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Introduction
The following report will focus on Marks and Spencer’s organisation, its quality systems and customer relationship management, the importance of quality processes, and also some theories, models, and methods to evaluate the factors that influence the organisation’s ability to maximise customer value.
For this assignment Marks and Spencer was chosen as a case study for the reason that the company encompasses both a traditional outlook as well as aspiring to be a pioneer for change. They have gained experience in customer service over the years and the fact that they are on the market for such a long time shows that they are on the right track and their products are in demand.
During the Covid pandemic, many companies worldwide were forced to re-evaluate and reconsider not only their marketing strategy but also their day-to-day approach to business and Marks & Spencer demonstrated that they are an adaptable organisation ready and willing to face any challenges. The company has faced some problems during the pandemic, but they have found a way to manage the situation in the best possible ways. The report will outline some of the problems but also the solutions applied to them.

[bookmark: _Toc103011040]Company context
Marks and Spencer, formed over 130 years ago (Marks and Spencer.com), has seen its fair share of change over the years. They have had to adapt to constantly evolving customer expectations, the emergence of the internet, and new and more modern competition increasingly coming onto the market. More recently perhaps the most challenging of all these considerations is the COVID 19 pandemic and its impact on the market. 
In 2015 Marks and Spencer launched the SPARKS card, this is a loyalty program that was put in place to increase their overall customer base by creating a rewards-based system with additional Marks & Spencer benefits. Marks & Spencer can provide a wide range of lifestyle benefits with SPARKS, including food, fashion, home, and beauty. SPARKS members were invited to share their interests when they join so that their perks or rewards were specifically tailored to reflect their preferences. SPARKS is designed to be a fun and interactive experience in which users earn sparks rewards in three different ways to unlock new and interesting perks regularly (Marks and Spencer, 2015). 
Since 2010, Marks and Spencer’s has witnessed year-on-year revenue growth, with revenue forecasts for 2020 reaching about 10.2 billion British pounds. Due to national lockdown measures and decreased consumer spending, the retailer lost revenue in 2021 as a result of the coronavirus (COVID-19) pandemic. Customers in the United Kingdom are M&S's primary source of sales, with revenue of 8.4 billion British pounds in 2021, a slight decrease from the previous year. The food industry accounts for over half of this revenue, with sales of over six billion British pounds in 2021. Marks & Spencer's online platform has also seen considerable development. Marks and Spencer’s web and shopping app receive hundreds of millions of visitors. (Smith, P., 2022). 
Consumers in today's digital world may compare products, pricing, and services at the push of a button from the comfort of their own homes using the many websites and phone applications that are easily accessible. As a result, every company must now concentrate on their total client experience to strike the difficult but necessary balance between ease, accessibility, affordability, efficiency, and personalisation. 
The effect of the pandemic, according to Marks & Spencer, has afforded them an excellent chance to further expand by branching out and purchasing new locations, with the company seeking six new stores in former Debenhams locations. There are currently 254 full-line grocery and clothing outlets in the group (Newlands, C., 2021).
[bookmark: _Toc103011041]External factors affecting M&S During the COVID-19 pandemic
A factor that has affected M&S, was the lockdowns (political factor). The lockdowns did have a considerable impact on Marks & Spencer, however, the organisation did not fare as poorly as others from the same industry. The reason is that many of their stores put focus on supplying food, clothing, and homewares, and this had allowed them to sell products while routing to the food hall area. For example, on some of the two floors shops, M&S had to close the first floor (home products, towels, linens, etc. ), while the ground floor could stay open because the food hall was on the ground floor. 
[bookmark: _Toc103011042]Internal factors affecting M&S 
Transition to M&S merchandise on Ocado Retail: M&S lines consistently account for more than 25% of Ocado Retail sales, beating Waitrose. The next step is to increase capacity by about 50% in the next 18 months and realise the joint venture's full potential (Marks and Spencer, 2021). 
Another internal factor that has affected M&S during the pandemic, and it also affected its customers is its Website. In comparison with other brands, the company’s website is not so functional and during the lockdown, their customers did not have much choice on the web, and in most of the cases they had to find a substitute for their favourite brand.
[bookmark: _Toc103011043]Models Review 
[bookmark: _Toc103011044]Operational CRM
Operational CRM refers to the attitude and practices you adopt to assist you in managing your business -the task of obtaining, developing, and retaining customers – with the use of technology. As a result, a CRM system must include all of the characteristics necessary for effective marketing campaign management, sales opportunity development, and customer service. Operational CRM provides a platform for documenting and implementing CRM Best Practices. It also gives Analytical CRM the data it needs to improve and establish CRM Best practices (Pickard. C., 2013). 
In 2020 Marks and Spencer expanded its scan, pay, and go app-based service to all 573 food locations across the UK. The system was initially tested in its London store before the commencement of the first lockdown in March 2020. Still, the COVID pandemic and the requirement for increasingly strict infection control measures have made its use to eradicate the necessity for shared checkout tills has proven to be a considerable benefit. Other grocery stores, which were regarded as essential services and thus remained open throughout the pandemic, feature apps that enable consumers to scan the current price of merchandise whilst they are shopping. However, they still required payment at checkout terminals, which must be routinely disinfected by store employees. The M&S app takes it a step further and removes this extra resource completely (Lauchlan, 2020).
[bookmark: _Toc103011045] Collaborative CRM 
Collaborative CRM is when corporations share customer information with other enterprises and businesses. By pooling their data and obtaining data that they would not otherwise have access to, specific organisations can create an even better experience for their customers. It is a beautiful fit for markets where innovation and new product creation are vital to success. The additional data produces exact representations of what consumers are now responding to (Kulpa, J., 2017).
In 2018, Marks & Spencer announced the hiring of a data science firm. The company is called Starcount, and it is undergoing a makeover as part of its five-year transformation goals. By customising M&S loyalty and CRM programmes, like M&S's Sparks Card, the relationship helps to improve customer awareness and insight.
Sparks, which has over 6 million members, is an essential tool for customer information and interaction and a significant component of M&S's transition to a digital-first business. Starcount, led by Edwina Dunn and Clive Humby, is mapping out client passions to anticipate future buying behaviour with its pioneering and creative strategy and technology.
Starcount's hiring comes after the Marketing Team was restructured to better align the team with the company's strategic aims. Marketing and customer interaction are critical components of M&S' transformation, ensuring that it is speedier, more commercial, and more customer-centric (Marks and Spencer, 2018).
[bookmark: _Toc103011046]Porter’s 5 forces
Porter's 5 Forces is a framework that is used as a method for analysing competitors. Companies can utilise Porter’s 5 forces to identify industry rivalry and help to identify the industry's weaknesses and strengths. This model can find profitability and attractiveness in a wide variety of economic sectors. Porter's Five Forces model identifies five fundamental competitive forces that affect every industry, including
· The industry's potential for new entrants. 
· The industry's present competition. 
· The introduction of new products and services to the market. 
· Supplier power.
· Consumer power.  
Each of these forces is generally external and is not caused by or related to the internal structure within the organisation. Understanding Porter's 5 Forces can help businesses alter their strategies and therefore trigger more significant profits. As a result of this, allowing for a considerable increase in earnings for their investors and shareholders (Hall, M., 2022.)
[bookmark: _Toc103011047]The industry's potential for new entrants. 
Marks and Spencer enjoys a high level of brand loyalty, typical of long standing and established industry players. This market is well developed, indicating that competitors prefer to preserve their market share than lose it. Furthermore, building a large-scale retail chain like Marks & Spencer necessitates a very significant cash investment and a longstanding period to build and develop a devoted and loyal consumer following. Another hurdle to consider for newcomers into the industry would be a lack of knowledge and understanding in the current market. Building a solid reputation takes a considerable amount of time. This, however, is insufficient to ensure a high level of sales. Possibly due to Marks and Spencer’s having a vast 138 years of branding behind it. 
The potential for the new entrants is big on the web but low in the store due to the abovementioned factors. 
[bookmark: _Toc103011048]The industry's current competition
Marks & Spencer is selling food, clothing, and homeware, these are the baseline categories that every consumer needs in their day-to-day life. These things are essential and they are necessary for every individual. They could be substituted with products from other companies, and maybe at a lower cost, but this does not assure customers with the same high-quality products. Marks & Spencer is a specialist in the apparel market; they are self-assured in their position, and they have created a solid name in the industry over time.
This does not mean that they are unique on the market, Marks & Spencer's has some food and apparel industry competitors, such as Waitrose and John Lewis. 
During the COVID-19 epidemic, however, Marks & Spencer took the chance to combine the food hall and clothing or household items on the same floor. This enabled them to continue selling not only food but also fashion. Waitrose and John Lewis cannot do so because they are virtually always located in separate areas. We can conclude that the threat of substitutes is medium to high based on all of the considerations outlined above. 
[bookmark: _Toc103011049]The introduction of new products or services to the market
The retail sector is highly competitive, and customers are constantly looking for exceptional quality at the lowest possible price with ease of accessibility and fast delivery. Customer retention is complex; a good plan and a customised approach to each customer are required. Customers have many options, and they have access to them; therefore, they have a lot of negotiation power. One of M&S's hazards is that it will not appeal to younger generations or potentially those from a lower socioeconomic background who may be more likely to gravitate towards shops such as H&M, Next, Zara. Marks & Spencer could address this by ensuring that its clothing lines appeal to younger generations, they might also consider incorporating lower-budget items to appeal to consumers who are impacted by the ever-increasing costs of living. 
Marks & Spencer and Ocado Group became joint proprietors of Ocado Retail in August 2019, with a 50:50 interest each. On September 1st, 2020, Ocado Retail began selling M&S products on Ocado.com, marking a significant milestone (Blanley, P., 2021).
This M&S launch resulted in an average increase of order sizes by approximately five items per basket. M&S products outnumbered Ocado items by a more significant margin than previous partner Waitrose. Due to the COVID-19 pandemic's heightened demand for online groceries, Ocado Retail's revenue surged by 27% in the first half of 2020, with sales soaring by over 40% in the second quarter (Blanley, P., 2021).
 Finally, clients have various options with low switching costs, giving them significant bargaining leverage
[bookmark: _Toc103011050]Supplier power.
Marks & Spencer gets its goods and products from its suppliers, such as farmers in the food business. Suppliers provide the components and resources for the company. The corporation manufactures its items rather than purchasing them, providing it with an advantage over its competitors. If Marks & Spencer had purchased the ready-made product rather than producing it, sales could have been significantly lower. Furthermore, there is little room for new competitors. Marks & Spencer remained in regular contact with their suppliers from the onset of the pandemic in March 2020 to ensure that they could effectively address the changing needs of its employers working in the supply chains and effectively manage the ongoing changes in supply so that they could continue to function once the pandemic restrictions began to gradually ease. (Marks and Spencer, 2020). 
By Marks & Spencer’s listening to and communicating with workers across their supply chain, closely monitoring important safety and compliance issues, and cooperating with other businesses, Marks & Spencer’s has shown that it is committed to promoting fair wages for workers (Marks and Spencer, 2020). 
M&S may seek lower margins from suppliers due to its significant purchasing power. We can conclude that suppliers' bargaining power is limited based on all of the criteria listed above.
[bookmark: _Toc103011051] Consumer power
 As previously stated, the food and clothing industries are highly competitive. There are a lot of enterprises on the market, and the asking price is high, yet the consumer is vulnerable. There is a wide range of prices to pick from, ranging from low to high, and they are willing to provide top quality at the best price. Because there are so many merchants on the market now, and the variety on the internet is equally wide, the competition has gotten increasingly tougher and will continue to do so. 
Marks & Spencer is widely regarded as a high-quality brand that provides good value in the food and clothing industry. Marks & Spencer has, in recent years developed a loyalty card. The aim of this was to attract customers by providing them with special offers and exceptional prices that are more appealing to the consumer than the market price. In conclusion, we can see that competition among other competitors remains high and something that any large industry will need to adapt to accordingly in order to meet the demands and challenges on the current market. 

[bookmark: _Toc103011052] Communication mix 
The communication mix consists of marketing communication instruments that represent a brand and arrange its audiences to accomplish commercial success. The target market is impacted quickly and directly by these tools. Companies are motivated by competition to find new ways to inform their clients to expand their marketplace and maintain what they presently have, making financial investments. Advertising, public relations, sales promotion, personal sales, and direct marketing are the communication tools. Companies are gaining ground on their competition in sales and direct marketing their effectiveness. The objective of the communication mix elements is to make the company and its products well-known, as well as to establish the brand in the minds of consumers to get the greatest possible outcome for the business (TODOROVA, G. and ZHELYAZKOV, G., 2021).
 Marks and Spencer transformation approach includes relaunching their data and CRM systems under the Sparks label and delivering a considerably higher proportion of sales through digital channels. Since the beginning of 2020, online clothing and home sales have increased by 1.9 million new customers (Marks and Spencer, 2020). The delivery mix has shifted significantly, with approximately 68 percent of orders being delivered to customers' homes, up from 29 percent the 2019. A strong performance from their Castle Donington distribution centre, where the business has invested significantly more capacity, has aided growth. Following a successful relaunch in July 2020, Sparks programme currently has 8.2 million members, with over 800,000 customers downloading the M&S App since its introduction (Marks and Spencer, 2020).
[bookmark: _Toc103011053]SWOT Analysis for Marks and Spencer
When Covid-19 started, it was something new for the entire planet, the reality had a different face, and people had to learn how to deal with it. The pandemic affected not only individuals but also all the organisations in the world. New plans had to be made overnight, and everyone had to adapt to the new normal. 
Organisations had to make a plan, and they had to act quickly. The plan was not only for the employees but also for their customers. Due to the lockdown in March 2020, M&S had to find a way to deal with all the issues related to the delivery services and to the shortage of products. 
The main CRM problem that M&S faced at the beginning of the pandemic was that they did not have a food delivery service, they only had the Click & Collect service. M&S have bought 50 percent share from Ocado, and in this way, they could start the delivery service. The deal was made in August 2019, but the sales and delivery itself has only started in August 2020. Many Ocado customers were really excited about the collaboration, some of them had to wait weeks to get a delivery slot .
However, the impact the deal had on the customer and on the market had not only pluses but also some minuses. 

[bookmark: _Toc103011054]Strengths 
Ocado said it had benefited from continued strong demand for online shopping during the lockdown, with weekly orders climbing 10% in the 13 weeks to 30 August (BBC, 2020).
In a fourth-quarter trading statement covering the 13 weeks between August 30 and November 29, 2020, Ocado Retail released its first results. 
Second lockdowns occurred on various dates in various locations of the United Kingdom, prompting shoppers to continue purchasing online, according to Ocado.
Ocado Retail announced retail revenue of £579.6 million in the third quarter, up 34.9 per cent from £429.7 million in 2020. It sent 360,000 items per week on average, up 3% from 350,000 in the same period last year, each valued at an average of £133 . (Rigby, C., 2020).
According to Ocado, during the Covid-19 outbreak, more individuals switched their shopping online, which reported a smoother trade week.
Before Covid-19, there were busier and quieter days, but now shoppers seem happier to be home for delivery throughout the week. The most significant selling lines were from M&S everyday essential fresh items.
 There were busier and quieter days before Covid-19, but shoppers now appear to be pleased to be home for delivery throughout the week. M&S's everyday essential fresh items were the best-selling lines.
M&S had a high rate of on-time client delivery and low replacement rates despite the high demand during the COVID-19 epidemic. This, paired with a commitment to low prices and the freshest produce available, all delivered with minimal touch and maximum sanitation, has cemented the UK's online grocery market leader in terms of customer experience. With three more warehouses slated to open in 2021, providing a 40% increase in capacity, they are delighted to offer more slots to existing customers while welcoming new customers to Ocado and showing them what we have to offer. (Rigby, C., 2020).
[bookmark: _Toc103011055]Weaknesses
M&S has been in financial turmoil for years, and the coronavirus outbreak has just added to its troubles. The company's income has gradually increased, but earnings have been slashed.
Although its modern stores are more extensive and better positioned, most of its locations are on busy streets and retail malls where foot traffic has decreased due to the lockdown. Because M&S does not sell its food online, it has been unable to compensate for any weaknesses in-store until now.
M&S in 2020 was in the third year of its turnaround programme, which entails closing down older, inconveniently located stores and expanding its network of newer out-of-town outlets, including its Food Halls, which can sell a more excellent choice of products.
In 2020, M&S said it was cutting 7000 positions, one of the most considerable employment cutbacks in the UK retail sector. It was attempting to dramatically reduce expenses after disclosing that adjusted pretax profits in the most recent financial year fell to their lowest level in three decades. The coronavirus made the situation worse (Warner, J., 2020).
[bookmark: _Toc103011056]Opportunities
M&S has made a further investment in supply chain capacity by constructing a depot in Milton Keynes to support the growth of ambient items and enable customers to complete a broader shop. With the second wave of capacity scheduled for 2021/22, ambient sales increased by 13% over the Christmas season.
The purchase of 50% of Ocado Retail Limited and the successful transition to the M&S own brand prepared the company for a multi-channel offering collaborating with our Ocado Group partners. The next step is to expand capacity quickly and expand opportunities for both joint venture partners. M&S has begun to look into new product development, data, and collaborative sourcing as potential partnerships areas. Ocado Retail is adding c.50 per cent more in peak-day capacity over the next 18 months, which will assist satisfy unmet demand. In March, a new tiny CFC opened in Bristol, and Ocado Retail plans to add two larger CFCs later this year in Purfleet and Andover. These CFCs alone will give a 40 per cent boost in sales capacity at total capacity (Marks and Spencer, 2021).
[bookmark: _Toc103011057]Threats
The fear that M&S would miss its £200 million objectives for paying Ocado. Melanie Smith, CEO of Ocado Retail, praised the partnership as a "winning combination of the country's fastest-growing grocer and the country's most beloved food brand."
However, if it turns out that buyers valued Waitrose's goods more than Ocado's customer service and user-friendly website, it might be a difficult situation for the online supermarket.
Next month, Marks & Spencer is likely to announce that its joint delivery venture with Ocado fulfils performance criteria, triggering an almost £200 million payment to the online supermarket. The agreement was reached three years ago, and it will go into effect in September 2020. . This means that M&S will be obliged to pay approximately £190m to Ocado under the terms of the joint-venture agreement (G.W. et al., 2022).
[bookmark: _Toc103011058]Recommendations
Based on this report, the recommendations will be as follows:
· To improve their website, add more articles online (not everything in the store is listed online).
· In-store availability (to use the M&S website to see if they have the article you want in-store).
· To improve delivery service, too many delays in delivery. The next-day delivery should be available for home delivery and click and collect. In many cases, the delivery is delayed, and because of this, their customers can choose John Lewis rival who has next day delivery and Click & Collect for the next day to the nearest store.
· To have their food products on their website and deliver them, not only through the Ocado website. M&S is a big organisation, so they can bring their food sales to a new level by delivering the food to the customer's door.
· To add more lines for the younger generations. M&S is well known for their top range products, but unfortunately, the choice for the younger generation is not so big. Most of their clothing segment is for the older generations, and the younger people do not have much choice in-store or online.

[bookmark: _Toc103011059]Conclusion
This report was focused on the CRM of the M&S and how they used it to enhance their customers, keep them safe, and make them happy during the COVID-19 pandemic. 
M&S have demonstrated that they were pleased to support not only their employees but also their suppliers and their customers. The organisation has put all the safety measures in place, demonstrating that they care a lot about their customer's safety and wellbeing. These measures involved high cost and effort, but customer satisfaction was above all the costs. Despite the critical situation around the world, M&S used the best possible ways to meet customer satisfaction and to keep them safe in all the possible ways.
Unfortunately, a big minus for M&S was the lack of delivery service. At the pandemic's start, most people were trying to get their food delivered to their doorstep because of health issues and safety reasons. M&S was not ready at that time to start the grocery and food essentials delivery. Although they bought the shares in Ocado in August 2019, the food delivery only started in August 2020 (BBC, 2020).

Food delivery had a significant positive impact, and many of the M&S customers have booked their delivery slots much earlier than the start date. However, because of the significant impact, many deliveries have been cancelled or postponed, and this fact left the M&S customers disappointed. In this case, M&S has demonstrated their great CRM and offered a £5 voucher to the affected customers (BBC,2020).

M&S, in partnership with Ocado, has demonstrated that the customer is in the first place; they had prioritised the delivery for the existing customers but also tried to attract new customers by notifying them when some delivery slots were available. 
They have demonstrated their unique approach to each customer by sending them special offers and discounts based on their needs. Customer needs and preferences can be identified because of the SPARKS loyalty card by scanning it when they go shopping. 
Despite a few weaknesses, M&S has demonstrated that the organisation is flexible to customer needs and requests.  
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