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Executive Summary
This report examines Marks and Spencer's as a sustainable business, utilizing academic theories and models to analyse its internal and external environment, highlighting its resilience and prosperity as critical values for business success. M&S's commitment to sustainability internally is reflected in its operational practices and corporate culture. The organisation has put in place a number of programmes to lessen its impact on the environment and improve social responsibility in its business practices. M&S actively engages with various stakeholders, including customers, suppliers, and local communities. Through open dialogue and collaboration, the company has created a shared vision for sustainability that extends beyond its organizational boundaries. The company's internal and external initiatives showcase a dedication to long-term sustainability that extends far beyond superficial efforts, positioning M&S as a model for businesses striving to create a positive impact on the world.

Introduction

This report examines how M&S has integrated sustainability into its core values, demonstrating a commitment beyond public relations and marketing. It reveals M&S's strategies to navigate the complexities of a rapidly changing business environment, focusing on sustainability as a driver of growth, innovation, and competitive advantage. Established in 1884, M&S has a solid reputation for producing high-quality goods, providing outstanding customer service, and adhering to moral corporate conduct and sustainability. (1).


Company background

Marks and Spencer's, founded over 125 years ago by Michael Marks, was a successful food retailer in England. The company's success was attributed to its penny section, which quickly gained popularity. The company's first registered location and main office was built in Manchester in 1901. During the Great Depression, Britain experienced difficulties, leading to food shortages and job losses. M&S café bars became popular due to the de-rationing of sugar, and in 1948, Nathan Goldenberg was appointed as their first Technical Executive and Chief Chemist.
 
M&S also introduced new items using the synthetic fabric Terylene, which was highly sought after due to its durability and usefulness. The company began secure methods for selling meats and dairy goods, starting with chicken by the end of the 1960s. In the 1970s, frozen food items like pizzas and lasagnas were introduced, and sell-by dates were introduced as a freshness guarantee. M&S also introduced Indian and Chinese food a year later.
 
In 1998, M&S faced a takeover bid by Sir Philip Green, which led to a reassessment of its strategies and changes to its board and leadership. Today, M&S is one of the most popular food retailers in the industry, with a focus on sustainability and social responsibility.

Objectives of the report

1. Analysing Stakeholder Engagement: Evaluate how M&S engages with various stakeholders, including customers, suppliers, employees, and local communities, to promote sustainability. Assess the effectiveness of communication and collaboration in fostering a shared commitment to sustainability.

2. Measuring Environmental Impact: Quantify and measure the environmental impact of M&S's operations. This may involve examining data on carbon emissions, waste reduction, energy efficiency, and water consumption to gauge the company's progress toward sustainability goals.

3. Assessing Sustainability Practices: Evaluate and analyse the specific sustainability practices implemented by M&S, both internally and externally. This includes initiatives related to environmental impact, ethical sourcing, and social responsibility.








Competitive Strategy/Business Level Strategy

Michael Porter

Michael Porter is a renowned academic, author, and strategy expert known for his significant contributions to the field of business strategy and competitiveness. Porter called the generic strategies ‘Cost Leadership’, ‘Differentiation’, and ‘Focus’. He then subdivided the Focus Strategy into two sections which were called ‘Cost Focus’ and ‘Differentiation Focus’ (8). Below is an image of Michael Porter’s generic strategy model which shows the 4 different sections of his business theory. 
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Companies adopt one of the generic strategies—low cost, distinctiveness, or hybrid—according to Porter. M&S positions itself as the company with the high-quality and affordable brand in an effort to stand out from the competition. However, this organisation then attempts to lower clothing prices to spread the idea of "all things to all people." In current era of specialisation, this step results in a decline in the company's worth (9).

Henry Minzberg
Another well-known theorist who advocated decomposing managerial positions and duties and setting up the workplace to clarify complicated ideas is Henry Minzberg. This increases employee engagement, streamlines businesses for efficiency, and lets each team member grow personally (10). Minzberg’s managerial theory was the idea that managers involved in 10 roles, divided into three main sections. These sections are interpersonal, informational, and decisional. 
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Henry Mintzberg's '5 P's' strategy diagram emphasizes planning, collaboration, and adherence to objectives. It helps businesses like M&S achieve goals and minimize risks. SWOT and PEST analysis are used to develop successful plans. Ploy involves influencing competitors to get ahead of them, as part of a larger strategy. (12). One of M&S competitive strategy is their 480 million investments in building bigger and better shops that is set to create more than 3,400 jobs. It was found that this competitive advantage benefited them as a business as ‘Clothing and home sales at its Llandudno store, for example, grew by 35% and food sales by 75% while clothing sales grew by 26%’ this is incredible for a business wanting to increase their popularity (13). The statistics suggest M&S is meeting its strategy, which involves identifying business patterns within the organization or team. Mintzberg's concept of emergent strategy suggests that understanding these patterns can help determine if these patterns have become an unspoken element of the company's strategy. (14). M&S adapts its marketing mix based on market trends and consumer behavior, using Mintzberg's theory. They evaluate their position relative to competitors and aim to improve. The last P perspective guides strategic choices, incorporating core values like sustainability, ethical sourcing, quality, and customer satisfaction.


Main Findings

What is M&S Strategy?

Marks and Spencer’s strategy to being a sustainable business is to tackle the biggest environmental and social challenges which the business, planet and society faces. Their environmental goals which they strive to achieve such as focusing on net zero and Plan A, the social strategy they focus on is supporting their customers and people, responsible sourcing, human rights, and charitable partnerships which includes animal welfare. They have set a goal to be a net zero business across scopes 1, 2, and 3 by 2040. Their latest adjustment to their group sustainability strategy is resetting Plan A to have a singular focus on the environment (7). 




Stakeholder Analysis
Who is M&S’s Stakeholders?
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 The diagram presents a Stakeholder analysis for M&S, highlighting its main stakeholders as customers, employees, suppliers, and owners, along with less significant non-directly influencing stakeholders. The analysis is presented using a matrix with two axes. (15). External stakeholders include customers, suppliers, and government, while internal stakeholders include employees and owners. Customers are crucial for business success and financial growth.

Keep Satisfied
The 'Keep Satisfied' group of stakeholders, including employees, stakeholders, investors, and customers, has high expectations for a safe workplace, career development opportunities, ethical business practices, transparency, strategic vision, and fair pricing. They also value work-life balance, community engagement, governance, compliance, and excellent customer service. Concerns for these stakeholders include job security, community impact, market risks, and environmental impact.
Non-governmental groups, competitors, and media are low-interest and low-power stakeholders in 'Keep Satisfied'. Their expectations include accurate information, fair competition, and ethical business practices. Their interests include newsworthy information, ethical practices, and market leadership. Their concerns include timely information, community impact, and fair competition practices to maintain satisfaction.





Engage and Consult
The 'Engage and Consult' group includes stakeholders like Customers, Employees, and Investors, who hold high power and interest in M&S. Their expectations include product and service feedback, wellbeing programs, strategic planning consultations, product and service quality, recognition and rewards, strategic direction, customer service, inclusive decision-making, and financial performance.
The stakeholders for ‘Engage and Consult’ which have a low interest and low power within the business are Competitors, Media and General Public. These stakeholders have several expectations which they expect to see from M&S such as Access to Information, Innovation and Market Leadership and Community Engagement. These stakeholders have an interest in Exclusive Content, Fair Competition Practices and Community Engagement. Lastly the stakeholders with low interest and low power have concerns about Engagement and Consulting such as Impact of Feedback, Fear of Retaliation, Impact of Business Relationships and Frequency and Relevance of Updates. 

Monitor

The third group within the Matrix is ‘Monitor’ the stakeholders which have a high interest and high power within M&S are Customers, Employees, Suppliers and Investors. These stakeholders have expectations from M&S which consist of Product Quality and Safety, Workplace Conditions, Supply Chain Monitoring and Risk Management Monitoring. Their interests within M&S in relation to monitoring are Sustainable and Ethical Practices, Workplace Conditions, Timely Payments and Corporate Governance. Lastly, as there are always concerns for any sector within a business the concerns for these stakeholders are Data Privacy and Security, Workplace Privacy, Supply Chain Transparency and Financial Reporting Accuracy.
The stakeholders for ‘Monitor’ which have a low interest and low power within the business are Competitors, Media, General Pubic and Industry Associations. These stakeholders still have expectations from M&S such as Fair Competiton Practices, Access to Information, Community Engagement and Adherence to Industry Standards. These stakeholders have an interest in ‘Monitoring’ such as Competitive Intelligence, Public Interest Stories, Product Safety and Quality and Advocacy for Industry Guidelines. Lastly, their concerns are Unfair Competitive Advantage, Credibility and Accuracy, Privacy and Data Security and Lack of Collaboration. 

Keep Informed
The last group is ‘Keep Informed’ the stakeholders which have a high interest and high power within M&S are Customers, Employees, Investors and Suppliers. These stakeholders have expectations such as Recalls or Issues, Company Updates, Strategic Updates and Order and Payment Statuses. Their interests in relation to being kept informed by M&S are Product Information, Company Updates, Financial Performance and Collaborative Planning. Lastly, their concerns about being kept information within the business about information are Lack of Transparency, Lack of Internal Communication and Insufficient Market Information.
'Keep Informed' stakeholders include regulatory bodies, government, competitors, media, and the general public. Their expectations include financial reports, fair competition practices, timely press releases, product information, consumer protection, fair competition practices, executive interviews, product information, safety, environmental impact, unfair competitive practices, inconsistent communication, and product safety issues.

Advantages
The advantages of these business strategies for M&S are they help to identify and prioritise key stakeholders who have a significant impact on or are influenced by the company's activities this enables them as a business to know which activities they need to undergo first to ensure they are successful. This matrix also allows the business to help strategic decision-making by considering the perspectives of various stakeholders, helping M&S make informed choices that benefit both the company and its stakeholders. Lastly, this strategy helps to identify potential conflicts or any disagreements with stakeholders. M&S can address the issue, reducing the risk of negative impacts on the business.

Disadvantages
The disadvantages of this matric strategy for M&S are they can be compex and subjective, as the classification of the stakeholders and their interests can vary depending on their perspectives. It may not always be possible for this matrix to adjust rapidly enough to reflect the changing relationships among stakeholders, which makes it challenging to update on a frequent basis. Bias in the analysis is a possibility, especially if some stakeholders are left out or if the matrix does not adequately represent a variety of viewpoints. There is no guaruntee that addressing stakeholder concerns will always result in beneficial outcomes. This is another issue as issues may worsen due to them not being solved. 




Bowman’s Strategy Clock
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Marks & Spencer's historical Bowman's Clock location has been in the "Hybrid" or "Differentiation" zone. This indicates that, in comparison to rivals, M&S has to offer goods and services that are thought to be of greater value or quality, frequently at a premium price. To stand out from other stores, M&S I believe has always placed a strong emphasis on providing a blend of quality, style, and dependability. However, strategic views can change over time, and M&S may have modified its approach in response to demands from the competition and market conditions.
I have positioned M&S on the Bowman’s Clock between Hybrid and Differentiation. This is because they are well-known for offering products that are of a high quality, style, and reliability which aligns with the differentiation strategy. M&S aims to maintain a reasonable pricing strategy, reflecting elements of a hybrid strategy. As a business they also provide value for money and offer products with a perceived higher value. This approach allows M&S to attract a diverse customer base, including individuals who are willing to pay higher prices for better quality products.
In the highly competitive retail market, M&S has a wide range of rivals using various strategies. Therefore, I believe M&S can set itself apart from the competition in terms of pricing by putting itself in the middle of hybrid and differentiation.












SWOT Analysis for M&S
	Strengths

· Diverse Product range 
A wide product range allows M&S to adapt to changing consumer preferences.
· Brand Recognition
Strong brand equity provides a foundation for M&S to weather market fluctuations.
· Supply Chain Control
Efficient supply chain operations contribute to cost-effectiveness and customer satisfaction.
	Weaknesses

· Limited Online Preference
The need to strengthen online capabilities to compete in the digital market. Investing in e-commerce to tap into the growing online retail sector
· High Dependence on Clothing Sales
Vulnerability to fluctuations in the fashion and clothing industry. Diversifying product offerings to reduce reliance on a specific category.
· Operational Challenges
Addressing operational inefficiencies for enhanced adaptability. Streamlining operations to improve cost-effectiveness and profitability.




	Opportunities

· Growing Sustainable and Ethical Market
Capitalizing on the increasing demand for sustainable and ethical products. Expanding sustainable product lines to align with consumer values.
· Digital Transformation
Investing in digital capabilities to adapt to changing retail landscapes. Leveraging technology for improved customer experiences and operational efficiency.
· Expansion into Emerging Markets
Diversifying into new markets for reduced dependency on mature markets. Identifying growth opportunities in emerging economies.



	Threats

· Economic Turndown
Preparing for economic challenges affecting consumer spending. Identifying strategies to maintain sales during economic downturns.
· Intense Competition
Continuous innovation to stay competitive in the retail industry. Differentiating through unique offerings and customer experiences.
· Supply Chain Disruptions
Developing contingency plans for potential supply chain disruptions. Building resilience by ensuring a robust and flexible supply chain.




A SWOT analysis sheds light on M&S's internal and external opportunities and threats in addition to its strengths and weaknesses. Through the alignment of its strategies with the present market dynamics, this study helps M&S position itself for long-term prosperity and promote resilience against difficulties. M&S may create a well-rounded plan for long-term success by utilising strengths, fixing weaknesses, seizing opportunities, and reducing threats. Above shows M&S what their current position is and what decisions they need to make and develop any strategies which enhance resilience and prosperity in a dynamic and competitive environment. 


Recommendations
1. Enhance E-commerce Capabilities: The retail industry is changing, and internet sales are still rising. Through the improvement of e-commerce skills, M&S may reach a wider audience, adjust to shifting consumer preferences, and secure a robust and profitable future. 
2. Strengthen Brand Loyalty: For long-term success, strong brand loyalty must be developed and maintained. Consistent success may be achieved by fostering a loyal client base through the implementation of customer loyalty programmes, tailored experiences, and effective communication.
3. Employee Well-being Programs: A resilient and prosperous future is closely tied to the well-being of employees. Implementing well-being programs, promoting work-life balance, and investing in professional development contribute to a motivated and engaged workforce, positively impacting business performance.

Conclusion

In summary, M&S’s resilience, prosperity, and sustainability are analysed in a complex and dynamic landscape. The company has overcome obstacles and capitalized on opportunities to enhance its prosperity and resilience, demonstrating a commitment beyond marketing and public relations. By adjusting to shifting market conditions, resolving operational issues, and maintaining its competitiveness in the retail sector, M&S has demonstrated resilience. M&S's market position and resilience are attributed to its diverse product range, globally recognized brand, and commitment to sustainability, exemplified by its ethical sourcing, eco-friendly practices, and active involvement in community projects.
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