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SUMMARRY:
This report studies and analyses M&S PLC, an “iconic brand” and one of the UK’s leading apparel retailers.
A short overview and key finds of M&S is followed by an appropriate theory about different market strategies, many of them already applied by the company. Further M&S current market strategies are described followed by industry competiveness and M&S positioning on the market place supported by Porter’s Five Forces. A SWOT and PESTEL analysis give more details about the company business environment. Customer Journey and recommendation for the company in terms of marketing strategies conclude this analysis of M&S, succeeded by References and Appendices sections.


M&S OVERVIEW
Marks and Spencer Group plc (M&S) is a major multinational retailer in Britain who manufactures and sells high quality clothing, home and food products. It was established in 1884 by Michael Marks and Thomas Spencer in Leeds. Currently its headquarters are based in London's City of Westminster. M&S has shops in around 57 countries while in UK M&S currently has 959 stores across.(Wikipedia, 2019)	
The presence of Marks and Spencer in the international market has expanded in countries especially Austria, Belgium, Canada, China, Egypt, Finland, France, Germany, Kabul, India, Ireland, Jordan, Morocco, Qatar, and Spain. All shops in Canada were ultimately closed in 1999.
Marks and Spencer have its own clothing brands which target upper and upper-middle class customers. This study focuses on M&S apparel retail brands and the main important brands are: Per Una, Autograph, Indigo, Classic Collection, Limited, Rosie, Blue Harbour, M&S Collection, M&S Maternity, Bridal, Petite Collection, and Denim. . (Wikipedia, 2019)	
Marks and Spencer believes in eco-friendly goods and fair-trade products and they are still working profoundly towards achieving it. (Bhasin/Marketing91, 2019)
M&S became in 1988, the first UK Company to make a pre-tax profit of more than £ 1 billion, even though it eventually collapsed. Factors leading to this decline were several as using British suppliers for their goods, refusal to accept credit cards till 2001, the rising competition within the fashion market and the failure in the last decades of their out of style clothing brands.



LATEST M&S KEY FINDS:
· On 22 May 2018, it was announced that over 100 stores will have closed by 2022.This radical plan will cut one third of street floor space allocated to clothing and homewares.(Wood, Z. and Butler/The Guardian, 2018)
· Gale, A. and Jones, S. /Managementtoday (2019) said: “The fundamental weakness of M&S as a clothes store is that it doesn't know who its customer is”, despite efforts to spice up its clothes line, with jeans and denim lines endorsed by Holly Willoughby which was a failure
· Due to the above fact clothing head Jill Macdonald is dismissed in July 2019. (Armstrong /The Times , 2019)
·  On 22/11/2019 Marks & Spencer has re-hired Richard Price, CEO of Tesco's F&F Clothing, as managing director of its clothing and home division. (Marketline, 2019)
· On 28 November “Marks & Spencer has appointed former Arcadia director Anthony Cassidy as its new head of brand creative, working across the clothing and home division”( Marketline , 2019)
· In the beginning of October 2019 “M&S is relaunching Per Una with a new campaign and logo but has removed its Classics sub-brand in an effort to simplify its clothing portfolio”. ( Hammet/Marketingweek , 2019)
· In the end of October 2019 “Marks & Spencer (M&S) was launching a standalone casual menswear campaign focused on the “improved fit” of its new season outerwear and knitwear”. (Barker/Marketingweek, 2019)
· As cited by Vizard/MarketingWeek (2019) the company affirms “our search engine optimisation is not good enough”. In 2019 for 26 weeks ending September 2019, M&S invested £88.9m in digital marketing to help “campaigns relevant to the family customer and spend in digital channels”


CONNECT WITH CUSTOMERS BY CREATING TARGET MARKET, DIFFERENTIATING AND POSITIONING STRATEGIES
For a better understanding in creating customer value, satisfaction and loyalty companies in this case M&S should first connect with customers.
Connecting with Customers explores the key themes of: segmentation; targeting, positioning and differentiation strategies. (Kotler et al, 2009, P.331) 
Segment marketing Each market segment is unique and is targeting” a group of people who share one or more common characteristics, lumped together for marketing purposes”(Hayes, 2019) and instead of creating or inventing them; the company should identify these and determine the ones to pursue. Segment marketing offers significant advantages over mass marketing. “The company can offer a market offering that can be positively differentiated from the competition.”  (Kotler et al, 2009, P.334)
Niche marketing: This is a more strictly defined customer group seeking a uniquely mix of benefits or products.
Local marketing Target marketing is leading to marketing programmes custom-fit to the needs and wants of local customer groups in trading areas, neighbourhoods, even individual stores.
Individual marketing  “The ultimate level of segmentation results in ‘segments of one’, ‘customised marketing’ or ‘one- to-one marketing’.” (Kotler et al, 2009, P.338)
Customers now take a more individual initiative to decide what and how to shop. They can log on different websites, they look up information and feedback of different products or
Grounds for segmenting consumer markets: 
· Geographic segmentation means dividing the market into very distinct geographical parts: nations, states, territories, cities and districts. 
· Demographic segmentations the market is split into groups on the grounds of different variables such as age, family size, family life cycle, gender, income, occupation, education, religion, nationality and social class
· Psychographic segmentation combines both psychology and demographics to better understand consumer market. Here buyers are split into different categories on the basis of psychological and personality traits, lifestyle or values. People within the same demographic group could have very different psychographic profiles and thus display different lifestyles. These profiles are usually developed with the help of AIO factors, which are 3 variables. These factors describe individual lifestyles: activities, interests and opinions
· Behavioural segmentation. Here buyers are placed into groups on the basis of their knowledge of, attitude in respect of, use of or feedback to a product. (Kotler et al, 2009, P.341-351)
Market Targeting  
There are many ways to develop target market segments and targeting strategies. The seven steps approach is: 
· Needs-based segmentation: Customers are grouped into categories based on similar requirements and benefits and where the consumer tries to address a specific problem of consumption. 
· Segment identification: For each needs-based segment identify which demographics, lifestyles and attitudes  make the segment distinguishable and actionable
· Segment attractiveness: Using attractiveness criteria (market growth, competitive intensity and market access), identify the overall attractiveness of each segment. 
· Segment profitability: Determine the profitability of each segment. 
· Segment positioning: For each segment, create a ‘value proposition’ and product-price positioning strategy based on that segment’s unique customer needs and characteristics. 
· Segment ‘acid test’: Create ‘segment storyboard’ to test the attractiveness of each segment’s positioning strategy. 
· Marketing-mix strategy Extend segment positioning strategy to include all aspects of the marketing mix: product, price, promotion and place.
Effective segmentation five criteria are: measurable, substantial, accessible, differentiable and actionable.
Five patterns of target market choice could be: 
· Single segment concentration: If the company can attract that particular segment they can earn a high return on investment 
· Selective specialisation: A company choose a number of segments, each squarely attractive and appropriate, where each segment would be a money-maker. 
· Product specialisation: The firm makes a specific product who could sell to several distinct market segments. The disadvantage is that the product may be replaced by a new technology. 
· Market specialisation: The firm concentrates on serving many needs of a particular customer group. For example the firm can sell a collection of products only to hospitals. The firm benefits of a strong reputation in serving this client group and becomes a channel for more products. The downfall of this is the customer suffering budget cuts  
· Full market coverage: The Company tries to serve all customer groups with all the products they might need. 
Positioning is an effective and efficient strategy and its purpose is “of benefit to a supplier as it enables a company to invest its skills in the right marketplace.” (Kotler et al, 2009, P.374)
To understand the competitive structure of their markets, companies need to ask these questions: 
• How their current and potential clients view the brand? 
• Which competitive brands do customers identify to be their nearest competitors? 
• What market offerings and company characteristics are most important for these differences? 


This is done in the following stages
•	Positioning maps
•	Developing a position strategy
•	Repositioning: when a company changes a product's status in the marketplace.
Differentiation Strategies: 
· Cost Leadership developing and sustaining cost/efficiency products
· Distinctive superior quality: Companies can create a strong market- perceived value for their products or services. 
· Cost leadership and differentiation is a combination strategy of the above
· Competitive advantage is the ability of a company to create a product/service which other company will not match
· Personnel Differentiation where the employees are better trained or better paid than the competitor’s firms
· Channel differentiation.
· Image differentiation e.g. luxury brands
M&S MARKETING STRATEGIES
In today's highly competitive environment, marketing is an essential aspect of any company, and financial success is often contingent on marketing efficiency. (Kotler et al, 2009, P.4)
Marks and Spencer adopted a Marketing Mix Strategy which means that it has a comprehensive marketing policy and have aligned themselves with every tool available. They have an excellent in store strategy, online via its own website strategy and a loyalty program Sparks, points which are collected by the clients through their shopping and later can be redeemed for future purchases.  (Bhasin/Marketing91, 2019)
A marketing mix of elements has long been considered by traditional marketing to ensure that a wide range of elements are considered.(Digital, E./2019)
Marks & Spencer 7P’s of the Marketing Mix Strategy are:
· Product: Multibrand strategy as they are marketing several clothing brands, Product Quality Strategy as their items are high quality  and Niche marketing and Differentiation Strategy
 “A brand is a name that is given to a particular product or service or range of products or services”. (Kotler et al, 2009, P.425)
· Price: Marks & Spencer practices Competitive pricing strategy 
· Place: Marks & Spencer’s is an international brand means they have a clear Market Expansion Strategy and Global Market Expansion Strategy

· Promotion: Digital Marketing Strategy, In store strategy, Sparks Rewards strategy(Bhasin, 2019)
· People: They have a competitive payment strategy in place in order to keep they current employees and attract new ones
· Process: The stores are divided in different sections for food, clothing, home and the customers can purchase products in store and online as well, while collecting Sparks points
· Physical Evidence: M&S has around 1400 stores in about 57 countries. They have their own website where people can purchase their products and also they have about 80700 employees. (M&S, 2019)

Marks & Spencer differentiate themselves from their competitors through their brand name and distinctive superior quality.
They have always been recognized and known for their affordable quality. M&S is promoting a personalized approach to its loyal customers in addition to offering Sparks rewards points as a key differentiation point over other similar retailers’ points’ only loyalty programs. This local targeting strategies increased brand loyalty.
M&S developed “a best-in-class targeting ecosystem that integrates channels, touchpoints, teams and technology, powering M&S’ Sparks members programme end-to-end.”(Campaignlive, 2017)
Unfortunately, this reputation as a premium retailer has lost its impact in recent years and has led to a gradual decline in sales. (Coree, E., 2014)
COMPETITION AND FACTORS
“Porter’s five forces model is an analysis tool that uses five industry forces to determine the intensity of competition in an industry and its profitability level” and it was created by M. Porter in 1979. (Jurevicius/Strategigmanagementinsight, 2013).Based on the analysis made the conclusion are that Marks & Spencer apparel retail segment has high competition on the UK market with similar, more fashionable and better priced retailers.(see Appendix 2)
To get more insight about the competition and positioning on the market using data from Marketline(2019) a further analysis was made by creating a positioning map of M&S with the main competitors.(see Appendix 1).
Next, M&S main competitor has also created significant online presences based on brand loyalty and trust, while other competitors such as Debenhams and Topshop invested heavily in their digital presences obtaining high levels of online sales growth.(Thompson et al, 2017) Combined with inexpensive but stylish clothing, Next has always been the one to beat, and will remain so for the time being.
Zara is part of the world's biggest retailer, Inditex group which also includes brands like Pull&Bear, Massimo Dutti, Bershka, Stradivarius, Oysho and Uterique. A key success factor for Zara is that it designs and manufactures its clothing lines; they don’t resource the production and can quickly adapt to the latest fashion trends and have the clothing lines available in its stores within a few days.
H&M is a Swedish company and is the world's second largest retailer and has multiple brands as well including H&M, Cheap Monday, Cos, & other Stories and Weekday. H&M website is one of the most visited globally, it  is easy to navigate and mobile enabled to take advantage of the growing popularity of mobile browsing. H&M is using  dual push strategy, but this can reduces the in store sale.
Arcadia Group includes brands such as TopShop, Topman, Burton, Dorothy Perkins, Wallis, Outfit, Evans and Miss Selfridge and they invest heavily in digital channels.
SWOT analysis will assess “the external environment and internal capability of a company”(Harrison, 2015) 
· Strengths :geographical diversification, diversification of international business as food and clothing, strong brand name, Online presence, Inventory turnover ratio  & Increasing revenue but mostly from its food sales
· Weaknesses: significant dependant of the UK market for majority if turnover, more than a decade of market share decline in its clothing area, digital transformation strategy is being implemented only in 2019 (Vizard/MarketingWeek ,2019)
· Opportunities: expand retail market in UK, new products launch, target a different segment of customers
· Threats: decline in its clothing sales, considered by younger customers a “tired brand”, increased labour costs in the UK market, economic uncertainty with pound collapsing due to Brexit , suppliers. (Marketline, 2019) ( Ivory Research, 2016)
However other important factors which influence the macro environment of the retail industry for M&S and who will play an important role in determining which business strategies to be implemented  to help M&S to overcome its current challenges affecting its revenue, will be analysed in PESTEL see Appendix 3. (Swotandpestle, 2019) (Pestleanalysis, 2019)
CUSTOMER JOURNEY
Customer Journeys describe step by step the experiences and the interactions that a customer goes through with a company or its product/service.(Transformation, 2019).End to end customer journey includes everything “that happen before, during, and after the experience of a product or services” as per McKinsey (2019).The journeys can vary in lengths and purposeand often they spread over multiple channels and touchpoints.  The typical customer end to end journey has several stages, each with their sub stages as below. This particular customer  journey was adapted to fit the model for a Customer end to end journey for an instore experience at Marks at Spencer.
· Awareness is the stage were the customers become acquainted with the brand through ads, TV campaigns and word of mouth
· Consideration is the moment when the consumer realise that they have a need to be met, and he is is actively considering whether or not to buy the advertised item. Consideration in this case has 3 sub stages: 
· Visit physical store
· Browse in store
· Choose and try on products
· [bookmark: _GoBack]Decision is the moment when the client makes the acquisition.
· Service the customer uses the product, sometimes seeking advice from seller
Usually Customer Services Department
· Loyalty and Advocacy “the customer spreads the word about the product – whether their opinion is positive or negative”. At this stage customers could become the potential advocates of the brand (Exchange, 2019)
The main advantages of creating a customer journey are: to get more valuable insights, understand customers’ expectations and predict and influence their behaviour.
A good customer is based on a persona, characters who are trying to achieve something specific by interacting with your business.(Mallia, 2017).Take for example Mary, 37, single, general manager of a consulting tax business, who is a on and off  M&S customer for both food and clothing products, but in the last few years all she can buy from M&S are jumpers and black cardigans which she uses for office purposes and she thinks that “Per Una is the heroin of middle-aged women's clothing”(The Guardian, 2013). She also travels a lot within London so she has access to several M&S outlets, uses social media, blogs, and mobile apps. Personality is extrovert, intuitive, archetype: advocate. She enjoys M&S customer services, she thinks they have great staff, she connects with every touchpoint but at the end of  her customer journey(see Appendix 5) the conclusion is that Mary got the product but she wasn’t entirely happy with her customer experience. Their clothing range is out of fashion and turns again to other similar in trend brands like Next, Zara. 
Emoji marketing is rapidly becoming as an actual term in digital marketing. (Campaignmonitor, 2019).Following this persona interaction and emotions during her journey is noted that her emotions start changing to negative from the item choosing decision. As she is familiar with the brand and she still thinks “as a nation, we still identify strongly with M&S” in the end her emotion is not totally negative.
Based on a case study made by Retail Technology (2018) Marks & Spencer transformed its service and increased revenue by leveraging every touchpoint of the consumer. All channels are connected: parcels, delivery, voice, email, social media, SMS, web chat, and web engagement. Also in 2019 M&S further invested in digital channels £88.9 million. Vizard/MarketingWeek (2019)
Touchpoints are a point of contact between a business and its clients, the interaction can be through a website, person to person or any other form of communication (Wikipedia, 2019)
RECOMMANDATIONS
Based on the above findings and analysis Marks and Spencer's reputation and brand positioning strategy must be revaluated and restored starting with UK market.
M&S has to understand and engage more with customers by targeting a different segment of customers on the grounds of demographics, behavioural and psychographic factors. M&S should first target a younger audience where age, lifestyle and fashion trends are essential factors in reviving their sales by attracting this large segment of the market.
As lifestyle and fashion is in continuous change and M&S creative heads have to go along by redefining their clothing line, improve product ranges  and make more attractive and consistent  marketing campaigns and content online and offline.
M&S Marks and Spencer's brands positioning is unclear to the consumer as M&S also has several undistinguishable and similar sub brands, where their number could be reduced to few relevant to the market segment targeted such as: 1 kids brand, 2 women’s brand( 1 luxury, 1 competitive and affordable), 1 lingerie brand , 1 men. 1 sport and 1 denim. A clear brand management system could be introduced where each brand has an executive using Procter & Gamble model.(Kotler et al , 2009, P360)
An innovative strategy to increase brand awareness would be the use of influencers and celebrities wearing M&S product on digital channels. Ultimately some of them would become brand advocates.(Medal, A., 2018)
Another strategy would be introducing PPC (pay per click) strategy, “internet advertising model used to drive traffic to websites”, when the add is clicked and where M&S pays the search engine or websites.(Wikipedia, 2019)
M&S should further invest in digital marketing by creating a more personalized website allowing for a more targeted publicity campaign that would advertise M&S fashion lines to existing customers when they are visiting websites belonging to third parties. Auto ads could be placed on sites that suits your brand and they will reach the targeted audience. (Medal, A., 2018)
Also Instagram and Twitter are two big social media platforms which could help M&S to increase brand awareness and interact more with customers by publishing news about their products, responding to all media mentions about the brand. They could also use their sponsored influencers who would wear their clothing items to post news at pictures from events.
Taking in consideration the facts many stores closed and still will be closing by 2022, M&S should introduce the H&M model of dual push to become the primary source of growth, by increasing their online sales and still increase the remaining  retail space profitability.
Based on an article written by Savvas (2014) M&S has embarked in a 4 years programme since 2014 to improve their Product Life Cycle Model (PLC) management using a new technology PTC.(see Appendix 4).Taking this fact in consideration  M&S could introduce a Harvesting strategy by offering further discounts for all their retired fashion lines.
M&S should make further investments in digital delivery, marketing, consumer credit, and international expansion.
They need to take advantage of economic uncertainty to stop loyal customer to switch for cheaper and more fashionable clothing
A strong conclusion would be that in order to create more customer value, increase its sales and master the customer journey M&S has to recreate, redefine, relaunch and reposition their apparel retail brands on the market through different marketing strategies already being used or innovative ones as already outlined in this report.
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APPENDICES





1. Marks & Spencer competitors & Positioning Map (Marketline, 2019)
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2. Porter five forces analysis (Ivory Research, 2016)











3. PESTEL (Swotandpestle, 2019) (Pestleanalysis, 2019)







4. M&S product life cycle model( picture by unknown)
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5. Customer Journey (picture created by the author)                                                                    
[image: https://uxpressia.com/export/p/o3Hgf/m/NXPKJ.png?theme=default&isExport=true&isBranding=false&viewId=9Ky9w]






Threat of New Entrants=Low due to high capital investment needed and potential entrants would be discouraged by loyalty of  M&S customers


Bargaining Power of Buyers=High as the increasing price sensivity of clients, increasing preferences for fashionable items and disloyalty to British products are affecting M&S


Competitive Rivalry=High due to intense rivalry from retailers like Next, Zara, H&M, Topshop and John Lewis


Threats of Substitudes=High as copying or imitating designs became easier


Bargaining Power of Suppliers=Low although M&S started working with overseas suppliers since 1990 due to competitive pricing
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FREE TRADE


BREXIT:loss of various European suppliers as a result of the free trade policy changes.The pound collapse would make UK a better destination for visitors, spending more money  in the shops


E


CONFLICT with small retailers over the price


S


NON TRENDY STORE


INNITIATIVES TO CUT DOWN INTERNAL COSTS
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A VARIETY OF SELF CHECK OUT SYSTEMS HAVE ALREADY BEEN INTRODUCE IN MAJORITIES OF SHOPS


E


FAIR-TRADE: M&S have taken the decision to sell fair trade goods that also benefit the environment. 


SUSTAINABILITY: Vowed to be a more sustainable retailer in order to maintain their reputation as a niche brand.


L


FINANCIAL DISPUTE with Frascati landlord


M&S retrains and keep up to date with any new laws or regulations including health and safety issues
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Look for displays and
mannequins

Look for in store offers

Which item look more
interesting and trendy
Speaking with a sales assistant
Choice not to talk with a sale
assistant

Like or dislike the item/material

Customer can touch and feel the
product

Seeing the clothing physically
can convince customer to make
a purchase

Increase awareness about the in
store clothing brands
increase number of store visitors

Not all the items are in line with
the latest fashion style
Fashionable items out of stock

Provide an easier way for
customers to browse digitally
catalogs and order in store (e g
Argos)

improve search engine on
websit

Take items size and color
desired

Carry them until finished
browsing

Find changing room. wait in line
try on. change back

Which size?More than one item?
How it looks and fits

To be allowed more items in the
changing room

Does Item matches other own
clothing?!

Customers can try as many
items they want

Interaction with sales assistants
and others

annoyance.

Increase in store sales

Less selection available
sometimes in stores
Some lines not in line with the
new trend in fashion

Install “Press* buttons for service
Order larger amount of popular

items in store

Review items in hand
Review cost and decide

Go to checkout counter
Order unavailable sizes/colors
wanted

Wait in the cue and pay

Have the right and best quality
clothing
Best deal for a particular item

Checkout desk
In store rewards

acceptance

Improve in store customer
experience

Increase awareness about
Sparks reward system for new
customers

Watting lines

Improve check out points by
introducing more self check out
points

Take the product home
Enjoy the purchases

Tolook and feel good about
themselves and item purchased

Clothing products
Customer support

boredom

Have more trendy items to
match customer expectations

The cost and the 'non trendy'
look of the product doesn't
always match customer
expectation

Redefine the Mgs clothing
brands

Manufacture new stylish clothing
lines

Contact customer services if
needed

Get help if any problems with
the items
Request for refund or exchange

Phone
Email

In store approach
online chat

Increase customer service
satisfaction
Retain existing clients

Customer service waiting lines in
store

Reorganize customer services in
stores to minimize waiting times

Revisit store and buy again
Collecting points using Sparks
rewards

Deciding to look for a similar
trendier item

Share experience

Give low to negative feedback
for the product & Give positive
feedback for customer services

Repeat a good customer
experience

Find another in trend brand as
not so happy with the styles
Buy items in the seasonal sales
Share feelings on social media
&with others

Review pages
Gives low or neutral feedback for
product and positive feedback
for the customer service

Social media

Word of mouth

B

pensiveness

Offer more discounts to loyal
customers through Sparks
Rewards

Retain existing clients
Attract a younger audience
Turn customers into brand
ambassadors

Turn negative experience into
positive

Others competitors have similar
products at lower prices

New and trendy apparel brands
appear every year

Itis unlikely that the customer
will recommend the fashion

Make attractive marketing
campaigns
Offer discounts for 'retired"
fashion lines

Increase awareness for the
brand on digital channels

Improve online sales





