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Executive Summary:
1. Introduction
Importance of quality processes and CRM effort to the company and potential bottom-line benefits of excellent customer experience. 
2. Company Context
Brief description of the company and your experience of it, a statement of the company’s CRM problem in developing good CRM, with evidence, and expected benefits to the company of addressing the problem.
3. Models Review
Critical review of two or more CRM models, covering relevance of the models, strengths and weaknesses, evidence of successful applications.
4. Model Selection
Analytical selection and justification of a model to apply to the company’s CRM problem. Why is the model selected? Relate it to the company’s CRM problem to show its relevance and potential benefits and challenges to address the CRM problem.
5. Application
Analytical application of the selected CRM model to the company’s problem. Cover each of the model’s steps with relevant evidence from the company CRM operations. Evaluate the benefits and challenges of the application.  
6. Recommendations
Recommendations based and derived from the application that can be practically applied to resolve the company’s CRM.
7. Conclusion
Summary of the report and key benefits
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INTRODUCTION:
The aim of this report, is to ascertain how internal and external factors including COVID-19, affect an organisation’s quality systems and controls in respect of customer experience and satisfaction, and how the organisation deals with the new situation whilst achieving its business objectives by developing and maintaining good customer relationships. This report will also explore the application of the Marketing Mix and SERVQUAL to analyse the customer experience and then a critical analysis of factors that impacts the organisations’ systems and controls using SWOT for internal and external analysis and PESTLE for external analysis. Afterwards, there will be a discussion around quality systems that supports quality processes and CRM; an assessment of the factors that influence an organisation’s ability to maximise customer value. The expected outcome of this report is that it will show how M&S has adapted to issues generated by both COVID 19 and BREXIT whilst keeping customer satisfaction, business growth, and employee engagement in view.
Company Background: The chosen organisation for this report is Marks & Spencer PLC (M&S)
I have chosen this organisation because of its excellent customer service and wide range of products and services including travel money, credit card, furniture, fashion, and food. I have been a loyalty customer for many years. I also have a close friend who works there. M&S is a British value-for-money store focused on own-label companies in the UK and worldwide, including Clothing, Food, Home, Energy, Bank, and Travel Money Services. M&S now operates a portfolio of businesses that sell high-quality, great-value own-brand products in the UK and around the world via 1,509 locations and over 100 websites. Their 70,000 associates service approximately 30 million consumers each year across their stores, support centres, warehouses, and supply chain.
According to M&S Trading Update (20 August 2021), M&S is informing the market on the resultant improvement in its sales performance and profit delivery, based on trading in the 19 weeks to 14 August 2021. The trading picture was particularly uncertain at the start of the year due to continuing trading restrictions across major portions of the M&S store portfolio due to the lockdown. M&S's performance since then has been good, indicating that the transformation effort is on track. The M&S management report (20 August 2021) assumes that there has likely been an element of pent-up consumer demand in trading to date, it is believed that this performance provides strong confirmation of the beneficial effects of the last 18 months “Never the Same Again” changes. These changes are transformations in the organisation in looking to the future as follows:
· Simplified organisational structure and increased accountability
· Substantially increased digital and data capability
· Shifted to trusted value and more contemporary styling
· Outperforming in food and entering growth markets
· Simplified operations and increased capacity
· Closed or relocated over 50 full line stores
Despite this, the same management report suggests that there remains substantial uncertainty with regards to the continued strength of consumer demand, as well as disruption in both supply chains and consequent pressures on costs and margin due to a combination of COVID-19 and BREXIT factors. However, assuming no further Covid-related restrictions on trading emerge, at this early stage, the report states that it is expected that adjusted profit before tax for the year to be above the upper end of previous guidance of £300-350m. 

The Marketing Mix and CRM at M&S
The Marketing Mix (which is also known as the 7Ps of Marketing), is a combination of elements that contributes to an organisation’s offering to the customer. Ideally, a good marketing mix can give a better foundation to plan marketing and branding solutions to suit the organisation’s specific goals. M&S has used the 7 Ps of Marketing Mix to maximise customer engagement and satisfaction. By using the loyalty reward scheme, sales promotions, customer feedback and surveys, M&S has products located in easy to access places like online store and physical store at affordable prices. At M&S, excellent customer service delivery is part of their winning strategies to retain customers. The staff are also kept happy so that they can serve the customer in an excellent manner. 
At M&S, CRM has been used to successfully manage customer expectations whilst ensuring the services provided helps the company remain profitable. Consumer behaviour is used to develop marketing strategies and knowledge of what the competition is doing. M&S delivers excellent customer service by keeping employees satisfied in their respective roles through staff training programmes, career development programs, fair compensation, and holiday schemes. The level of employee satisfaction will reflect the extent to which they can deliver excellent customer service.
Customers develop expectations based on information that they get through the M&S touch points which are the physical stores, online stores, by telephone, and email. The company has designed and developed internal processes that focus on the core competency. They also have strategic partnerships for food delivery with OCADO to help the company direct limited resources to CRM issues and the rest on other areas of the business. CRM requires innovation due to changing customer expectations, due to better informed customers and increasing global competition. 
The “never the same again” ongoing transformation programme at M&S has incorporated the 7 Ps of Marketing Mix as follows:
· Price: This element of the marketing mix is about the cost of production. It takes into consideration pricing from the competition, and the customer’s perceived value of the product. It also weighs how the price matches the branding and value proposition of the organisation. At M&S, a simplified organisational structure and increased accountability for each unit has made each component of the business to be accountable with Profit and Loss responsibility plus a leaner corporate centre has resulted in cost savings of £350million. This reduction in the cost of production has in turn impacted on the stability of the business by reducing the cost passed on to the customer in the price of the products. In the same vein, M&S has increased its “good” price points by a third.

· Promotion: This element of the marketing mix is about capturing the activities of the ideal customer. M&S has substantially increased their digital and data capability through technology transformation by decommissioning Mainframe, installing a new customer data engine and cloud hosted platform; created a partnership with Microsoft and digested operations. What this translates to is that M&S through its loyalty scheme has substantially increased the digitalization of the customer’s activities by using technology transformation to establish customer buying patterns and improve sales through promotions.

· Product: This element of the marketing mix is about establishing what the customer gains from the product, how the features of the product meet customer needs, considers if there are any missing or unnecessary features and how does the product compare to that of the competition. 

Through the ongoing transformation programme, M&S shifted to “trusted value” and more contemporary styling for its clothing and home range; consequently, option count and stock into sale was reduced. In addition, the ongoing transformation programme has witnessed the organisation outperforming in food and entering growth markets by innovation focused on families. The Plan A Report 2021 states “We source our products responsibly, working closely with our suppliers to ensure high standards. We ensure no food or clothing goes to waste.” According to the Plan A Report 2021, the impact of obtaining raw materials on the world's natural resources and systems, as well as the communities that coexist within them, is significant. While sourcing ingredients that provide good value and high-quality goods for their customers, M&S have taken substantial steps to respect environmental boundaries and the need for social equality. Furthermore, in the year 2021, M&S has announced the debut of a new guest brand offering, marketed, and sold under the “Brands at M&S” name. These new brands will provide a selected variety for marksandspencer.com that is complementary to M&S's own brand offering. These collaborations will range from wholesale deals to one-of-a-kind collaborations.

In alignment with the United Nations Sustainable Development Goals, M&S incorporated the following goals in the Plan A Report of 2020 under Partnerships – (a) M&S want to provide healthy food options and knowledge to our clients so they can live a healthy lifestyle. (b)Selling a variety of foods and beverages, including indulgent desserts and alcohol, which should be consumed in moderation. (c) M&S will increase water efficiency and stewardship across their supply chains by implementing sustainability standards and forming collaborations. The key contribution as a retailer will be to serve as a catalyst for product and supply chain management innovation by establishing new social and environmental sustainability standards. M&S will ensure that all raw materials derived from the sea adhere to ecosystem sustainability criteria. (d) M&S will make sure raw materials are sourced responsibly.

· People: This element of the Marketing Mix is about who is responsible for creating, selling, and managing the product or serving the customer. Also, it takes into consideration if this product or service accurately reflect their brand; whether there are any skills gap in the team and if the employees share the vision of the company.  According to Tamara Ingram the Environmental, Social and Governance committee chair at M&S, “M&S is a very special business, with loyal customers, passionate committed colleagues and a wonderful legacy of caring service, environmental leadership and deep-rooted community values.”  (Plan A Report 2021). While Plan A was created in 2007, its origins can be traced back to the founders of M&S, who saw the great value in forming trusted alliances, treating people fairly, and having a long-term approach to innovation and investment. “We want the people working in our business and our supply chains to have a voice, and to progress. We support the causes our customers care about, and the communities where we trade.” (Plan A Report 2021).
According to the M&S Plan A Report (2021), sustainability is about securing the long-term future of a business and protecting the resources all stakeholders depend on. How a company approaches critical environmental and social concerns is becoming increasingly important to all stakeholder groups – but especially to customers and employees – as it provides an opportunity for growth and a path to recruit and retain talent. In simple terms, sustainability considerations influence where customers choose to shop and where individuals want to work; seeking out brands they can be proud of and trust to do the right thing. In addition, the Plan A Report of 2021 states that “sourcing ethically – and reporting transparently on our supply chain practices – is core to how we do business and the promise we make to our customers”. In 2021, M&S have provided customers with further assurance that they may buy with confidence at M&S.

In alignment with the United Nations Sustainable Development Goals, M&S incorporated the following goals in the Plan A Report of 2020 under Partnerships: Championing human rights, inclusion, and fair pay across supply chains will be the most significant contribution to alleviating poverty and hunger. Furthermore, individuals will consume whatever edible surplus food from the M&S stocks. M&S want the employees to be representative of the communities in which they do business. With suppliers, M&S implement programmes to eliminate gender discrimination and aim to promote gender equality.

M&S employability programmes (Marks & Start) will continue to help disadvantaged parts of society into employment. They want to be a company that empowers both their employees and those who work in their supply chains. Where store closures are having a negative impact on the social well-being of the town centre, wherever possible, the company will shift colleagues to other stores and offer community programmes.

· Process: This element of the Marketing Mix is about the process for delivering the product to customers. It looks at any internal processes that could limit customer satisfaction; it examines delivery methods timeframes and distribution strategies; it considers the user-friendliness of the organisation’s website and optimisation of all devices. 

According to the Plan A Report 2021, M&S simplified operations and increased capacity in the year ended April 2021. It fixed the Castle Donnington distribution centre to handle online orders and store deliveries, and increased capacity; it nationally connected the distribution network and launched “Vangarde” to improve food store trading.

In September 2020, M&S launched a new distribution centre in Milton Keynes to accelerate its food supply chain transformation as part of its “Never the Same again” programme expanding capacity to drive improvements for stores and customers, accelerate the modernisation of its end-to-end supply chain, and create 360 new jobs in the local area. 
According to the M&S media publication dated August 12 2020, this facility will supply ambient M&S Food products to the South of England regions and increase M&S Food’s ambient product capacity by up to 60% so customers can access a bigger, better range. 
Unlocking value in its food supply chain is a key part of M&S Food’s transformation plan, and at its Full Year Results in May 2020, M&S committed to resolve the longstanding issues in food availability and waste to drive greater improvements for customers. 

M&S has already begun these improvements to its supply chain through the Vangarde programme, which aims to reduce waste and improve customer experience through improved shop keeping processes such as better forecasting, allocation, and stock counts. 
Implemented in 93 stores across the region so far, the programme has resulted in more productive stores generating lower waste and higher sales through an improved customer experience, with colleagues now able to serve more customers than before. The programme is now being rolled out to all stores nationwide during this financial year.
 
The new Milton Keynes M&S Food distribution centre will add to the improvements Vangarde is delivering, by creating additional capacity for the growing ambient categories to offer customers a bigger, better range and ensuring they can do a full weekly shop at M&S Food. This includes a broader range of cleaning and household ranges, greater choice on groceries including baking and scratch cook essentials and a wider range of soft drinks and wine. This will lead to a smoother flow of stock to stores, particularly at peak trading periods, improving availability for customers. 

· Place: This element of the Marketing Mix is about where customers can find the product; where customers prefer to shop; the company’s distribution strategy; and how does this compare to the competitors. According to the M&S annual report for year ending April 2021, the company closed or relocated over 50 full line stores. The same report adds that the company developed and tested renewal format; it also increased asset management capability to fund costs of rotation. There was increased emphasis on online shopping due to the pandemic and the resultant lockdown of physical stores. 

· Physical evidence: This element of the Marketing Mix is about physical things such as ambience, emails, brochures, receipts, shopfronts, shop display, packaging, websites, shop signage, shopping bags and such like. It also considers which of the physical evidence are associated with the business brand and if the business is reflected accurately through them. In addition, it examines the physical evidence to find out if the physical evidence and brand values match to create a consistent positive customer experience.

The M&S slogan “Helping customers to reduce, reuse and recycle” is the underlying value of M&S packaging policy.
At present, M&S is the driving force behind a circular economy. The company is lowering the amount of single-use plastic and packaging that is being utilised. They will utilise recyclable packaging whenever possible and will promote the usage of recycled materials. The company is innovating with new packaging and to help their customers reuse more often. For example, according to the Plan A Report of 2020, to make sure customers can easily recycle all packaging, including plastic packaging such as films which are not currently accepted for recycling at kerbside by many councils in the UK, M&S have been trialling a plastic takeback scheme. Through the scheme, customers can return plastic packaging to a physical store, and the company will ensure that it is recycled. This programme has been well received by customers, and although roll out was paused in 2020 due to the pandemic and consequent lockdown, the company continue to refine their plans to extend the scheme to more of their stores. 

Still on packaging, the Plan A Report states that reducing plastic at M&S, they are finding new and innovative ways to reduce the use of plastic and packaging, making changes across their product ranges. They have replaced some of their ready meal trays with alternatives like foil, switched plastic cutlery to FSC certified wooden alternatives and removed plastic bags from fruit and veg and their bakery products. In clothing, they have taken the protective plastic covers off the 500,000 cashmere jumpers they sell each year and are in the process of removing plastic packaging from their bedding range. They are now looking for innovative solutions to replace plastic packaging in other areas, including shirts and school uniforms.

Customer Relationship Management (CRM) at M&S
Organisations capture and distribute what they know about their customers through various customer interactions via automated customer tracking, point of sales data, market research, website visits, direct mail, email, and other customer touchpoints. The customer facing teams such as sales, customer service and marketing, use this information to predict customer behaviour.
CRM is also a process of managing all aspects of interaction a company has with its customers including prospecting, sales, and service. It is an integrated approach to identifying, acquiring, and retaining customers by enabling organisations to manage and coordinate customer interactions across multiple channels, departments, lines of business and geographies.  CRM helps organisations maximise the value of every customer interaction and drive superior corporate performance. CRM is an integrated information system that is used to plan, schedule, and control the pre-sales and post-sales activities in an organisation. 
At M&S, CRM is a core business strategy that integrates internal processes and functions and external networks to create and deliver value to targeted customers. It is grounded on high quality customer related data and enabled by information technology. The objective is to control the customer interactions with the company and ensure they remain loyal. As customers are always changing, M&s is continuously improving its customer engagement to improve the customer experience. 
According to a report dated February 6 2018, M&S announced the appointment of data science company, Starcount, as part of its ongoing programme of change under its five-year transformation plans. The partnership will help enhance customer understanding and insight through personalisation of M&S’ loyalty and CRM programmes including M&S's Sparks Card.
Sparks, which currently has over 6 million members, is a key tool for customer insight and engagement and central to helping M&S become a digital-first retailer. Starcount, will utilise its pioneering and innovative approach and technology to map out customer passions to predict future buying behaviour.
Marketing and customer engagement play a significant part in M&S’ transformation, ensuring it is faster, more commercial and acutely focused on their customers. The partnership will improve on predicting M&S customers’ wants and needs. Starcount’s expertise is the science of purchase and intent, understanding the ‘why’ behind M&S customer purchases to help deliver growth, profitability as well as a seamless customer experience.

Customer Value and CRM
One of the more important jobs in CRM is the customer contact role. The customer contact position is a role that crosses organisational boundaries. In other words, the position holder sits between a corporation and its external clients. Also known as boundary spanners, they are salaried employees who work closely with customers.  Information management and relationship management are two key and interconnected tasks that boundary spanners play. Boundary spanners oversee gathering client information. What are the needs, expectations, and preferences of the customer? What are the customer's plans for the future? Who influences a customer's purchasing decision? The boundary spanner can be in charge of keeping the client data record up to date. This knowledge helps the position holder to accomplish the second task, which is to manage the client relationship. This could include things like winning, growing, and keeping the client's business, dealing with customer questions and complaints, representing the customer's interests to their employer, and assuring customer satisfaction. 

SWOT analysis 
A CRM strategist could apply a SWOT analysis to assess a particular customer’s attractiveness and to choose between customers for relationship-building purposes.
SWOT is an acronym for Strengths, Weaknesses, Opportunities and Threats. SWOT analysis
explores the internal environment by analysing Strengths and Weaknesses, and the external environment by analysing Opportunities and Threats of a current or potential business customer. SWOT helps firms identify opportunities in the environment best suited to their competitive advantages and threats in the environment that potentially exploit their weaknesses. The internal analysis searches for that organisation’s strengths and weaknesses compared to competitors in the business functions of sales, marketing, manufacturing or operations, finance and people management.
Next step is that it looks across functions for strengths and weaknesses in processes such as new product development, and organizational culture , for example. Strengths and weaknesses must always be presented in comparison to competitors: for example, an "excellent reputation among consumers" is only a strength if it is better than that of the competition. The external (Opportunities and Threats) audit analyses the macro- and micro-environments in which the organisation operates. Market expansion or contraction, legislative changes, new technology, competitive conditions, changing customer attitudes, and other factors all contribute to these opportunities or threats.
A CRM-oriented SWOT analysis would be searching for customers or potential
customers that fall into the following categories: 
• they possess relevant strengths to exploit the opportunities open to them;
• they have the ability of overcoming their own weaknesses by partnering with other organizations to take advantage of opportunities;
• they are investing to exploit opportunities in their served market;
• they are responding to competitive threats by diversification.
PESTLE Analysis
PESTLE is an acronym for the external factors that affect the organisation. These are Political, Economic, Social, Technological, Legal and Environmental. These factors cannot be controlled by the organisation but can influence decision making. It goes well with SWOT analysis and joins the opportunities and threat parts. For example, external political factors that are obvious in the recent times are BREXIT and COVID-19. The subsequent lockdown due to the pandemic and resultant negative impact on the economy and on the society overall, caused organisations to look at how they conduct their businesses and if there can be an evolution of doing business differently. Political factors cover government policies, regulations and laws that govern how organisations run their businesses. The economic factors are for example, foreign exchange rates, the national GDP, minimum wage, the retail price index, and public spending. Social factors could be values based on demographic factors, changes in styles and choices, community groups and pressure groups. Technological factors could be innovation, rapid technological progress, improvement in communication technologies, data storage, production technologies, security technologies. Legal factors could be laws relating to wages and employment, taxation, human relations, working practices and regulations. An example is the Modern Slavery Act 2015 which regulates conditions of employment for low skilled workers. Environmental factors are usually related to Corporate Social Responsibilities of organisations. Issues such as carbon footprint or emissions, climate change, environmental protection regulations that affect how organisations conduct their businesses come under this factor. All the factors are interrelated in one way or another. For example, BREXIT generated immigration laws which became policies for businesses to follow. People form member countries of the European union no longer have the privilege of coming to work in the United Kingdom without obtaining a working visa. This factor directly impacts on organisations that employ low skilled Eastern Europeans mainly because of their low wages. The government has launched a scheme to train UK citizens who are out of work in these low skilled jobs so that they can replace the east Europeans that are in mass exodus because of the stressful working visa conditions. But the dilemma is that businesses will now have to increase their wages and therefore pass the cost on to the end consumer. Consequently, the cost of living is rising, and inflation will be an economic factor that will be affecting the cost of production. 
Service Quality
There are two major perspectives on service quality: 
1 Quality is conformance to specification. 
This aligns with Philip Crosby's definition of quality. The company defines what constitutes quality and assesses its performance against that criteria. Producing error-free bills, delivering on time and in full as promised to customers, or acknowledging a customer complaint within 24 hours are all examples of conformance to specification.
2 Quality is fitness for purpose. 
Quality, according to Joseph M. Juran, entails generating products that meet or exceed client expectations. The client, not the firm, is the one who determines whether or not a product is of acceptable quality. 24 If you're a farmer, a Land Rover is the car for you. If you run an executive limousine service, a Mercedes is the car of choice. Fitness for purpose in the services industry could entail providing savings plans to assist first-time home purchasers, hiring customer service representatives who are highly empathic and responsive, or tailoring service delivery for clients.
SERVQUAL components:
· Reliability Ability to perform the promised service dependably and accurately
· Assurance Knowledge and courtesy of employees and their ability to convey trust
· and confidence
· Tangibles Appearance of physical facilities, equipment, personnel and
· communication materials
· Empathy Provision of caring, individualized attention to customers
· Responsiveness Willingness to help customers and to provide prompt service
There is mounting evidence that investing in service quality improvements pays off in terms of increased customer satisfaction and retention, albeit, like with other investments, there appears to be a threshold at which diminishing returns set in.

Conclusion: This report has covered the 7P’s of Marketing mix, CRM, SWOT analysis, PESTLE analysis, customer value and Service Quality. It also gave an insight into how the Marketing Mix is used in decision making at M&S.
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