2.Situational Analysis – PESTEL for M&S
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The external environment plays an important role in shaping decisions for a retailer like Marks & Spencer (M&S). Using a PESTEL analysis helps explain the external factors influencing business performance and guides decisions for a marketing plan. PESTEL stands for Political, Economic, Social, Technological, Environmental and Legal factors, and it helps companies prepare for risks and opportunities in the wider environment (CIPD, 2025).
· Political factors influence M&S through government rules, trade policies, and labour regulations. Since Brexit, importing food, fabrics and clothing has become more complex, adding extra paperwork and delays (Marks & Spencer, 2025). These challenges increase costs and affect the supply chain. Government business rates and labour regulations also increase store running costs and influence employment decisions (Marks & Spencer, 2024). The marketing plan must consider these pressures and focus on efficiency and flexible sourcing to protect profits.
· Economic factors affect how much customers spend. The UK economy has faced high inflation and higher living costs in recent years, which reduces disposable income and makes people more careful with spending (Canvas Business Model, 2025). Customers may buy fewer clothes and home products, but food sales can remain steady if good value is offered. For this reason, M&S has focused strongly on growing its food business and updating stores to improve customer experience (Marks & Spencer, 2024). During economic pressure, customers want clear prices, value ranges and convenience. A marketing plan that highlights affordable quality, promotions and loyalty benefits can help increase sales in tough economic conditions.
· Social factors show how customer behaviour and lifestyle trends influence what people buy. Shoppers want quick and convenient shopping options, such as click & collect and fast delivery. People shop more online and use mobile apps. M&S has invested heavily in its app and digital navigation because many customers prefer to browse and order digitally (Marks & Spencer, 2024). There is also increased interest in sustainable and healthy products. Many shoppers want brands that act responsibly. Marketing messages need to show responsible sourcing, healthy meal options and environmental progress.
· Technological factors are important for growth. Technology supports online retail, stock management, marketing and personalised customer services. M&S uses digital tools such as mobile apps, online payments and data analytics to understand what customers want and send personalised offers. Growth in digital shopping is helping M&S reach more customers and increase app engagement (Marks & Spencer, 2024). A marketing plan that uses technology, digital advertising and automation can improve efficiency and customer satisfaction.
· Environmental factors relate to sustainability and climate commitments. Customers are more aware of environmental issues and want brands to reduce waste and offer eco-friendly choices. M&S has long promoted sustainability through its Plan A programme and aims for net zero carbon and ethical sourcing (Marks & Spencer, 2024). Communicating real progress is crucial because customers expect action, not just promises. Sustainability messages can attract eco-conscious customers and improve brand trust.
· Legal factors involve rules on safety, product labelling, data protection and employment. Retailers must follow strict UK laws, especially for food safety and labelling standards. M&S must also follow data protection rules for online customers and employment regulations across stores (Marks & Spencer, 2024). Failure to comply would damage reputation and cost money. The marketing plan must be responsible, accurate in communications and respectful of consumer rights.
The PESTEL findings guide key actions for the marketing plan. These factors suggest investing in digital growth, store improvements, value ranges and sustainability communication to build stronger sales.


5. Implementation and control: KPIs, Balance scorecards
Greta Doncheva - 2411732
Implementation means putting the marketing plan into real action so that M&S can reach its sales targets. It turns ideas into daily tasks that staff complete, campaigns that run, and budgets that are used. During implementation, information systems collect data so managers can see what is working and what needs to change (Metz et al., 2020; Gibson, 2024). Effective implementation needs clear communication and teamwork across marketing, operations, finance, and store staff.

The control process helps M&S check progress and make improvements. There are five main stages:
1. Set standards - Create clear and measurable goals. For a company like Marks & Spencer (M&S), these goals might include sales targets, online conversion rates, average basket size, and Net Promoter Score (NPS). Targets must be specific so they can show whether performance is good or bad. These goals should match the yearly marketing budget and recognise seasonal changes in retail such as Christmas and Black Friday (Marks & Spencer, 2024).
2. Measure actual performance - Collect data from reliable sources. Examples include sales information from shops, e-commerce analytics, loyalty card information, and customer surveys. Data must be collected quickly so managers can react while campaigns are still running (Marks & Spencer, 2024).
3. Compare performance with standards - After measuring real results, managers compare them with the planned targets. This can happen through daily dashboards, weekly marketing reports, and monthly updates for senior leaders. These comparisons show where the business is performing well and where problems exist that need action (Gibson, 2024).
4. Take corrective action - If results are lower than expected, managers must make changes. For example, they may increase advertising spending, change promotions in stores, adjust product location, or redesign marketing messages. If results are better than planned, managers may invest more in successful ideas. In retail, corrective action must be fast because timing strongly affects sales, especially during seasonal periods (Gibson, 2024).
5. Feedback and learning - The final stage is learning from experience. Teams record what strategies worked and what did not, then update future plans. This continuous learning improves marketing performance over time and helps build better teamwork and shared knowledge (Trullen et al., 2020).

Key Performance Indicators (KPIs) for M&S:
- Total sales (by channel and product category) - shows if marketing activity increases revenue.
- Online conversion rate - measures how many website visitors make a purchase.
- Average order value (AOV) - helps track success of upselling and cross-selling.
- Return on Ad Spend (ROAS) - tells how much income is earned from money spent on advertising.
- Customer acquisition cost (CAC) and customer lifetime value (CLV) - show whether new customers bring enough long-term value to cover the cost of attracting them.
- Net Promoter Score (NPS) - measures customer loyalty and predicts repeat sales; M&S already tracks NPS as a key measure (Marks & Spencer, 2023).
- Inventory sell-through rate and stock availability - essential in retail to reduce waste and prevent lost sales.
Companies should choose a small number of important KPIs (around 5–8) that clearly link to sales and profit. Extra metrics such as click-through rate or email open rate can help explain why performance changed (Watts, 2024; Cascade Team, 2023; Tableau, 2021; Ali, 2024; Rekunenko et al., 2024).

M&S can also use a Balanced Scorecard (BSC) to support marketing control. A BSC allows M&S to measure performance across four perspectives: financial results, customer experience, internal processes, and learning and growth.
· Financial measures include sales, margin and ROAS. 
· Customer measures include NPS, retention and conversion rate.
·  Internal process measures include campaign speed and stock management. 
· Learning and growth measures include staff training and digital capability (Kaplan & McMillan, 2020; Tawse & Tabesh, 2023). 
The Balanced Scorecard stops M&S from focusing only on short-term sales promotions and helps protect long-term brand strength.

A practical routine for implementation and control includes daily store and online dashboard reviews, weekly marketing meetings to change budgets or campaign messages, monthly Balanced Scorecard reviews, and quarterly strategic reviews to change targets or launch new initiatives (Gibson, 2024). This system encourages quick decisions based on data. Fast feedback allows M&S to stay competitive and respond to changing customer expectations.

Good implementation and strong control help M&S keep campaigns focused on sales growth while also building customer loyalty and a strong brand for the future (Marks & Spencer, 2024). Combining KPIs, Balanced Scorecard and regular performance reviews creates a simple but powerful way to manage marketing activity.
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