.


Executive Summary

This report explores the impact of Customer Relationship Management (CRM) on long-term business success, with emphasis on customer retention, loyalty, and value creation. Using Marks & Spencer (M&S) as a case study, it examines the company’s evolution from its founding in 1884 to its current position as a leading UK food retailer, highlighting its use of CRM, segmentation, data analytics, and customer-focused strategies to remain competitive in a dynamic retail environment.
The analysis shows that CRM is central to M&S’s ability to retain customers and tailor offerings. The company combines high-quality products, premium pricing with value initiatives, and targeted segmentation to drive profitability. Despite operating in a volatile, uncertain, complex, and ambiguous (VUCA) environment, M&S continues to innovate, particularly through sustainability measures such as reducing and repurposing food waste.
Porter’s Generic Strategies illustrate M&S’s transition from cost leadership to differentiation based on quality, innovation, and trusted value. Investments in technology and warehouse automation demonstrate the company’s commitment to operational efficiency and continuous improvement.
Data and digital transformation underpin these efforts, enabling M&S to personalise customer experiences, optimise the supply chain, and innovate through tools such as the AI-powered Wine Finder. At the same time, risks such as cyber-attacks and data privacy concerns highlight the importance of robust GDPR-compliant protections.
The report also considers CRM components including segmentation, customer-centricity, and the marketing mix. M&S engages a diverse customer base through premium products, strategic pricing and locations, emotional promotions, and strong service. Sustainability, ethical sourcing, and consumer education initiatives, such as the Sparking Change Challenge, further strengthen loyalty and brand trust.
In conclusion, M&S’s customer-focused approach, supported by CRM analytics, digital innovation, and continuous investment in quality, enables the company to sustain competitiveness and reinforce customer retention and loyalty.
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Introduction  
The purpose of this report is to introduce the concept of Customer Relationship Management and highlight the importance of customer retention, loyalty and customer relationship in business success highlighting M&S story, evolution and current market position within the UK.

CRM strategy
Customer retention strategy involves engaging specialists to assess current practices, identify deficiencies, and design tailored approaches to strengthen customer loyalty and engagement (Newman, 2023).
Both small businesses and global companies use CRM to enhance customer experiences, attract and retain customers, and gather valuable insights about their high-value clients (Mahmoudi et al., 2024). In other words, CRM A is a plan a business uses to understand what it’s doing well or poorly and to create better ways to keep customers happy and loyal.

Customer Retention
According to Weidemann, (2025) `No clients, no business`. For any company, attracting and keeping customers is essential. Businesses that prioritize their customers tend to be more successful and generate more profit compared to those that don’t, and M&S marketing strategies are focused on keeping the existing customers and targeting other segments by providing quality food at premium prices but also offering deals that are affordable to most customers.

VUCA and sustainability
This is confirmed and backed up by Parry, (2022) which stated that “we are living in a VUCA world right now” (Volatile, Uncertain, Complex, and Ambiguous) and M&S are proactively thinking ahead regarding customer retention and even addresses wider range of customers by ticking also another sensitive and very important point having a very sustainable approach stating “Our food is too good to be wasted” when 9.5 million tonnes of food is wasted every year in the UK. At M&S food waste is repurposed and none is discarded in the trash; instead, it is utilized to generate energy that powers homes and businesses (M&S, 2023).

Porter’s Generic Strategies
Porter’s generic strategies outline three ways organizations can gain sustainable competitive advantage: Cost Leadership (low-cost producer), differentiation (Offer unique, premium-valued products and Focus (flixabout.com, 2025) and (Dawes and Sharp, 2025). Customer retention relies on strong relationship building. M&S Food builds these relationships through quality, personalised loyalty rewards, and a premium, feel-good experience. This fits with Porter’s differentiation and focus strategies, helping M&S keep loyal customers and stay competitive.
Section 1 - M&S Food story and current situation

First shop
In 1884, Michael Marks opened his first small shop that sold products for a penny at Kirkgate Market in Leeds. He also began using the saying "You don't need to ask how much it costs; it's a penny," after he realized that the items that cost a penny were the ones that sold the most showing M&S using cost leadership from Porter`s five forces strategies (M&S, 2024).


Today
M&S stands as a premier retail force in Britain, boasting an exceptional history and firm brand principles, with a global presence that includes 1,487 physical stores and 98 online platforms, collectively, through our stores, support facilities, storage spaces, and distribution network, and 65,000 employees provide services to more than 30 million shoppers annually (Marks and Spencer, 2022).

Continuous improvement
Marks & Spencer has partnered with TGW Logistics to build an automated, future-proof grocery fulfilment centre where robots will manage key tasks (TGW Logistics, 2025). This investment highlights M&S’s long-term commitment to innovation, which helps strengthen its relationship with customers.

M&S Food values and mission statement
The company’s mission statement is to “deliver exceptional quality while modernising to meet customers’ needs”, which aligns closely with its core values of “Quality, Value, Service, Innovation and Trust” (M&S, 2022). However, while the mission and values present a strong strategic vision, a critical observation is that consistently delivering both exceptional quality and value can be challenging in a competitive grocery market where price pressures are high. M&S must therefore balance the premium positioning with affordability to ensure that the mission remains realistic and achievable across its full customer base.


Exceeding expectations
M&S food`s current performance keeps exceeding what's happening in the broader marketplace, evidenced by a three-year streak of increasing sales volume each month highlighting the success of core values and mission statement which are aligned (Marks & Spencer, 2025).
The firm's strong dedication to high standards and introducing new ideas is proving successful, all thanks to continuous commitment to offering dependable worth, as shown by the growth in their value-focused product lines annually, emphasizing Porter`s strategies which has changed from cost leadership to quality and different products focusing on differentiation. For example, outstanding animal fields resulting in good quality meat (M&S Ireland, 2024). November 2025 market share reports are showing a 7.8% rise in food sales, along with an £89.1 million adjusted operating profit and a 2.0% margin, a 1.8% market share loss from beginning of the year (Reshaping M&S, 2025).

Section 2 - Data and Customer Relationships

The procedure of data collection includes acquiring and assessing details obtained from multiple origins with the intention of responding to research inquiries, measuring outcomes, and forecasting tendencies or potentials (Jain, 2025) and (Stedman, 2022).
M&S is positioning itself as a retailer that provides both good value and healthy options, which will be particularly significant as the cost of living in the UK keeps increasing, as part of a Sustainable Customer Marketing Relationship (Educational Wave, 2025).

By leveraging data analytics, the company refines its product offerings, optimizes supply chain efficiency, and elevates customer satisfaction, thereby underscoring its commitment to innovation and operational excellence (Derrick, 2025). M&S uses data from the Sparks loyalty program, online behaviour, and customer feedback to personalise offers, predict trends, and manage stock. This helps improve products, satisfy customers, and build loyalty by making shoppers feel valued and understood.

M&S Food uses customer data to improve products, manage accounts, and develop new offerings, such as the AI-powered Wine Finder tool (M&S, 2025; Writer, 2025). While data collection enhances customer experience, it carries risks like breaches and privacy concerns (Educational Wave, 2025). In a recent cyber-attack, some customer data was stolen, but no payment details were affected. By promptly informing customers and advising password resets, M&S demonstrates transparency, helping maintain trust and loyalty (Kollewe and Butler, 2025; Chartres-Moore, 2025).











Section 3 CRM Strategy analysis 

The process of gathering, arranging, and evaluating customer data within a customer relationship management (CRM) platform to gain understanding of customer behaviour is known as CRM analytics (Biel ,2025).

Customer-centric approach
Red & Yellow Creative School of Business (2022) states that “a customer-centric approach means positioning the customer at the heart of the organisation’s planning and operational activities”.
Geographical, demographic, psychological, psycho-graphic, or behavioural factors might be used to segment the market (Tynan and Drayton, 2010). M&S Food uses customer data from its Sparks loyalty programme, Sparks Pay, and its central cloud data platform BEAM to segment shoppers by preferences, buying habits, and lifestyle (Microsoft, 2023). This allows the company to offer personalised promotions, target health-conscious customers with specific product ranges, and improve the overall shopping experience.

Segmentation
Market segmentation can be demographic, geographic, behavioural or psychographic and by having a well-designed market segmentation process in place can give organizations an advance against competitors as it enhances client happiness by giving them the impression that their individual preferences are being taken into consideration (Hoenig, 2025) and (Wright, 2025). M&S Food uses market segmentation through its Sparks programme and BEAM platform to understand customers’ buying habits, preferences, and lifestyles. By providing a more personalised shopping experience, customers feel valued and M&S are an edge over competitors who offer more generic experiences.

Social media. 
According to The Jewish Chronicle (2025), after M&S employs Dawn French in a Christmas advertisement, customers pledge to boycott the store. Messages like: “Michael Marks would be turning in his grave goodness’ sake” are all over the social media (Shapiro, 2025).
The seven P`s of marketing



Product
According to Johansson, (2022) and Marks & Spencer, (2023) M&S Food sets itself apart with creative ready meals, high-end own-brand items, and the company places a high priority on product distinctiveness, attractive packaging, and quality control.
Value-based marketing is a strategy that aims to enhance the perceived worth of every product offered to customers (Sintani et al., 2023).

According to Burt and Sparks (2022) M&S's premium private-label approach is still a key point of differentiation in the retail industry, and reinforced by The QFA (2025), which states that Marks and Spencer’s were The Quality Food Awards' Own Label Range of the year 2024. 
For M&S Food, this process is essential for understanding customer buying patterns, evaluating product performance, and anticipating emerging food trends. 
By analysing loyalty data, in-store behaviour, and customer feedback, M&S can make informed decisions about product development, stock levels, and personalised marketing, ultimately improving customer satisfaction and retention.

Price
M&S mainly employs a premium pricing approach to strengthen exclusivity perceptions. They add value efforts like "Remarkable Value" and "Dine In" meal offers to this to stay competitive (Marks & Spencer, 2023).
Selling procedures are driven by consumer purchasing behaviour. Consumer behaviour scientists and psychologists have studied why and how consumers buy a certain product or exhibit brand loyalty, for instance. 
Different purchase behaviours are produced by a combination of factors that influence the act of buying (Penzavecchia et al., 2022).M&S Food is reaffirming its commitment to providing its 30 million customers with trusted value by raising the prices of more than 200 goods (Briggs, 2024).

Place
M&S Food stores are in high-footfall and affluent areas, often in city centres and transport hubs (and their partnership with Ocado enables convenient online grocery shopping nationwide (Shakespeare, 2019). 
One of M&S Food top transformation initiatives, according to M&S CEO Stuart Machin, is investing in new and renovated stores. 
Securing highly sought-after properties in strategic areas will expedite this plan and provide customers with the greatest M&S shopping experience (Cunningham and Houghton, 2025).

Promotion
M&S emphasizes indulgence and quality through emotionally engaging, sensory-focused marketing, best exemplified by the statement "This is not just food, this is M&S Food" making it less sensitive about pricing. Personalized involvement is also supported by the Sparks loyalty program (Foodics, 2021).

Process
Processes at M&S Food aim to deliver speed, convenience, and consistent product quality. This includes efficient store layouts, rigorous freshness standards, and seamless integration with Ocado for online grocery fulfilment (Ocado Group, 2020). 
Optimized store lay out and reduced check out friction with multiple payment options such as POS are beneficial to customers who have a top-tier experience and are more likely to remain loyal to the business (Smart Technologies of Florida, 2025).
People
M&S makes significant investments in customer service, operational culture, and employee training their staff (TRB, 2024).
The M&S Annual Report (2023) states that employees are taught to provide informed, amiable, and customer-focused interactions, which strengthens the brand's standing for dependability and quality (M&S, 2023).

Physical evidence
Physical proof of M&S's quality positioning includes product display, lighting, packaging, and store design. Freshness and luxury are communicated through high-end packaging and sleek, contemporary store design. 
In contradiction, customers might have the opinion that some of M&S can be highly persuasive nature on some promotional offers (Osman and Jenkins, 2022).
According to Statista (2024), in Q1 2025, M&S Food is the second most popular supermarket in the UK with 81% votes.



Ethics and sustainability

When customers are asked if they care about buying ecologically and ethically sustainable items, they largely answer yes. 
A 2020 McKinsey US consumer sentiment survey showing more than 60% of respondents indicated that would pay more for a product with sustainable packaging (McKinsey & Company, 2023).

According to an Oxfam report, poverty, inequality, and health issues are all part of Marks & Spencer's domestic and international grocery and footwear supply chains (Nazir, 2021). However, M&S are fully aware of the environmental effects of its operations and production, as well as how crucial its procedures are currently in the eyes of its UK investors and customers (Dean, 2021).
M&S Food uses data to promote sustainable eating through initiatives like the Sparking Change National Challenge, inviting 14 million Sparks customers to try lower-carbon diets that save money and improve health (Swallow, 2022).

As a result, customers should always leave your business feeling happy and satisfied. When people have great experiences, they’re more likely to return and recommend your business to friends and family (Peek, 2024).



















Section 4 - Conclusion 

In conclusion, this report demonstrates that strong Customer Relationship Management is essential for long-term business success, particularly through effective customer retention, loyalty development, and data-driven strategies. M&S Food illustrates these principles in practice, from its historical beginnings to its current position as a leading UK food retailer. Operating in a VUCA environment, the company continues to evolve through innovation, digital transformation, and sustainability initiatives, such as the Sparking Change Challenge, AI-powered Wine Finder, and investments in automated fulfilment centres. Through CRM analytics, targeted segmentation via Sparks and BEAM, personalised marketing, and a customer-centric approach, M&S strengthens relationships, enhances shopping experiences, and maintains trust. By combining heritage, quality, differentiation, and ongoing improvement, M&S demonstrates how effective CRM supports both competitiveness and long-term relevance in a rapidly changing market.
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