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[bookmark: _Toc224070185]Summary
Marks & Spencer (M&S) was established in 1884 in Leeds by Michael Marks and Thomas Spencer. Over the course of more than a century, the company has evolved into one of the UK’s most recognizable retail brands, renowned for its commitment to quality, trust, and premium positioning. M&S has a long history of innovation in the retail sector, having introduced the ‘St Michael’ brand in the 1920s, which became synonymous with quality and reliability. The company has also been a pioneer in food retailing, being the first British retailer to introduce sell-by dates on its products in the 1970s, reflecting its focus on food safety and customer assurance (Marks & Spencer Group plc, 2023; BBC News, 2019). 
Currently, M&S operates throughout the United Kingdom and internationally, employing approximately 64,000 individuals (Marks & Spencer Group plc, 2023). The company’s operations are primarily divided into two core segments: Food and Clothing & Home. As of 2023, M&S serves millions of customers each week through a network of more than 1,000 UK stores and a growing online presence. The Food segment is known for its focus on fresh, high-quality ingredients and convenience, while the Clothing & Home segment targets a broad demographic, offering both everyday essentials and premium ranges (Marks & Spencer Group plc, 2023). 
M&S faces powerful competition from major retailers like Tesco, Sainsbury's, Next plc, and Zara. In online grocery, its partnership with Ocado Retail has significantly increased its competitive positioning, enabling M&S to access a wider customer base and expand its digital footprint (Marks & Spencer Group plc, 2023). However, the UK retail environment is increasingly digital, price-sensitive, and competitive, with consumers expecting seamless omnichannel experiences, value for money, and sustainability commitments (Euromonitor, 2023; Financial Times, 2023). In response, M&S has invested heavily in digital transformation, including upgrades to its online platform, the launch of new mobile apps, and the modernization of its supply chain. 
In recent years, M&S’s corporate objective has been centered on increasing its strategic focus and operational efficiency. The company has embarked on a comprehensive transformation program, known as ‘Never the Same Again,’ which aims to reshape its business model for the digital age, streamline its store estate, and embed sustainability at the heart of its operations (Marks & Spencer Group plc, 2023; The Guardian, 2023). M&S has also set ambitious targets to reduce its carbon footprint, eliminate waste, and source products responsibly, reinforcing its reputation as a leader in corporate social responsibility. 

[bookmark: _Toc224070186]Introduction
This report provides an in-depth critical analysis of the digital innovation strategy employed by Marks & Spencer (M&S), a leading retailer in the United Kingdom with a significant presence in the food, clothing, and home sectors. Established in 1884, M&S has evolved into a household name, renowned for its commitment to quality and customer trust. In today’s rapidly changing retail environment, M&S faces a complex landscape characterized by intense competition, shifting consumer expectations, and a growing emphasis on digital channels. As such, the company must continuously adopt its innovative approach to maintain relevance and drive growth. 
The purpose of this report is to evaluate M&S’s current innovation activities and customer experience, utilizing two widely recognized strategic frameworks: the Innovation Ambition Matrix and Customer Journey Mapping. The Innovation Ambition Matrix (Nagji and Tuff, 2012) enables a structured assessment of whether M&S’s innovation efforts are primarily focused on core improvements, adjacent opportunities, or transformational breakthroughs. Customer Journey Mapping offers valuable insights into the customer’s interactions with the brand, highlighting key touchpoints, pain points, and gain points across the various stages of engagement—from initial awareness to post-purchase. By applying these frameworks, the report aims to shed light on the strengths and weaknesses of M&S’s digital innovation portfolio, pinpoint digital gaps, and uncover new avenues for strategic transformation. 
The second section of the report moves beyond analysis to propose a comprehensive digital transformation initiative designed to address the identified strategic and operational gaps. This initiative is accompanied by a step-by-step implementation blueprint detailing the actions required to realize the proposed changes. Furthermore, an enhanced customer journey map is presented to illustrate how the initiative can deliver superior customer experience. The report also establishes key performance indicators (KPIs) to monitor the effectiveness, impact, and long-term success of digital transformation, ensuring that M&S can measure progress and adapt its strategy, as necessary. Through this comprehensive approach, the report offers actionable recommendations to help M&S strengthen its competitive position and deliver greater value to its customers in the digital age. 
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 Innovation Ambition Matrix

The Innovation Ambition Matrix helps companies organize their innovation into three types: Core (making current products better for existing customers), Adjacent (using what they have in new ways or markets), and Transformational (creating new products or business models). It helps businesses focus on both quick wins and future growth. (Nagji and Tuff, 2012).
[bookmark: _Toc224070188]Part 1.1- M&S Innovation Ambition Matrix
	Category
	Description
	M&S Examples

	Core
	High focused intently on essential innovation, striving to upgrade its current offerings for its established customers.
	Updates Sparks loyalty, website, and app.
Digital stores improvements 
Refurbishment and rotation of store layouts. 
Automation within the supply chain. 
Superior product quality.

	Adjacent
	The partnership was established with Ocado Retail. It permitted M&S to access the national online grocery market without the need to create its own infrastructure (Marks & Spencer Group plc, 2023). This reduced risk but increased dependence on external systems.
	Marketplace growth on M&S.com
 Advancements in click-and-collect options. 
Franchise collaborations on an international scale.

	Transformational
	Currently, M&S reveals a limited capacity for transformational innovation. There is no comprehensive AI-driven retail ecosystem or a subscription-based retail platform in place.
	The digital literature demonstrates a competitive advantage increasingly hinges on the integration of ecosystems and the monetization of data (Verhoef et al., 2021). Retailers that create digital platforms can achieve sustainable differentiation (McKinsey & Company, 2022).



The 2023 Annual Report shows higher digital sales from platform investments (Marks & Spencer Group plc, 2023). Core innovation has improved profitability and efficiency, but Christensen (1997) warns that relying solely on incremental changes can expose companies to disruption. M&S's operational focus may limit differentiation in a platform-driven retail market. Its partnership with Ocado Retail expands reach as an adjacent innovation but does not transform the business model. Overall, M&S is strong in core innovation but lacks transformational innovation.

[bookmark: _Toc224070189]Part 1.2 - Customer Journey Mapping
The analysis of Customer Journey Mapping focuses on touchpoints and the customer experience at various stages (Lemon and Verhoef, 2016).
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These digital deficiencies significantly weaken organisations’ ability to sustain a competitive advantage in the rapidly evolving digital retail environment. Fragmented customer data systems create information silos, limiting comprehensive consumer insights and preventing a unified customer view (Wedel & Kannan, 2016). Insufficient AI-driven personalisation reduces the capacity to deliver tailored communication and recommendations, thereby lowering customer engagement and loyalty (Davenport et al., 2020). Weak ecosystem integration further restricts coordination between digital platforms, suppliers, and third-party services, limiting operational agility and value co-creation (Jacobides et al., 2018).
Additionally, an underdeveloped subscription model reflects missed opportunities for recurring revenue and stronger customer relationships (McCarthy et al., 2017). Limited retail media monetisation also indicates a failure to fully leverage digital assets for advertising and partnership revenue, which are increasingly important for income diversification (Verhoef et al., 2021; Hagberg et al., 2016).
Overall, addressing these gaps is critical to promoting innovation, improving customer experience, and achieving sustainable growth in digital retail.
[bookmark: _Toc224070193]Proposed Digital Transformation Initiative
[bookmark: _Toc224070194]M&S Life Hub: AI-Powered Unified Retail Ecosystem

Markides and Anderson (2006) argue that Information and Communication Technologies (ICTs) enable organizations to implement radically new strategies; however, the true challenge is not in the design of innovative business models but in their effective execution to create cost-efficient and profitable customer value.
ICT plays a vital role in this execution by improving coordination, lowering costs, and facilitating data-driven decision-making.
Similarly, Prepletaný (2013) emphasizes that technology is central to differentiation, growth, and competitiveness in the current retail landscape.
While Marks & Spencer (M&S) has leveraged digital marketing to shape consumer buying behavior (Rajput, 2025), its current digital initiatives are primarily incremental and fragmented across various touchpoints.
Digital transformation requires more than just promotional enhancements; it necessitates a fundamental restructuring of value delivery through integrated systems and strategic alignment (Verhoef et al., 2021).
As Kane et al. (2015) point out, it is strategy—not technology alone—that drives the success of transformation.
Consequently, to move beyond incremental innovation, M&S must embrace an ecosystem-based retail model, such as the proposed M&S Life Hub initiative, which integrates customer data, AI-driven personalization, and omnichannel coordination to deliver a scalable, sustainable competitive advantage.




[bookmark: _Toc224070195]M&S Blueprint for Digital Innovation Steps.
[bookmark: _Toc224070196]Step 1: Unified Customer Data Platform
The first step involves integrating Sparks, store, online, and Ocado systems into a single AI-enabled Customer Data Platform. This integration aims to unify diverse data sources, providing a comprehensive view of each customer and enabling more accurate and effective personalization.
Expected Outcome:
· 360-degree customer visibility
· Improved personalization accuracy
· Data-driven retailers consistently achieve stronger performance outcomes (McKinsey & Company, 2022).
[bookmark: _Toc224070197]Step 2: AI Personalization Engine
The next step is to introduce an AI Personalization Engine, which leverages advanced analytics and machine learning to deliver tailored experiences across retail touchpoints. Key features of this engine include predictive grocery baskets, AI-driven outfit recommendations, calendar-based event shopping, and smart replenishment reminders.
· Predictive grocery baskets
· AI outfit recommendations
· Calendar-based event shopping
· Smart replenishment reminders
Personalization has the potential to increase revenues by 10–15% (McKinsey & Company, 2022).
[bookmark: _Toc224070198]Step 3: Seamless Omnichannel Integration
Seamless omnichannel integration is essential for delivering a consistent and frictionless customer experience. This step focuses on unifying checkout processes, enabling real-time stock visibility, integrating returns management, and providing a digital wardrobe archive for customers.
· Unified checkout
· Real-time stock visibility
· Integrated returns management
· Digital wardrobe archive
An improved experience enhances customer loyalty and Net Promoter Score (NPS) (Lemon and Verhoef, 2016).
[bookmark: _Toc224070199]Step 4: M&S Plus Subscription
The introduction of a paid membership Programme, M&S Plus Subscription, offers customers priority delivery, exclusive access, free alterations, and sustainability rewards. These benefits are designed to foster deeper engagement and long-term loyalty.
· Priority delivery
· Exclusive access
· Free alterations
· Sustainability rewards
· Subscription models are proven to increase recurring revenue and customer retention (Shah et al., 2006).
[bookmark: _Toc224070200]Step 5: Retail Media Monetization
The last step in the blueprint is developing targeted advertising solutions for brand partners, capitalizing on the growing opportunity of retail media. This initiative provides an additional revenue stream and strengthens partnerships within the retail ecosystem.
Retail media is a rapidly expanding source of revenue in the UK retail sector (Deloitte, 2023).
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	Stage
	Enhancement
	Strategic Impact

	Awareness
	AI-targeted campaigns
	Higher engagement

	Consideration
	Smart outfit & meal planner
	Reduced friction

	Purchase
	Unified basket & one-click checkout
	Higher conversion

	Post-Purchase
	Predictive reordering
	Retention growth

	Loyalty
	Gamified ecosystem
	Increased CLV



The Life Hub ecosystem is designed to unify every stage of the customer journey—awareness, consideration, purchase, and loyalty—within an integrated digital platform. This approach ensures a seamless experience for users from their initial interaction all the way through to long-term engagement (Kane et al., 2015; Kaplan & Norton, 1996). During the awareness phase, customers are introduced to the platform through advanced AI-powered recommendations. These suggestions are specifically tailored to individual preferences, helping users discover relevant products and services that match their interests and needs (Chaffey & Ellis-Chadwick, 2019). As customers move into the consideration stage, the Life Hub offers personalized bundles that combine smart outfit and meal planning solutions. This not only simplifies decision-making but also reduces friction by providing customized options that address lifestyle demands, making it easier for users to evaluate and select what best suits them (McAfee & Brynjolfsson, 2014). When users are ready to make a purchase, the platform delivers a frictionless experience through features such as a unified shopping basket and one-click checkout. This streamlined process increases the likelihood of conversion by removing common barriers to completing a transaction (Chaffey & Ellis-Chadwick, 2019). After the purchase, Life Hub continues to add value with predictive reordering capabilities. By anticipating customer needs and prompting timely reorders, the platform encourages retention and fosters ongoing engagement (Kumar & Reinartz, 2016). Loyalty is further reinforced through subscription services and gamified ecosystem features. These elements motivate customers to return frequently and participate in interactive activities, boosting Customer Lifetime Value (CLV) by turning occasional shoppers into devoted members of the community (Tzuo & Weisert, 2018; Reichheld, 2003). By transitioning from a traditional transactional retailer to a holistic lifestyle platform, M&S positions itself as a brand that supports customers’ daily routines and aspirations. This transformation not only enhances customer satisfaction and retention but also drives business performance across key metrics such as digital revenue growth, subscription adoption, conversion rates, and brand advocacy (Kaplan & Norton, 1996; McAfee & Brynjolfsson, 2014; Kumar & Reinartz, 2016; Reichheld, 2003). 
[bookmark: _Toc224070202]Measuring Success & Business Impact
Define KPIs (Key Performance Indicators): 
Key Performance Indicators (KPIs) are measurable metrics used to assess how well organizations achieve strategic goals, especially during digital transformation. KPIs translate objectives into results and support performance improvement by tracking metrics such as digital revenue growth, Customer Lifetime Value (CLV), Net Promoter Score (NPS), subscription adoption, conversion rates, and Return on Digital Investment (RODI). These indicators help monitor progress, optimize operations, and ensure digital strategies align with business aims (Kane et al., 2015; Kaplan & Norton, 1996).
Digital revenue growth is prioritized through improved platforms and scalable products (McAfee & Brynjolfsson, 2014), while higher subscription rates lead to stable, recurring income (Tzuo & Weisert, 2018). Enhanced conversion rates via better marketing and analytics drive sales (Chaffey & Ellis-Chadwick, 2019). KPIs like CLV and NPS reflect stronger customer loyalty and satisfaction (Kumar & Reinartz, 2016; Reichheld, 2003). Tracking RODI ensures investments in digital initiatives yield measurable value, guiding resource allocation and ongoing optimization (Kaplan & Norton, 1996).
· [bookmark: _Toc224070203]Digital revenue growth refers to the quantifiable increase in revenue attributable to digital initiatives, including platform enhancements and the deployment of scalable technology solutions. This metric serves as a critical indicator of an organization's ability to adapt its business model to evolving technological landscapes and leverage innovative digital channels for financial advancement.
· [bookmark: _Toc224070204]Subscription adoption captures the extent to which consumers engage in recurring purchases or services, often measured through growth rates in subscription-based offerings. Academically, this translates to the assessment of customer retention patterns and revenue stability, enabling organizations to forecast long-term financial outcomes with greater accuracy.
· [bookmark: _Toc224070205]Conversion rates denote the proportion of users who complete a desired action—such as making a purchase—relative to the total number exposed to a digital marketing campaign. From a scholarly perspective, optimizing conversion rates involves rigorous analysis of user behaviour, segmentation, and targeted communication strategies to maximize return on investment in promotional activities.
· [bookmark: _Toc224070206]Customer Lifetime Value (CLV) encompasses the projected total net profit generated from a customer throughout their relationship with the organization. CLV is integral to the academic discourse on relationship marketing, emphasizing the importance of sustained engagement, personalized experiences, and retention efforts in achieving profitability.
· [bookmark: _Toc224070207]Net Promoter Score (NPS) is a standardized measurement of customer willingness to recommend a product or service, thereby reflecting overall satisfaction and brand advocacy. Academically, NPS is analysed as a predictor of market growth and organizational reputation, forming a basis for continuous quality improvement initiatives.
· [bookmark: _Toc224070208]Return on Digital Investment (RODI) represents the calculated benefit derived from expenditures on digital transformation projects. It provides a comprehensive framework for evaluating financial efficiency, resource allocation strategies, and the effectiveness of digital interventions within organizational structures.
By systematically applying these KPIs, organizations can conduct robust evaluations of their digital transformation processes, enhance strategic alignment, and foster sustainable competitive advantages in dynamic markets.










[bookmark: _Toc224070209]Conclusion
In summary, this report has conducted a critical assessment of the digital innovation strategy employed by Marks & Spencer, utilizing the Innovation Ambition Matrix and Customer Journey Mapping frameworks. The findings revealed that the company is primarily focused on core innovation, particularly through enhancements to its digital platforms, loyalty program, and supply chain efficiency. Although these efforts have bolstered operational performance and facilitated growth in digital sales, the organization exhibits a lack of transformational innovation, which could hinder its competitiveness in an increasingly platform-oriented retail landscape. The analysis of the customer journey further underscored various gaps in digital capabilities, such as fragmented customer data, limited AI-driven personalization, inadequate ecosystem integration, and underdeveloped strategies for subscription and retail media. These deficiencies diminish the organization’s capacity to fully exploit data-driven insights, provide seamless omnichannel experiences, and create new digital revenue streams.






















[bookmark: _Toc224070210]



References
Chaffey, D. and Ellis-Chadwick, F. (2019) Digital Marketing. 7th edn. Harlow: Pearson.
Christensen, C.M. (1997) The Innovator’s Dilemma: When New Technologies Cause Great Firms to Fail. Boston: Harvard Business School Press.
Davenport, T.H., Guha, A., Grewal, D. and Bressgott, T. (2020) ‘How artificial intelligence will change the future of marketing’, Journal of the Academy of Marketing Science, 48(1), pp. 24–42.
Deloitte (2023) Retail Media: The New Growth Engine for Retailers. London: Deloitte Insights.
Euromonitor (2023) Retailing in the United Kingdom. Available at: https://www.euromonitor.com (Accessed: 6 March 2026).
Hagberg, J., Sundstrom, M. and Egels-Zandén, N. (2016) ‘The digitalization of retailing: An exploratory framework’, International Journal of Retail & Distribution Management, 44(7), pp. 694–712.
Jacobides, M.G., Cennamo, C. and Gawer, A. (2018) ‘Towards a theory of ecosystems’, Strategic Management Journal, 39(8), pp. 2255–2276.
Kane, G.C., Palmer, D., Phillips, A.N., Kiron, D. and Buckley, N. (2015) Strategy, Not Technology, Drives Digital Transformation. MIT Sloan Management Review and Deloitte University Press.
Kaplan, R.S. and Norton, D.P. (1996) The Balanced Scorecard: Translating Strategy into Action. Boston: Harvard Business School Press.
Kumar, V. and Reinartz, W. (2016) Creating Enduring Customer Value. Journal of Marketing, 80(6), pp. 36–68.
Lemon, K.N. and Verhoef, P.C. (2016) ‘Understanding customer experience throughout the customer journey’, Journal of Marketing, 80(6), pp. 69–96.
Markides, C. and Anderson, J. (2006) ‘Creativity is not enough: ICT-enabled strategic innovation’, European Journal of Innovation Management, 9(2), pp. 129–148.
Marks & Spencer Group plc (2023) Annual Report and Financial Statements 2023. London: Marks & Spencer Group plc.
McCarthy, D.M., Fader, P.S. and Hardie, B.G.S. (2017) ‘Valuing subscription-based businesses using publicly disclosed customer data’, Journal of Marketing, 81(1), pp. 17–35.
McKinsey & Company (2022) The Value of Personalization at Scale. Available at: https://www.mckinsey.com (Accessed: 6 March 2026).
Nagji, B. and Tuff, G. (2012) ‘Managing your innovation portfolio’, Harvard Business Review, 90(5), pp. 66–74.
Prepletaný, F. (2013) ‘Retail innovation and technology’, European Retail Research, 27, pp. 87–105.
Rajput, N. (2025) ‘Digital marketing and consumer buying behaviour in retail’, International Journal of Retail and Marketing Studies, 12(1), pp. 45–60.
Reichheld, F.F. (2003) ‘The one number you need to grow’, Harvard Business Review, 81(12), pp. 46–54.
Tzuo, T. and Weisert, G. (2018) Subscribed: Why the Subscription Model Will Be Your Company’s Future. New York: Portfolio.
Verhoef, P.C., Broekhuizen, T., Bart, Y., Bhattacharya, A., Dong, J.Q., Fabian, N. and Haenlein, M. (2021) ‘Digital transformation: A multidisciplinary reflection and research agenda’, Journal of Business Research, 122, pp. 889–901.
Wedel, M. and Kannan, P.K. (2016) ‘Marketing analytics for data-rich environments’, Journal of Marketing, 80(6), pp. 97–121.













Key Components:


Touchpoints: Moments of interaction between the customer and the organisation.


Customer Sentiments: Emotions and perceptions during different journey stages.


Pain Points: Specific challenges customers face (e.g., long wait times, lack of personalization).


Gains: Positive aspects enhancing customer experience (e.g., loyalty rewards, seamless service).


Digital Opportunities: Technology-driven solutions (e.g., AI chatbots, automation, omnichannel strategies).



Awareness Stage 


purchase Stage


Pos-Purchase Stage


  
  Consideration 
Stage 


Touchpoints:Television advertisements, social media campaigns, Email marketing efforts, seasonal promotions


 


Pain points:Limited AI personalisation, Inconsistent omnichannel integration and  Stock visibility challenges.The customers may feel frustrated and confused.


Personalisation has effect on purchasing behaviour (McKinsey & Company, 2022). Therefore, the limited use of predictive analytics indicates a strategic weakness. 


Customers purchases through: Online checkout, Click-and-collect options, In-store purchases and  Ocado grocery platform.


 Checkout friction can diminish conversion rates (Deloitte, 2023). The integration between M&S and Ocado is still partially disconnected, resulting in digital discontinuity.


Modern customer-focused methods aim to build long-term relationships instead of focusing on each sale (Shah et al., 2006). Marks & Spencer’s loyalty program mostly uses vouchers, rather than creating a complete system for customer loyalty.


Challenges include: Reactive Customer service , Loyalty is based on individual transactions. and Limited predicative reordering.


M&S benefits from significant brand recognition (Euromonitor, 2023). However, its targeting strategy is still divided between the food and clothing categories. 


Customers interaction: Website, Mobile application and physical stores.








Sentiments:Curiousity, interest, skepticism and inspiration. ex: A customer sees an online advertisement for new clothing from M&S on Instagram.They feel curious and start exploring the brand.









Sentiments Evaluative, cautious, comparing options.


pain points confused and uniteristed from unclear advertisement 


Pain point exemple complicated checkout or payment issues may cause stress or frustration.


Sentiment Excited but sometimes anxious.





Sentiment Satisfaction, hapiness relieved and dissapointment.


Pain point  Difficult return processes may lead to frustration.



Fragmented customer data systems
Limited AI personalisation
 Weak ecosystem integration
 Underdeveloped subscription model
 Limited retail media monetisation
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