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Executive summary 
The report sets to address the digital challenges faced by Mark and Spence, also known as M&S due to the evolving technology use in the retail industry. M&S is one of the recognised British retailers, founded in the 1890 by Michael Marks and later joined by Thomas Spencer, a cashier with IJ Dewhirst, in 1894. Since inception, M&S has grown organically adapting the ranges of its products. 
M&S strive for quality and sustainability, its organisational culture centres around its core values. M&S has had various internal and external challenges and leadership change. The leadership adopts transformational leadership style. It has evolved from selling only in its stores to make its presence feel on line. Recently, M&S experienced a technological hack which impacted its sales and profits.  The management managed this by dealing with the situation and returning M&S back to business. The cyber-attack is a call to the need for technical update of M&S and the need to protect its online activities to forestall recurrent and to protect the company’s trust by the customers. 
M&S would need a digital update on its software, staff training and creating awareness on cyber security that is periodically reviewed. 
Introduction to Marks and Spencer  
M&S , is a short form of Marks &Spencer. It is one of the principal leading  retailers in Britain that has spanned more than a century. It was founded by Michael Marks, a Polish-Jewish immigrant.  Michael Marks was initially peddling his wares and later developed a means of selling his products by deviating from the business convention of the time, haggling. He wrote the logo, “don’t ask the price, it’s a penny,”. He sourced items that fell within the price range. From the beginning of 1890, Michael Marks started selling his items from a stall at Kirkgate market in Leeds  from Penny Bazaar stores.  This marks the evolution of Michael’s business’ expansion in 1890 with five warehouses. 
Thomas Spencer, a cashier with IJ Dewhirst, joined Michael Marks  in 1894. He sold haberdashery, earthenware, hardware, house hold goods and stationery. This is the beginning of the Penny Bazaars from 1894- 1920’’s. With the amalgamation of Marks &Spencer, a shop was opened  in Manchester in 1894 known for the concept of Bazaar, one penny for every product. 
M&S became private company in 1900.It expanded to 36 branches and 12 shops. The business continued until the death of the founders and came under the leadership of Mark’s son, Simon and his brother in law,  Israel Sief when it became a public company thereby beginning a new stage of the company. 
M&S grows in phases. The 1st phase was in the 1920 when there was merging. There was a capital floatation in the 1926 and the capital acquired was utilised to fund building and rebuilding programme leading to building more stores.  The second phase was between  1931 extending to 1940, 129 more stores  were built. M&S also appealed to the developing working classes during the industrial revolution in developing industrial towns and cities through their pricing and  easy to maintain branding. 
The third phase began  between 1945 -1995. when M&S increased the size of their stores, they improve their product and productivity thereby reducing cost and maximising sales and profits. The company also benefitted from international retailing by purchasing  three existing businesses in Canada and USA. M&S experienced gradual growth rather than revolutionary. It continues to monitor cost  and expands the range of products and services offered to the customers over the years (Gary, 1999; Urbanska, 2024) 
Product and services:
M&S sells assorted products such as clothing, food, and home wares, it also provides financial services. 
M&S time line of product and services 
M&S added St Micael brand in 1928 synonymous with quality and durability.
In 1940-1980s, it provided high quality but affordable goods.
In the 1970s-1980s, it offers fresh produce of high quality. 
 It also continued to offer products such as clothing, food and household. These periods  also marked the international expansion by opening stores in Europe,, Asia and the middle East.
The 2000s marked a financial difficulties in the market share of M&S. To handle this, there was a change in the leadership.  M&S also experienced digital transformation from 2010 by starting e-commerce and digital use to respond to the customer’s needs. M&S continues to adapt its models to respond to the changes in the industry. These adaption has enable the company to navigate through different challenges to remain on top and recognised in the UK and internationally (Fardin, 2023).
			M&S 4 P’s
M&S 4P’s is part of the main marketing strategies which include the product, price, promotion and place. 
Product: M&S offers different sets of products such as clothing, food and house wares. It also include catering. 
Pricing: Its pricing reflects its core value of providing high quality and durable products and services. It does not offer discounts but implement  promotional events to gain and retain customers. 
Pricing: Its pricing strategy varies on its different products. 
Place: M&S has both online and in stores. It has good  distribution and supply chains.  
Promotion:  Promotion is through advertising, online presence, loyalty programs, social media, sales are all various means of creating awareness for new consumer and retaining consumer loyalty (Fardin, 2023)
M&S product and marketing mix are adjustable. In 2023, it  was rated as the 2nd  most recognised retailers in the UK ahead of John Lewis. Marks and Spencer now has various products ranging from clothing to food, groceries, home goods, beauty products and financial services. M&S continues to expand its range of products and services.  Marks &Spencer has more than  a 1000 stores in the UK and more than 400 stores  internationally. It has various divisions and continues to add to these. The company’s food division generates a huge part of the revenue for the company more than the clothes and homeware section of the company  and according to Marks and Spencer plc 2023 Annual Report,( 2023),  M&S achieved the  revenue of 12 billion pounds in 2022. In 2023, there was an increase in revenue from of 1 billion pounds more than the previous year due to reshaping the company (Urbanska, 2024). 
. 	M&S vision and mission
M&S values are its dedication to quality, sustainability, and innovation. M&S vision and mission statement centres on the delivery of high quality products and services to the customers ethically. It has strives to be sustainable, M&S uses recycle nylon and recycled polyester and reduce carbon emission( Fardin, 2023 ; Jordan, 2023).
My role and why change is important
My role as a change manager is set to implement change for Marks and Spencer. 
Change management is 
Change is important to organisation to continue to thrive, be relevant and competitive, without change, it will go out of business or fail or become outdate (EPM, 2022). 
M&S PESTLE analysis
Political factor:
 M&S benefits from free trade though it operates primarily in the UK, it has connections outside the UK, this facilitates its trading and exportation from the globe. Though the threat to this is now Brexit leading to change in trade regulations and moving of goods and services to and from the UK
Economic factors:
These relate to different aspects of the economy such as inflation, taxes, monetary policies, pricing of products which have been the major challenge M&S is facing especially due to competitors offering discounts, retailing more online rather than reliance on brick and mortar sales and seeking to reduce cost to reduce pricing for customers. 
Social factors: These factors are the societal culture and norms, demographic influences, change in lifestyle and societal values, trends. Marks and Spencer has been in the business for years and so is considered non trendy by the younger generations , there are more trendy fashion industries springing up. 
M&S is considered one of the 10 highest distributor of fast food which is due to high demands and societal change as a result of fast pace of working. 
Technological factors:
The technological factors include ecommerce, the use of technology to enhance trade and services. 
Checkout is one of the trendy business practice. This 
Reduces overhead costs for the retailers meaning less employment of human and more use of machine. It is also faster. M&S has evolved in the use of digital skills but still need update. 
Legal factors: employment law, data protection. M&S has been able to manage its legal environment well. 
Environmental factors:
These factors relate to the impact of M&S on the environment despite its pledge to be environmental friendly, M&S is without its challenges in its acquisition of its product, these relate to carbon emissions footprint and deforestation ( PESTLEanalysis team (2024; Makos, 2024)
M&S SWOT 
Strength:  M&S is recognised worldwide. Its brand is reputable for high quality and durability. M&S has various range of product such as clothing, food and housewares as well as catering . It enjoys stable source of supply, which helps with stable supply of products. It engages in sustaining the market ethically. 
Weaknesses: M&S  has experienced reduction in its sales and profitability in some products at a point in time. There are challenges in its online trading, it needs improvement to continuously meet the online competition and increase its online security. 
The structure of some stores are becoming more obsolete, they need to be upgraded to attract present day customers. M&S relies much on the UK market which can impact their sales in case of market downturn or inflation. It is also facing challenges in its operations.
Opportunities : Enhancing the digital presence online can improve customer’s engagement and expand its sales and revenues. There is the opportunity of over reliance on the UK market by expanding its trading to other countries. 
Threats: Customers have more purchasing power and choices these days, making it more difficult to remain loyal to a specific retailer  whose online presence is not up to date. M&S is facing sustainability challenges, it recently announced to downsize by closing not less than 100 stores (Fardin, 2023; Urbanska, 2024). 
Analysis of the recent history of M&S  and the internal and external changes that have impacted the company such as:
M&S has its presence online. However, it is believed that upgrading the companies technology to increase customer online activities will further improve customers loyalty and increase sales and profits more so as retailing businesses are becoming more competitive than before. Customers also have more purchasing power and choices, making it more difficult to remain loyal to a specific retailer  whose online presence is not up to date (Urbanska, 2024). 
The recent cyber-attacks on M&S shows the significance of the impact of a technical glitch on retailers with ecommerce. 
The time line of the attack
29–31 March- there were issues about contactless payment and click and collect services  which were random and presented as glitches 
In early April- there was a confirmation by M&S to be dealing with cyber issues 
26 April – M&S There was a suggestion of online orders through M&S website indicating hacks. 
End of April: Reports of more glitch , Gifts card unusable , non-availability of food store returns, and job applications were not displayed online,
2 May- there was an escalation of unavailability of online shopping
The hackers impersonated staff and bypass IT desk operators.  Customers were unable to browse M&S website for hours due to a Cyber-attack which also left their app not to be available online, having a message that says, "Sorry you can't browse the site currently. We're making some updates and will be back soon."  This hack had a huge impact on the sales and revenue of the company costing up to £300 million.  It causes operation and financial damages  with an estimation of  £3.8 million on sales, reducing sales online to almost £4 million daily sales. There were disruptions to in- store sales and services. This also caused reduction in staff as warehouse workers were stopped from work. The hack also impacted the customers as they were inconvenienced. M&S trust and images are further impacted by this hack (McGrath, 2024).   

 Evaluates change management models, incorporating issues related to strategic change in that organisation including how the change was managed 
In response to the cyber attack, the management communicated to customers. Management gave feedback to customers, "We are working very hard to get operations back online."…... "We are working day and night to manage the current cyber incident and get things back to normal for you as quickly as possible….."Thank-you from me and everyone at M&S for all the support you have shown us. We do not take it for granted and we are incredibly grateful.  (Adam, May 2024). 
M&S updated the customer that their online platform will be opened in July and advised customers to be vigilant about providing their data or responding to emails, calls and text messages. They began with gradual operation, limited online to those in the UK, delivery time was prolonged to 10 days to meet demands, they admitted data breach but will ask customers to reset password and asked customers to be careful with information sharing (Musafer et al., June, 2025). 
Though M&S is now back in business, according to Ellison, this online attacks are becoming rampart making it necessary for companies to become careful needing to review help desk password process and be vigilant on the their online trading (Alex, May 2025);Elliot, May 2025). There is also a suggestion about M&S rethinking on investment on cyber security as HR initiatives could have saved the huge loss of close to £300 million, suggesting a department to work on the company’s cybersecurity due to the extent of the impact on their information and breach of data (The conversation, July 2025). 
M&S leadership role and approach and culture played significant role in managing the cyber attack. 
Stuart Marchin is the executive director of M&S since 2023. M&S is reported to have the staff capacity of close to 64000  Since joining M&S, Stuart Marcin adopts the philosophy of  positive dissatisfaction which aims at raising standards and remaining focus on details.
The philosophy of positive dissatisfaction is acknowledgement of achievement but striving for excellence, being dissatisfied with the status quo or conventional ways of operation. This is a collaborative approach to leadership that strengthen relationship and corporate achievement rather than building one heroic leader (Marks and Spencer , 2025; Urbanska, 2024).
Stuart Marcin’s approach of leadership is transformational and pragmatic, paying attention to details and remaining committed to high quality product and services.  Being detailed portrayed the management’s interest in all aspects of the company from the top to the commonest part of the company, shows the spirit of excellence, and interest in all that impact the customer this also brings experiences to reality more than a theory and abstract. He continuously strives for improvement and maintaining its momentum of success and transformation.
Transformational leadership portrays role model influences and inspires the team. They encourage creativity. His leadership style has been described as not distance to the organisation operations like the ivory-tower archetype but hand’s on and having information in all the areas of M&S operation. He is described as a leader with extensive knowledge of operation of the company and does not sit from hierarchical position of relating with staff. This approach has led to significant improvement in business performance across all its sectors of operations. Marcin’s leadership sees technology as an essential part of business operation as well as facilitator of change across the company and incorporating it into all aspects of the business believing in a shift of mindset to its benefits to the organisational growth (Boutell, May, 2025).

In response to the disruption and how cyber-attack is being managed, he acknowledge the impact of the incident on less supply of food,  having to stop online sales, logistic and waste costs inurement and the effect profit. He acknowledge how M&S has been resilient more than 140 years and the recent cyber-attack is seen as nothing to ground M&S.  The director showed appreciation to the stakeholders and the company will improve technology foundations. He stated that this is being managed head on  with resilience, teamwork and taking responsibility  and aiming at putting the customers first while they aim at the future. He further stated that M&S will continue with the same strategy to reshape M&S, they will improve change rapidly and start to get over it. M&S management worked assiduously to tackle the incident as they focus on progress (Marks and Spencer , 2025).
Stuart Marcin’s approach to the cyber attack can be compared to the application of  Lewins Change Model (unfreeze-change -refreeze). This model Focuses on psychological preparation and reinforcement. It is acknowledged to be good for stabilising change. It is represents an organisation in a metaphorical way likened with an organism’s adaptation to change. The organisation is believed to change in three ways, first is the unfreezing the current state of the organisation to release some power to  change  by looking into the present crisis such as the cyber attack and looking for means of looking beyond the present challenges and to look into the future, trying to remove the status quo, what has been  to moving towards what could be. Then making use of participation to effect the change and then refreezing and stabilizing the new equilibrium  by restructuring through new policies and steps that bring about the change and then reward. (Kotter, J.P., 2012; Cameron, 2019). However, Stuart has said that M&S will continue with the same strategy. 
  M&S has the cultural value of building customer trust, trust, sustainability and innovation. The role of culture is significant to change implemented by the leadership. Organisational culture comprises six factor that are intertwined. They include the history, values and beliefs, rituals and ceremonies, storytelling, heroic figure, and cultural network. Organisational factors is categorise  into four which are Work Hard/Play Hard Culture, Tough Guy/Macho Culture, Process Culture and Bet-Your-Company Culture with each having its characteristics. The process driven culture is described as the culture with low risks with no individual having great impact on the activity of the organisation, this is linked with retailing  business or organisations that transactionally driven and focus on details and accuracy such as M&S. This organisations culture is viewed as having the tendencies to  be resistance to change  or to quickly embrace innovation. Resistance to change can impact management decisions and approaches to change. The frequency of change projects failure is estimated to be 70%. The understanding of culture is important to organisational change, but focus must be on issues the company seeks to address. It is imperative that organisations imbibe the culture of change due to the competitive market they operate within.  Poor communication ranked high, 62% among the factors that lead to failure in change followed by  insufficient leadership which ranked 54% and organisational politics and insufficient understanding of the purpose of the change ranked  50%, these are attributed to human issues which indicates that human aspect of the organisation is not taken into consideration. Human resources are not to be seen as those who should be seen as passive followers but to be as collaborators in effecting change and to be seen systemically (Percy. 2019; Jones et al., 2004).
Change management is the process of steering change from the beginning to its completion following the process of Change, and this process is dynamic starting from creating the awareness of the need for a change to planning the change strategy, implementing the change and embedding it in the policies (HBS Online, 2022). 
Changes can be people or processed focus. Change must be managed carefully to enable success. It can be achieved with the use of one model or mixed approaches to change. One of these is Kotter’s 8 step change model which is a process focus model (Mometix Academy, 2023).  According to Kotter, J.P., (2012), there are 8 stage  step to change. 
1.Creating a sense of urgency
One of the processes of an effective change is to create a sense of urgency for the accomplishment of the desired change to remove complacency. 
2.Build and maintain a guiding coalition/ team
Not investing sole power in the leadership  but  by building a team to carry out the change and enabling team members to build and have trust in the leadership. This include having team  group who can carry out the vision from across the wide range of teams or department in the organisation. 
3.Develop vision and strategy
This developing a vision and strategy that will enhance the accomplishment of the change. Vision is what the organisation aims at achieving. There must be a clarity of vision to steer the team towards. Vision helps people to be motivated, it gives direction it helps team to work together. Vision helps others to see beyond the moment and moves towards the company is planning to  be long term . It helps in coordinating the activities of people efficiently. 
4.Communicate the change vision
Vision should be communicated in different ways using different means such as formal and informal , these help to convey the message to people. Repetition is advocated as effective in communicating with people. Clear strategy also helps to remove anxiety, reduce resistance and create confidence in the team. 
5.Empower employees to carry out the actions
Employees should be empowered to carry out the tasks needed for the change. Obstacles to be identified, encourage those who are resistance and remove barriers from achieving the goals. Structural barriers must be removed or reduced so that employees implement the desired change. Facilitate structure that works collaboratively within the organisation. 
7. Celebrate visible, significant short-term wins- announce success even if it small, this helps to celebrate collaboratively as a team. This serves as a means of motivation. 
8.Never let up- Keep learning from experience as new strategies are introduced  and the polices are aligned towards the vision(Kotter, 2012; Cameron, 2019: EPM, 2022.) 
Strategic change management plan:
My role as a change manager is to enhance the digital platform of M&S and increase their digital security and promote customers satisfaction as well.
The ecommerce/online trading continues to grow and facilitated more by the use of personal computer and mobile apps that are easy to access online trading. E-commerce has the advantage of making shopping easier for the consumer. It facilitates accessibility as consumers do not have to travel to stores for shopping. Online shopping also  reduces cost for the  customer as the overhead costs and the distributors cost is deducted from the pricing thereby making it more economical for customers to purchase online rather than instore. However, ecommerce has its downside Easy access to upcoming sellers, depending on their marketing strategy, this can pose threat to an existing businesses especially those with conventional models of practice. Other threat is fraudulence practice, this can be in various forms such as fraud payment, the use of debit cards or in the process of transfer of credit payment. There can also be data breach or leak of private information about a customer to the wrong person (PESTLE analysis Team, July 2024). 
These days, trust is earned by transparency, auditability, seamless flow/accessibility, and data protection with users cross reference behaviours on different ecommerce platforms and use the most favourable experiences to form opinions on other retailers (PESTLE analysis Team, November 10, 2025). 
With the recent cyber -attack, M&S would need a digital update on its software, staff training and creating awareness on cyber security that is periodically reviewed for M&S to thrive in the evolving world of technology development. According to, Dean, 2010,  change is now more radical and open ended and needs to be more transformational. 
M&S needs software update, staff training to enable the use of the new software, updating M&S internal information systems. This software update will enhance customer satisfaction and prevent digital disruption by 50%. This will also enhance company security and protection by 40%, and Improve operational efficiency by 40% once developed. 
It is proposed that this digital transformation will be implemented within the next 12 months beginning from January 2026 to December  2026. 
The engineering work is proposed to start at the first quarter of the year. 
It is proposed that all staff will benefit from training- online and face to face. The training will be in phases beginning from April   with the IT desk staff and some of the management team, The second team will be the managers and some of the teams leaders. The last three months will be decided by the managers.  
Emails will be sent to the managers and head of departments to ensure there is flow of information. Managers will inform their team and select those who will be attending trainings so as not to disrupt sales and operations. 
Online trainings will be provided by experts, there is a proposal for reviewing the website and engaging positively online with customers every two months.
 The cost of the digital transformation is estimated to cost,  £450000 and expected to yield annual return on investment of 15% in the first year and increase 30% the following year. 
Communication will be by emails, chat box, and monthly survey and feedback during team meetings to monitor the success of the project. There will be monthly tracking of the online trading to ensure the plan is successful. There will be a review a every two months to ensure the vision is being followed.  Customer survey will also be carried out by the marketing team to ensure that the online platform is fast and meeting the customer needs. 
There will be a yearly review to evaluate change plan and staff award.   
Conclusion 
This report has looked into the history of M&S and its development into a giant industry that it is today beyond the UK. It has looked at the challenges and factors that enable it to grow. M&S has various products and services. It has its mission and vision and continues to build on its strength. As an old retailer, M&S continues to face competition. The recent cyber-attack shows the need for a technology improvement. 
Recommendation
In light of the findings in this report, The report has proposed a new digital transformation plan that seeks to address the technology issues as it continues its carry out its operations and services. The significance of a change in the leadership style and organisational culture is highlighted for continuous operation.  . 
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