I believe that some the reasons that M&S are in decline is because the company has a real lack of brand awareness. This coupled with confusing marketing campaigns that are not really targeting their ideal target demographic., and as a whole their brand needs modernizing (in the retail department at least).  
If you ask anyone who is M&S target demographic is they would more than likely say it was an older person that has more than enough money to comfortably shop at their stores. But the brand has fallen short of late, because the design of their cloths (in my opinion) has been accused of being outdated and in need of modernization, this plus the fact that if you pass a M&S advertisement you will most likely see a younger model probably in their 20s or 30s modelling clothes that are targeted for customer in their 60s and 70s. This can be confusing to the M&S shopper leaving the younger customers not wanting to buy their outdated fashion and leaving the older customer not wanting to buy their clothes from their because they might feel as if the clothes are targeted toward more younger customers. This is where I believe M&S have gone wrong in recent years.  
In the book 12 months to 1 million (moran, R) states that it is not really what you sell its about who are you selling too. For example, there could be two different coffee companies selling the same coffee beans, both successful but one is marketed towards high end coffee shops and the other company is marketed towards men that really do not care much about flavours they just want a boost before they must face the day. In M&S case they are trying to sell their products but are not really targeting their ideal person. 
In M&S case they must practice self-renewal to keep up to date in changing times, if they do not do so they run the risk of falling behind. They must renew the way that their ideal customer thinks about them to stay relevant in today’s retail environment.  
I would go to the designer's team and revamp the items of clothing that they are selling to keep up with the trends of the modern day. I would also go to the advertisement and marketing teams to really refine and pinpoint the ideal customer that M&S are trying to sell to
In his book how to win friends and how to influence people (Carnegie, D) states that if you have a problem use encouragement to correct these faults in doing so he says that the faults become easy to correct. In M&S case upper management should use encouragement through out all teams that are required to make changes to implement this decision.  
Some key indicators that the decisions is working would be an increase in sales and increase in brand popularity and brand perception
I believe a 10% increase in retail sale would be a realistic target for M&S to achieve. This 10% should be the target.
I would use data from the M&S sales sheets to gage if the decision is going to meet the desired target.
I would also hold focus groups with the desired targeted customers to get feedback from them. 
 After 1 year of the decision being put into place, I would hold a meeting with higher management to discuss the plan going forward with the steps in place to see if the brand revamp has improved M&S performance at all.
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