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[bookmark: _Toc520412070]EXECUTIVE SUMMARY

The main reason for this report is to identify the issues that the Marks and Spencer company has and to provide a set of solutions. The researcher will be using SWOT, PESTLE and Stakeholder analysis to determine the issues of the company and to find hypothetical solutions to fix the current problems. The main issues that Marks and Spencer (M&S) currently face are its high costs of maintaining their international stores, their clothing brands that are considered “outdated” and focused on the older category of consumers. The major problem that M&S faces and it does not manage to recover from it is its inability to find it’s customer niche and to recover from their 80’s period of success. (Managementtoday.co.uk, 2018) 
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Marks and Spencer Group Plc. or M&S it is one of the biggest British retailers that specializes in selling high-end food products, clothing and home products. Later on, the company started its own financial branch called M&S Bank. (M&S Bank, 2018)
The company was founded in 1884 in Leeds by Michael Marks a Polish-Jew from Slonim and Thomas Spencer, a cashier from Skipton. (Ltd, 2018)
M&S started selling goods in the early 20th century under the brand “St. Michael”, food and clothes, establishing a long partnership with British manufacturers that gave its reputation for selling “British Quality Goods” (Chislett, 2009)
The company began to grow also on the international market in 1960, when it opened its first store in Kabul, Afghanistan. (BBC News, 2018)
During Sir Richard Greenbury’s leadership, the company enjoyed its most profitable year in 1998 when it raked a gross profit of over £1 billion. Soon after that, M&S fell into a financial decline, in 1999, the gross profits were just over £500 million. Analysts believe the financial decline was due to Sir Richard Greenbury’s extreme cost cutting strategy in the previous year. (News.bbc.co.uk, 2018)
In 1999 the company started its first online shopping service, although they accepted credit cards later after that, in 2001, accepting only its own charge card. (Dailymail.co.uk, 2018)
The cost cutting measures to redress from its financial decline started in 2009 with the closing of 22 minor food stores. (BBC News, 2018)
Major plans to further redress the company’s financial situation started in 2007 with the initiative “Plan A”. This was a 5-year plan to increase the company’s environmental sustainability and to eliminate its carbon footprint in an attempt to regain customer credibility by adhering to the modern age global warming problems. (Marks and Spencer, 2018)  
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One of the first major problem that M&S faced was after their most profitable year, 1998/1999, when the company raked just over £1 bn gross profit. After that, in the financial year 2000/2001, the company’s profits plunged to a merely £145 million compared to the previous year. Various factors contributed to the company’s decline in the early 2000’s: M&S decide to change its policy of using British-only suppliers and started to import goods from other countries – this method resulted in the company losing its customers confidence in its quality; another policy that lead to profit loss was the company’s refusal to accept any other credit card, but it’s own and the third main factor that contributed to the company’s financial position to decline was that in the previous years, their profit margins were raised to such levels that were considered “untenable” (Wikipedia, 2018). The first change to deal with the company’s financial failing was the appointment of a new chairman, Luc Vandevelde, which had two years to fix the issues. Other methods in restructuring the company were the hiring of new top fashion designers to create a new clothing collection: Autograph, opening cut-price outlet stores, launching a large-scale TV advertising campaign and launching new stores concept in London. (Dailymail.co.uk, 2018). When the sales started falling, the company started closing six of their stores and staff are asked to take unpaid leave due to the start of post-sale period. In 2001 the launch of “Per Una” clothing range and the introducing of credit card payment helped the recovery of profits, though to no large scale. (Wikipedia.org, 2018) 
Much later, in the mid-2010’s, due to the company’s poor efforts to recover, a drastic measure was enforced: massive store closure all over UK and Europe, by 2022, 100 stores would be closed to help cut the costs. (BBC News, 2018)
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One of the biggest issues that M&S faced along the years is that its clothing brands are falling behind in what regards the appeal to the public, the consumer age range it targets and its adhering to the modern fashion standards. M&S, being a very large retailer, had its clothing sales success up until mid-1999 when the company’s profits reached little over £1bn. 
Nowadays, M&S faces fierce competition on the clothing range of products prom retailers that are more focused, offer large a large variety of brands and are appealing to the younger category of consumers. M&S biggest failure in the clothing range is that it tries to be the “middleman” trying to stick to its former values where it offered adequately priced items for higher quality, and of course priding itself as a “true British company”. (Managementtoday.co.uk, 2018)
To analyse more in-depth M&S’s clothing brands problems, the researcher will pinpoint the nature, scope and the impact of the problem.

What is the problem and the root of its inception?
The issue is that, where in the 80’s and the 90’s, M&S clothing brands were very appealing to the middle-class consumers with its focus on quality, in the modern age, it is falling in its “fashionable” factor due to not adapting the brands for a younger category of customers. Major changes to the brands were not possible without alienating its current customers. (Managementtoday.co.uk, 2018)
The scope of the problem
This problem affects a large base of their customers, especially the women, in 2016, M&S hitting the lowest sales in 11 years, dropping by 8.9 % in the first quarter of the year. (Clements, 2018)
What is to be achieved by solving this problem?
The projected result of this problem, if fixed, is to align M&S clothing sector to the modern standards and to be competitive for the younger category of consumers. Retailers like Zara or Next have improved quickly over the years, leaving behind M&S in what regards its online retail capacity. 
What would happen if the issue was left unattended? 
If M&S does not make its clothing brands more appealing to the younger consumers, it could well see sales hitting even lower figures that might affect the company current fragile economic stability. M&S brands need a revamp, a fresher look, and an online shopping platform that is on par with the competition. (Managementtoday.co.uk, 2018)
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Strengths:  
· Brand loyalty - M&S has well established brands in UK and has built a reputation that emphasises on quality;
· Wide variety of products – M&S specializes in selling clothes and high-end food products mainly, although it sells also home products, wines, and offers financial services;
· Internationally recognised – M&S has built a large supply chain all over the globe;
Weaknesses:
· Outdated brands – M&S clothing targets mainly the older category of consumers, their brands not being appealing to the younger sector;
· Obsolete hierarchic management structure – M&S uses a flat organisational structure which works best for smaller companies, whereas for M&S, being a large business, can result in upper management control failure
· Online shopping – M&S online site is falling behind its competition like John Lewis, the site having its problems with customer orders arriving late;
Opportunities:
· International development – M&S is already recognised on the international stage and this offers even more opportunities for development in countries like India, where for example, most of their imported goods come from the UK;
· Capitalising on the online retailing – If M&S would take advantage and improve their online shopping segment it would bolster their profits, examples can be taken from exclusive online retailers like Amazon, which is the third world largest retailer according to Forbes.com, 2017.   
Threats:
· Competition – In the clothing range, retailers like Zara, Topshop, H&M or Next are fashionable appealing and offer high-end fashionable articles at adequate prices;
· Market volatility – With thee financial crisis from 2008 and now with UK exiting the European free market, the cost for raw materials will increase;     
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Political:
	The Brexit – The UK leaving the European Free Trade Market triggered massive uncertainties for business operating inside UK, M&S included. Until the exit terms will have been defined, the markets will be very volatile. The exit will change UK’s political views and consequently, M&S’s operations in UK and Europe. (SWOT & PESTLE.com, 2018)
Technological:
	Technology partnership to secure cyber-security – M&S has entered into a partnership with SureCloud which will automate the processes of monitoring external and internal regulatory supervision and compliance processes. The partnership aims at reducing the costs and simplifying the manual work in this area of expertise. (SWOT & PESTLE.com, 2018)

Environmental:
	Offering fresh milk from RSPCA approved farms – M&S is the first large UK retailer to source its milk from RSPCA approved dairy farms. The RSPCA Assured logo on the milk bottles ensures the customers that the milks provenience is from farms with high standards in animal welfare. (SWOT & PESTLE.com, 2018)

	Environmental friendly – M&S launched its environmental friendly Plan A in 2007 in order to increase its environmental sustainability and to became carbon neutral. Plan A is a 5-year initiative with “100 commitments” spanned on five themes: health, fair partnership, climate change, waste and sustainable raw materials. In addition to that, in 2009 the company purchased renewable energy from Npower enough to power all M&S stores from England and Wales (Marks and Spencer, 2018)
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Internal stakeholders:
· Management – the management team is one of the most important stakeholder in an M&S type of business, they are responsible for almost all the decision taken that directly affect the company. They are also responsible for reassuring the shareholders of the company’s financial welfare. In the stakeholder matrix they fall in the “key players” category where both interest and power are high
· Shareholders – shareholders are people that own stocks or share from a public listed company like Marks & Spencer. Major shareholders that own larger percent of the company can be included also in the “key players” category but are also the type of stockholders that need to be kept satisfied.
· Employees – another important stakeholder for M&S; being a large company with over 10000 employees. Employees are affected by wages and company policies. Employees can affect the company by protesting (going on strikes).
External stakeholders:
· Customers – being a retail business, for M&S the customers are one their most important stakeholders. The customers fall in the “keep informed” category, where their power to influence is low, but their interest is high. 
· Media – the media play a very important role for a company such as M&S, the articles in the media could affect the consumer’s perception about the company both positively and negatively. It also affects the company as it is one the biggest marketing channels;
· The government and its agencies – The government is an external stakeholder that affect the company by passing laws and legislations that could affect the business. Laws include trade, health and safety, revenue and customs. Nowadays, with the Brexit coming into effect soon, trade legislation will suffer major changes that will directly affect M&S, as it has trade agreement with a number of countries from the EU and depend on those goods. 
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As the researcher pinpointed in the report so far, it can be summarised that M&S is one of UK’s largest retailers specialized in food and clothing products. The company is regarded was regarded as a landmark for British made quality goods and products. However, due to highly bureaucratic management system and a lack of vison for the future, it fell behind the competition especially in the clothing sector. Its major flaws were that, it failed to attract the younger segment of consumers, sticking to appease the older category, it started its online retailing early, but failed to capitalize on it, and it did not manage to capture market segments, being overtaken quickly by more focused and fashionable competition. 
Solutions that might be taken into consideration in order to help save the company’s financial position are: revamping of their clothing brands (fresher brand looks – association with leading fashion experts), investment in their online platform and management restructuring.  
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