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Executive Summary
This report will provide a critical analysis of M&S strategy. This will be completed by considering several different theorists and applying them to M&S whilst comparing these models to M&S strategy. 

Introduction: 
This report will critically appraise two things: firstly M&S strategic direction but applying academic theory models to M&S and providing comparisons to each. Secondly consideration will be given to M&S internal and external environment, to do this, a PESTLE and SWOT Analysis will be included in this report. 
This report will then conclude with recommendations to new strategies for M&S for the changing nature of business. 

Company background:
Marks and Spencer PLC or M&S for short is a clothing and food department since its establishment in 1884 (Britannica, 2014).
M&S currently has 1,519 stores across the UK with an additional 62 international market. A key fact to factor into this report is that 50.5% of the company’s UK clothing and home sales occur from online, this could be very influential to the company’s strategy which will be appraised later in this report (M&S, 2021). 


What is M & S Strategy?
A strategy is all about integrating business activities, utilizing and allocating resources within the organisational environment so a company can successfully reach its set targets (Juneja, 2015). For example, M&S recently established a strategy to “heavy investment in technology and e-commence” as a result this saw shares jump 12% which of course benefits the company (Holton, 2021).
This highlights that with a strategy in place allows M&S to plan which can increase confidence in a company so investors to invest shares into companies. 

So then, what is strategic management? It is about the identification of different strategies that managers can use to achieve better performance and a competitive advantage for their organisation. It can also be defined as a multitude of decisions where the manager will have to sit down and go through each section of an organisation such as its financial department or human resources department and come up with a strategy that best fit with that organisation (Juneja, Strategic Management - Meaning and Important Concepts, 2021) (Management Study Guide, 2021). To relate this to M&S, COVID-19 Show the closure of businesses across the UK to prevent the spread of the virus. Therefore, M&S had to close the clothing aspect of the business down whilst keeping the food hall open. This would have been a strategic management decision to comply with current restrictions of the day. Following this, M&S decided to invest more into technology and E-commerce to ensure that despite not being able to sell clothes in store that they could boost advertising and sell more goods online which successful since and already mentioned 50.5% of M&S goods are now being sold online.

Henry Mintzberg a management expert suggested that strategy is hard to get right therefore in 1987 he developed 5P of strategies these include plan, ploy, pattern, position and perspective.
Planning involves thinking ahead to how an activity can be carried out. For example, for M&S, this could be planning how to market the food hall Christmas items, one way M&S does this is by allowing customers a click and collect option where all their Christmas food such as a turkey, pigs in blankets and more can be pre-ordered and picked up directly from the checkout. 
Mintzberg suggest that ploy can be used as a strategy since organisations like M&S can plot against competitors by using a ploy to open a new store in a desirable up marketed area because M&S would be more desirable in these areas compared to supermarkets like Aldi. 
Mintzberg third P being pattern Village closely to plan since establishing a trend and learning from feedback can help managers see a trend of what customers and employees alike comment of the positives and negatives of the business, form this into the strategic planning process.
The fourth of Mintzberg five p’s is position, this can be M&S position on the environment, or groups such as the LGBT community. M&S did in fact launch a sandwich called LGBT (lettuce, guacamole, bacon and tomato) to raise funds for the Albert Kennedy trust who helps the homeless LGBT+ youth. The branding as shown below:
[image: LGBT]
Credit: (Young, 2019) 


Despite Successfully donating £11,000 overall to charity, this product did face backlash from minority groups with feedback such as “equating us to a sandwich?” Meaning people were offended that the LGBT community were marginalised down to a sandwich. This shows that despite good intention M&S perhaps didn’t quite position itself correctly while trying to campaign on behalf of the LGBTQ+ community (Young, 2019).

The final P in Mintzberg theory is perspective and that means understanding the organisations behaviour and understand the pattern that will shape an organisation perspective. This means it is important for M&S to gather data show it can understand and follow a strategy to create innovative product which would stand out in a competitive market (MindTools, n.d.) (Marks and Spencer, 2020) 


What is M&S Competitive strategy? 
“A firm's competitive strategy concerns how to compete in the business areas the firm operates. In other words, competitive strategy means to define how the firm intends to create and maintain a competitive advantage with respect to competitors (U. Bertelè, Competitive Strategies:, 2001). (U. Bertelè, 2002)

Theorist views: 

Bowman’s Strategic Clock: 
Bowman strategic o’clock punch out how company can position its products and services based on two key things, finished his price and second value of the Product and the overall branding. It induced but companies to assess how their product should be positioned in the market in order to obtain competitive advantage (Bhasin, 2019) (Bhasin, What is Bowman's Strategy Clock?, 2019).

Bowman clock eight positions as outlined below: 
1. Low price and low added value.
2. Low price
3. Hybrid
4. Differentiation
5. Focus differentiation
6. Risky high margins
7. Monopoly Pricing
8. Loss of market share

 Bowman strategic clock can be compared to M&S since the food hall sells high cost but also high-quality goods which M&S had managed to retain a lot of customers based on product quality. For example M&S sells high-end quality goods such as Colin the caterpillar, which is a party favourite chocolate cake with 15 million Collins being manufactured since its launch in 1990. 
 However, Colin the caterpillar has caused controversy, since its success meant Aldi had launched their own caterpillar cake naming it Cuthbert. This had led to M&S lodging a high court claim against Aldi since M&S claims Aldi has breached is intellectual property rights. This shows a strategy for M&S to tackle competitors who is tent to steal a branding that is very successful. Colin Caterpillar sandwich for £7 meanwhile Aldi is Cuthbert cake sells for £4.99 where the profits go to a teenage cancer charity  (Winchester, 2021). Therefore M&S could see Casper is a threat and a tackle the threat has decided in their strategy that they would lodge a High Court claim to prevent any competitors stealing their brand (Goodwin, 2021).  


Returning to Bowman Clock, it could be considered that M&S strategy is to fit within two positions of the Bowmans clock, these are between differentiation and focus differentiation since differentiation means that M&S aim is to focus on quality but also making the brand reliable in order to retain a loyal set of customers, this has been proven by Colin the caterpillar since they have extended their brand to have Colin come in forms of sweets and recipe books. 

 Ansoff Matrix: 
The Ansoff matrix developed by Igor Ansoff is a tool used by firms to plan growth strategies. Ansoff matrix consist of four groups market penetration, market development, product development, diversification (CFI, n.d.). The groups are designed to illustrate both new and existing products and markets. Definition of the strategies are as followed: 

Market Penetration: 
Market penetration involves existing markets to increase share of each market. This can be done by decreasing prices to attract new customers, increasing promotion and by acquiring a competitor in the same marketplace (CFI, n.d.).

Product Development: 
Product development means to design, manufacture and sell a brand-new product to an existing market. This can be done by looking at competitor product, improving it to make it more desirable and launch it in an existing market. For M&S this could be an M&S brand of coffee which could be more desirable than Nescafe coffee since it has a flavour such as chocolate. This flavour of coffee would then be launched in an existing market targeting consumers who purchase Nescafe coffee (CFI, n.d.).


Market development:
Market development is where in existing Products get entered a new market such as when a firm expand its stores regionally or even enters an international market. This can be directly compared to M&S since it has expanded its stores internationally to 64 locations, bitch mean M&S has in the past used for Ansoff matrix strategy to expand the business and grow profits (CFI, n.d.).

Diversification:
Diversification is where a firm enters a new market with a new product, this is the riskiest strategy since a company will have to research what market and product would be the most successful for the organisation. It is unlikely that M&S would explore a diversification strategy since product development and market penetration has already been successful for the organisation (CFI, n.d.).

What is M&S Strategy? 
Like all businesses M&S aims to operate in a way that is profitable so the business can grow. Strategy involves a plan on how to achieve those things, every year M&S produces an annual report which incorporates a strategic report, within that report highlights the plan for the business and how it responds to the challenges it faces. Below gives an analysis of two M&S strategies:

A) Covid Response:
Within the 2021 strategic report, it makes comment to how the company will look forward to setting up a better plan to be prepared for a similar crisis such as a pandemic. M&S strategic report comments suggesting improvements by “ensuring that we communicate in an even more timely manner with our stores around centrally agreed response plans and activities to allow colleagues more time to prepare and execute changes effectively.”  Meaning that an M&S strategy hey to improve communication within the organisation better plan for crisis situations (Marks and Spencer, 2021)

B) Strategic Priorities:
The main strategic priorities are for M&S to operate a family of accountable business of food, clothing, International, services and property. With customers, employees and the group that charge its finance, corporate governance, strategy and support function team like human resources and more all work together. The threat to this however is the internal and external influences which are outlined in the next section of this report (Valentine, 2021).


Strategic analysis:

PESTLE:

Political:
A big political implication to the way M&S must incorporate into its strategy is BREXIT. Which has caused supply chain issues where M&S struggle to get goods into Ireland and France because of the additional paperwork. This has led to M&S deciding to close 11 stores mainly located on the High Street of Paris. This could be seen as a massive disadvantage to M&S since closing 11 stores will have an impact on profits, employees job loss and more. (Reuters, 2021). 


Economical: 
The external economic affect for M&S strategy depends on the current market. For example, how will accompany plan to tackle external economic environments such as a recession whilst also seizing the opportunities of economic booms. M&S could come up with plans to tackle each economic environment which could encourage investment and increase company confidence for stakeholders to invest into M&S. This is very important for the company to constantly monitor the economic environment since it could change rapidly and affect business performance.

Social: 
M&S has successfully started a neighbourly community fund which aims to support those impacted by COVID-19, it will help mobilise more than 1000 local charities. This is a fantastic initiative and will help raise awareness to charity that their consumers can support. It could now be considered how M&S can keep this initiative going and how it can incorporate further helping people post pandemic within its strategic report (The Prince's Responsible Business Network, 2020). 


Technological:
Although Technology is a great thing and since the pandemic has seen a rise in Online clothing sales, it could be considered that M&S hadn’t factored in cyber security into its strategy. With the risk of hacking and cyber hoax it is essential that M&S keeps on top of it so be security. Within the research for this report has been nothing found on how M&S put cat it’s Internet security on their website. This is important because it contains a lot of consumer information such as names addresses and more which below must be kept private within the privacy policy. 

Legal: 
Legal influences include as mentioned earlier on in this report about the Colin lawsuit with Aldi. This can have a negative effect on how the company is portrayed but to strike a balance it is also important to protect your branding. The main disadvantage of a legal dispute is it uses up too many resources, timely and can become very costly. 

Environmental:
With the problem of global warming and climate change, M&S must be seen to be doing everything it can to become environmentally friendly, to do this M&S I’ve made a commitment to send zero wins to landfills from the operations this means there will be no waste from food, used clothing, packaging and carrier bags (M&S, 2021)(M&S, 2021).
This is s an advantage to M&S strategy sense it is contributing towards the circle economy. However, within the research it cannot be found when the company will which zero landfill waste target and therefore it would be a recommendation to specifically mention the date so there is pressure and a time limit to achieve this target.

SWOT Analysis: 

Strength 
Strength can be M&S investing in its technological infrastructure to boost online clothing sales. Another strength can be effective corporate social responsibility, enhancing customer experience and attempting to stay in line with the latest industry trends. It all incorporated into the strategic plan and shows that plan and can be effective (SWOT & PESTLE.com, 2020)(SWOT & PESTLE.com, 2020).

Weaknesses 
A big weakness for M&S is its financial performance, they have been so many losses within the company. For example, it has closed stores as a result of Brexit and has also seen a 90% decline in full year profits after the pandemic (Davey, 2021). 
 Looking ahead it is now important for M&S to incorporate mitigation to the losses in its future strategic report and it could be considered they are already doing that by investing in online sales.

Opportunities:
The main opportunity for M&S is to expand internationally agiotage recently opened stores in Brazil, Russia, Poland, India and Indonesia. The countries are considerably bigger than the UK therefore has a bigger market, and this means that there are more opportunities for the business to grow internationally. There is also a company plan to open over 100 new stores by the end of 2022 (Saw, 2021).

Threats:
The biggest threat to M&S is it competitors as the retail industry is very competitive and has been hit heavily in closures on the High Street, for example, Debenhams have now closed its entire high street presence and now solely operates online. This is a threat to M&S as it is vital for them to now incorporate into its strategic planning based off the learning of why Debenhams ended up the way it has. 



Conclusion:
M&S is in a very competitive market, it had been impacted by the pandemic and has now got to rebuild status and start making profits again rather than making losses. This report has highlighted how important strategic planning is and why every corner of a business needs to be critically analysed and ensure that internal and external influences are taken into consideration and have problems can be mitigated.
Support is taken into consideration the theory views of Mintzberg, Bowman strategy clerk and Ansoff matrix, they are playing the academic theory it means at M&S can successfully apply these findings 

Recommendation: 
The recommendation will be summarised into five points as followed:

1. Further invest into selling its clothing online by applying Ansoff Matrix Market development. 
2. Turn losses of profits into growth by using Mintzberg perspective position to understand where the business is going wrong and how they can plan to make successful changes. 
3. Expand into new markets internationally by focusing on differentiation strategy where product quality is premium for a reasonable price. 
4. Following on from point B, successfully advertise internationally and target the right market which is consumes who like quality food and clothing goods. 
5. Have a long-term strategy such as a five-year plan to ensure that M&S finds the right balance of high street stores, online presence and international stores. 
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