1






Contemporary Issues in Management: Marks and Spencer Group plc’s Lack of Innovativeness and Poor Digitalization Strategy

Min Jie Feng
Institutional Affiliation 
[bookmark: _GoBack]Date 11/8/2022










[bookmark: _Toc117847170]Executive Summary
The objective of this report is to investigate the complaints of Marks and Spencer Group plc’s lack of infrastructure and organizational culture that supports innovation and its inability to adopt effective change processes. The findings of the report will provide an ethical assessment of the various management theories that are currently being employed in the organization.  The goal, in this case, is to establish how the application of these theoretical frameworks is contributing to the company’s lack of innovativeness and inability to adopt effective change management. In this way, the report will to distinguish between mainstream and critical theories of management which will enhance the establishment of a set of actionable recommendations that can provide an appropriate and standardized response to the identified complaints. In this case, the report has established that M&S lacks innovativeness which impedes its ability to take advantage of the technological trends affecting the retail sector. The company needs to reexamine its organizational structure and leadership strategy to enhance its innovative culture. 
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[bookmark: _Toc117847171]1.1 Introduction 
Business organizations must remain competitive in both domestic and international markets. To achieve this, businesses must nurture greater innovation in their offering portfolios and adapt to industry developments. As a result of our analysis, we have established that Marks and Spencer Group plc is unable to innovate cost-effectively and successfully implement critical change processes that in turn impede its ability to adapt effectively to the industry and market trends. Notably, the ability to innovate efficiently and in a cost-effective manner is crucial because it enhances competitive advantage which in turn ensures sustainability and longevity of the company operations and success (Hermundsdottir & Aspelund, 2021).  Management of change, creativity, and innovation is critical for companies today to guarantee that they consciously include change and innovation strategies into their plans to assure not just the firm's success but also its survival in a highly dynamic business environment. In this case, only firms that effectively embrace the concepts of innovation management may attain long-term competitive advantage and therefore be able to profitably sustain their operations. Marks and Spencer Group plc must build infrastructure and culture to foster innovation, as well as appropriate procedures and metrics to integrate innovation and change management into overall organizational operations and values.
[bookmark: _Toc117847172]1.1 Company Profile 
Marks & Spencer Plc, generally known as M&S, is a prominent global retailing corporation headquartered in London, England. M&S was founded in Leeds in 1884 (Toms & Zhang, 2016). However, it has since grown into a major international retail company that operates in the UK, the Republic of Ireland, Europe, the Middle East, and Asia. M&S has 852 stores in the United Kingdom, serving almost 33 million customers, and more than 1,330 stores internationally (al Habibi, 2019). The company focuses on supplying high-quality clothing, cuisine, and household goods. Food accounts for 57% of the enterprise's revenue, while the remaining 43% is derived from selling general merchandise, such as clothing and household goods (M&S today 2016). According to M&S Today (2016) and Brook Intelligence Centre (2013), the company generates most of its revenue from the UK division, which generates 80% of the enterprise's revenue, while the international division earns the remaining 20%. 
[bookmark: _Toc117847173]2.0 Main Findings 
[bookmark: _Toc117847174]2.1 Reasons for M&S’ Lack Innovativeness  
The complaint that Marks and Spencer Group plc (M&S) lacks innovativeness and is not positioned to effectively adapt to the emerging industry and market changes is well founded and can be substantiated in many ways.  Notably, despite its iconic brand image and the fact that it enjoys a strong position in the UK retail industry and internationally, M&S’s growth and future development are significantly plagued by its lack of innovation. In this case, the company may face a dimmed future if it does not find strategic innovative ways to combat the stiff competition in the UK’s retail sector and take advantage of future development opportunities. According to Russon (2020), one of the reasons why M&S Group is struggling is that it does not appeal to any particular generation. In this case, Brummer (2020) observes that although the company has blamed its recent downturns on the Covid-19 pandemic, its fashion sales have remained in the doldrums way before the outbreak of the virus. Hollender and Breen (2010) agree that M&S has long been accused of selling consecutive and boring clothes with no particular demographic target. 
Based on our research findings, M&S Group plc’s organizational structure, business model, and leadership teams find it difficult to adapt to new ways of thinking and doing things. Notably, this leadership challenge is fueled by the fear of uncertainty, which has resulted in complacency and maintenance of the status quo. The company’s business model has always revolved around trying to provide everything to everyone. Although this business strategy may work on other product groups, such as food, groceries, and household items, it is not suitable or applicable across all product categories. As noted in the company’s fashion sector, for example, trying to be ‘everything to everyone has only made this segment be ‘nothing to anyone.’ In this case, the company’s clothing sector targets the younger generation with dull clothes that are suited for the much older generation who do not feel included. 
M&S has an iconic and trusted brand image, however, that does not imply it is immune to the issues and challenges affecting the sector. In this case, the company’s lack of innovativeness has limited its ability to leverage its strengths and competitive advantage. For instance, M&S’s credit card is one of the most widely used in the UK over the years and provides data that the company can use to its advantage to design tailor-made e-commerce that meets specific consumer needs. On that note, M&S Group has an iconic and trusted brand image, which it can use to sharpen its competitive advantage and enhance its growth and expansion. It is notable that M&S’s lack of innovativeness has limited its ability to utilize its competitive advantage to move its business online.  
 	Due to enhanced digital infrastructure and simple access to the internet and technological gadgets, most retailers are innovatively reinventing their business models to embed digital marketing in their strategies. The internet, social networking, and cloud computing are major enablers. E-commerce is predicted to pose a significant threat to the traditional "brick and mortar" retail paradigm. However, M&S has not made sufficient inventive attempts to include many e-commerce possibilities into its business strategy at the same time. On that point, the company has not placed a similar emphasis on its virtual business, which is expected to grow as a result of accessing customers outside geographical limits, regularly upgrading its online portals, and assuring service quality.
Additionally, the lack of innovativeness has limited M&S’s ability to embrace new technologies to enhance its competitive advantage. In this case, our survey revealed that the company has failed to encourage entrepreneurial thinking among its employees because it cannot adopt new technologies and embed new working strategies into the business (Marks & Spencer, 2020) 
[bookmark: _Toc117847175]2.2 The Role of the Manager 
Mintzberg (1990) identified three critical domains of managerial roles, including interpersonal, informational, and decision-making, which M&S must incorporate to achieve a high level of innovativeness and the desired organizational outcomes. In essence, Mintzberg’s theory of managerial roles is established on the idea that managers are involved in ten critical activities divided into the three mentioned domains (Wolk, Sullivan & Hartmann, 1994). For example, according to Mintzberg (1990), the interpersonal domain, dictates that managers are leaders and as such, should encourage, inspire, and build morale (Karanja & Rosso, 2017). Managers should focus on cultivating long-term connections with the organizational team members (Bolino & Turnley, 2003). This can be achieved by monitoring and mentoring employees to equip them with highly competent innovative skills they need to deliver their mandates.
The informational roles include the ability to liaise with all stakeholders, monitor or gather intel to enhance sustained competitive advantage through assessing the market and industry trends that impact the company, disseminating critical information to team members and collecting feedback and ideas from them, and being the company’s spokesperson. Finally, the decision roles include the ability to initiate projects or change processes and to respond to emerging concerns with effective problem-solving skills, allocate organizational resources, handle conflicts and identify areas of improvement to address gaps in the operational processes and negotiate with stakeholders to ensure favorable outcomes to all parties. Integrating Fayol’s and Mintzberg’s theories of managerial roles will help M&S initiate transformation that will help it achieve innovative stature and embrace digitalization trends that are increasingly transforming the retail sector.
[bookmark: _Toc117847176]2.3 Challenges to Management
Management challenges can be examined by scrutinizing the organizational environment and leadership style employed in the organization (Alvesson, Bridgman & Wilmott, 2011). In this case, the context in which organizational activities take place and the manner in which management responsibilities are exercised is crucial to the understanding of the potential management challenges facing M&S and how to overcome them. On that note, our study revealed that the company currently employs a democratic and consultative leadership style after reinventing its organizational structure to eliminate the excessive bureaucracy that slowed decision-making. The democratic leadership approach is a participative management style in which employees are actively involved in the decision-making process (Harris & Chapman, 2004). Democratic leaders frequently ask their employees for advice and input and promote discussion and involvement in the decision-making process and is crucial because it encourages teamwork and collaboration and gives every employee a voice (Blasé & Blase, 2001). Since every team member has the opportunity to generate ideas and make suggestions, this leadership style fosters creativity and innovation. Additionally, because such leaders consistently listen to their staff, participatory leadership fosters a sense of trust and respect.
However, besides its advantages, a democratic leadership style has significant drawbacks. For instance, although democratic leaders have a strong sense of loyalty to their teams, they could struggle to take charge in a crisis. Democratic leaders consult their teams while making crucial decisions. As a result, they may find it difficult to make tough choices while under pressure. Various inputs and viewpoints must also be taken into account when making judgments. As a result, using this method to reach a choice or a solution might be a lengthy procedure. Finally, a democratic process entails hearing various, and frequently conflicting, viewpoints. As a result, reaching an agreement might be quite difficult. This could also result in some team members becoming discouraged if their suggestions are rejected. 
M&S leaders can effectively reduce or control these constraints by developing interim goals and implementing long-term goals. Democratic leaders can be sure to adhere to timelines by structuring feedback (Liggett, 2020). Weekly check-ins with the team and progress reports are a couple of examples. Democratic leaders can also establish standardized procedures for evaluating each member's contributions and viewpoints to make sure they are all taken into account. Schmitz (2012) elaborates democratic leaders facilitate group discussions which enable them to gather the input of all organizational members before making decisions. These procedures can lessen the likelihood of emotionally charged choices and bias toward some members' opinions.
[bookmark: _Toc117847177]2.4 Management Theory
Management theories enable leaders to concentrate on their primary objectives and key development goals of their organizations (Stone, Russell & Patterson, 2004). The top priorities for the organization are naturally streamlined when a management style or theory is put into practice. In this light, theoretical management frameworks are divided into two major categories, which include classical theories and human relation theories. 
[bookmark: _Toc117847178]2.4.1 Classical Management Theory 
According to the classical management paradigm, employees are highly motivated through financial rewards or when their basic personal necessities are met or acknowledged. Organizations that use the classical management style frequently give performance incentives, which help in enhancing the organization’s innovativeness and productivity.  Notably, the classical approach considers the organization in terms of purpose, formal structure, planning of work, technical requirements, and rational behavior (Kitana, 2016).  
To effectively understand the classical management theory, we must incorporate the scope of Fayol’s five managers’ activities, which include planning, organizing, commanding, coordinating, and controlling organizational activities or operations. These managers’ activities encompass the fundamental role of managers, which is creative problem-solving (Sevier, 2003). For instance, the planning function of management helps organizational leaders to try and predict the future of their company or industry and develop strategic measures required to transition to the new state (Ferraro, 2007). This is where M&S has failed significantly because it has not been able to exploit resources and competitive advantages available at its disposal to capitalize on the innovative trends that are shaping the future of the retail sector. On that note, M&S managers must develop a purposeful, accurate, and flexible plan to reinvent its business model and realign it with the current digital transformations and other contemporary trends affecting the retail sector. In this way, M&S’ managers will be able to pay attention to forecasting and developing long-term plans and adjust them effectively based on emerging industry trends. 
The second function of management is organizing, which essentially entails ensuring that all required operational resources, such as personnel, capital, tools, and raw materials, are all available and used effectively to achieve the desired organizational goals (Merchant, 1982).  This means that the company must have enough financial capital, human resources, and raw materials to function properly and establish a healthy operating framework. In this case, H&S is a well-established multinational retail giant with adequate resources and competitive advantages at its disposal that it can use to enhance digital expansion and reorganize its organizational structure. The value of an organizational structure with a well-defined separation of duties and activities cannot be overstated. The structure will extend horizontally and vertically as the number of functions rises, which may elicit the need for a different leadership style. 
The commanding function of management focuses on ensuring the company achieves optimal employee performance to enhance the realization of the overall organizational goals. In this light, the success of the management team depends on its ability to combine knowledge of the general principles of management and personal qualities, such as interpersonal skills. Fighting incompetency, such as through employee training and development, is one of the strategic ways through which M&S can achieve maximum innovative output and performance from its workforce. In addition, creating a conducive working atmosphere that supports innovation may inspire employees to try new working strategies and may in turn help the organization achieve effective digital expansion. The coordinating function is highly crucial in M&S’ case, especially because it focuses on achieving harmony between various organizational activities or processes (Schraeder, Self, Jordan & Portis, 2014).
[bookmark: _Toc117847179]2.4.2 Subgroups of Classical Management Theory 
2.4.2.1 The Scientific Management Theory
The Scientific Management Theory was developed by Frederick Winslow Taylor in 1909. The fundamental tenet of Scientific management theory is that every task, no matter how minor, must be completed in the most efficient manner possible (Taylor, 2004). In the early 1900s, managers would issue directives to their staff without providing instructions on how to carry them out. Employees and managers seldom ever interacted with one another. Each duty should be carried out as effectively as possible by allowing employees to work only on specific tasks based on their qualifications and talents, and their performance must be assessed based on both the amount and quality of their labor (Taylor, 2004). In this case, it is crucial for M&S to ensure its employees are equipped with the right skills to enhance their competency and innovativeness. In addition, it is essential for managers to establish strategic ways to enhance interaction and the flow of information between them and the employees to facilitate the exchange of ideas and collection of feedback from internal stakeholders and to ensure work is carried out in a prescribed way. The scientific selection, training, and development of workers should be made one of the crucial principles of M&S’s people management strategy.  
2.4.2.2 Bureaucratic Management Theory
Bureaucratic management theory was coined by Maxim Weber and entails two crucial elements, which include managing the organization through well-defined roles and having a hierarchical structure (Blau, 1963). A bureaucracy is an organizational system that has a lot of rules, defined processes, standards, desks, meticulously assigned tasks, distinct ranks, and nearly impersonal professional relationships between staff members (Langer, 2022). Therefore, the bureaucratic management approach is not suitable for M&S’s case because it does not allow the that is necessary for creating an innovative work environment and culture. 
[bookmark: _Toc117847180]2.5 The Human Relations Theory of Management 
Human Relations Theory emphasizes the needs of employees and the resultant outcomes. To effectively manage people, an interpersonal strategy is required. It implies that both official and informal components make up the organization. Redmond (2006) observes that Human relations theory emphasizes workplace informality, employee productivity, and worker satisfaction. Notably, as opposed to scientism, Human relations theory does not hold that employees are basically interchangeable parts of the organization.
3.0 Conclusion 
[bookmark: _Toc117847181]However, it is crucial to ensure that the training program is designed to steer the organization toward becoming innovative to position it for effective digital transformation. For instance, M&S should embark on training and developing its employees on machine learning and data science to help it build data-literate leadership and employee teams as a strategic way of enhancing its digital investment and innovativeness. In this case, the company will be able to turn its employees into specialists which is far better than being run by generalists. Training employees and turning them into first-class specialists is a crucial step toward creating a competent workforce to whom work can be delegated with confidence. delegating work provides employees with opportunities to fully realize their potential and skills, which in turn inspires their innovativeness, confidence, and loyalty.

4.0 Recommendations
M&S must incorporate emerging technology and trends affecting the retail sector to remain competitive and relevant to both the current and future generations. Notably, the company has not invested sufficiently in its brand image and must do so to sustain its iconic image and survive the fierce competition within the sector. The company’s iconic brand image does not make it immune to the challenges affecting the sector. Therefore, it must redesign its business model, such as by aggressively adopting innovative digital trends to bolster its digital presence. 
Investing in employee training and development will also help the company to achieve significant strides toward becoming one of the most highly innovative companies in the sector. In this case, it is crucial to underscore the significance of employee motivation and work delegation in ensuring the company achieves optimal employee performance and fosters a conducive working environment that supports innovation. Employee training and development is one of the strategic ways to enhance job satisfaction and loyalty to the company. according to Herzberg's motivation-hygiene theory also known as dual-factor theory, a certain set of workplace factors can cause job satisfaction while other sets of independent factors result in dissatisfaction. 
Alrawahi et al (2020) observe that based on Herzberg's theory of motivation, employees are not satisfied with the fulfillment of lower-order requirements at work, such as those linked with minimum wage levels or safe and pleasant working circumstances. Instead, the theory states that employees seek fulfillment of higher-level psychological demands related to success, responsibility, recognition, advancement, and the nature of the work itself. In this case, the presence of a motivating set of incentives or job characteristics leads to worker satisfaction at work, while the presence of another and distinct set of job characteristics, such as employee incompetency, leads to worker dissatisfaction at work. To enhance job attitudes and productivity, managers must notice and address both sets of traits that may result in both work satisfaction and dissatisfaction. 
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