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[bookmark: _Toc134287656]Introduction
This strategic management theory and business analysis-based report covers the concept of strategic management and the strategic environment, organisation resources and capabilities, competitive advantages, different strategies, and business models.
[bookmark: _GoBack]The report will first include a few key facts about Marks & Spencer, which is recovering in the UK and showing potential to become the best-performing food company in comparison to its rivals. Also, Marks & Spencer's competitive environment and environmental analysis, examining the issues the company faced with the impact of the global pandemic, the war in Ukraine, and the cost of living crisis, will be displayed.
So, on the one hand, all the tools mentioned above in decision-making help Marks & Spencer map out all the possible alternatives to make the most appropriate strategic decisions. On the other hand, it makes it clear, that strategic decision-making is extremely challenging, especially in an uncertain future (Sorensen and Carroll, 2021).
Secondly, numerous definitions addressed in the literature are taken into account in the report. In other words, the definitions of mission, objectives, resources, capabilities, value, strategy, etc. will be provided.
Additionally, a study of Marks & Spencer's five-year transformation programme to show how the business has a competitive advantage thanks to its unique strategic management option.
Finally, a focus on British retailers‘ transformation programmes ‘shaping the future’ stage to provide some new concepts on how Marks & Spencer could better serve its customers, engage them, and achieve success over the long run.
Simply put, only theories and models of strategic management focus on the future direction of organisations are not a luck. Success is the ability to put all the above-mentioned theories into practice—to make the right strategic decisions, adapt their focus to the company’s needs and objectives, and see how to achieve competitive advantages and possibilities for growth through the chosen strategy.
[bookmark: _Toc134287657]Marks & Spencer’s Background
A leading British retailer Marks & Spencer operates as a family of businesses, selling clothes, food, and home products. On top of that, the business provides credit cards, savings accounts, mortgages, insurance services, and other financial products through M&S Bank.
The British retail icon started life in 1884 with the immigrant Michael Marks and a local cashier Thomas Spencer.

[image: ]
The first Marks & Spencer shop. 
Source: https://corporate.marksandspencer.com/about-us/our-history

Now Marks & Spencer is the UK’s biggest clothing retailer, operating a global network of 1,487 retail locations and 98 websites, as well as supply chains, support facilities, and retail locations. More than 30 million clients are served annually by the corporation, which employs 65,000 people. M&S with a unique heritage and strong brand value seeks to be a great place to work and shop. 
The COVID-19 pandemic affected the company’s business in 2021-2022. Due to this, in 2020/21, it had swung to a £201 million loss. 
Profit before tax and adjusting items at the retail chain rose by 29.7% to £522.9m in the 52 weeks that ended 2 April, compared to 2019/20. 
Total group sales jumped by 6.9% to £10.9bn, against 2019/20. Clothing and home deliveries 3.8% sales growth, driven by online sales, while food sales surged by 10.1%.
The almost 140-year-old British retailer today is worth an estimated $3.6 billion and has become an international multi-channel retailer, which has demonstrated its ability to adapt to market changes over all these years (Marks & Spencer, 2022).

[image: ]
Source: (M&S, 2022a)

[bookmark: _Toc134287658]Marks & Spencer’s Mission and Objectives
Mission 
The literature has clearly defined, that the mission statement seeks to make it clear to stakeholders and employees what the organization's core purpose is (Whittington et al., 2020).
A discussion about what the purpose is of having a mission could result in different answers, but in essence, it is that mission brings success, awareness, innovation and a higher level of employee engagement. In other words, mission-driven businesses are associated with high-performance firms. For example, British retailer Marks & Spencer’s mission statement talks about creating a future where everyone can have high-quality, great-value products and services (M&S, 2022).
In summary, successful and long-lasting companies have a mission, a vision and goals, and they stick to them, which is why they remain successful for a long time. Simply declaring a vision and values, without living them all the time, will not change anything in a company.

Objectives
The strategic management literature offers a large number of definitions, from the very simple to the more sophisticated. Professor of Strategic Management Richard Lynch describes objectives as specific commitments about what needs to be performed and when the results are due. They may be frequently measured (Lynch, 2018). 
M&S stated that its objective is to build a sustainable business through consistent, profitable development while also ensuring that the company upholds its duty to shareholders and other stakeholders.
[bookmark: _Toc134287659]The competitive environment
[image: ]

The strategic environment. Source: (Lynch, 2018)

The term "environment" in strategy refers to everything and everyone that is external to the organization, including suppliers, consumers, competitors, and other powerful organisations like local and federal governments (Lynch, 2018).
[bookmark: _Toc134287660]Macro environment Analysis
Companies are working in a general environment, which consists of the legal, economic, social, political, technological, and environmental aspects of the environment (Barney and Hesterly, 2019). Even old British retailers, such as Marks & Spencer, that are successfully adapting to market changes can face favourable and unfavourable factors in the macro environment. M&S takes proactive steps to influence the forces in its macro environment. Below shows the application of the PESTEL factors to Marks & Spencer to examine how this company manages environmental forces. 
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PESTEL analysis. Source: (Hooley et al., 2020)

A PESTEL analysis identifies key change agents, which managers can utilise to guide their strategic choices. Other scenarios for the future can be developed depending on how the primary elements evolve (Whittington et al., 2020).
[bookmark: _Toc134287661]PESTEL Analysis
Political forces. The political component targets the state's and other political actors' contributions to the macro environment. Identifying the importance of political issues and conducting a political risk analysis are the two key steps in the political analysis (Whittington et al., 2020).
The United Kingdom’s decision to leave the European Union is a political factor that has hugely impacted Marks and Spencer’s operations (unfavourable factor). The British exit from the European Union (EU) harmed retail business. Brexit, as a political decision, changed the structure of Marks & Spencer’s European businesses. Firstly, M&S has a strong tradition of customer service in France. But due to Brexit the UK retail giant closed 11 franchise stores it operated with partner SFH in France by the end of 2021. Secondly, in the Czech Republic tripling selections of frozen and ambient items while eliminating the sale of any fresh or chilled products from retailers. In addition, the company experienced a labour shortage because of Brexit. 
Economic forces. The pandemic, the cost of living crisis, inflation (inflation reaching 9 per cent in April, marking the highest level for 40 years), and rising interest rates – all of these un-favourable factors have impacted Marks & Spencer consumer sentiment and will result in a lower profit base for the current year.
Another example, last year M&S’s food joint venture with Ocado sales decreased as a result of buyers' reduced basket sizes brought on by the cost of living crisis.
Social forces. Social trends are a third aspect of the whole business environment. Consumer preferences and lifestyle changes have presented both threats and opportunities for the UK retail industry. According to First Insight’s research, more than 70% of buyers think about sustainability while making purchases. 
Proactive Marks & Spencer takes action to rapidly respond and adapt to changes in behaviours and shopping habits. As a result, the Look Behind the Label campaign invites people to learn more about the steps M&S is taking to protect the environment and also, to make its business more sustainable. Head of Partnerships at Marks and Spencer Jo Daniels has pointed out, that all denim is made with less water, all cotton is responsibly sourced and all company’s tea and coffee is fair trade. This favourable factor might have a good impact on the M&S customer list.
Technological forces. As businesses look into using technology to develop new products and services, technological development provides opportunities and challenges by forcing them to re-evaluate their technological strategies.
To "place digital at the heart of its operations and offer a better shopping experience, the 138-year-old clothing and food group is continuing to move forward with its ambitions for digital transformation (favourable factor). The goal to handle more business online underlies the decision to limit the number of stores.
Next, moving to make heavy investments in technology and e-commerce to make shopping quicker, easier and more convenient. For instance, Ocado Group and M&S acquired a 50-50 ownership stake in Ocado Retail in August 2019, as M&S items started being sold on Ocado.com via our partner Ocado Retail. 
[image: ]
Source: (Marks & Spencer, 2022)

Also, M&S has implemented self-service checkouts for groceries, home and clothing products in many of its stores.
Environmental forces. Marks & Spencer 2017 launched a sustainability plan – Plan A 2025 (favourable factor). Steve Rowe, Chief Executive of Marks & Spencer said: “We believe we can engage all of our 32 million customers, 85,000 colleagues and 200,000 shareholders in the plan that becomes a mass voice for sustainable change.”
M&S has made commitments to cut down on food waste by half by 2030 and to transfer all of its edible surpluses by 2025. For example, in April 2023, M&S will add 125 more stores to its programme to reduce food waste caused by frozen garlic bread. Unsold baguettes and boules, filled with garlic butter, and sold as frozen garlic bread for £1 with a 30-day shelf life.
Legal forces. Marks & Spencer expects higher employment and profit taxes, combined with additional regulatory demands, particularly on food content and retail design.
In response to "failed local authority or government policy," the company is stepping up efforts to transfer several of its town centre locations. Due to this unfavourable factor, less in-store space is dedicated to clothing and homeware. 
In addition, international sanctions were put in place against Russia in response to the war of aggression against Ukraine. In 2022 the UK-based retailer Marks & Spencer left its Russian franchise business because of the European Union sanctions on Russia. The Turkish franchisee-run Russian division of the multi-national retailer employs 1,200 workers and 48 locations. This unfavourable factor cost the British company 31 million pounds. 
Source for all information above: (Marks & Spencer, 2022)
[bookmark: _Toc134287662]Micro-Environment Analysis
A company can determine its organisational strengths and weaknesses with the aid of internal analysis. Additionally, it aids a company in identifying which of its resources and competencies are more and less likely to be sources of competitive advantage. Last, but not least, businesses can employ internal analysis to pinpoint the parts of their structure that need changing and improving.
The factors involved in the sector or business, as well as the industry itself, must be carefully analysed by managers in order to choose the best strategy. The words "industry" and "sector" include key players that affect an organisation's long-term existence and success, such as rivals, clients or customers, and suppliers. An industry (suppliers) is a collection of businesses that offer broadly comparable goods and services. Take the food business as an example. Industries are frequently referred to as "sectors". Numerous distinct marketplaces or market segments frequently make up industries and sectors. A market (consumers) is a collection of clients who primarily purchase the same kinds of goods or services. As a result, Europe has markets for the food business. (Whittington et al., 2020)
Industry life cycle and Porter’s industry five forces analysis help to better understand the industry or sector.
[bookmark: _Toc134287663]Industry life cycle
Industry, as well as technology or product, have a life cycle (ILC). The five stages of the industry life cycle are development, growth, shakeout, maturity and decline. A company using the ILC model could answer the question of how management can identify the future evolution of their businesses.
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The Industry life cycle. Source: (Whittington et al., 2020)

According to this theory, the industry begins in the development stage, experiences rapid expansion, and then goes through a time of "shake-out." The final two stages constitute the ultimate stage of decline after a period of maturity. The stages of the industrial life cycle often affect how powerful the five forces are (Whittington et al., 2020).
Development. In the experimental stage of development, there are often few competitors, limited direct competition, and very distinctive products.
Growth. The following stage will feature rapid growth and little competition because there will be ample market potential for everyone. In the growth stage, entry barriers may still be low due to the lack of scale, experience, or client loyalty among the current competitors. If there is a dearth of the components or materials that rapidly expanding enterprises require for expansion, suppliers can also be very influential.
Shakeout. As the market becomes more saturated and crowded with competitors, the shake-out stage starts. Profits fluctuate because fiercer competition drives away the weakest rivals from the market.
Maturity. In the maturity stage, barriers to entry frequently rise as distribution control is established, economies of scale are realized, and experience curve advantages are realised. Products and services tend to become more uniform, and relative price becomes important. Buyers might become more powerful as consumers grow less interested in the goods produced by the industry and more at ease switching suppliers. Profitability at the mature stage depends on having a large market share, which provides a competitive advantage in terms of costs and power over customers.
Decline. When businesses are in decline, there can be fierce competition, especially when departure barriers are high. This is because declining sales force surviving competitors into intense competition. However, if rival withdrawal places them in a monopolistic position, survivors in the decline stage may still be profitable. 
But as Richard Whittington has rightly pointed out, it's crucial to not place too much reliance on the inevitable progression of life cycle stages. The progression from one stage to the next is not linear. First, the length of each industry's growth stages varies greatly. Second, dramatic innovation can cause some industries to quickly "de-mature." The life-cycle idea serves to remind managers that conditions are likely to alter throughout time even though the various stages are not necessarily inevitable. For example, retail (perfect competition), including Marks & Spencer, experiences the cycle of innovation, growth, maturity and decline, like goods and services that the company sell and it is similar to that of the product life cycle (MarketLine, 2018). During the pandemic, retailers’ sales dropped, because many stores were temporarily closed. Due to this, some retail companies such as Debenhams, House of Fraser, US famous brand J Crew et cetera after a period of closure disappeared from the retail map. According to the life-cycle theory, retailers, including Marks & Spencer, during the pandemic were in a short-term shakeout.
Now industry is recovering and has the opportunity for growth in the market. Retail commentators point to a few factors – visitor numbers bounce back from pandemic lows, footfall improves, and landlords offer better lease terms – that make now for retailers a particularly attractive time to expand. Due to this, major retailers opened far more stores than they shut last year. Marks & Spencer revealed its £12.5 million investment in stores throughout London for the coming year, adding 200 jobs and increasing the amount of additional square footage (M&S, 2022a). 
[bookmark: _Toc134287664]Porter’s industry five forces analysis
Industries and sectors are dynamic, and their changes can be analysed not only in terms of the industry life cycle but also in Porter’s Five Forces Model.
The value of retail sales in the UK in December 2022 was almost 58.03 billion British pounds (Statista, 2023). According to Top 10 UK Retailers 2022-23, Marks & Spencer's comes in at 8th place by turnover. The company is facing high competition in the retail market. The Porter Five Forces model would help to more clearly define and comprehend the competitive environment. The objective is to examine each force in turn and have a thorough understanding of how it pertains to M&S. That serves as the main industry source of competitive pressure of them.

[image: ]
Porter’s Five Forces Model. Source: (Lynch, 2018)

The bargaining power of suppliers. The British retailer has direct agreements with suppliers who work with more than 1000 manufacturers to produce goods. Although most of these factories are in the UK, the company’s suppliers' worldwide supply chains cover more than 50 countries (M&S, 2022). From this point of view, given the size of its supplier transactions, M&S has the power to request purchases with lower margins. In view of this, the supplier’s power is low.

The bargaining power of buyers. The retail segment contains many strong competitors. Every year, M&S serves almost 30 million clients from all around the UK (M&S, 2022). Because of that, ‘buyer power’ could be high. Especially now, when family budgets are under stress. As a result, in November last year, M&S locked in the prices of 100 family favourites through 2023. Also, the premium supermarket re-launched the Remarksable range - a collection of everyday low-value products to help customers spend less on their weekly food shop (M&S, 2022).
[image: ]
Source: (M&S, 2022)

The threat of potential new entrants
The COVID-19 pandemic caused the UK clothes retail market to struggle in 2020, resulting in a year-over-year decrease of about 20 %. As a result, the level of competition between the top players has increased (MarketLine, 2021).
But the challenge for Marks & Spencer comes not only from traditional retailers (Next, Zara, John Lewis et cetera) but also from online companies (marksandspencer.com's competitors are: debenhams.com, asos.com, next.co.uk and more). However, according to the Telegraph, gaining increased competitiveness, high street giants added more names to their ‘Brands at M&S’. These movements make M&S's brand portfolio richer and create more choices for customers. (Boland, 2023)
Overall, there is a significant possibility of new entrants in this sector due to the low entry barriers and very modest capital needs. That makes the threat of new entry strong.
However, the chance of new competitors entering the market has been greatly decreased by the economic uncertainties caused by the pandemic, later the war in Ukraine and the cost of living crisis now. (MarketLine, 2021) 

The threat of substitutes
When it comes to apparel, there are no actual alternatives to clothing. Marks & Spencer is a retailer of ready-made clothes. For example, during Christmas, Marks and Spencer's share of the UK clothing market rose to its highest level in over eight years (Eley, 2023).
Bespoke tailoring, factory stores, handcrafted clothing, and used clothing are alternatives to the garment retail industry, however, they only constitute a minor danger to market participants.
By and large, the threat of substitutes is low.

The extent of competitive rivalry
Usually, a sizable number of similar stores, many of which are independent, make up the UK clothes retail market. Large businesses can take advantage of scale economies and make significant investments in branding and advertising, giving them a competitive advantage. 
Anna Braithwaite, Marketing Director – Clothing & Home, said: “We continue to focus on being more relevant, more often to our customers.” For example, this season the retailer reinforces the strength of its focus on kids and menswear. In the UK, the athleisure movement is huge. In order to gain a competitive advantage over sportswear experts, H&M has also introduced its own collections (M&S, 2023).
Overall, competitive rivalry is high looking at the number and strength of Marks&Spencer competitors (for instance, using big data, offerings hospitality et cetera).

[bookmark: _Toc134287665]Internal analysis
[bookmark: _Toc134287666]Internal analysis: analysing the skills and resources that are available within the organisation. 
[image: ]
Sources: (Whittington et al., 2020)
[bookmark: _Toc134287667]Marks & Spencer’s Strategic Resources and Capabilities
There is no doubt, that resources and capabilities are essential components of companies’ successful, long-lived survival in the competitive business environment. 
To illustrate, Marks & Spencer has been extremely successful in the food market. The company’s Chief Commercial Officer Paul Friston argues, that “we take great pride in being ranked as the best for quality and freshness, offering food that is exclusive to M&S at prices you can rely on in every way. This is who we are and how we're preserving the charm of our food business” (M&S, 2021).
Resources and capabilities are linked.
[image: ]
Resources and capabilities. Source: (Whittington et al., 2020)

Resources are the material and immaterial assets that an organisation possesses and employs to carry out a business strategy. 
Resources include:
	Equipment, buildings, geographic location, computer hardware and software technology.
	Physical

	All the money, including cash flow, balance sheet et cetera.
	Financial

	Customers, employees, managers, and suppliers.
	Human


Source: made by authors.

When it comes to M&S resources, the company owns a large store estate; nearly half of the stores predate the Second World War (M&S, 2022).
Michael A. Hitt found that human capital is the most crucial resource for implementing strategy. The organisation must employ highly effective human resource management practices that attract, inspire, develop, and retain the best calibre of human resources available (Hitt, 2017). For instance, M&S has hired extremely effective leaders who got things done in 2022. The British retailer ran two new bosses - Stuart Machin and Katie Bickerstaffe (human resources) (Wright, 2022). Furthermore, the company employed 65,000 workers (M&S, 2022).
Competition in business requires the renewal of the company’s current resources. Without a doubt, businesses will not have all of the needed resources internally. In order to supplement their own resources, they must try to access or purchase outside resources (Hitt, 2017). For instance, M&S built a partnership with Ocado, which is why consumers are now able to have their favourite M&S products delivered online (M&S, 2020).
An organisation's strategic capabilities are those that support its long-term survival or competitive advantage (Johnson, 2012).
In addition, to define capabilities, research conducted by Barney found, that a business’s capabilities are the tangible and intangible assets that allow it to fully utilise the other resources it has under its control. In other words, a corporation cannot develop and implement its strategies on the basis of its skills alone; rather, a firm can employ other resources to develop and implement such strategies (Barney and Hesterly, 2019).
Capabilities can be:
	Marketing skills, competitiveness.
	Physical

	Manage investments, cash flows.
	Financial 

	Teamwork, cooperation among managers, experience, training.
	Human


Source: made by authors.

The company’s resources and capabilities are classified into categories:
Tangible resources are anything that is real. Inventory (completed goods, etc.) and fixed assets are the two categories of physical assets (building et cetera).
Intangible resources are non-financial, and non-physical assets. It cannot be felt or touched (The Business Development Bank of Canada, 2019). 
The 2022 financial statement of Marks & Spencer gives a clear view of the tangible and intangible resources. For instance, goodwill, trademarks or brands and computer software are intangible assets. Tangible assets attributed to the company’s property, plant and equipment, leasing, cash and cash equivalents, inventories et cetera. 
Organizational capabilities include a company’s formal reporting structure, also controlling, formal and informal planning, and coordinating processes. 
According to M&S, the Covid-19 situation has demonstrated how it can use technology, manage stores, and make choices more quickly. For instance, it claims that a smaller top team has taken decisions more quickly and effectively by giving business unit heads control over trade and operations management. Meanwhile, complex management procedures, working groups, and committees have been dissolved. (Hammett, 2020)
According to Smallwood and Ulrich (2014), people value a company's capabilities, such as its capacity to innovate or adapt to changing client needs, more than its organisational structure or particular management strategies. These so-called organisational capabilities are important intangible assets. They are invisible and impossible to touch, but they have a huge impact on market value. For example, M&S invested in NPS capabilities to better measure customer experience (Hammett, 2020).

Threshold and Distinctive Resources and Capabilities
The resources and competencies that are at a threshold level and those that could give the organisation a competitive edge and superior performance need to be distinguished. Threshold resources and capabilities are those that an organisation must have in order to meet the criteria necessary to participate in a specific market and match competitors in that market (Whittington et al., 2020).
To get a competitive advantage, distinctive resources and skills are needed (Whittington et al., 2020). For instance, a new leadership group is restructuring M&S into a growth company that can leverage the strength of the worldwide brand (M&S, 2022).
[bookmark: _Toc134287668]Value Chain Analysis	

[image: ]
Value chain. Sources: As detailed above.

The term "value chain" refers to the entire set of activities needed to take a good or service from conception through all stages of production (which includes both physical transformation and the input of different producer services), delivery to customers, and eventual disposal after use. (Walker, 2021) For example, in order to achieve a competitive advantage by delivering value to customers, M&S Food has invested more than £100 million as part of its transformation in strengthening its value position while upholding the quality and sourcing standards its customers expect. The business is now going above and beyond to offer outstanding value for the goods that families buy the most frequently (M&S, 2022).

[bookmark: _Toc134287669]Primary and secondary activities
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Primary and secondary activities. Source: As detailed above.

The idea of a value chain encourages a strategist to consider an organisation as a collection of activities. An illustration of a value chain created by Michael Porter is shown above. According to Porter, these tasks can be broadly categorised as primary or support activities that are necessary for all organisations to perform in some capacity.
The creation or delivery of a good or service is the focus of primary activities. (Whittington et al., 2020) For instance, Marks & Spencer works with suppliers to achieve good quality control and good service. The company's first priority is its great British brand (Inbound logistics). M&S sells food, clothing and homeware (Operations). 
The activities that Marks and Spencer prioritise working through in the development of a great brand are marketing and sales. As a result, M&S’s own-brand goods with a focus on quality, innovation, and trusted value are created and solely sold under the M&S brand (Marketing & Sales) et cetera. (M&S, 2022a)
Support activities (infrastructure, procurement, human resource management, technology development) help boost the effectiveness or efficiency of the primary activities mentioned above. (Whittington et al., 2020) 
M&S declares: 'We strive to be a fair partner, paying a fair price to suppliers.' (Procurement). The British retailer has developed a friendly working environment for all colleagues, which helps to promote greater health and well-being, also giving employees the right to be represented. (Human resource management). The UK retailer has invested in new software to further improve its sampling process and help reduce waste. (Technology development) et cetera.
[bookmark: _Toc134287670]VRIO Analysis of Distinctive Resources and Capabilities
VRIO analysis aids in determining whether, how, and the amount to which an organisation or company possesses competencies and resources that are valuable (V), rare (R), imitate (I), and supported by the organisation (O) (Whittington et al., 2020).
Value. When it comes to value, the question is, if a corporation has the resources and competencies necessary to take advantage of an external opportunity or counter a potential external threat. The same qualities and resources may occasionally be both strengths and limitations in different markets.
Rarity. A resource is a competitive advantage if it is not monopolised by many other companies. Thus, a question of rarity is "How many competing firms already possess particular valuable resources and capabilities?"
Inimitability. Do businesses that lack a resource or capability incur higher costs than those that do not when trying to create it?
Organisational support. Is a business set up to take advantage of the maximum competitive potential of its assets and skills? (Barney and Hesterly, 2019)


	
	Valuable?
	Rare?
	Costly to imitate?
	Capable of being exploited by the organization?
	Competitive implications

	Strong trading performance in 2022.

	Yes
	Yes
	Yes
	Yes
	Competitive advantage

	M&S’s new leadership team with 30 years of experience in the retail sector.
	Yes
	Yes
	Yes
	Yes
	Competitive advantage

	M&S buildings/stores*
	Yes/No
	Yes
	Yes/No
	Yes
	Temporary competitive disadvantage (old fashion stores)

	M&S brand**
	Yes
	Yes
	Yes
	Yes
	Competitive advantage


* Marks & Spencer's closing more than 6o of its underperforming full-line stores in high streets within the next five years (M&S, 2022a). 
** M&S had a brand value of more than 2 billion U.S. dollars last year (Statista, 2023a).
Marks & Spencer VRIO framework. Source: Created by author.
[bookmark: _Toc134287671]SWOT Analysis
In this paragraph, a closer look it taken at Marks & Spencer's SWOT analysis to see what makes it a successful retailer while highlighting its strengths, opportunities, weaknesses and possible threats. To put it simply SWOT is still a crucial tool for making strategic decisions. To sum up, SWOT analysis is typically used to build and adopt a strategy that results in a good fit between internal and external factors during the course of the strategic planning process (Kajanus et al., 2012).

[image: ]
SWOT analysis. Source: (Whittington et al., 2020)

Strengths
The assets and skills that can be exploited to create a competitive advantage are called strengths. 
Marks & Spencer is a strong brand of 'British quality goods', that has demonstrated for more than 140 years that it is able to adapt to market developments. 
[image: ]

Source: (M&S, 2022a)

The new chief executive, Stuart Machin, with 30 years of experience in the food industry, can turn around ailing businesses. No doubt, M&S will benefit from his expertise (Wright, 2022b).
The company has a robust network of stores in the UK and international markets. Furthermore, it sells products online. The company announced that not only have profits returned and cash flow improved, but these statistics also show that M&S has undergone significant change. Overall, positive business performance in 2022 improved investors’ confidence and provided a positive prognosis for the future.

Weaknesses
Turning shortcomings into strengths is the goal here. As a result, it necessitates a candid evaluation of the areas in which a company needs to advance. 
Marks & Spencer has found itself lagging behind the younger generations of the population. Older generations are generally where M&S has developed its reputation, while younger audiences have largely been overlooked. UK consumers younger than 25 spent more than 300 million pounds in department stores in the year through July. This is evidenced in data from Kantar Worldpanel. 
According to MarketLine's analysis, increasing liabilities by more than 3% could make it more difficult for the business to fulfil its immediate commitments.
Finding vulnerabilities is crucial since it may enable M&S to recognise possibilities and potential future strengths.
Opportunities
Must be consider Marks & Spencer's operating environment's external factors while discussing opportunities. This is where you locate the chances for expansion, more revenue, and an increased market share. Once more, it is crucial to weigh opportunity and competition. What chances do you have to set your business apart from the competition?
To modernise Marks & Spencer’s business model by actioning the ‘protect the magic and modernise the rest philosophy.
More digital technologies are being used by M&S, which is also giving their clothes selection new life and value. The company then launched its "Never the Same Again" project in 2020 with the intention of accelerating many of its previously announced improvements, such as adding third-party brands to its product line and re-organising its retail portfolio. 
Its Remarksable Value campaign has reset customer expectations in terms of pricing.
Former Marks & Spencer CEO Steve Rowe said: “This business has got an opportunity for substantial growth. Even in the industries where most people didn't think we could succeed, such as bras, denim, sandwiches, apparel, and online real estate, there is potential to increase market share”. (Fish, 2022)

Possible threats
Businesses never feel secure. Threats are related to outside factors, and recognising them can encourage creative problem-solving. "Threats" are defined by the Harvard Business Reviews as "possible events or forces outside of your control that your company or unit must plan for or decide how to mitigate" (Gomer and Hille, 2012).
Firstly, strong competition in the retail market. Major competitors such as Zara, Boohoo, H&M et cetera could have the higher financial capability to innovate and expand the business.
Increasing labour costs in the UK. Due to this, M&S will invest £57 Million in in-store employee pay (M&S, 2022a).
Fast-rising interest rates are bad for the consumer economy, including Marks & Spencer customers. The company chairman Archie Norman has pointed out, that the company’s profitability will be impacted if real income declines significantly.
There are issues with the high overheads. For example, organic cotton prices have risen by as much as 40%.
[bookmark: _Toc134287672]Disadvantages of SWOT analysis. Some circumstances preclude the use of SWOT analysis. There may be pitfalls and challenges in trying to approach the SWOT analysis with objectivity. It may not be possible to expect the analysis to be neutral because the individual conducting it may have biases of their own.

Strategies to Sustain Competitive Advantage
The strategy has many different meanings, but in essence, it is about the company’s strategic direction in the market.
According to Harvard Business School, business strategy refers to the strategic actions a firm takes to benefit both the organisation and its stakeholders and obtain an edge over rivals (Boyles, 2022).
A competitive business strategy involves going up against all rivals to get an advantage. Lynch (2018) stated that competitive advantage is the substantial advantage a company enjoys over its rivals. The organisation may add more value than its rivals in the same market thanks to these advantages.
The University of Cambridge (2016) shows ways of competing based on M. Porter's generic competitive strategies (business–level strategies). Professor Porter was the first to draw up generic strategies. His philosophy says that it's crucial to make a decision and avoid being caught between two possibilities (Whittington et al., 2020). 

[image: ]
M. Porter's generic competitive strategies. Sources: (Whittington et al., 2020)

Cost Leadership. A company that engages in cost leadership aspires to be the industry's lowest-cost producer. A low-cost producer must recognise and seize any cost benefit. If a company can achieve and maintain total cost leadership and command prices that are at or near the industry average, it will perform better than average in its industry.
Differentiation. Customers like companies that stand out from the competition, which is referred to as a differentiation business strategy. It selects one or more qualities that a lot of clients in a market feel essential, and it then positions itself in a unique way to meet those needs. Due to its novelty, it is sold for a higher price.
As an example, Marks & Spencer chose differentiation in order to compete in the retail market and gain a sustainable competitive advantage. The idea behind a differentiation strategy is that the company is selling products of exceptional quality and value, which make them unique and make customers willing to pay a higher price (M&S, 2022a).
Focus. The company decides on one or more industry categories, after which it creates a strategy to target those areas only. Cost focus, where a business seeks to acquire a cost advantage in its target market, and differentiation emphasis, where a business seeks to stand out in its target sector, are the two categories into which focus can be separated.
There are more ways to approach generic strategies: game theory (one business observes another, and on the basis of this, they decide on the game's rules), strategy clock (the focus is on prices to customers rather than costs to the business), and co-operative strategy (to put it simply, a deal to work together in the market) should also be mentioned. Here is an example: in 2019, Marks & Spencer created a joint venture with Ocado. Due to this, M&S has a new sales channel for food: an online platform.
Jack Welch, Former CEO of General Electric says ‘If you don’t have a competitive advantage, don’t compete’.
The retail industry is very competitive, so it is difficult for Marks & Spencer to keep up. Ways to sustain competitive advantage could be a useful tool in developing competitive strategy:
-Set up the four pillars of competitive advantage: quality, innovation, customer experience and efficiency. 
-Expand distinctive competencies.
-Searching for knowledge and learning.
-Continuously lookout for possibilities to improve products and customer service quality. For example, M&S will invest more in digital technology and store estate in the years to come.
See the need for change, adapt to it and do not stop moving (Laczkowski, Rehm and Warner, 2018). As an example, Marks & Spencer, after declining, took a new strategic direction and started its business transformation plan.
Stores are a crucial component of M&S's omnichannel strategy and act as a competitive advantage for how modern consumers choose to shop. This is evidenced in the company’s announcement about a nearly £500 million investment to have ‘the right stores’ in the right places, with the right space’ (M&S, 2022a).
[bookmark: _Toc134287673]Growth Strategies
By definition, corporate-level strategy refers to the strategic choices that prompt businesses to expand from one industry into others, whether those industries are related or unrelated (Lynch, 2018). 
One of the most important choices in a company's business strategy is how it should expand. Anso's classic corporate strategy matrix proposes four key directions for organisational growth. (Whittington et al., 2020).
[image: ]
Anso's corporate strategy matrix. Source: (Whittington et al., 2020).

Increased product or market variety is a sign of organisational diversification. Anso's matrix offers the company two related diversification options: shifting to zone B by developing new products or services for its current markets or going to zone C by introducing its current products into new markets.
Concentration is the second direction in which a company should grow. Concentration strategies involve trying to compete successfully within only one industry. Within concentration strategies, there are three sub-strategies: market penetration (the direction in which a company should grow), market development (selling existing products to new markets), and product development (giving current markets updated or new goods or services) (Whittington et al., 2020).
Referring back to the Marks & Spencer case, chairman Archie Norman stated, that “now the company is at the end of the ‘fixing the basics’ phase of business transformation and new leadership reshape the famous British retailer as a growth business capable of exploring the global brand” (M&S, 2022a). 

[image: ]
Marks & Spencer transformation programme. Source: (M&S, 2022a)

The architect of the company's five-year transformation programme was its former chief executive, Steve Rowe. He created a new continuous plan when M&S’s dominance came to an end. Transformation’s first stage, ‘putting out the fires, was about the first two years of his leadership. 2018–2019 focused on ‘restoring the basics'. After reporting a successful first half of its five-year transformation plan, according to the retailer’s top management, it now comes to shaping the future (M&S, 2022a). Retail analysts are of the opinion that M&S is making good progress and that underlying performance is improving, with the main businesses making important gains in market share and customer perception (Massey and Hua, 2023).
[bookmark: _Toc134287674]Green Strategy and CSR
The organization's efforts to preserve the environment and generate the business prospects that would result from these additional efforts are referred to as "green strategy" (Lynch, 2018). Green strategy and sustainability are related. A leading sustainability consultant Alexandra McKay (2017) adopts a more comprehensive approach to balancing and increasing the business's social, environmental, and economic sustainability.
In 2007 Marks & Spencer started the sustainability programme Plan A to become the most sustainable retailer in the global market. In order to provide long-term, sustainable, and profitable growth for investors, colleagues, and larger communities, the company gave new energy to sustainability in 2021.
The group's sustainability strategy sets promises to spur action and address the most pressing environmental and social issues affecting society, the globe, and the retail industry.
The mentioned programme covers reducing waste, and using products made from natural materials. For example, Marks & Spencer uses organic cotton. In 2019, they were able to get all of the cotton used to make their clothing through Better Cotton, or with organic and recycled certifications.
Further, in clothing and home products retailer M&S is using Tencel. It is made from wood pulp through a process by which all the chemicals are re-used. 
When it comes to climate change, the company intends to ensure that by 2040, all of their operations and the full value chain will be net zero. (M&S, 2021a)

[image: ]
The sustainability programme Plan A. Source: (M&S, 2021a)

[bookmark: _Toc134287675]Conclusion. Recommendations
The strategic management report of Marks & Spencer created a clear understanding of how important it is after the trauma of the lockdown years to be quite a different organization, to weigh tough choices and make ever tougher strategic decisions. Simply put, like great design, an excellent strategy is extremely difficult to produce (Sorensen and Carroll, 2021). 
There is no doubt that companies are trying to improve business performance through transformational changes, becoming more decisive, innovative, and customer-centric in a very fast-changing business environment. For doing this, Marks & Spencer is going through fundamental changes named ‘shaping the future’, concentrating on a notable acceleration and a more audacious strategy for investment and growth. Overall, ‘the strategy is now clear, and results this year have exceeded most expectations’ (M&S, 2022a).
Do you think Marks & Spencer is good at business? Certainly, because today we still speak, and analyse brands that are based on over 148 years of experience and this company has been the most reputable retailer in the UK and the first to generate yearly profits of more than one billion pounds (Whittington et al., 2020). 
Also, all analysis above shows, that the company’s five-year transformation strategy bore fruit. Could Marks & Spencer have performed better in a very competitive retail market? To give an illustration of what to do better Marks & Spencer could improve as follows:
- Warning signal is, that Marks & Spencer’s employees do not know their organisation's mission (Unstructured interview, 2023). Creating a clear mission for your business is a crucial first step in fine-tuning its strategy. Due to this, leaders need to clearly communicate and promote the organisational mission to employees. 
-Competitive service advantage. Marks & Spencer should improve customer service, which is poor now –has a rating of 1,7 (Trustpilot, 2019). It is essential to focus on ‘back to customers’ enticing them to return to the shop, where shop floor workers and customers meet. They are busy on the shop floor now with deliveries and have no time for customers. Communicate with customers about news on shelves and the benefits of putting customers first.
- Competitive advantage creating value for customers. There is no doubt that customers are huge fans of loyalty and reward schemes, especially during the cost of living crisis. Sparks Card by Marks & Spencer is a customer reward scheme that gives customers the chance to receive little treats, for example, shopping for free. But the loyal customer has pointed out that they never had anything particularly special as a reward for shopping with Marks & Spencer. Also, there are no points or special prices to save money or spend less. Due to this, the retailer should focus more on customers’ needs and provide proof that Sparks is worth having. Now the retailer benefits more than the customers.
- Competitive service advantage. To provide a new service in-store, for example for clothing care and repair.
- Competitive service advantage. When the time comes to bring back the great British brands platform, a partnership with British proper shirt maker Charles Tyrwhitt could enrich retailers’ menswear offers and attract young people working in the office.
-Work hard, not only with existing clients but do your best to attract younger shoppers to pay more attention and put effort into bringing new potential clients.
By and large, this research not only increases our awareness of how effective leadership and outstanding strategy can bring about change, but it also alters my perspective. A truly effective strategy will take a very long time to develop and will be quite difficult to implement.  
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