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Aims
This report will:
1. Identify the competitive strategy that M&S are employing in order to improve their existing competitive position 
2. Critically evaluate the competitive strategy that M&S employed in the development of their competitive position.
3. Recommendations will be provided to M&S for them transform their business.


Methodology
Key findings
Recommendations
· 
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1. [bookmark: _Toc8907169]Introduction
This report will conduct a strategic analysis of Marks and Spencer (M&S) and will suggest a new strategic direction for the organisation. Finally, recommendations on how to implement the strategy will be provided. The models that will be employed are firstly PESTLE and Five Forces analyses to form the basis of the SWOT to determine the strategic position. Then stakeholder mapping of M&S and cultural web analysis will be conducted to determine the strategic direction and choices to formulate a new strategy for M&S to implement. Finally, the change kaleidoscope will be utilised to assist in formulating the results.
[bookmark: _Toc8907170]1.1 Definition of strategy
Johnson et al. (2017) describes ‘strategy’ as the ‘long-term direction’ of a company which has two benefits. Firstly, the ‘long-term’ plan for a company could comprise of a methodical, rational strategy as well as an ‘incremental’, evolving ‘strategy’. Another benefit of planning for the longer-term is that a company can highlight disparity and rivalry. Moreover, the future strategy can acknowledge the importance of collaboration and simulation.



[bookmark: _Toc8907171]1.2 Background of Marks and Spencer
According to MarketLine (2018) Marks and Spencer plc (M&S) is a foremost corporation that provides conventional goods and ‘food’ in the UK with 80,787 individuals employed by the group in March 2018.  In addition, the corporation functions in ‘Europe, the Middle East and Asia’. Its headquarters are in London. Furthermore, the business stated profits of over £10.5 billion pounds for the financial year ending March 2018, an upsurge of 0.7 per cent throughout the fiscal year of 2017.  In the fiscal year of 2018, the business’s functioning ‘margin’ was 1,5 per cent, in comparison to a functioning ‘margin’ of 2.4 per cent in the fiscal year of 2017. In the fiscal year of 2018, the business logged a profit ‘margin’ of 0.2 per cent, in comparison to a profit ‘margin’ of 1.1 per cent in the fiscal year 2017. Furthermore, Marks and Spencer plc ( 2019) states that its overall group’s profits are currently £10.7 billion, while its UK revenue is divided into 61% ‘Food’ and 39% Clothing and Home’. Its ‘clothing and home’ proceeds are worth £3.7 billion, interestingly, its food profits are currently worth more at £5.9 billion, its global profits are presently at £1.1 billion. The group has 1035 stores in the UK and 428 worldwide, the global stores are in 56 different countries. 



[bookmark: _Toc8907172]1.3 Objectives of the report

This report aims to:
4. Identify the competitive strategy that M&S are employing in order to improve their existing competitive position 
5. Critically evaluate the competitive strategy that M&S employed in the development of their competitive position.
6. Recommendations will be provided to M&S for them transform their business.











2. [bookmark: _Toc8907173] Main findings
Next a critical analysis of the strategic position of M&S will include a PESTLE and five forces analyses to form the basis of the SWOT analysis. 
2.1 [bookmark: _Toc8907174]Exploring strategy framework
The Exploring Strategy Framework incorporates comprehending the ‘strategic position’ of a company; devising new ‘strategic choices’; and overseeing ‘strategy in action’ (Johnson , et al., 2017).
[bookmark: _Toc8907175]2.1.1 Strategic position (strategic purpose)
[bookmark: _Toc8907176]PESTLE
A PESTLE analysis was carried out M&S to analyse its strategic position both internally and externally which found that:
[bookmark: _Toc8907177]Political
Brexit impact and implications 
Clark (2018) stated that the ‘Credit rating agency Moody’s’ cautioned that the effects of ‘Brexit’ may result in reduction in revenues at  large brands such as ‘Marks & Spencer, Debenhams and  Next to become idle in 2019 as ‘economic’ tailwinds could diminish revenue ‘growth’ of the companies.
Brexit is now a future threat to M&S as the UK did not leave the EU on 29 March 2019 as was planned. Nazir (2019) stated in January 2019 that Tesco and M&S have publicised that they will store ‘long-life’ products prior to ‘Brexit’. M&S proclaimed that they are not going to stockpile packaged and tinned products since the UK plans for a ‘no-deal Brexit’. ‘Its food segment is 70 per cent ‘fresh’ and everything that decelerates the process will result in unnecessary ‘costs and waste’. When Brexit occurs, there could be Tariffs and embargos which may affect importing and exporting goods.
Another, political issue of M&S is, according to the Ethical Consumer Research Association Ltd ( 2019) the corporation recorded a poor ‘rating’ due to the probable usage of tax evasion ‘strategies’. The association discovered that the corporation has a parent firm located in Hong Kong as well as holdings as far as Asia in addition to a parent organisation in ‘Hong Kong’ as well as subsidiaries in China and a parent organisation in ‘Singapore’ as well as a ‘subsidiary’ located in India; six businesses located in Guernsey in addition to seven businesses in ‘Jersey’ and six businesses in ‘Singapore’. M&S tax account asserted that the business aims to handle their international ‘tax’ matters in a way that honours their existing ‘values’ and affiliated with their shareholders’ demands (link to power interest grid) whilst certifying that ‘tax’ preparation is aligned with its corporate undertakings.
[bookmark: _Toc8907178]Economical
M&S forewarns of no improvement as its ‘sales’ plummet. Forecasters are anticipating M&S yearly earnings to be of around £545 million, a figure that is predicted to not alter much in the next two years. Also, its shares have reduced by 9% in the previous year, whilst  its market share if worth £4.8 billion which places the corporation near the lowermost of the ‘FTSE 100 index’ (Eley, 2018).
Brexit is also an economic issue as it is affecting customer expenditure and footfall on the high street. - evaluate these points
[bookmark: _Toc8907179]Social
M&S is being subjected to a change in UK shopping habits where customers are reducing their expenditure on clothing.  GlobalData stated that the amount of ‘clothing and footwear’ being bought in 2017 reduced by 0.8% and is predicted to continue to decline. Also , M&S’s typical 40 plus women consumers have increasing options due to the upsurge and success of ‘fast fashion’ competitors which include ‘Zara, H&M and Primark’ (Wood & Butler, 2018).- there used to be a perception that these brands were for younger consumers but this has now changed.



[bookmark: _Toc8907180]Technology

M&S is being confronted with increased rivalry due the internet enabling straightforward access to a variety of online retailers, liken prices and to view and buy international clothing in various styles. ‘GlobalData’, which is a ‘retail’ specialist stated that nearly 25 per cent of clothing and ‘footwear’ is currently purchased ‘online’ in the UK, and the transfer from the ‘high street’ is profiting online retailers such as ASOS. M&S has found it difficult to acclimatise. It considerably financed its computerised ‘home delivery’ depot that has grappled to handle the exigence. M&S is shutting down 300 of its ‘high street’ shops that vend its entire assortment of fashion, household goods and food. The revolutionary strategy will reduce the quantity of ‘floor’ areas within its stores dedicated to fashion and household goods by 25% , although some have asserted that is not sufficient in today’s ‘digital’ era (Wood & Butler, 2018). Evaluate this- compare Ocado partnership with John Lewis/Waitrose- why did they change the partnership. (How are they moving are premium association if they are aligned with this supplier.
Its new alliance with Ocado, should enhance its home delivery service.  When did the partnership happen?
What technology do M&S currently utilise?
What are they planning on employing? 
They have a new partnership with Microsoft to implement AI technology
[bookmark: _Toc8907181]Legal
According to Ethical Consumer Research Association Ltd (2019) M&S is one of several prominent ‘brands’ aiming to achieve greater ‘ethical standards’ within the retail industry. The renowned ‘Plan A’ pledges have led to them attempting to handle a range of issues such as low salaries to ‘animal’ wellbeing in the corporation's vast ‘supply chains’. Although their ambitions are not complemented by their activities or not achieving the elevated ‘standards’ that they have put forward. M&S obtained an ‘Best Rating’ from the Association on ‘supply chain management’. Yet, several problems have been recounted by various companies. This incorporates a study undertaken by ‘The Guardian’ which found out that a ‘supplier’ to M&S called JBS, one of the world’s leading ‘meat processing’ businesses, procuring ‘cattle’ from a farm in Brazil being inspected for treating its employees as ‘slaves’. JBS stated that it   subsequently stopped purchasing from the farm when they learned that the meat processing company had association with workforce exploitations. M&S was one of many ‘UK retailers’ who stated that they had vended tinned goods made by JBS. Additionally, the associations investigation discovered that M&S had business activities in several countries are considered by the association to be controlled by despotic governments which encompasses ‘India, Kazakhstan, Libya, Philippines, Russia, Saudi Arabia, Thailand and Vietnam’
What are the legal implications?
Environmental
According to Ethical Consumer Research Association Ltd (2019) M&S achieved a ‘Best rating’ by the association in several ‘environmental policy’ areas involving ‘environmental’ coverage and ‘palm oil’ procurement. The corporation has been censured for its pledge to obtain ‘sustainable fish’.  An Investigation revealed in 2017 that just 13% of M&S’ ‘seafood’ array accredited by ‘MSC’, embodying less than a third of the ‘fish’ it vended. In addition, M&S have a varied history on ‘animal rights’, for instance, the corporation was positioned very well in the ‘Business Benchmark’ for its commitment to ‘Farm Animal’ wellbeing, as well as its method of ‘supplier’ commitment. In 2016, ‘The Grocer’ highlighted that M&S had acknowledged neglecting in its ‘supply chain’ subsequent to one of its ‘suppliers’ purportedly violated ‘animal’ wellbeing regulations by preserving ‘calves’ in confined environments. The corporation make an apology and promised that its forty ‘UK dairy farms’ would be reviewed in order to achieve the ‘RSPCA Assured Standards’ in the forthcoming.   In contrast, M&S have a strong commitment to sustainability as it has devised a ‘Plan A’ which aims to transform the organisation into a ‘sustainable business (Marks and Spencer, 2018) …
[bookmark: _Toc8907182]Five forces
According to Porter’s Five Forces model of Industry competition (Dess , et al., 2016)
[bookmark: _Toc8907183]The Degree of rivalry 
Competitive advantage’ is the considerable benefits that a company has in comparison to its rivals, these benefits enable a business to enhance its value to contend with its rivals in the marketplace (Lynch, 2018). According to Johnson, et al. (2017) ‘competitive advantage’ is how a corporation generates ‘value’ for its customers whilst being exceptional in comparison to its competitors. Moreover, ‘competitive strategy’ is how a business attains ‘competitive advantage’ in its industry. When critically evaluating the extremely ‘competitive’ established retail industry it is important to contemplate that ‘competitive advantage’ is problematic to maintain. The majority of the prosperous ‘retailers’ of the last ‘decade’ such as ‘The Body Shop, Tesco and M&S’ have become stagnant and have not maintained their competitive advantage, in relation to  M&S they have allowed their rivals to perform better such as Primark, as a result of this Primark has overtaken them to become the UK leading fashion retailer. (Grant , 2016).   Moreover, Online shopping has had immense detrimental effects on M&S, as it has suffered vast revenue losses as it failed to keep up changing shopping habits which has reduced its consumer footfall.  Primark has surpassed them to become the dominate competitor in the high street while online retailers have also lured it customers to shop elsewhere.
 According to MarketLine (2015) ‘The UK ‘womenswear market’ is relatively disintegrated, and competition is evaluated as robust owing to the lack of interchanging costs and the likeness of ‘products’ available. M&S have reduced their prices at Easter to compete with its rivals and due to Brexit uncertainty. For instance, M&S decreased ‘prices’ on around 500 ‘food products’ to appeal to additional consumers during ‘Easter bank holiday’. ‘Good Housekeeping magazine’ claims that consumers can purchase ‘lunch’ at a cheaper rate from M&S in comparison to its rivals Sainsbury’s and Waitrose. The ‘head of food’ at M&S, Stuart Machin declared that the corporation is in the initial phases of their modernisation strategy to widen the allure of its food to consumers that have families and transform M&S to become more pertinent. The price reductions are part of M&S attempt to compete effectively with ‘discount’ superstores like Aldi and Lidl who have both confirmed robust ‘growth’ in their most up-to-date trading reports. M&S has now declared a £1.5 billion alliance with Ocado, which will provide food goods with an online distribution channel. In addition, M&S  has confirmed a ‘sponsorship’ agreement with ‘Britain’s Got Talent’ to expand its consumer segments for example, it has now implemented ‘Ant and Dec voice-overs’ at its ‘self-check-outs’  (Nazir, 2019).
(Computer Weekly, 2018)- M&S admits online remit “well behind” competitors


[bookmark: _Toc8907184]The threat of new entrants 
The ‘threat of new entrants’ is continuously  intensifying in the majority of industries due to the continuous development of digital technologies and the ever-increasing usage of the internet which have enabled ‘barriers to entry’ to be reduced (Dess , et al., 2016).  With regards to M&S, the threat of new entrants to both of its food and clothing sector is relatively high because there is substantial competition from online retailers who can match their prices and high street retailers who can also offer reduced prices. However, it would be difficult for new competitors to achieve the brand  perception and loyalty from its customers that M&S has achieved over 135 years (Gwynn, 2018).
[bookmark: _Toc8907185]Bargaining power of buyers
The internet and digital ‘technologies’ can enhance ‘buyer power’ by supplying customers with enhanced knowledge to undertake purchasing judgments and by lessening substituting expenses. However, digital technology could quell the dominance of conventional purchaser outlets that have focused ‘buying power’ , granting ‘buyers’ new methods to contact vendors (Dess , et al., 2016).Both ‘Suppliers’ and purchasers can increase their ‘bargaining power’ by penetrating the sector by means of ‘backward integration’. M&S can openly vie with their ‘suppliers’ for example, ‘Procter & Gamble’ and ‘Johnson & Johnson’ by buying branded ‘products’. Potent or frantic ‘buyers’ could improve their ‘bargaining’ influence. Purchaser negotiating influence might be reduced if companies are able to vend goods to many ‘buyers’, ascertain how ‘value’ is appended, offer distinguished ‘products’ and boost access obstacles (Peng, 2009).
[bookmark: _Toc8907186]Bargaining power of suppliers
The usage of ‘internet’ and ‘digital technology’ to improve efficiency and modernise the procedure of procuring ‘supplies’ is continuing to aid many industries. However, the impact of the ‘internet’ on ‘supplier power’ will be contingent on the degree of rivalry in an ‘industry’. Similarly to, ‘buyer power’, the degree to which the ‘internet’ is an advantage or an impairment effects the ‘supplier’s’ placement within the ‘supply chain’ (Davey, 2018) Suppliers have immense power for instance, M&S were obligated to agree to ‘wholesale price’ increases of up to 15% on several products subsequent to ‘suppliers’ pressurising the company by stating they would withdraw ‘products’ from M&S unless they agree to wholesale price rises. Steve Rowe, M&S’s CEO, was infuriated that lesser brand ‘suppliers’ in November 2016 when he vowed to guard its customers from the effect of ‘sterling’s’ weakening subsequent to the ‘Brexit’ results. Rowe stated that prices increases would not affect its customers, and its ‘buyers’ declined to bargain with ‘trading’ cohorts due to the fluctuations in the ‘currency’. He stated that M&S would reduce costly ‘raw materials’ by means of enhancing its ‘supply’ network and through vending in vaster capacities. (Shah, 2017).   




[bookmark: _Toc8907187]Threat of substitutes 
The ‘threat of substitutes’ as well as a conventional ‘marketplace’, the ‘Internet’ has established a new ‘marketplace’ and outlet. Consequently, the risk of product or service ‘substitutes’ has intensified due to the ‘internet’ enabling new techniques to be developed to achieve undertakings. Customers will typically opt to buy a ‘product’ or use a ‘service’ unless a ‘substitute’ is offered at a lesser price. The economising generated by digital ‘technology’ have resulted in various ‘substitutes’ being established for conventional techniques of undertaking ‘business’ (Dess , et al., 2016). With regards to M&S’s, threat of substitution, consumers can buy apparel immediately from the ‘manufacturer’ instead of the traditional dissemination outlet, which is enabled by the expansion of ‘online sales’. Every leading clothing ‘retailer’ now has an ‘online’ outlet since there is a heightened customer reliance on the ‘internet’ as a ‘shopping’ outlet. Moreover, a rising quantity of entirely online ‘fashion’ retailers have appeared in the ‘market’ because they wish to gain from reduced operating expenses which is possible by not having to remunerate the fixed costs experienced by operating retail shops such as ASOS and Boohoo. Although in general, the ‘threat of substitutes’ to the clothing sector is considered low  (MarketLine, 2015). The threat of substitutes within their food segment is relatively high for instance, for example, ‘M&S food’ is regarded as very highly priced and competitors have matched them on price. Following numerous years of abundant ‘growth’, M&S food segment is being matched by its competitors within the lower end of the sector such as Aldi and Lidl to premium brand ‘Waitrose’ who have all introduced a variety of new ‘products’  similar to what M&S was formerly renowned for  (Wood & Butler, 2018). This illustrates that it has been relatively straightforward for its rivals to compete with them on both quality, taste and customers service both with the premium market and the lower end of the market.










[bookmark: _Toc8907188]SWOT analysis of M&S
[bookmark: _Toc8907189]Strengths 

According to MarketLine (2018) M&S is one of the foremost ‘retailers’ of homeware, clothing and food in the UK. The firm has a concentrate its efforts on the UK ‘retailing market’, which contributes to its ‘growth’. Yet, an increase in ‘shoplifting’ might damage its ‘cost structure’. M&S strengths include that its CSR strategy is successful; it is highly fixated on the UK retailing market; Its Multi-channel retailing method is very effective.  In addition, to the Strengths MarketLine stated. M&S has high quality food products; a well-known established brand with an extensive history. According to Lynch (2018) when forming a new strategy, it is imperative  to consider the value of a companies enduring  standing. For instance, M&S has evident strengths such as, it has a long standing history, a good repute and is well-known for providing excellent customer service in addition to quality products and services. These strengths are a strong foundation for forming a new strategy and for implementing transformational change.


[bookmark: _Toc8907190]Weaknesses 
 Secondly, M&S weaknesses include that it substantially depends on the UK market as well as the increasing clothing ‘retail’ sector in the UK. Also, it has recurrent product retracts. 
[bookmark: _Toc8907191]Opportunities
Thirdly, its opportunities include that has growing existence in rapidly expanding retail markets in China and India as well as encouraging trends in world-wide online retailing. 
[bookmark: _Toc8907192]Threats
Therefore, it could expand into new markets to diverse and grow its market share. Fourthly, its threats encompass increasing labour costs in the UK. Also, a substantial increase in theft forfeitures. Therefore, M&S should enhance security systems and employ additional security personnel.
Furthermore, ‘linkages’ amongst technology advancement and production to enable new production approaches that could be employed in several areas of the organisation. For instance, direct ‘communications’ links amongst sizeable retail corporations like M&S and their ‘suppliers’ (Lynch, 2018).

[bookmark: _Toc8907193]Strategic Drift 
[bookmark: _Hlk8676203]There are four stages when a ‘strategic drift’ occurs which may result in a company’s demise or to ‘transformational change’ (Johnson , et al.,2017).  From conducting a Strategic analysis of M&S it is evident that M&S is at stage 4 of the strategic drift graph which has led to a transformational change plan and process. As M&S is currently at stage 4 of the strategic drift, it is vital that the transformation change is successful, if it is not it could lead to the demise of the corporation. It is essential for the company to transform their culture and organisational structure. Thus, Business level strategy and Corporate level strategy is required. One of the stages of ‘strategic drift’ is discouraging profits or poor growth. M&S arrived at this stage of the strategic drift because they have failed to modernise, retain a competitive advantage over its rivals and has failed to prepare for the high street decline (Johnson , et al., 2017). M&S has reached the last phase of strategic drift, thus transformational change is essential, or it will lead to insolvency. Presently, the company’s ‘strategy’ is significantly not able to cope with fluctuations in its internal and external ‘environment’.  Therefore, its management need to alter its organisational ‘model’ to the cope with the continuous changes in its internal and external ‘environment’. Companies rarely initiate ‘transformational change’ typically because its results in considerable reductions in ‘market share’ and a reduction in revenues until the organisation is transformed (Henry,2018).
If M&S had made incremental changes throughout the years they would have avoided reaching stage 4 of the strategic drift if they had listened to the chairman, Archie Norman of M&S in 2017, who criticised the besieged retail chain for allowing the firm to drift for over 15 years and promised to execute a drastic transformation of the corporation. Norman declared that the company has been ‘drifting’ and not satisfying its consumer’s vows. Norman is particularly recognised for successful transformational changes throughout his working life which encompasses Asda and ITV (Wood, 2017). This demonstrates that through Norman, the company had had strong links with ITV which allowed M&S to successfully collaborate with ITV to sponsor Britain’s Got Talent. The sponsorship is enabling the food segment of the business to be marketed to vast audiences.
For example, Sainsbury’s considered the business environment as they have adapted their motto and altered their target market.





[bookmark: _Toc8907194]Cultural web analysis
A comparatively straightforward framework to manage ‘cultural change’ is the Cultural Web devised by Johnson and Scholes. BPP Learning Media (2014) supports this by stating the Cultural Web is comparable to McKinsey’s 7S framework is an effective method for assessing companies confronted with structural ‘change’.  The cultural web can assess the impact of a company’s ‘history’ and ‘culture ‘on its ‘strategic direction’ is apparent in ‘strategy’ formation. ‘Strategic direction’ typically occurs when a company wishes to alter its ‘culture’ (Johnson , et al.,2017). Therefore, the cultural web should enable M&S to effectively transform the culture as it is aiming to unite its ‘brand’ and ‘culture’ as revenues have deteriorated. Moreover, M&S has a rigid, inefficient and unresponsive culture. Which is why it must be transformed by altering the structure as it has various tiers, it is very ‘corporate’, numerous groupings and its managers are deprived of liability. As a consequence of the modernisation, the corporation  is aspiring to increase its profits as it transforming the business through relocating a ‘third’ of its operations ‘online’   (Hammett , 2018).

[bookmark: _Toc8907195]2.1 Strategic direction
M&S could adopt a change management approach as the currently strategic management of M&S is failing due to the organisation be unsuccessful in keeping up with consumers changing needs and habits. Furthermore, it has failed to update its infrastructure and has not used technology effectively to compete with online retailers.
The method of ‘revolutionary change’ and a company’s ‘transformation’ is the foundation for a new ‘state’ of ‘equilibrium’. Although, due to the ‘forces’ of ‘resistance’ that uninterruptedly alter, the new ‘equilibrium’ is followed by a ‘period’ of virtual steadiness that is preceded by another phase of ‘revolutionary change’. As the ‘process’ endures to evolve as a procedure of ‘punctuated equilibrium’. Some contend that ‘revolutionary’ could concern a solitary company or an entire industry.  M&S is a company that was confronted with the requirement to transform itself despite a lengthy duration of ‘incremental change’ not being effective, it discovered that its strategy did not fit its internal and external ‘environment’ and it was not performance was not as successful as its compeitors (Hayes ,2018). need to evaluate this and provide a contrasting author! Such as ?
[bookmark: _Toc8907196]2.3 Strategic Choices
Next this report which turn to deliberate the strategic choices available to M&S after diagnosing the strategic direction for the corporation. 
Strategic Choices enable a corporation at a ‘business level’ to effectively be positioned in comparison to its rivals.  There are many ways to successfully challenge competitors in an industry. For instance, a company can rival its competitors by cost leadership or through ‘differentiation’. Also, ‘competitive advantage’ can be achieved by means of being adaptable and agile in comparison to its rivals. Moreover, an organisation can choose to be adopt a collaborative method in order to compete effectively with its rivals (Johnson , et al., 2017) for example, M&S is collaborating with Ocado to improve its delivery service and gain more customers.
Furthermore, ‘choices’ regarding which ‘strategies’ to engage in, when making any ‘choices’, they should be engaged in individually through ‘organic’ growth, by purchases or through ‘strategic’ partnerships with other companies (Johnson , et al., 2017)- link to alliance with ITV, Ocado and Microsoft!
M&S differentiation strategy has failed. Porter (1980) stated that it is advisable for a company to adopt a ‘differentiation’ or a ‘low-cost strategy’, he claimed that if a firm engages in both it could become ‘stuck in the middle’ which could result in mediocre revenues. Yet, some findings indicate that some supermarkets adopting a ‘hybrid strategy’ are more lucrative in the long term than retailers who adopt simply a ‘differentiation’ or ‘low-cost strategy’. The explanation for this seems to be the reality that companies who adopt a ‘hybrid strategy’ are more adept to deal with fluctuations in the ‘business environment’. Moreover, in a situation where consumers crave valuable goods as opposed to paying elevated prices for them thus, companies who employ a differentiation strategy should not overlook the ‘cost’ aspect of the ‘business’. Additionally, some companies purposefully endeavour to adopt a hybrid strategy in order to appeal to different segments of the market. For example, Sainsbury’s promotional motto is ‘Living well for less’, they formerly utilised the motto ‘Making live taste better for less’. Sainsbury’s promotional motto is evidently intended to show that premium goods do not automatically involve elevated prices (Rafiq & Varley, 2014).Similarly to Sainsbury’s, M&S are now adopting their strategy within their Food segment of the business, as they are presenting meal deals with enticing adverts, with their well-known slogan ‘It’s not just food, its M&S food’, which demonstrates they are attempting to appeal to families that wish to purchase high quality food at affordable prices. By critically evaluating M&S current competitive strategy, which is differentiation, it is recommended that M&S adopt a hybrid strategy of both differentiation and cost leadership in order to gain a competitive advantage over its rivals.
The M&S collaboration with Britain’s Got Talent jeopardies the ‘brand’, it may not be considered premier any longer. M&S reasons for funding ITV’s ‘talent’ programme are evident however propelling short-term sales growth’ ‘could impact the long-term ‘brand’ strength. M&S is well-known for years of appealing to the masses with slow-mo’ adverts of food. It’s slow-mo TV adverts have been highly successful, for example, sales of its ‘chocolate pudding’ increased by 3,500 per cent subsequent to its well-known ‘it’s Not just any food campaign’ in 2005. When M&S ‘Food’ agreed to a contract with ITV to ‘sponsor’ the 2019 ‘series of Britain’s Got Talent’ which is its first ‘TV sponsorship’ deal agreement. BGT is one of ITV’s key ‘prime time’ programmes and appeals to millions of watchers each episode. However, it’s not the programme you would associate it with and expect it to sponsor as it is a ‘premium retailer’. ‘YouGov’ stated that 74% of UK citizens surveyed have an upbeat view of M&S Food and only 6% had an undesirable view. M&S food enthusiasts designate it as ‘classy and ‘attractive’ (Hammett , 2019). 
Furthermore, M&S also has alliances with Microsoft and Ocado…
(Calnan, 2018)
(Felsted, 2015)- M&S chief Marc Bolland explores potential acquisitions
Retail Insight Network (2018) contends that M&S revitalised concentrating on ‘food value’ is the incorrect ‘strategy’. The self-deprecating comment from M&S CEO Steve Rowe, M&S’s 2017 yearly report indicated that is necessary for M&S to ‘change’ rapidly and transform its ‘food’ segment, to a modification from ‘premium to value’. Nonetheless the proclamation of this alteration of strategy which is intended to entice consumers with families reveals M&S’s deficiency of recognising where it can develop in the future.
‘Integrated Marketing Communications (IMC) promotions can result in enhanced ‘advantage’ than just solitary promotions. Subsequent to the worldwide ‘economic recession’ and successive variations in customer purchasing habits, some retailers discovered that they in order to regain ‘market share’ they should highlight the ‘value’ of purchasing M&S products. M&S has enhanced its ‘market’ expenditure by redeveloping the organisation. The purpose of a promotional campaign is to effectively market enhanced design and ‘quality’ and the advancement in food by means of utilising a variety of interaction ‘channels’. Yet, companies may have to alter its corporate ‘structure’ and ‘culture’ to ensure that IMC is integrate effectively, and inventiveness could be suppressed if promotions are not successful, they could advertise on a larger magnitude and there is possibility that it will impair its repute and premium standing, for example, M&S has collaborated with ITV in order to sponsor Britain’s Got Talent by showing TV promotions of its food during advert breaks. Augmented employment of ‘digital channels’ and ‘social media’ is increasing the pressure of conceiving and managing advertisement promotions.  M&S must contemplate the numerous interactions in a consumer’s ‘journey’ to ensure that the customers experience is interconnected within the store and the online opportunity. Moreover, a possible drawback of implementing an ‘IMC’ method are that it necessitates strong leadership during the creation and execution of an ‘IMC campaign’ (Jobber & Ellis-Chadwick, 2016).










[bookmark: _Toc8907197]2.4 Strategy in action
M&S introduced ‘plan A 2025’ in June 2017. Their ‘Plan A 2020’ pledges were ending, and they were certain that their plans for the business undertakings required strong aspirations, an increased speed and a larger size of its operations. It was imperative for M&S to place their customers are at the core of their philosophy. Thus, they conceived ‘Plan A 2025’ in order to be able to fulfil customer requirements. They acknowledged that subsequently to 10 years of ‘incremental change’, they have concluded that they it is essential to develop the corporation to be very ‘disruptive’ and ‘transformative.  It is necessary to envisage how the world will be in 2025 and make alterations to the organisation in preparation instead of concentrating on the few years. Moreover, many factors have led to this transformation change. For instance, the extensively deliberated downfall of the conventional ‘high street’ which will result in extensive changes for residential areas. Some societies will be unaffected by this ‘transformation’ nonetheless for others, it will result in the defeat of the conventional ‘high street’ stores that have been a fixture of society for ‘decades’ can result in noteworthy ‘social change’ (Marks and Spencer, 2018).
M&S’s decision to divide its ‘creative’ in order to transform the company to ensure that the ‘spark’ is brought back. The verdict to appraise its ‘clothing’ and ‘home’ products is the most recent indication that the company is at last focusing on the highly dissimilar difficulties its two main segments are being confronted with which is due to ‘product’ acuities instead of the ‘brand’ (Hammett, 2019).
What are the failures of the strategy? -  need to give examples of failures in the implementation section, so M&S need to bear their examples in mind when developing a new strategy.
There are many change models and strategic management models that could be applied to this case study on M&S. The chosen frameworks that have been critically applied are stakeholder mapping (Medlow-power interest matrix- customers are fundamental to M&S, the cultural web, and finally the change kaleidoscope to assist in formulating the results.







[bookmark: _Toc8907198]Change kaleidoscope 
The change kaleidoscope’ model can be employed to distinguish vital elements to consider when constructing ‘change’ processes. The ‘change kaleidoscope’ emphasises how a collection of appropriate elements can assume several methods when advocating or opposing ‘change’ (Johnson , et al., 2017) The ‘change kaleidoscope’ is evidently more situation ‘sensitive’ than earlier change frameworks, it is does have drawbacks. For instance, some have argued that the framework is like the ‘contingency model’ (Iszatt-White & Saunders, 2014).
[bookmark: _Toc8907199]Time
According to the ‘Four Generic types of change’ model devised by Julia Balogun and Veronica Hope-Hailey. (Johnson , et al., 2017).M&S is going through evolutionary transformational change as it announced that its plan will transpire over a period of five years and is due to be completed in 2025 (Marks and Spencer, 2018). As Johnson , et al. (2017) notes that ‘evolutionary changes’ in ‘strategy’ should cause ‘transformation’ yet measured changes. Disputably this is a very difficult form of ‘strategic change’ as it entails developing and utilising its current ‘strategic capabilities’ whilst at the same time creating different ‘strategic capabilities’. Yet, some flourishing companies may not consider the necessity for ‘change’ as urgent and there may be an inclination to utilise its past sources of its achievements, thus the examination for discovering different approaches of undertaking activities could be restricted. Managers of companies and academics have attempted to pursue methods where successful ‘evolution’ of ‘strategy’ could transpire. Also, to determine how a company could alter both its ‘business model’ and ‘culture’ progressively whilst ensuring that its changes are aligned with alterations in its external ‘environment’ consequently averting ‘strategic drift’. The ‘time’ untaken for ‘change’ can vary considerably. For example, a company could be confronted with instantaneous deterioration in revenue from swift alterations in its ‘markets’. Alternatively, a company’s management may not believe that the necessity for ‘change’ is essential and may be reluctant to plan for long term changes. (Johnson , et al., 2017). Rigby (2018) supports this by stating rapid transformational change is essential for M&S. It is forming strategies to increase the speed of ‘change’ in its corporation as ‘clothing’ and household product ‘sales’ will eventually transfer online, and ‘food deliveries’ will be made straight to consumers houses. Additionally, it also stated that rapid change is necessary due to ‘channel shift’ as well as increasing ‘competition’ from rivals offering discounted goods in a difficult customer ‘market’.
[bookmark: _Toc8907200]Scope
The scope of the change required to transform M&S structure and culture for it to become highly profitable once more is extensive. ‘Corporate-level strategy’ considers the complete ‘scope’ of a company and how ‘value’ is appended to a company. While, ‘Business-level strategy’ is how a company vies in its specific markets (Johnson , et al., 2017). M&S will need to alter both their Business-level strategy and their Corporate-level strategy in order to effectively transform their business by transforming their culture and the organisational structure Business level and corporate level change is required at M&S as both cultural and structural changes are necessitated. For example, when ‘transforming’ a culture  of an organisation  it is important to consider that the ‘culture could be ‘deep-rooted’ which could be difficult to alter if, in ‘Schein’s’ conditions, it is in a ‘mid-life’ or ‘maturity’ phase. A ‘culture which has been cultivated as the company progressed and could be challenging to alter and encompasses all relationships amongst persons. If the exterior influences are thought to deeply affect the company ‘culture,’ the principles and conducts that personnel bring to the company, although there is hardly any certainty that a company can be altered except if the exterior ‘environment’ alters with the required alterations. If a corporate ‘culture’ is reliant on interior influences, then there is a conviction that it can be guided and altered. (Browaeys & Price,2015). M&S has acknowledged that it necessitates substantial ‘change’ as sales have decreased rapidly. The chain’s ‘half-year results’ display that it is in the development ‘phase’ of its transformational change with further alterations to occur. Moreover, M&S stated that it did not anticipate further enhancement in ‘sales’ in the immediate future. It has proclaimed that there have been additional declines in ‘clothing’ and ‘good sales’, cautioning that substantial ‘change’ is necessary in order to substantially alter its downturn Sky News (2018). 
[bookmark: _Toc8907201]Preservation
M&S should aim to maintain its excellent customer service. In addition, it should consider the lasting affects the store closures will have on both employees and its customers. For example, 100 of its stores will shut down by 2022 which will affect 872 personnel, consequently not all staff will be redeployed. Furthermore, shutting shops may not enhance productivity and support enhancing its profits. Moreover, this will not resolve its underlying issue of improving its ‘growth’ (BBC News, 2018).

[bookmark: _Toc8907202]Diversity
It is difficult to assess whether M&S management team are adaptable and multiskilled enough to cope with the effects of the transformation change at this stage, as not all the changes have been implemented yet. Although, M&S launched a ‘Data Academy’ to enable employees to be digitally skilled. It is providing ‘data skills’ instruction for in excess of a 1,000 of its retail store employees to support the transformation which is being offered to various job roles such as shop ‘managers’ and ‘visual mechanisers’ to acquire new ‘digital skills’ that the corporation requires to accomplish its ‘transformational’ strategy. (Webber , 2018)
[bookmark: _Toc8907203]Capability
Through cutting 350 retail store management positions, this may affect the change implementation process as there will be a lack of experienced managers to implement and manage the impact and effects of the transformation process (Calnan, 2018).
Investment in collaboration could affect probability in the short- term which may result in prices rises. Research and develop costs (Microsoft AI) expand!
[bookmark: _Toc8907204]Capacity
M&S has acknowledged the necessity for change due to slow growth and poor performance. Therefore, M&S has devoted £25 million to execute a new ‘technology programme’ and ‘outsource’ 250 job roles in order to turn into a digitally focused ‘retailer’. The corporation has revealed its proposals to move a third of its operations ‘online’ by 2022. The ‘investment’ aims to produce a responsive, quicker and profitable ‘technology’ operation and is predicted to spare the corporation £30 million per year by 2021-2022. ‘Technology’ is a vast function in modernisation and partnering appropriately with organisations such as Microsoft and Ocado, as well as an excellent business ‘model’ will allow M&S to be responsive, adaptable and reactive to change. By means of the ‘Technology Transformation Programme’ the company should be more efficient, easier and be fixated on accomplishing a flawless consumer ‘experience’.  By implementing their ‘three-step’ modernisation, M&S has started the process by prolonging the inaugural of new retail shops that only sells food and vended its retail companies in Kong Hong and Macau.
[bookmark: _Toc8907205]Readiness
According to Marks and Spencer( 2018) it communicates openly with its personnel by enabling them to be involved in community schemes. Additionally, over 90% of its employees that were involved in its community schemes felt more connected with the organisation. This demonstrates that the employees that it is retaining throughout the restructuring process are engaged with the organisation which should indicate that they are ready to acclimatise to the new structure and culture of the organisation. However, in contrast, M&S is radically transforming the organisation which could result in employees being disengaged or even leaving the organisation themselves if they feel they are at risk at being made redundant. For instance, M&S is shutting over 100 of its main stores in a gripping departure from the ‘UK high street’ that will result in thousands of redundancies. M&S disclosed plans to close 100 of its stores by 2022, as it magnified its current store closing agenda. It stated that the closings were crucial for  it to survive although ‘Usdaw’, the ‘shopworkers’ union’ blamed M&S of ‘salami slicing’ as employees were finding it difficult to accept another spate of shop closings (Wood & Butler, 2018), which demonstrates that employees are not as engaged with the transformational changes as M&S has portrayed in the media.
[bookmark: _Toc8907206]Power
The ‘culture’ of M&S has extensively been condemned for being extremely ‘bureaucratic’. The CEO, Steve Rowe acknowledged it is a hierarchical company that typically only considers its internal environment and not its external environment. Also, it is very ‘corporate’. Following many failed strategies, the new chairman Archie Norman is predicted to be influential in accomplishing ‘change’ (Wood & Butler, 2018). 
Steve Rowe, CEO of M&S and Archie Norman, chairman to shareholders of M&S are the facilitators of the transformational change thus the power resides with them.  For instance, Norman stated that he could not promise that it will only be 100 stores ceasing to trade, he provided a harsh caution regarding the perpetual ‘threats’ encountered by the retail chain as he declined to declare that additional stores could shut and there could be further redundancies.  He also stated that the organisation is currently on a ‘burning platform’, and if they do not alter and transform the business, in only decades M&S will cease to exist. In addition, Norman informed the yearly ‘shareholder meeting’ that is extremely dissimilar to its competitor Next, M&S had not been as merciless at shutting down established shops as consumer behaviours have altered. Furthermore, its oldest stores are in based where consumers are decreasing their expenditure on goods which is substantially affecting the ‘performance’.  He added that the issues should have been dealt with numerous years ago.  He warned that initially 100 shops will close although if this is not enough it could lead to further closures. In order to establish if the closures are sufficient the chain will have to transform the group which will  substantially affect employees during the alteration process (Wood, 2018). This illustrates that the chairman is demonstrating that the shareholders do not have the power, that the management does. Furthermore, it is very emotionally intelligent of him to liken the changes to that of Next to illustrate that the changes could be more ruthless than they are.
A ‘Shareholder Panel’ was established in 2016, the ‘panel’ is intended at ‘private investors’.  The ‘panel’ encompasses an assortment of ‘private investors’ which are encouraged to convene with ‘members’ of the ‘senior management’ panel, on numerous instances throughout a year, to deliberate a variety of matters which are applicable to the company and to the financiers. The ‘panel’ offers an opportunity for the opinions of their ‘shareholders’ to be deliberated as they plan to make forthcoming changes to M&S. In addition, it offers M&S a chance to inform ‘Panel members’ on the headway of achieving plans, and to attain their opinions (Marks and Spencer plc, 2019). Stakeholder mapping’ can offer an awareness of the ‘power’ of various ‘stakeholders’ to support or oppose ‘change’ (Johnson , et al., 2017). For example, M&S consulted its ‘shareholders’ for them to agree to invest £600 million to obtain shares in ‘Ocado’ and reduce its ‘dividend’. M&S has approved a combined agreement with ‘Ocado’ where it will obtain half of the ‘online’ retailers’ UK business for £750 million. The agreement will enhance M&S’s ‘online food delivery’ and enable Ocado to be converted into a primarily ‘technology’ firm. M&S claimed that it would obtain £600 million by means of a ‘rights issue’ to finance the agreement. In addition, it reduced its ‘dividend by 40%’ to a maintainable amount. Shares in M&S tumbled by or 12.6 per cent while Ocado’s shares fell by 3.1 per cent. Shares in both businesses fell when they confirmed the deal. Waitrose and Amazon used to partner with Ocado prior to this (Strydom & Duke, 2019).M&S made the decision not to announce its typical ‘trading update’ when converging with ‘shareholders’ during its yearly meeting. This highlights that M&S failed not to notify the ‘market’ the results of the ‘first quarter trading, as it has fulfilled formerly (Jahshan, 2018).  Furthermore, Wood (2018) states that Marks & Spencer chair said to its shareholders that the business is at risk if they do not transform it.
M&S is undertaking transformational change to all areas of its business and is significantly building partnerships with Ocado to enhance its delivery. Also, it is collaborating with Britain’s Got Talent by sponsoring them to change its brand perception and promote awareness. Finally, the facilitator of the change needs to ensure that all transformation changes as effectively managed and implemented.





[bookmark: _Toc8907207]3.Conclusion 
In conclusion, M&S adopted a long-standing strategy of differentiation however, it has now adopted a hybrid strategy of both differentiation and cost leadership in order to compete with rivals and gain a larger share of the market. Although the benefits of this strategy have yet to be seen as is currently at stage 4 of the strategic drift, which demonstrates that the company is at risk of demise therefore, it is necessary for it to execute transformational changes that will be evolutionary as it will necessitate a considerable amount of time to effectively implement the new strategy and successfully transform the organisational structure as well as the culture which has remained relatively unchanged over many decades. Thus, the transformational changes should be completed by 2025. What are the strategies in action? What changes are they introducing?
Marks and Spencer are aiming to accomplish a transformational strategy by:
M&S are investing more in technology by means of partnering with Microsoft to develop and utilise AI technology and are closing stores that are less profitable.
The advantages of Marks and Spencer using a transformational strategy are as follows:
· M&S collaborating with BGT through sponsorship is enabling its food produce to be advertisement to a wide audience through TV advertisements. It is creating a strong association with the brand and demonstrating that is marketing to other market segments for example, families seeking everyday value not just the premium market for instance, the likes of Waitrose shoppers.
The disadvantages of Marks and Spencer using a transformational strategy are as follows:
· By targeting families through advertising on a prime TV slot during Britain’s Got Talent, it may lead to the perception of the M&S brand changing and the brand’s standing of being premium may be lost.






[bookmark: _Toc8907208]4. Recommendations
Based on the Change Kaleidoscope/strategic action.  It is recommended that M&S:
· It would be beneficial for Marks and Spencer to benchmark against other high street competitors such as its major competitor Primark and other high street and online retailers.
· Marks and Spencer need to ensure that they have substantial resources to sustain the new competitive advantage.
· M&S should continue to collaborate with organisations such as Ocado to gain a larger share of the market.
· M&S should ensure that they utilise technology to enhance 
· M&S to ensure that their vertically integrated value chain is sustainable and continues to be developed
· M&S should adopt a hybrid strategy of both cost leadership and differentiation in order to attract new customers to buy goods and services from the organisation such as food and clothes.
· Ensure than the alliance with Microsoft to implement AI technology is successful.
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