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[bookmark: _Toc87380422]Executive Summary
[bookmark: _Toc87380424][bookmark: _Toc87380423]Business Profile 
Marks and Spencer (M&S) is a British group of businesses consisting of 1,519 stores in 62 countries, 44 websites and 78,000 employees (Marks and Spencer Group plc, 2020). This report focuses on M&S Clothing & Home. 
Aim
This report will re-shape M&S’s strategic direction so that the organisation is able to deliver innovative customer care both now, within the context of a pandemic, and in the future.  
[bookmark: _Toc87380425]Method	
A PESTLE analysis was conducted to identify external factors which could impact on strategic decision making (Sloman et al., 2019; Morrison and Weeks, 2020). A SWOT analysis was then undertaken to analyse the microeconomic environment and to establish M&S’s current market position (Grant, 2020). A Stakeholder Analysis matrix was completed to begin to establish stakeholder expectations and priorities, which are critical to the success of a project (Hayes, 2014).  
Porter’s Generic Strategies were used as this model is considered a useful starting point for developing strategy (Porter, 1988 cited in Johnson, Scholes and Whittington, 2008; Lynch, 2015) Ansoff’s Matrix was then used to assess the risks associated with each strategic option (Ansoff, 1988 cited in Johnson, Whittington and Scholes, 2011).
[bookmark: _Toc87380426]Conclusions 
M&S is currently operating within a market which has been changed irreversibly by the Covid-19 pandemic and is continuing to experience disruptions due to political and economic uncertainty. The use of technology has become critical and consumers expect information to be consistent, personalised and readily available across multiple channels. (Berg et al., 2020). 
M&S have a number of strengths; they are considered iconic and have curated a portfolio of products and brands. They have proven that they are willing to take risks but have experienced poor sales as a result of poor strategy and process errors. 
[bookmark: _Toc87380427]Recommendations 
· M&S will continue to differentiate their products in terms of their sustainability credentials. Competitive advantage will be created through differentiation of how they communicate these credentials to consumers. 
· M&S will differentiate the in-store customer service they provide by embedding artificial intelligence throughout the in-store experience. 
· M&S will develop three channels of communication based on their customer’s preferences; TikTok, Instagram and the in-store shopping experience. 
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[bookmark: _Toc87380428]Introduction 
[bookmark: _Toc87380429]Business Profile
Marks and Spencer (M&S) is a British group of businesses who aim to provide quality and great value goods and services to customers globally. M&S consists of M&S Food, M&S Clothing & Home, M&S International which exports the best of M&S Food and M&S Clothing & Home to target markets in Europe, Asia and the Middle East, M&S Services which consists of M&S Bank and M&S Energy, and the M&S Property Development Team. M&S have 1,519 stores in 62 countries, 44 websites and 78,000 employees (Marks and Spencer Group plc, 2020). 
[bookmark: _Toc87380430]Vision, Goals and Current Strategy 
M&S was established in 1884 and has operated continuously, including through two world wars and now through the Covid-19 pandemic (Marks and Spencer Group plc, 2020). 
M&S’s current strategic programme focuses on restoration of their basic actions and recovery from the pandemic, as well as shaping M&S so that it can compete within the changing global retail environment. The strategic plan consists of three key areas; people, products and the planet. The overarching aim is ‘to restore M&S to sustainable, profitable growth’ whilst embedding sustainable development goals (Marks and Spencer Group plc, 2020).
[bookmark: _Toc87380431]Aim of Report
The focus of this report is on M&S Clothing & Home. The aim is to analyse and re-shape M&S’s strategic direction so that the organisation is able to deliver innovative customer care both now and in the future.  This report will analyse the internal and external operating environments before critically evaluating three strategic options available. 


[bookmark: _Toc87380432]Main Findings 

[bookmark: _Toc87380433]Macroeconomic Analysis
A PESTLE analysis was used to analyse the current market in which M&S operates. A PESTLE analysis provides contextual information about the direction in which the business is moving as well as highlighting potential risks which may impact strategic development (Morrison and Weeks, 2020).
Political
The UK is the third biggest e-commerce market in the world with an estimated turnover of $52 billion in 2020. However, Brexit has created uncertainty for British retailers and has brought higher customs fees and slower shipments (Paige, 2021). The long term effects of Brexit on British retail remain uncertain.  
Economic 
As an international retailer, M&S needs to pre-empt and react to unpredictable market conditions including currency and exchange rate fluctuations, inflation and the financial wellbeing of economic agents in order to maintain a stable pricing system for customers and favourable profit margins for stakeholders  (Sloman et al., 2019; Picardo, 2021).  
M&S is currently operating within the context of the ongoing Covid-19 pandemic. There is a risk of more national and local lockdowns as well as the impact of ongoing social distancing measures. Due to the pandemic, in 2020 total retail sales volumes fell by 1.9%, which is the largest recorded annual fall (Khaliq, 2021). In addition to this, the UK population fell by 1.3 million in 2020, assumed to mostly be a result of non-UK born residents leaving (O’Connor and Portes, 2021).  This has created a UK wide labour shortage and has affected imports, exports and delivery times for customers. 
Social 
Since March 2020, lifestyles have changed considerably which has impacted on spending habits. For M&S specifically, in 2020 ‘consumer spend was concentrated on different categories reflecting life at home and changing behaviours, such as loungewear, babywear, and bedding products’ (Marks and Spencer Group plc, 2020). This will continue to impact product development as we move through the pandemic. 
Technological 
Technological development has created a continuously evolving process for producing, advertising and selling products within the retail sector (Sloman et al., 2019).  Throughout the pandemic, businesses across the world have closed down physical stores and replaced them with technology-based solutions such as online ordering, click and collect, and robot-assisted operation (Shankar et al., 2020). 
Omnichannel shopping experiences are now widely provided by retailers; the provision of a seamless, consistent and reassuring shopping experience enables customer engagement and gains customer loyalty (Gao and Huang, 2021). These experiences could involve physical stores, websites and social media based shopping platforms. Social media is also used for customer engagement and to monitor trends (Torres de Oliveira et al., 2020).
Legal
As an international retailer, M&S will be affected by the range of legal environments within which they operate  (Sloman et al., 2019). Company laws and employment laws must be complied with to ensure ethical practice. In addiiton to this, with the rise of social media as a marketing tool, M&S will also need to comply with domestic laws regarding social media (Story, 2020). Legal oversights can negatively affect public perception of the brand as well as damage profit margins. 
Ethical and Environmental
Retailers need to fulfil their ethical, environmental and social responsibilities as well as focusing on profit margins (Kenton, 2021). Consumers are leading the drive for retailers to adopt an ethical and socially responsible business model (Sloman et al., 2019). Research states that 32% of consumers are highly motivated to adopt a more sustainable lifestyle and  28% have stopped purchasing certain brands due to sustainability concerns (Deloitte, 2021). 
	
[bookmark: _Toc87380434]Microeconomic Analysis
A SWOT analysis has been undertaken to identify and analyse M&S’s key strengths and weaknesses, the potential opportunities they have to develop as well as the key threats that they currently face (Grant, 2020). A SWOT analysis was chosen over other mechanisms for internal analysis in order to gain a holistic picture of the organisation’s current functioning and strategic position (Johnson, Whittington and Scholes, 2011). A summary of the SWOT analysis can be found in Appendix 2.
Strengths
M&S’s key strength lies in it’s vast market experience. M&S has been trading since 1884; they have proven that they can survive global crises including World War I, World War II and now recovery from the Covid-19 pandemic (Marks and Spencer Group plc, 2020). This creates public trust and gives shoppers a sense of security when buying from the group at a time when many retailers are failing and closing down. 
The name Marks and Spencer or M&S is instantly recognisable and the brand is associated with high quality products. M&S has ‘earned a special place in British hearts and is viewed as something of a national institution’ (Steiner, 2019). It has also been described as ‘legendary and iconic’ (Mellahi, Jackson and Sparks, 2002). Customers make purchasing decisions based on their perception of a brand. This includes their confidence in the brand, how familiar the brand is, previous experiences they may have had and the perceived value of the products  (Andrukaitis, 2019).
A key strength is the organisation’s market value. M&S is an international retailer which has physical stores in 62 countries as well as 44 online marketplaces (Marks and Spencer Group plc, 2020). They have market capital of $2.3 billion dollars and were ranked in 1944th position on Forbes’s Global 2000 list in 2020 (Forbes, 2021). The benefits of having a large amount of capital include having the flexibility to meet changing customer demands by investing in new products and services as well as having a cushion for challenging times such as the Covid-19 pandemic. 
Another of M&S’s key strengths is it’s portfolio of products and brands. This includes long standing brands such as Per Una and Autograph as well as recent collaborations with Ghost (M&S x Ghost) and Rosie Huntington-Whitely (Rosie Exclusively for M&S). Building relationships with other successful brands and celebrities will bring new customers to M&S. 
M&S are willing to trial new technologies to improve in-store experiences for customers. They have been working with Microsoft for a number of years to integrate artificial intelligence (AI) throughout a customer’s in-store experience (Yates-Roberts, 2019). M&S’s willingness to take risks as well as their commitment to improving customer experience are key strengths which can be developed.
Weaknesses
M&S’s key weakness is that sales have been decreasing for a number of years. In 2019 the causes of the poor sales were reported to be buying errors and an out of date supply chain (Wood, 2019). The Covid-19 pandemic has also significantly affected sales and the group experienced their first overall pre-tax loss in 2020 after clothing sales plummeted (Wood, 2020).
M&S’s public image is a key weakness; it needs to be revamped. Many younger customers perceive M&S to be a retailer for older people and feel their products are unappealing. At the other end of the scale, attempts to cater to young shoppers have left loyal traditional shoppers feeling alienated (MacDonald, 2014). 
M&S’s strategy is currently unclear. They are not a cost leader, neither do they offer unique products (Obasi et al., 2006). Although to some extent they can rely on their reputation as an iconic British brand, this will not be enough to maintain sales during extremely challenging times such as the Covid-19 pandemic and the ongoing economic uncertainty. 
Opportunities
Technological developments have changed the way businesses produce, advertise and sell their products and services (Sloman et al., 2019). The retail sector has been forced to accelerate their use of technology due to the Covid-19 pandemic and online shopping is now widely used by consumers. M&S can take this opportunity to develop their online presence. They have recently utilised TikTok to launch their 2021 Christmas campaign and now have 130,000 TikTok followers. In addition to this they are planning to increase Facebook and Instagram usage as part of a strategy to change perceptions of M&S (Bowler, 2021). Research states that leading retailers can retain their customer base by utilising both online and physical sales channels (Swoboda and Winters, 2021). However, the focus needs to be on prioritising two to three channels and ensuring that information is both consistent and readily available for customers across these channels (Berg et al., 2020). 
M&S have the opportunity to utilise market segmentation to attract new customers and to ensure they continue to cater for loyal customers. PETA has recognised M&S as a ‘Vegan-Friendly High Street Retailer’. M&S’s portfolio of beauty brands includes a large number of cruelty free brands such as Shay & Blue, Pixi and Emma Hardie. They can capitalise on this to attract the growing number of customers who demand cruelty free and vegan retail and beauty products; research states that two thirds of shoppers are trying to make more ethical fashion choices (Dixit, 2020). Additionally, M&S have clear sustainability goals. Creating sustainable supply chains and products is a major requirement for all textile industries (Rathinamoorthy, 2018); M&S have the opportunity to use this to attract eco-conscious consumers. 
Threats 
A key threat for M&S is the presence of global online retailers such as Amazon. In 2020, online sales rose to a record high of 33.9% of all retail spending (Khaliq, 2021). However, the M&S.com website has been accused of being ‘a flop’ (Steiner, 2019) and the group have stated a need for their online service ‘to be leaner, and more integrated to compete with online pure plays’ (Marks and Spencer Group plc, 2020).
Another threat is the one posed by fast fashion retailers including Zara and BooHoo who have a strong presence on social media. Younger consumers, whose purchasing habits are driven by Instagram trends, are shopping with competitors who are endorsed by social media influencers (SMIs). Collaboration with SMI’s is a modern marketing strategy which is used to boost brand awareness and maximise social media campaign reach (Zhou et al., 2021). However, M&S has been accused of not moving with the times (Steiner, 2019). 

[bookmark: _Toc87380435]Stakeholder Analysis
A stakeholder analysis has been undertaken to map out M&S’s stakeholders and to identify the importance and influence of each of these groups / individuals. Stakeholder analysis also helps to identify expectations and priorities; it is vital to establish these before setting out strategic plans or making changes as stakeholders can exercise considerable influence over the project outcomes (Hayes, 2014).  An adapted version of Mendelow’s Power / Interest Matrix has been used (Johnson, Scholes and Whittington, 2008).
	A: High Interest x  Low Power: 
Keep satisfied 
Loyal customers
Employees
Shareholders 
	B: High Interest x  High Power: 
Key players
The Board of Directors
Senior Management Team
Change Leadership Team 
Project Managers
Trade Union Leaders 


	C: Low Interest x  Low Power:
Minimal effort
Occasional customers
Local Community groups 

	D: Low Interest x High Power:
Keep informed
Regulatory bodies
Suppliers 




The individuals and groups in boxes B and D are the high power players who have considerable influence over whether strategic outcomes are achieved. There needs to be transparent and regular information provided to these groups as well as consultations throughout the project to monitor their commitment and expectations. However, this report suggests that in order to drive meaningful cultural change, all stakeholders identified within the grid need to be consulted before strategic change is initiated. In order for strategic vision and goals to be embedded throughout the organisation, all stakeholders need to be provided with regular updates. Change is difficult for many people, but being open and honest can create feelings of trust in the project and reaffirm commitment (Sarran, Clark and Mendonca, 2018).  Customer care is more than providing good service and one way of enhancing the care is by taking a proactive approach to providing information to customers (IBM, 2021).

[bookmark: _Toc87380436]Strategic Options 
Analysis of both the microeconomic environment and the macroeconomic environment has established that M&S is an international retailer with market capital of $2.3 billion and a reputation as an iconic British institution. However, analysis has also highlighted that M&S are experiencing a number of issues, many of which cannot be explained by the Covid-19 pandemic or other external factors. They do not have a clear strategy and due to this they are alienating loyal customers, whilst struggling to attract new customers. 
Porter’s Generic Strategies model has been used as a starting point for the strategic planning (Porter 1985, cited in Johnson, Whittington and Scholes, 2011 p.205). A differentiation strategy was chosen; M&S will focus on providing unique products and/or services which will set their brand apart from other competitors in the market. Differentiation is a successful strategy as it fulfils a customer need and involves uniquely tailoring the product or service to the individual. Customers value differentiated products and services and are willing to pay a higher price for them (Obasi et al., 2006).  Ansoff’s Matrix has also been utilised, in order to analyse the risks associated with each chosen strategy (Ansoff, 1988 cited in Johnson, Whittington and Scholes, 2011).
Personalisation in retail has become an integral part of exceptional customer experience due to rising customer expectations and increased product parity (Berg et al., 2020).  Truly understanding the needs of the customer will facilitate the development of differentiated products and services which meet these needs, thus gaining competitive advantage. 
Three strategic options for the group are presented below.
[bookmark: _Toc87380437]Strategic Option 1  
M&S will continue to differentiate their products in terms of the sustainability of the items and then differentiate their services to communicate these sustainability credentials to consumers in innovative ways. 
M&S has a large portfolio of products and brands and can therefore reach a wide range of consumers with varying demands. However, this strategic approach has not worked for the group, as evidenced by their recent history of financial difficulties. In order to achieve competitive advantage M&S need to know what truly matters to their consumers and provide products and services that align with these wants and needs (Berg et al., 2020). 
Research states that there is growing demand for sustainable and ethical products; 32% of consumers are highly motivated to purchase sustainable goods and 45% of Gen Z consumers have stopped purchasing from brands if they have sustainability concerns (Deloitte, 2021). Evidencing corporate social responsibility through social efforts are directly related to an organisation’s reputation and overall performance (Singh and Misra, 2021). 
Ansoff’s Growth Matrix was consulted and this approach, market penetration, has been identified as low risk which would win the support of ‘Key Players’ such as the Board of Directors (Ansoff, 1988 cited in Johnson, Whittington and Scholes, 2011). 
Differentiating products by sustainability credentials may once have been focused differentiation and may have been enough to provide competitive advantage for the group. However, when such a high percentage of consumers are demanding clear information about the sustainability of the goods they are purchasing across the retail sector, this alone would not provide competitive advantage. Indeed M&S already provide extensive vegan clothing, accessories and beauty options and have been awarded Vegan Friendly Status by PETA. The customer base is established but not fully engaged. 
There is a clear risk associated with promoting M&S as a green organisation. Greenwashing is a practice adopted by organisations whereby their portrayal of the sustainability and eco-credentials of their products is not a true reflection of the product or their wider practices. Greenwashing can negatively affect public perceptions of the brand, consumer purchase intention and undermine profit margins (Akturan, 2018; Szabo and Webster, 2020). If this situation was to occur, it could undermine public trust in not just M&S clothing but also M&S Food, M&S Bank and M&S Services. 
In order to avoid greenwashing accusations, M&S need to effectively and ethically communicate their green marketing messages (Szabo and Webster, 2020). When strategically planning to enhance customer interactions, M&S firstly needs to decide what message it will be communicating; this will include communicating the green benefits of a product or service (Chernev, 2014) such as the environmental impact of a product or the sustainability of the production process. In addition to this, M&S can also strengthen their image as a green organisation by investing in green projects, which are separate from their products and services (Pimonenko et al., 2020). 
In order to then gain competitive advantage, M&S need to communicate these sustainability credentials in a personalised way for their customers. This needs to be done by creating total consistency and transparency across all communication channels (Berg et al., 2020). Staff across the organisation need to be provided with the eco-credentials of the products and need to have an understanding of the organisation’s supply chain. This can be done within the staff induction and enhanced through updates in staff meetings and staff newsletters. Knowledge sharing can also be enhanced through social media, which is a cost effective and sustainable approach to staff mentoring (Chen et al., 2020). Additionally, a summary of the eco-credentials of a product need to be clearly visible on labels in physical stores and on product descriptions on online market places with clear links to additional information. Providing transparent information through the publication of the financial and non-financial reports of company’s green policy and achievements will also mitigate the risk of greenwashing accusations and strengthen the brands reputation amongst eco-conscious consumers (Pimonenko et al., 2020). Taking these steps will meet increasing customer expectations to have information at their fingertips (Berg et al., 2020) and will create resilience and competitive advantage through differentiation.
[bookmark: _Toc87380438]Strategic Option 2
M&S will differentiate the service they provide for customers by utilising artificial intelligence within the in-store shopping experience so that employees can undertake high value tasks. 
The nationwide drive to create digital workplaces has created the need to develop innovative new ways of working across all sectors (Gov.UK, 2019). The Covid 19 pandemic accelerated this digitalisation of processes throughout 2020 and early 2021 but now M&S need to take a proactive, rather than reactive, approach to digitalisation. Within the SWOT analysis, an identified strength is that M&S are willing to trial new technologies. The organisation now has the opportunity to build on this strength and create advantage through providing a differentiated service for customers based on their wants and needs. Berg et al state that ‘best-in- class organisations are differentiating themselves by taking a holistic view on how to improve their user experience and then selecting the technology that can deliver specific capabilities … technology is woven into operations to support human agents at every step’ (Berg et al., 2020). 
In order to provide a differentiated and high value service for customers, this report recommends the use of artificial intelligence, specifically chat bots, within high street stores. Chat bots are conversational agents which can be used to interact with customers in settings which range from healthcare to banking. They are used to answer customer queries promptly, without involving a human agent (Ngai et al., 2021). Chatbots are widely encountered during online shopping experiences but are less common on British highstreets. M&S could create a differentiated customer experience by providing electronic devices with chatbots installed at key points throughout their stores. Providing access to chatbots near the store entrance, within each of the departments and near to till points (as these are key points where customers would expect to see a staff member who could help with their queries) simple and common queries can be resolved. This would enable M&S to reduce the number of employees in stores and would enable the employees to dedicate their time to high value tasks. 
When consulting Ansoff’s Matrix, product/service development typically involves heavy investments and a high risk of failures (Ansoff, 1988 cited in Johnson, Whittington and Scholes, 2011).There are financial risks associated with this strategy; there would need to be an initial investment in the technology as well as investment in maintaining it. Staff wellbeing may also be at risk as implementation of new technologies and changes in operation can heighten hesitation and resistance (Ngai et al., 2021). 
In order to ensure customers perceive the value in this technology, M&S will need to ensure customers perceive the chatbot to be trustworthy as trust is one of the most crucial variables which influences use of chatbots (Kasilingam, 2020). It will also need to be easy to use. 
Despite the potential risks, this report recommends that technology should be strategically employed in high street M&S stores to support human capabilities in a proactive strategic way. Chatbots can be used to enhance customer care through the provision of accurate and reliable information (Chung et al., 2020) and it will create resilience within customer services if there are future staffing shortages or reductions. With artificial intelligence embedded within the in-store experience, employees can then focus their time on high value tasks which includes providing a superior level of personalised customer care. 
[bookmark: _Toc87380439]Strategic Option 3  
M&S will differentiate their customer care by developing the top three channels of communication based on their customer’s preferences. 
An omnichannel model of retailing involves utilising a range of channels including physical stores, online shopping, mobile phone applications and social media to provide a seamless shopping experience for the customer (Verhoef, Kannan and Inman, 2015). However, it can be difficult to create customer loyalty when using too many channels (Hult et al., 2019). This report suggests that M&S need to limit their focus to three channels; TikTok, Instagram and in-store shopping experiences. This will enable them to provide quality customer care (Berg et al., 2020). When consulting Ansoff’s matrix, this strategy, market penetration, is considered safe as it builds on established strategic capabilities and does not require the organisation to take risks (Ansoff, 1988 cited in Johnson, Whittington and Scholes, 2011).

M&S have 130,000 TikTok followers and have stated they are planning to increase Facebook and Instagram usage as part of a strategy to change perceptions of M&S (Bowler, 2021). Social media plays an important role in customer engagement and customer purchasing decisions (Xia, Shin and Burns, 2021) Large social media campaigns tend to result in a significantly higher number of orders and sales income (Dolega, Rowe and Branagan, 2021) and additional value can be created through providing entertainment and facilitating co-creation with customers (Xia, Shin and Burns, 2021). 
Alongside developing customer care through social media, M&S need to prioritise their in-store shopping experience. Research states that consumers age 55+ tend to be traditional and stick with shopping behaviours and products with which the are comfortable; these behaviours trend toward in-store shopping (Miller, 2019). M&S need to ensure that they do not alienate longstanding loyal customers by neglecting customer care in-store.
The implications of developing TikTok, Instagram and in-store shopping experiences means that money needs to be invested both online and in-store. Developing the in-store shopping experience means continuing to pay the costs associated with having physical stores; rent, employee wages, etc. There also needs to be investment in M&S’s TikTok and Instagram presence. Collaboration with social media influencers is a strategy which is widely used within retail to boost brand awareness and campaign reach (Zhou et al., 2021) and should be considered by M&S. 
To ensure a customer-centric mindset is embedded across the organisation there are training implications as both in-store and online employees need to be supported to develop a deeper understanding of the needs of the customer (Berg et al., 2020). These training costs can be offset by developing social media based mentoring programmes (Chen et al., 2020). Investment in training may also lead to retention of staff as provision of flexible and continuous learning improves employee attitude to work  (EmeraldInsights, 2014).




[bookmark: _Toc87380440]Conclusions
M&S is currently operating within a global retail market which has been changed irreversibly by the Covid-19 pandemic. The use of technology in retail, which was gathering momentum prior to March 2020, has become critical to the ongoing success of M&S. Consumers expect information to be readily available across social media platforms, online shopping platforms and in-store, and this information needs to be consistent and personalised (Berg et al., 2020). Political and economic uncertainty make future planning difficult; labour shortages, increased import fees and delivery delays are currently commonplace within the UK and have significantly affected retail. Despite this, consumers are still spending however, they are making considered purchases and want to know the eco-credentials of the products they are buying. 
M&S have a number of strengths; they have a proven track record of being able to survive crises and are considered a British institution. They have curated a large portfolio of products and brands and are willing to take risks. Despite this, the group have experienced poor sales as a result of poor strategy and process errors. They are also struggling to move with the times and are not meeting the demands of the modern day customer. 
M&S’s current strategy focuses on restoration of their basic actions and recovery from the pandemic; the desired outcome is for M&S to experience sustainable, profitable growth (Marks and Spencer Group plc, 2020). This report recommends M&S achieves this by focusing on delivering innovative, personalised customer care. 



[bookmark: _Toc87380441]Recommendations 
Firstly, this report recommends that M&S should continue to differentiate their products in terms of the sustainability of the items. The vital next step will then be to differentiate their customer service in order to communicate these sustainability credentials to consumers in innovative ways including upskilling staff and proving clear and transparent information online and in-store.
Secondly, this report recommends that M&S will differentiate the in-store service they provide for customers. Embedding artificial intelligence throughout a customer’s in-store experience will reduce the need for employees to respond to frequent queries. In-store employees can then be utilised to undertake high value customer service tasks. 
M&S will differentiate their customer care by developing the top three channels of communication based on their customer’s preferences. This report recommends that TikTok, Instagram and the in-store shopping experience are prioritised, in order to meet the demands of loyal customers as well as creating resilience for the future by attracting younger customers. 





[bookmark: _Toc87380442]References
Akturan, U. (2018) ‘How does greenwashing affect green branding equity and purchase intention? An empirical research’, Marketing Intelligence and Planning, 36(7), pp. 809–824. doi: 10.1108/MIP-12-2017-0339.
Andrukaitis, A. (2019) How to Increase Sales by Building Brand Equity and Shaping Brand Perception, Inc. Available at: https://www.inc.com/young-entrepreneur-council/how-to-increase-sales-by-building-brand-equity-shaping-brand-perception.html.
Berg, J. et al. (2020) ‘The care of one Hyperpersonalization of customer care’, McKinsey & Company, (June), p. 32. Available at: https://www.mckinsey.com/business-functions/operations/our-insights/the-vision-for-2025-hyperpersonalized-care-and-care-of-one.
Bowler, H. (2021) M&S goes big on TikTok with 2021 Christmas campaign, The Drum. Available at: https://www.thedrum.com/news/2021/11/04/ms-goes-big-tiktok-with-2021-christmas-campaign.
Chen, Z. et al. (2020) ‘The effect of social media-enabled mentoring on online tacit knowledge acquisition within sustainable organizations: A moderated mediation model’, Sustainability (Switzerland), 12(2), pp. 1–20. doi: 10.3390/su12020616.
Chernev, A. (2014) Strategic Marketing Management Eighth Edition, Strategic Marketing Management.
Chung, M. et al. (2020) ‘Chatbot e-service and customer satisfaction regarding luxury brands’, Journal of Business Research, 117(September), pp. 587–595. Available at: https://doi.org/10.1016/j.jbusres.2018.10.004.
Deloitte (2021) Shifting sands: Are consumers still embracing sustainability?, Deloitte. Available at: https://www2.deloitte.com/uk/en/pages/consumer-business/articles/sustainable-consumer.html.
Dixit, N. (2020) ‘Vegan fashion: How the cruelty-free clothing is taking over the industry’, Apparel Resources.
Dolega, L., Rowe, F. and Branagan, E. (2021) ‘Going digital? The impact of social media marketing on retail website traffic, orders and sales’, Journal of Retailing and Consumer Services, 60. Available at: https://doi.org/10.1016/j.jretconser.2021.102501.
EmeraldInsights (2014) ‘The importance of engaging in workplace learning: Motivating staff through informal learning’, Development and Learning in Organizations, 28(3), pp. 25–27. doi: 10.1108/DLO-03-2014-0017.
Forbes (2021) Marks & Spencer, Forbes. Available at: https://www.forbes.com/companies/marks-spencer/?sh=218950947de1.
Gao, M. and Huang, L. (2021) ‘Quality of channel integration and customer loyalty in omnichannel retailing: The mediating role of customer engagement and relationship program receptiveness’, Journal of Retailing and Consumer Services, 63. Available at: https://doi.org/10.1016/j.jretconser.2021.102688.
Gov.UK (2019) Government Technology Innovation Strategy. Available at: https://www.gov.uk/government/publications/the-government-technology-innovation-strategy/the-government-technology-innovation-strategy#introduction.
Grant, M. (2020) Strength, Weakness, Opportunity, and Threat (SWOT) Analysis, Investopedia. Available at: https://www.investopedia.com/terms/s/swot.asp.
Hayes, J. (2014) The theory and practice of change management. Fourth Edi. Basingstoke: Palgrave Macmillan.
Hult, G. t M. et al. (2019) ‘Antecedents and Consequences of Customer Satisfaction: Do They Differ Across Online and Offline Purchases?’, Journal of Retailing, March(1), pp. 10–23. Available at: https://www.sciencedirect.com/science/article/pii/S0022435918300526.
IBM (2021) Customer Care, IBM Cloud. Available at: https://www.ibm.com/cloud/learn/customer-care.
Johnson, G., Scholes, K. and Whittington, R. (2008) Exploring corporate strategy. Eigth. London: Prentice Hall Europe.
Johnson, G., Whittington, R. and Scholes, K. (2011) Exploring Strategy: Text & Cases. Ninth. Pearson.
Kasilingam, D. L. (2020) ‘Understanding the attitude and intention to use smartphone chatbots for shopping’, Technology in Society, 62. Available at: https://doi.org/10.1016/j.techsoc.2020.101280.
Kenton, W. (2021) Triple Bottom Line (TBL), Investopedia. Available at: https://www.investopedia.com/terms/t/triple-bottom-line.asp.
Khaliq, M. (2021) Impact of the coronavirus (COVID-19) pandemic on retail sales in 2020, Office for National Statistics. Available at: https://www.ons.gov.uk/economy/grossdomesticproductgdp/articles/impactofthecoronaviruscovid19pandemiconretailsalesin2020/2021-01-28.
Lynch, R. (2015) Strategic Management. Seventh. Harlow: Pearson.
M&S (2021a) About US, M&S. Available at: https://corporate.marksandspencer.com/aboutus.
M&S (2021b) Inclusion and Diversity, M&S Jobs. Available at: https://jobs.marksandspencer.com/inclusion-diversity.
MacDonald, G. (2014) ‘Analysis: Has Marks & Spencer at last turned the corner?’, Retail Week.
Marks and Spencer Group plc (2020) ‘Annual Report and Financial Statements 2020’, Annual Report & Financial Statements 2020.
Mellahi, K., Jackson, P. and Sparks, L. (2002) ‘An Exploratory Study into Failure in Successful Organisations: The Case of Marks & Spencer’, British Journal of Management. London: Profile Books, pp. 15–29.
Miller, J. (2019) Is There a Future for Brick-and-Mortar Retail?, Insights Association. Available at: https://insightsassociation.org/article/there-future-brick-and-mortar-retail.
Morrison, M. and Weeks, A. (2020) PESTLE analysis, CIPD. Available at: https://www.cipd.co.uk/knowledge/strategy/organisational-development/pestle-analysis-factsheet#7986.
Ngai, E. W. T. et al. (2021) ‘An Intelligent Knowledge-based Chatbot for Customer Service’, Electronic Commerce Research and Applications. Available at: https://doi.org/10.1016/j.elerap.2021.101098.
O’Connor, M. and Portes, J. (2021) Estimating the UK population during the pandemic, Economic Statistics Centre of Excellence. Available at: https://www.escoe.ac.uk/estimating-the-uk-population-during-the-pandemic/.
Obasi, A. et al. (2006) ‘Critical tactics for implementing Porter’s generic strategies’, The Journal of Business Strategy, 27(1), pp. 43–53.
Paige, J. (2021) The impact of Brexit on UK and EU-based retail: Returnado interview, Retail Insight Network. Available at: https://www.retail-insight-network.com/analysis/the-impact-of-brexit-on-uk-and-eu-based-retail-returnado-interview/.
Picardo, E. (2021) Exchange Rate Risk: Economic Exposure, Investopedia. Available at: https://www.investopedia.com/articles/forex/021114/exchange-rate-risk-economic-exposure.asp.
Pimonenko, T. et al. (2020) ‘Green brand of companies and greenwashing under sustainable development goals’, Sustainability (Switzerland), 12(4), pp. 1–15. doi: 10.3390/su12041679.
Rathinamoorthy, R. (2018) Circular fashion, Circular Economy in Textiles and Apparel: Processing, Manufacturing, and Design. Elsevier Ltd. doi: 10.1016/B978-0-08-102630-4.00002-9.
Sarran, P., Clark, D. and Mendonca, K. (2018) The change management toolkit. Berkley: California.
Shankar, V. et al. (2020) ‘How Technology is Changing Retail’, Journal of Retailing. doi: 10.1016/j.jretai.2020.10.006.
Singh, K. and Misra, M. (2021) ‘Linking Corporate Social Responsibility (CSR) and Organizational Performance: the moderating effect of corporate reputation’, European Research on Management and Business Economics, 27(1). Available at: https://www.sciencedirect.com/science/article/pii/S244488342030320X.
Sloman, J. et al. (2019) Economics for Business. Eighth. England: Pearson.
Steiner, R. (2019) ‘A Marks & Spencer Makeover’, Barron’s, 99(22).
Story, J. (2020) Using the PESTLE analysis model, Smart Insights. Available at: https://www.smartinsights.com/marketing-planning/marketing-models/pestle-analysis-model/.
Swoboda, B. and Winters, A. (2021) ‘Reciprocity within major retail purchase channels and their effects on overall, offline and online loyalty’, Journal of Business Research, 125(March), pp. 279–294. Available at: https://www.sciencedirect.com/science/article/pii/S0148296320308456#b0190.
Szabo, S. and Webster, J. (2020) ‘Perceived Greenwashing: The Effects of Green Marketing on Environmental and Product Perceptions’, Journal of Business Ethics, (0123456789). doi: 10.1007/s10551-020-04461-0.
Torres de Oliveira, R. et al. (2020) ‘Towards a framework for innovation in retailing through social media’, Journal of Retailing and Consumer Services, 54(May 2020), p. 101772. doi: 10.1016/j.jretconser.2019.01.017.
Verhoef, P. C., Kannan, P. K. and Inman, J. J. (2015) ‘From Multi-Channel Retailing to Omni-Channel Retailing: Introduction to the Special Issue on Multi-Channel Retailing’, Journal of Retailing, 91(2), pp. 174–181. Available at: https://www.sciencedirect.com/science/article/pii/S0022435915000214.
Wood, Z. (2019) Marks & Spencer profits plunge as clothing sales continue to fall, The Guardian. Available at: https://www.theguardian.com/business/2019/nov/06/marks-and-spencer-profits-plunge-clothing-sales-fall.
Wood, Z. (2020) Marks & Spencer falls to first loss as Covid crisis hits clothing sales, The Guardian. Available at: https://www.theguardian.com/business/2020/nov/04/marks-and-spencer-falls-to-first-loss-as-covid-crisis-hits-clothing-sales.
Xia, L., Shin, H. and Burns, A. (2021) ‘Examining the impact of luxury brand’s social media marketing on customer engagement​: Using big data analytics and natural language processing’, Journal of Business Research, 125(March), pp. 815–826. Available at: https://doi.org/10.1016/j.jbusres.2019.04.042.
Yates-Roberts, E. (2019) Marks and Spencer is sparking a digital-first retail experience, Technology Record. Available at: https://www.technologyrecord.com/Article/marks-and-spencer-is-sparking-a-digital-first-retail-experience-86571.
Zhou, S. et al. (2021) ‘How social media influencers’ narrative strategies benefit cultivating influencer marketing: Tackling issues of cultural barriers, commercialised content, and sponsorship disclosure’, Journal of Business Research, 134, pp. 122–142. Available at: https://www.sciencedirect.com/science/article/pii/S0148296321003404#b0270.





[bookmark: _Toc87380443]Appendix
[bookmark: _Toc87380444]Appendix 1: M&S Background information 

M&S is a British group of businesses who aim to provide quality and great value goods and services to customers globally. M&S consists of M&S Food, M&S Clothing & Home, M&S International which exports the best of M&S Food and Clothing & Home to target markets in Europe, Asia and the Middle East, M&S Services which consists of M&S Bank and &S Energy, and the M&S Property Development Team (Marks and Spencer Group plc, 2020).
M&S have 1,519 stores in 62 countries, 44 websites and 78,000 employees (Marks and Spencer Group plc, 2020). 
M&S was established in 1884 and has operated continuously, including through two world wars and now through the Covid-19 pandemic (Marks and Spencer Group plc, 2020). 
M&S have an Inclusion and Diversity policy and an Employability Policy. The organisation outsourced the development of these policies to outside specialists. The organisation employs people with a range of backgrounds, abilities, genders and orientations. (M&S, 2021b). 
The organisation have stated their sustainability goal is to cut their carbon footprint by a third by 2025. In addition to this they have committed to being fully net zero across their entire supply chain and product ranges by 2040 (M&S, 2021a). 
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Figure 1 – M&S Group Overview 2020 adapted from the Annual Report and Financial Statements 2020 (Marks and Spencer Group plc, 2020)
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	Strengths 

M&S have been trading since 1884 and have significant market experience. They have proven that they can survive global crises including World War I and World War II. 

M&S is an instantly recognisable brand which is associated with quality products.

M&S are an international retailer that operates in 62 countries and has 44 online marketplaces. 

M&S have a market capitol of $2.3 billion. They were ranked #1944 on Forbes Global 2000 list in 2020 (Forbes, 2021).

M&S have a large portfolio of products and brands. This includes long standing brands such as Per Una and Autograph, as well as more recent collaborations with Ghost (M&S x Ghost) and Rosie Huntington-Whitely (Rosie Exclusively for M&S).

M&S are willing to trial new technologies to enhance customer experience. 
	Weaknesses

M&S’s sales have been decreasing since before the Covid 19 pandemic. In 2019 the cause of the poor sales was reported to be buying errors and an out of date supply chain (Wood, 2019). 

M&S’s public image needs to be revamped. Currently, many younger customers perceive M&S to be a retailer for older people and it has struggled to be relevant for younger shoppers. 

M&S is not a cost leader and it does not offer unique products (Obasi et al., 2006). It is unclear what their strategy has been. 

	Opportunities 
M&S have the opportunity to develop their online presence. M&S have recently utilised TikTok to launch their 2021 Christmas campaign and now have 130,000 TikTok followers. In addition to this they are planning to increase Facebook and Instagram usage as part of a strategy to change perceptions of M&S (Bowler, 2021).

M&S have the opportunity to use market segmentation to attract new customers and to ensure current customers remain interested and loyal. They have been awarded Vegan Friendly status by PETA.  M&S’s portfolio of beauty brands includes a large number of cruelty free brands such as Shay&Blue, Pixi and Emma Hardie. They can develop this to attract the growing number of customers who demand cruelty free and vegan fashion and beauty products. 

M&S have set out clear sustainability goals.



	Threats 

The Covid-19 pandemic has caused economic uncertainty, particularly within the retail sector. M&S stores in countries where vaccine rates are lower may continue to have lockdowns and currency fluctuations. 

Retail is a highly competitive market – how can M&S compete against global online retailers like Amazon as well as fast fashion brands such as BooHoo and Zara?

M&S operates internationally but this comes with associated risks. The company could face lawsuits if they do not keep up to date with retail law and fluctuating product standards.
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