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                                                               Introduction


	The supply chain is essential for any company’s productivity. Corporations invest in different logistics network models to improve profitability, market share, and consumer relationships. Marks & Spencer has experienced losses and poor market performance. 

The food and clothing retail company struggle with many supplies network and logistic challenges. According to Mooney, the company cites supply chain issues as the main reason for its 5.5% sales drop in 2019.

 While the company has made substantial steps in improving its performance, it still falls short of the required standards in supply chain management. 

A specific problem is information technological and online systems.
The corporation should consider making changes to its IT framework to improve logistics and customer relationships. Marks & Spencer should invest in improving its online systems and IT networks.
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                                                            Problem Statement




	Marks & Spencer struggles to set an online print in its supply chain processes. The company mainly targeted traditional practices. For instance, the business primarily created stores in different cities across the world. The retail corporation mainly depended on the brick-and-mortar strategy. Managing these spaces has been costly, with the coronavirus pandemic worsening the situation. According to Leite (7), Marks & Spencer closed 35 stores in 2019 while expected to shut 25 food stores and 85 full-line stores in 2020. The massive closure of stores proves that the company erred in using brick and mortar. The opening and closure of these stores have negative implications on the company’s performance. For instance, it lost some assets and customers that depended on the traditional structure. Therefore, M&S should make strategic decisions to avoid these conditions.
	Another concern is that Marks & Spencer did not consider the development of an online system early enough. Since they opened many stores globally, M&S failed to consider the blend between the traditional setup and the online system. This aspect affected the company’s performance in different ways. First, M&S lost many customers who valued shopping in its stores. Second, increased closure of shops without integrating the online system distorted the supply chain processes. The company faced challenges in dispatching its products to consumers. Such conditions led to insufficient inventory and logistics management. There for it will take time for M&S to develop its presence online.
	Apart from developing a smooth online system, Marks & Spencer failed to coordinate goods’ online processes and logistics. According to Butler, the company faced challenges at its Castle Donnington distribution centre. The corporation has previously delayed the delivery of online orders. Customers complained that the charges were delayed by two weeks while the company withdrew the next-day deliveries. 
Marks & Spencer s could not manage the volumes of the 2015 Black Friday orders (Butler). This situation confirms the failure in creating a system that connects online sales, distribution of products, and production. The company faces consumer dissatisfaction through these processes. These mistakes further cause Marks &Spencer to lose loyal customers and sales.
	Marks &Spencer has also experienced problems with electronic payments. IT frameworks are significant since they support fast payment processes. The company made a substantial step by introducing a new till system that allowed automatic card payments. However, a system breakdown prevented consumers from paying for their goods in some stores (BBC News). This situation exposed M&S as a company that only introduces new IT technology without proper checks. For instance, the automatic system should have passed rigorous testing to reduce such hiccups. Besides, the payment structure is essential for increasing continuity for supply chain processes. Such issues affect consumer service delivery.
	M&S also suffers from using a mixed supply chain mode for all its products. Marks &Spencer mainly sells fashion and food products. The challenge that the company faces is how to balance these products that are in different niches. The problem arises when handling the supply chain processes such as production, distribution, and logistics. For instance, M&S experiences challenges in how to manage the distribution and consumer services for these products. Using one style for both has proved to be less effective. The delivery of food products and raw materials requires a faster logistical framework compared to clothing items. Besides, food products need higher safety assessments than fashion products. They undertake quality evaluations to meet high standards. Therefore, the company cannot use similar models in managing supply chain processes. 
	Another critical concept is the approach the company uses to enter the online market. The company has considered similar decisions in expanding its supply chain processes. While M&S understood the mistakes of opening many stores in different cities, it faces a similar situation in the online world. For instance, Marks &Spencer recently opened 46 websites as it targeted 100 countries. This aspect is essential for introducing diversity through this model. Clark reports a 75% increase in global e-commerce sales due to this decision. However, the cost of running these websites is higher than having one primary website. The company may experience several challenges, such as managing the consumer service delivery practices. 
 (
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Remuneration
Technological
Branding
Production
Supervision
Supply Chain
)
Figure 1: Fishbone Chart
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Discussion and Analysis
	The most appropriate approach to solving the IT and online system crisis is conducting an audit on the current framework and developing a consumer-friendly structure. The company has made progress by introducing its business to online platforms. Creating 46 websites is a significant step for M&S. However, entry to the online supply chain model requires a proper assessment of the current challenges and the possible solutions. For instance, Marks &Spencer ought to understand that its inventory management system may hinder its performance in its online activity. The company has previously failed to deliver online orders since it had not prepared them.
	The contemporary external environment requires adequate knowledge of consumers before undertaking any online change. While online presence would improve its sales, Marks &Spencer should develop sustainable and long-term plans to improve loyalty. For instance, the company should assess whether its product designs match the needs of the target market. Zara has mastered this strategy by producing thousands of procedures every year to meet the fashion demands. The increase in variety makes customers choose products according to the trending fashion. Marks &Spencer should develop trendy designs while conducting adequate online marketing. Product quality would encourage the company’s online processes, thus increasing its market share.








	Supply Chain Management: Store Closures and Online System

	Plus
	Minus
	Interesting

	· Introduction of new technological models
· Improving customer interactions
	· Uncertainty for employees
· Massive job losses
	· Which stores are going to be closed?
· Is it possible to blend traditional structure and online supply chain system?


Figure 2: PMI Chart
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The PMI Chart maintains the significance of the store closures and integration of online system. The most significant option would be the introduction of new technological models and improving consumer interactions. The company must achieve this target by creating solutions for the other problems. For instance, the technological system will identify sales according to stores. The approach will enable the company to close outlets with poor sales or poor employee interactions.

Pestle Analysis Based on Supply Chain Processes
 (
PESTLE
Political
Brexit: affects wages and supply of raw materials and products
Destabilises free trade
Technological
Social media and website integration
Technical support such as tills for payment
Environmental
Sustainability 
&
 green energy (
social responsibility
)
Proper handling of workers, customers, suppliers, etc.
Legal
Labour laws 
(including termination of workers due to store closures)
Economic
Stable UK economy that encourages fashion industry
Pricing by competitors
Social
Creating trendy clothes for Zoomers and 
Millenials
)
Figure 3: PESTLE Analysis
Stakeholder Analysis
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)
Figure 3: Stakeholder Analysis

The stakeholder analysis signifies the company’s position in handling different stakeholder interests. The company should mainly focus on customers, employees, and suppliers. While they have low power, these stakeholders are of high interest and determine the company’s success.
Recommendations
	The first approach involves developing a customer service delivery process that meets the needs of customers. Customers expect their products to reach them after making orders. Marks &Spencer can evaluate the best strategies for reducing the waiting time. For instance, the company should provide an accurate timeline for delivering products ordered online. The institution should establish the relationship between distribution centres and product distribution. The company should have these centres in strategic regions globally, depending on the number of customers served. The number of days for shipping apparel items should be between 2 and 3 days. This strategy would improve customer ratings and loyalty.
	Marks &Spencer can also develop customer service delivery strategies for its food section. The food industry has unique targets and needs. Consumers make online purchases when they are sure of quick delivery. 
Besides, the company should evaluate the quality of its food products to reduce any complaints. Assessment of quality standards will improve consumer loyalty. The process will also reduce refunds and return of goods.
	The second strategy is to develop customer relationship management (CRM) in social media. Social media is a powerful platform for fashion companies. They consider communicating with customers regarding their orders and the supply chain areas that need to be fixed. In most cases, clients make complaints through social sites such as Facebook and Twitter. They also discuss the benefits and failures of specific products and brands. Successful businesses target these social groups. Marks &Spencer should improve customer relationships on social sites by understanding their needs. Thus, the company will establish loyalty within its target audience to improve its online presence.
	Marks &Spencer should conduct proper segmentation of its services and develop separate websites for them. The company has designed the main website and includes all the services offered. However, these services are from different niches, including banking, food, and the apparel industries. These industries have no relationship and have other target markets. According to Yerian, the audience and purchase intentions determine how companies present their products on their websites. If both the market’s demographics and purchase reasons vary, the appropriate option would be building separate websites for the products. Developing different sites would improve consumer relations since they will understand what they intend to purchase. 
	The company should also evaluate the information technology practices in the supply chain processes. Companies use IT systems that improve how they interact with consumers. Currently, Marks &Spencer has a mobile application. The app allows customers to purchase clothes and food. This strategic step helps build a significant relationship with customers. The approach also increases the process of processing orders. However, M&S should integrate other systems to improve consumer interactions with the applications. For instance, the company should undertake effective marketing on social sites to encourage customers to install the application. M&S can consider creating bonuses for new and loyal customers to enable them to use the app. Using the mobile application is effective compared to buying through the website. 
	


Besides, Marks &Spencer should undertake a rigorous IT audit to evaluate the primary networks to improve sales. For instance, the internet of things is an area that the company has not invested in. IoT is essential for minimising errors while improving the efficiency of service delivery. Marks &Spencer should consider a specific internet of things in
the automation of the inventory system. The automation will evaluate the gaps in inventory management for the company to establish new strategies. However, integrating the IoT systems requires an in-depth evaluation of its benefits versus the cost of implementation and maintenance.
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Conclusion
	Marks &Spencer should develop supply chain strategies in online and information technological systems. The company has experienced a decline in sales and the closure of stores due to losses. The primary challenge that the company should tackle includes poor coordination between the online structure and other logistics. Marks &Spencer also struggle with developing a practical online framework that meets client demands. 
However, the business can introduce models that may improve its performance. For instance, the U.K.-based corporation should consider building different websites for different service segments. Besides, the company should establish an effective CRM plan for its target market. 
M&S can develop this approach in social media sites such as Facebook and Twitter. Apart from the CRM approach, Marks &Spencer should consider customer delivery processes by reducing waiting time. The internet of things is also essential, especially the automation of functions such as inventory. Therefore, M&S can improve its supply chain practices by investing in IT and online networks.
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Role Play
Managing Consultant: Hello, I am Hakan Ozturk. I am a management consultant working for Matrix management consulting Ltd. I am here for evaluating the challenges Marks and Spencer experience. 
Employee: Oh, great to meet you. I’m Elena, how are you today and thanks for coming in.

Managing Consultant: Thank you I am very well. I came to oversee the situation at work. I understand the company has challenges that it needs to handle. My primary focus is to establish why employees are unsatisfied. As a management consultant, I want to know the exact problems we need to solve. This discourse does not target you as an individual. Therefore, our discussion will be private and confidential.
Employee: Yes, you are right. The company needs to fix a few employees issues.
Managing Consultant: True. Let’s dive right in. What major challenge do you face as a worker?
Employee: The main problem we have includes poor management of the supply chain processes and employee needs. The administration does not motivate us. We receive strict deadlines and harsh conditions for meeting these deadlines. The company only targets customer satisfaction without embracing workers’ role in this objective.
Managing Consultant: That’s unfortunate. I realised that the company recently experienced tough times. Change of strategy is a priority as the company targets closure of stores. I know this move is unpopular to workers.
Employee: Yes, we experience uncertainty because of the company’s plan to cut jobs. We are in a state of confusion since the company does not provide adequate details about the changes.
Managing Consultant: I understand your concerns. It must be a difficult situation for you. However, consumers may struggle with purchases because of poor automation services. If you do not work together with the management, I predict many challenges of convincing consumers to use the automation. I hope you receive regular updates on the changes.

Employee: Actually, the company updated us on integrating technological supply chain processes. The unfortunate part is that the management did not involve workers in this migration. All we do is follow the instructions without questioning the administration.

Managing Consultant: That is sad.

Employee: Yeah, but I hope the company will consider our pleas.

Managing Consultant: Sure, I will present these complaints to higher authorities. We all know why Marks & Spencer is integrating an online system. I think one problem the company experiences are the competitive nature of the business. The fashion industry thrives online. However, companies such as Zara established their competition by installing appropriate technologies through a planned process.

Employee: You are right about Zara. The company has dominated the fashion industry in the country.
Managing Consultant: I think the competition is necessary for Marks and Spencer to achieve its goals. However, Zara has developed different strategies that improve its performance in the country. Besides, the continuous production of multiple designs makes the brand famous. Zara’s supply chain system is top-notch.

Employee: And don’t forget about how the company treats its workers. If you research employee reviews on sites such as Glassdoor, you will realise the value Zara offers its employees.
Managing Consultant: You are right. M&S should consider employees when streamlining its supply chain structure. By the way, the company recently had problems with its automation structure. An example is 2018, where the payment automation system broke down in some outlets. The company also experienced a similar situation when customers made online orders, but we did not have these products ready.
Employee: I remember that incident. Our customers became discouraged from making purchases. One informed me that she would never purchase products from M&S. While I tried to convince her otherwise, she insisted on her decision. This situation saddened me. 

Managing Consultant: Well, it’s unfortunate that Marks and Spencer can have such challenges. It is a shame that clients had to wait for proper shipment of the products. Getting your product delivered two weeks late is inexcusable.

Employee: While we apologised, I realised that the mistake adversely affected the company’s fortunes. 

Managing Consultant: I think the company should evaluate approaches of introducing the automation system. Such occurrences can be avoided if M&S avoids panic implementation of technological systems. The business already has external situations that affect employees and customers. 
Employee: Like what?

Managing Consultant: Brexit. This political issue has affected how the company handles its supply chain processes. First, Brexit has affected how M&S handles labour and remuneration strategies. These changes mean the company must reduce employees’ wages. Besides, wage disparity is a significant problem on international fronts. I also think the global trade processes post-Brexit will determine how M&S performs beyond Europe. The political situation exposes the logistic challenges for British companies. International trade is in disarray.

Employee: I realised our salaries were affected and we did not have enough answers.

Managing Consultant: Yes, but I hope we fix it as a country to continue with our normal lives. 
Employee: So, what do you think are the solutions to these problems?
Managing Consultant: While we cannot manage external forces, such as Brexit, M&S has options to improve supply chain processes. First, the company should develop a proper plan that integrates online and traditional systems. It should build an effective online platform that would improve consumer relationships. The second approach would be introducing customer relationship management (CRM). CRM is an essential framework that checks consumer satisfaction and feedback. The third strategy would be developing an IT audit to identify significant technological challenges, such as failing to build traffic from its website. 
Employee: Why did you choose the three?

Managing Consultant: Well, I realised that improving customer relations enables the company to streamline its services. Besides, I hope that the company can consider blending consumer management and human resource management. Similarly, an internal audit on technology management is necessary due to the challenges we have just discussed. M&S is a global brand and should not have such embarrassments.
Employee: Yes, M&S should fix this situation. We have suffered enough.
Managing Consultant: The company should consider investing more resources in the online system while establishing proper supply chain practices. I think the company should streamline the supply chain system. Closing stores might be a brilliant idea. However, employees expect to participate in the decision-making process.
Employee: Do you think M&S would help us if this system were implemented?
Managing Consultant: Absolutely! I think the company should move away from a sales approach and invest in employee relationships. Proper human resource management is essential for M&S. Integrating employee issues into the supply chain framework would increase their satisfaction. I will discuss these issues with the management. Hopefully, the company will make significant changes.
Employee: I hope so too. I really appreciate you for the time we’ve shared. I have realized our plight as workers. I will discuss with my colleagues on how to support the company. Meanwhile, we need the management to solve the laying off crisis.
Managing Consultant: Thanks for your time. I’ll pass the message to them. I’m sure the management will solve the crisis. Also please find the fishbone diagram and the PMI Chart below.
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