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Within organisations, problems will occur and therefore, problem solving is essential.   Identifying either existing problems, or potential problems, using analytical techniques and the use of relevant tools can help in the decision making process when organisations are trying to resolve problems that have been identified.  There are a number of ways problems can manifest and be resolved.  
This report will aim to identify the main problem facing Marks and Spencer and will be conducting an analysis of Marks and Spencer using SWOT and PESTLE.  
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Main Findings
Background of organisation
Marks and Spencer is a name which most households would recognise, both nationally and internationally.  
The name Marks and Spencer came from its original founders, using both their surnames, Michael Marks and business partner Thomas Spencer (Gaur, 2014).  The business, Marks and Spencer began as a Penny Bazaar in Leeds in 1884.  A British retailer, with over 1,400 stores in over 57 countries and 50 international websites.  Headquarters of the company are based in London, UK.
The Marks and Spencer Group plc (M&S) is a retailer of general merchandise and food. The products include women's wear, men's wear, lingerie, children's wear, toys and games, shoes and accessories, beauty products, food and wine, homeware and home accessories, furniture products, travel luggage and related accessories, flowers and gifts, and cards and stationery. 
M&S also offers services such as credit cards, home and travel insurance, personal loans, and banking services. 
It caters products under various brands such as Autograph, Limited Collection, Blue Harbour, Per Una,Ren, Josh Wood, Shay & Blue, Limited Edition, M&S collection, Indigo collection, Twiggy, North Coast, and Big & Tall.  
Impacts of the main problem	
The main problem for the organisation is that sales and popularity has fallen sharply in recent years.  The problem began before COVID pandemic and did not directly result because of the COVID pandemic, rather retail experts have stated that their problems date further back (Colley, 2018).  
The company reported revenues of (British Pounds) GBP 10,181.9 million for the fiscal year ended March 2020 (FY2020), a decrease of 1.9% over FY2019 (Marketline, 2021).
[bookmark: _GoBack]Mainstream media reported in 2020 that M&S have been struggling and reported a number of problems being faced by the organisation.  Problems reported included M&S being ‘unfashionable’ and having a poor online presence.  This includes both clothing and food.  Common sizes in clothing were not available and food being practically non-existent (Cairnduff, 2020).
Further problems highlighted M&S failing to listen to their customers and that it does not appeal to any generation.   The reasons for the loss of profits include M&S being old fashioned and not moving with the times.  Whilst food sales have improved, that’s not to say that this is resolved.  Food halls in their stores often have long queues.  The fact that there is almost no food available online shows that M&S are moving either too slow or not at all to keep up with the digital era.  The clothing sold has been accused of being either boring or conservative (Russon, 2020) .  

Nature
The main problem is the decline in sales.  There are a number of reasons behind the decline.  These include M&S being too slow to move with the times, not keeping up with current fashion trends and a lack of choices online.  M&S clothing is now being seen as boring and conservative.  And because they do not know who their customers are, M&S no longer appeals to any generation.  By default, they are selling clothes that are designed for 25 year olds but the target audience being 65 year olds.  As clothes were seen as a best seller for many years, buying errors have caused issues within their stock and insufficient sizes in popular items.
Scope
The problem is far reaching.  Previously, all generations may have shopped at M&S.  However, with M&S not knowing it’s demographic, and its mismatched approach to what they are selling, the problem affects all potential shoppers of M&S.
As the sales and popularity is declining, this could have a negative impact on the number of staff employed in a variety of roles and the number of stores that exist.  In fact, John Moore, a senior investment manager stated that post pandemic, it will be a difficult time for both staff and the company (Telford, 2020).
It could also affect other local retailers.  For example, if the M&S store in a small shopping precinct is the main source of attracting customers, if this store were to close, then this could also negatively impact on the other stores in this locality.  The continual decline will also affect the company’s shareholders. 
Impact
The impact of the decline of M&S is far reaching in terms of customers being affected, employees facing the possibility of redundancy and shareholders losing money.
Customers are affected by not being able to shop in M&S, where previously they may have shopped extensively in their stores or online (Henzel, 2019).
However, a lack of appeal and choice available to customers now means that these customers have to shop elsewhere.  This would mean that they will have to source other shops or online service providers to meet their requirements.  And each company has their own brands, sizing and styles. 
It can also affect their shops abroad.  If M&S is seen to be pitching to the wrong audience, and popularity has waned, then it can affect the number of shops they have abroad, especially if the profit is heading downwards. 
The main influence of the decline of M&S is they have been struggling to provide customers an adequate clothing line.  With clothing being the main source of the footfall within stores, a lack of choice and appropriate styles available to customers, the footfall has declined.  
Sales and popularity have fallen sharply and this has affected the profit and the public interest is lack lustre.
M&S online presence is lacking, offering little choice on food and lack of options of for clothing, even though M&S have a downloadable app.
Other retailers could be affected if M&S were the reason customers shopped in that area.  Should the M&S store close down, with a reduced footfall, this could also impact other retailers within the locality.
SWOT (internal) analysis
The SWOT analysis identifies strengths, weaknesses, opportunities, and threats.  The analysis is a framework used to evaluate a company's competitive position and to develop strategic planning (Kenton, 2021).
The SWOT analysis identified the clothes M&S are selling are boring and conservative.  M&S do not know their demographic and have made some poor decisions.  They overpaid for their 50% stake in online food retailer, Ocado.  Having not listened to their customers they now are in the position of not knowing what the customers want.
However, all being said, M&S have strengthened their leadership team by employing clothing specialists.  A managing director of clothing from Tesco and a director of M&S.com from Asda.  Brining in specialists in the field of clothing will help to overcome the lack of appeal to customers.  The acquisition of Ocado, whose online sales increased by 40% will help to boost the M&S food trade and offer more variety and choice (Rigby, 2021).  Whilst not immune, the M&S brand is still powerful and iconic.  Its legacy stands in good stead.  Using this branding can help to increase sales and popularity.
PESTLE (external) analysis
A PESTLE analysis is a framework to analyse the key factors (Political, Economic, Sociological, Technological, Legal and Environmental) influencing an organisation from the outside (Weeks, 2020).
M&S having a lack of knowledge and understanding of who their customers are and what their customers want has stemmed the footfall and popularity.  With stores having outdated systems, it has meant that they have had to accept clothing, but not in the sizes in demand.  There has also been a delay in updating the amount of stock on the shop floor, which would in turn create a delay in correct stock being delivered.
Buying 50% shares within Ocado online food supermarket can help M&S to rebuild its popularity.  With more online choice for food, which has always been popular with M&S customers, this could mean regaining customers.
With M&S having a legacy and being an iconic retailer, this could help with its failing popularity.  
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M&S have had sales and popularity falling.  This decline came along before the COVID pandemic hit.  However, the COVID pandemic highlighted the fact that their online services were lacking.  Food halls in their stores often have long queues, if online options offered a wider choice this may have relieved some of their pressure.
There have been a number of contributing factors in this decline.  Clothing and food have always been the biggest sellers for M&S and both of these have had negative feedback.  These include their clothing line being boring and conservative, insufficient sizes or not enough of more in demand sizes being readily available.   
Food has also always been a success in M&S.  However, with online choices sorely lacking, this has meant that the two main attractions for customers were limited and in some instances non-existent. Their online presence needs to be strengthened to provide customers a wider variety of choices.
However, having now bought in two new members of staff within their leadership team to take forward clothing and M&S.com there will be changes ahead.  
Purchasing a 50% stake in online supermarket, Ocado, who have reported a 40% increase in sales during the month of May. 
M&S want to regain its popularity, using their legacy and iconic status.  This will mean they will have to listen to their customers, ensuring they know who their customers are and what it is they want and ‘get with the times’. 
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	Opportunities
Food sales picked up
700,000 people downloaded app
Online sales
Ocado sales increased by 40% in June
More food than clothing
Never the same again 
Consumer habits changing
Invest more in its stores




	Threats
Loss of jobs
Loss of profits
Less footfall in stores
Fashion sales declining
Money spent on Ocado no guarantee of return
Bad press


	Strengths
Bringing in clothing specialist
Online sales
Iconic – still a powerful brand
Legacy stand in good stead


	Weaknesses
Clothes boring and conservative
Does not know its demographic
Poor decision making
Overpaid for Ocado
Does not listen to customers
Does not know what customers want
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PESTLE Analysis
	Element
	Factor
	Business Impact

	Political

	Brexit


Shareholders

Availability of government grants or assistance


	Brexit could impact business if trade deals cannot be made

May not support decisions

Help to retain/train staff

	Economical

	Downturn in economy 



	Loss of profit

	Social

	Demographics 


Social footprint
	Lack of knowledge of what customers want

Customers not shopping in M&S


	Technological

	Outdated systems






Purchasing of stock in online food retailer Ocado
	Stores forced to accept deliveries of clothing in sizes not required and delay in updating amount of stock on the shop floor

Ocado reported 40% increase in sales during month of May.

	Legal

	Furlough


Employment and Health & Safety Legislation
	Staff furloughed cost implications

Employment can become uncertain, redundancies, furlough scheme and how to keep staff safe working in stores and home

	Environmental

	Covid 19

	Shops closed during lockdown

Customers reluctance to return to in store shopping

Lack/poor online presence
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