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Executive Summary

This report aims at critically analysing the strategic stance held by Marks & Spencer (M&S) vis-à-vis the position in the market place in the retail industry of the UK through the key strategic management frameworks. From the external analysis, it is identified that M&S has a strong competitive advantage, as it has a background of brand heritage, huge operational capabilities, financial strength and sustainability programmes. Key opportunities identified from external analysis were Digital transformation, Sustainability trends and changing consumer preferences and key threats, such as high competition, economic uncertainty, and supply chain issues were identified from external analysis. 
Through internal analysis, the significance of M&S's brand reputation, the omni-channel capability and strategic partnership with Ocado were analysed. Further discussions have indicated a digital-led sustainable differentiation strategy for M&S to enhance customer interactions, operational efficiency and sustainable growth. The implementation plan will be required to focus on technology enhancement, workforce development, incorporation of sustainability and continuous monitoring of performance.
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Company Overview
One of the UK's leading companies in the food, clothing, homeware, internet retail market is Marks & Spencer (M&S), which is undoubtedly one of the oldest retail companies in the UK. Established in 1884, it has developed from a stall on the market to a global retailer, prominent in the domestic and foreign markets (Marks & Spencer, 2025). In response to customers' changing preferences, M&S has undertaken strategic transformation projects designed to help it become more operationally efficient, digital, and better engage customers. It also maintains a mix of brick-and-mortar and online retailers, helping it to stay competitive in a super dynamic sector. Rajput (2025) argued that M&S has been focusing more on digital marketing and customer engagement initiatives to enhance brand loyalty and appeal to younger customers. As part of the Company's long-term growth strategy, it has also made sustainability and responsible sourcing a key priority. In the 2024/25 fiscal year, M&S generated over £13 billion of revenue and employed over 64,000 individuals in the UK, having a huge impact on the retail sector (Statista, 2026). 
Mission, Vision and Values
Marks & Spencer's business strategy is to provide customer value, good quality products and sustainable businesses in a long-term profitable model. The organisation's goal is to offer customers reliable products that are not only affordable, but also ethically sourced and have a good relationship with the customer (Marks & Spencer, 2025). It focuses on being the most trusted retailing leader with its high quality products (Marks & Spencer, 2026). Its omni-channel shop holds the strategic factors as its backbone, such as Digital, Sustainability and Customer. Quality, integrity, innovation and responsibility principles preside in the company, permeating strategic and operational decisions and reflecting the company's values. According to Chen (2025), M&S adopts sustainability as an integral part of its corporate philosophy through the Plan A programme that looks into embedding environmental and social goals into its business activities. 
[image: ]
Figure 1: Vision of Marks & Spencer 
(Source: Marks & Spencer, 2026)
Business Model
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Figure 2: Revenue Distribution Across Marks & Spencer Business
(Source: CPB, 2025)
As understood from figure 2, the food sector contributed the highest revenue in the UK, especially compared to clothing, home and international operations (CPB, 2025). Marks & Spencer's is a diversified retail business model with top-notch food products, clothing, homeware and digital commerce services (Marks & Spencer, 2026). It is monetised from the brick-and-mortar stores, website and strategic partnerships. One of the biggest features of its business model is the ability to integrate with Omni-Channel retailing, allowing sales to be an effortless act for the customer, whether online or offline. This has become even more crucial with consumers' purchasing behaviour moving towards digital platforms. Alam and Reichert (2026) proposed that e-commerce has permanently altered the paradigm of the UK retail industry and that traditional retailers must place a major emphasis on digital infrastructure and improving the customer experience. As a result, M&S has made several investments to enhance its online sector capabilities and formed a strategic alliance with Ocado in the food retail segment. The company also utilises cutting-edge analytics and artificial intelligence to enhance inventory management, customer targeting and operational efficiency. Nguyen (2025) emphasised the potential of AI-powered customer engagement tools to enhance customer interactions and personalised shopping experiences in the fashion industry.
Industry Context
Marks & Spencer is operating in a very competitive segment of retail in the UK, where there is competition among other key players, shifting consumer preferences, technological disruptions and the ever-rising focus on sustainability (Marks & Spencer, 2024). Jones (2025) pointed out that sustainability has emerged as a key competitive criterion for top UK retailers as consumers are looking more and more for a brand's environmental and social impact. Thus, retailers are pouring huge resources into sustainable sourcing, circular economy and carbon reduction programmes. At the same time, there has been a rise in pressure from online retailers and consumer spending habits, pushing the industry to build up its digital skills and efficiency. In addition, retail organisations face growing issues in their operations as a result of rising inflation levels, supply chain interruptions, and pop-up labour costs. 
Key Competitors
Marks & Spencer is a multi-segment retailer that competes with several large retailers both in the food and fashion and homeware sectors in the UK (Marks & Spencer, 2024). Competitors are Tesco, Sainsbury's, Next, Primark, John Lewis, as well as online clothing retailers that provide lower prices, convenience and a diverse product range. Competitive pressures are, therefore, high as there is the presence of many substitutes. As a result, consumers can move from product to product easily and with few switching costs. Hence, the need for differentiation whether quality, customer experience, sustainability or innovation is gaining greater significance. Gunduz (2025) showed that strategic positioning and brand management for major UK retail brands have a historical impact on their performance, especially in competitive markets and how brands can stay unique and create an imprint in the market. The brand's exceptional product line, rich heritage and efforts on sustainability are some of the things that set M&S apart from others. Competition, however, continues to improve their digital capabilities and value propositions and still poses ongoing strategic challenges. Neokleous and Elmarzouky (2026) highlighted the pivotal role of sustainability reporting and communication for company stakeholders and determining competitive advantages in the fashion and retail industry.
[bookmark: _Toc233842031]1.2 External Environment Analysis
PESTLE Analysis
	PESTEL Factor
	Key Numerical Evidence
	Strategic Implication

	Political
	· M&S operates in 1,000+ stores across the UK and international markets
· This makes it sensitive to trade policies, taxation, and post-Brexit regulations.
	Regulatory changes can affect sourcing costs, imports, and supply chain efficiency.

	Economic
	· M&S generated approximately £13.9 billion revenue in FY2024/25
· It reflects its exposure to UK economic conditions and consumer spending trends (GB, 2025).
	Inflation and declining purchasing power may influence demand for premium products.

	Social
	· M&S has employed about 58% women in its workforce 
· This indicates the importance of the workforce change and Diversity Management in Mark & Spencer (Statista, 2026).
	Market opportunities exist as a result of increasing demand for ethical, health and sustainable products and services.

	Technological
	· Online sales have grown in 2024/25, with an increase in its “Fashion, Home & Beauty” segment from 34% to 50% (Marks & Spencer, 2025b)
· It is aided by digital transformation investments.
	Investment in AI, e-commerce and data analytics is crucial for competitiveness.

	Legal
	· M&S has a market capitalisation of more than £8 billion
· It will, however, need to adhere to many of the regulations regarding corporate governance, employment, and consumer protection in the UK (YF, 2025).	
	Failure to do so could lead to financial penalties as well as any damage to the reputation.

	Environmental
	M&S reached the goal of becoming a carbon neutral business by 2040 with its sustainability programme and environmental efforts (Forbes, 2025).
	Sustainability investments improve the brand image and contribute to long-term competitiveness.


Table 1: PESTEL Analysis of Marks & Spencer
Marks & Spencer's external environment is challenging and complex, as indicated by PESTEL analysis. Abukalusa and Oosthuizen (2025) highlighted the need for organisations to proactively approach changing market conditions with an integrated approach that covers economic, social and environmental aspects. As analysed, digital transformation, and sustainability in addition to diversity in the workforce are important key aspects of taking advantage of competitive opportunities. Watson et al. (2025) noted how well-managed participation of stakeholders in environmental innovation can strengthen the resilience of organisations, improve reputation and enable a retail sector that is becoming more competitive and grow sustainably.
Industry Attractiveness Analysis
	Industry Factor
	Evidence
	Attractiveness Level

	Market Size & Growth
	Revenue reached US$17.34 billion in 2025 (Macrotrends, 2025).
	High

	Competitive Rivalry
	Competes against major retailers including Tesco, Sainsbury's, Next, Primark, and John Lewis across food and clothing segments.
	Low–Moderate

	Barriers to Entry
	Marks & Spencer serves approximately 32 million customers annually across its retail operations, providing substantial brand recognition and customer loyalty that create significant barriers for new entrants in the UK retail market (Marks & Spencer, 2026).
	High

	Operational Scale
	Employee retention exceeded 85%, demonstrating the importance of workforce engagement and talent management in supporting business performance (Statista, 2026).
	High

	Brand Strength
	One of the UK's most recognised retail brands with strong customer loyalty and nationwide presence.
	High

	Overall Industry Attractiveness
	Strong market position, extensive resources, and established reputation support sustainable competitive advantage.
	Moderately Attractive


Table 2: Industry Attractiveness Analysis of Marks & Spencer
The industry attractiveness analysis shows that Marks & Spencer is in a moderately attractive retail industry with good revenue performance, widespread presence and a good brand reputation. The relevance of retail value chain activities like workforce management to the purchasing behaviours of consumers and the performance of organisations (Bani-Melhem et al. 2026). The results also indicate that it is the high barriers to entry along with strong brand loyalty that enhance the competitive positioning. Innovation and AI can continue to optimise retail business operations, sustainability metrics and long-term competitiveness, as retail markets become increasingly dynamic (Ridwan, 2025).
Internal Environment Analysis
	Resource/Capability
	Valuable
	Rare
	Inimitable
	Organised
	Competitive Implication

	M&S Brand Heritage (140+ years)
	Yes
	Yes
	Yes
	Yes
	Sustained Competitive Advantage

	Store Network (1,000+ stores)
	Yes
	No
	No
	Yes
	Competitive Parity

	Workforce (64,000+ employees)
	Yes
	No
	No
	Yes
	Competitive Parity

	Premium Food Reputation
	Yes
	Yes
	Moderate
	Yes
	Temporary Competitive Advantage

	Ocado Partnership
	Yes
	Yes
	Yes
	Yes
	Sustained Competitive Advantage

	Digital and Omnichannel Capabilities
	Yes
	Moderate
	No
	Yes
	Temporary Competitive Advantage

	Plan A Sustainability Programme
	Yes
	Yes
	Moderate
	Yes
	Temporary Competitive Advantage

	Financial Strength (£13.9bn Revenue)
	Yes
	No
	No
	Yes
	Competitive Parity


Table 3: Internal Environment Analysis
The internal environment analysis reveals that Marks & Spencer has a few valuable resources and capabilities that will aid their competitive position. Continuous competitive advantages are attained through brand heritage and the Ocado relationship, whereas digital and sustainability initiatives are short-term advantages which can aid market performance. The significance of successful brand management by applying the use of modern technology that can enhance customers relationship and value to the organisation (Anwar, et al. 2025). Digital platforms and IP resources are becoming significant contributors to the competitiveness and sustainable development in retail businesses.
Resources and Capabilities
	Resource/Capability
	Type
	Description
	Strategic Value

	Brand Heritage
	Intangible Resource
	Established in 1884, with over 140 years of retail experience
	Strong customer trust and brand loyalty

	Financial Resources
	Tangible Resource
	Generated approximately US$17.34 billion in revenue in 2025
	Supports investment in innovation, expansion, and sustainability initiatives

	Store Network
	Tangible Resource
	Operates 1,000+ stores across the UK and international markets
	Enhances market coverage and customer accessibility

	Human Resources
	Tangible Resource
	Employs approximately 64,000+ employees
	Supports operational efficiency and customer service quality

	Premium Food Offering
	Capability
	Strong reputation for high-quality food products and private-label brands
	Differentiates M&S from value-focused competitors

	Digital and Omnichannel Operations
	Capability
	Integrated online and offline shopping platforms with growing e-commerce presence
	Improves customer convenience and competitiveness

	Ocado Joint Venture
	Strategic Capability
	Partnership supporting online grocery retail operations
	Expands digital market reach and delivery capabilities

	Plan A Sustainability Programme
	Intangible Resource
	Long-term sustainability strategy focused on environmental and social responsibility
	Strengthens corporate reputation and stakeholder confidence

	Supply Chain Network
	Capability
	Extensive sourcing and distribution network supporting multiple product categories
	Enhances product availability and operational resilience

	Customer Loyalty Programme (Sparks)
	Capability
	Data-driven loyalty programme used to improve customer engagement and retention
	Supports repeat purchases and personalised marketing


Table 4: Resources and Capabilities of Marks & Spencer
Marks & Spencer enjoy a favourable resource mix of both tangible and intangible resources; this will allow them to stay competitive in the long term, according to the resources and capabilities analysis. Value creation and performance can be attributed to the brand building and financial capacity, along with supply chain competencies and the joint venture with Ocado. The need for using digital platforms and tools to strengthen the brand position and competitiveness in the global market. Furthermore, competencies in omnichannel retailing and resilient supply chain networks enhance the customer journey, agility, and overall business outcomes in retail landscapes that are continually evolving (Zhang et al., 2025).
VRIO Framework
	Resource/Capability
	Valuable (V)
	Rare (R)
	Inimitable (I)
	Organised (O)
	Competitive Implication

	Brand Heritage (140+ years since 1884)
	Yes
	Yes
	Yes
	Yes
	Sustained Competitive Advantage

	Store Network (1,000+ stores)
	Yes
	No
	No
	Yes
	Competitive Parity

	Financial Resources (US$17.34bn revenue in 2025)
	Yes
	No
	No
	Yes
	Competitive Parity

	Workforce (64,000+ employees)
	Yes
	No
	No
	Yes
	Competitive Parity

	Premium Food Brand Reputation
	Yes
	Yes
	Moderate
	Yes
	Temporary Competitive Advantage

	Ocado Joint Venture
	Yes
	Yes
	Yes
	Yes
	Sustained Competitive Advantage

	Sparks Loyalty Programme
	Yes
	Moderate
	No
	Yes
	Temporary Competitive Advantage

	Digital and Omnichannel Capabilities
	Yes
	Moderate
	No
	Yes
	Temporary Competitive Advantage

	Plan A Sustainability Programme
	Yes
	Yes
	Moderate
	Yes
	Temporary Competitive Advantage

	Supply Chain and Sourcing Network
	Yes
	No
	No
	Yes
	Competitive Parity


Table 5: VRIO Framework Analysis of Marks & Spencer
The VRIO analysis has revealed that Marks & Spencer has a set of resources which provide it with some sustained and others some temporary competitive advantages. Brand heritage and the Ocado joint venture are valuable, rare and difficult to imitate and are, therefore, well organised and contribute towards long-term competitiveness. Watson et al. (2025) believed that sustainability-oriented partnerships might improve organisations' capacities through innovation and value creation for the stakeholders involved. CSR efforts can drive customer loyalty, which, in turn, indicates that M&S's sustainability programme may bolster customer retention, thereby fortifying its competitive standing in the retail landscape (Sai Deepesh, 2025).
SWOT Analysis
	Strengths
	Weaknesses
	Opportunities
	Threats

	Generated approximately £13.8 billion in revenue in 2025, demonstrating strong financial performance (TV, 2025)
	Significant dependence on the mature UK retail market limits growth potential (FT, 2025)
	Expansion of e-commerce and omnichannel retailing can increase market reach and customer engagement (TV, 2025)
	Intense competition from Tesco, Sainsbury's, Next, Primark, and online retailers may reduce market share (FT, 2025)

	Strong brand heritage with over 140 years of retail experience and customer trust (FT, 2025)
	Large operational structures can increase operating and labour costs (TV, 2025)
	Rising consumer demand for sustainable and ethically sourced products aligns with M&S's sustainability initiatives (FT, 2025)
	Economic uncertainty, inflation, and changing consumer spending behaviour may affect sales performance (TV, 2025)

	Extensive network of 1,000+ stores and approximately 64,000+ employees support nationwide operations
	Clothing and Home segments face strong competition from value-focused retailers (FT, 2025)
	Greater utilisation of AI, data analytics, and digital technologies can improve operational efficiency and customer experience (TV, 2025)
	Supply chain disruptions and increasing sourcing costs can negatively impact profitability (FT, 2025)


Table 6: SWOT Analysis of Marks & Spencer
According to the SWOT analysis, Marks & Spencer has significant strengths with respect to financial performance, brand heritage and operational scale. In 2024/25, for the company to generate approximately £13.9 billion in revenue with an operating profit of £875 million, they served around 32 million customers and operated a total of 1,049 stores in their retail network (Marks & Spencer, 2025b). The tools empower M&S to stay competitive in the UK retail market, foster customer loyalty, and fortify their business for long-term resilience. However, strategic challenges are still being faced by maturity of the market and high competition situation. Sachin and Bandara (2025) proposed that digital technologies and capabilities of Industry 4.0 can improve the performance of the supply chain and help the companies move forward with increased operational efficiency and adaptability to their business environment to capitalise on future opportunities and manage competitive and operational risks.
[bookmark: _Toc233842032]1.3 Comprehensive and Holistic View
CSR Strategy Evaluation
	CSR Dimension
	Strategic Objective
	Key Initiatives
	Expected Business Impact

	Environmental Responsibility
	Reduce environmental footprint
	Sustainable sourcing, carbon reduction, waste management
	Enhanced brand reputation and regulatory compliance

	Social Responsibility
	Support employees, customers, and communities
	Employee wellbeing, diversity and inclusion, community engagement
	Improved stakeholder trust and customer loyalty

	Ethical Supply Chain
	Ensure responsible procurement practices
	Supplier audits, ethical sourcing standards, human rights policies
	Stronger supply chain resilience and risk reduction

	Customer Responsibility
	Deliver safe, high-quality, and sustainable products
	Product quality assurance, sustainable packaging, responsible marketing
	Increased customer satisfaction and retention

	Corporate Governance
	Maintain transparency and accountability
	ESG reporting, board oversight, compliance frameworks
	Improved investor confidence and long-term sustainability

	Innovation and Sustainability
	Integrate sustainability into business strategy
	Green technologies, circular economy initiatives, sustainable product development
	Competitive advantage and long-term value creation


Table 7: CSR Strategy Evaluation of Marks & Spencer
The CSR strategy evaluation illustrates how Marks & Spencer includes in its business the concept of environmental, social, ethical and governance (ESG) goals to generate long-term value for stakeholders. Kazemi (2025) highlighted the growing importance of promoting sustainability and responsible business practices for retailers in order to improve their competitiveness and customer trust. Resilient and well-managed supply chains contribute to organisations' sustainability, operational stability, and sustained performance in dynamic market scenarios (Alem Fonseca et al., 2026).
Balanced Scorecard Analysis
	Perspective
	Strategic Objective
	Key Performance Indicators (KPIs)
	Strategic Initiatives

	Financial Perspective
	Improve profitability and sustainable growth
	Revenue, £13.9 billion, Operating Profit: £985 million, Return on Investment (ROI), Cost Efficiency
	Business transformation, cost management, digital investment

	Customer Perspective
	Enhance customer satisfaction and loyalty
	Customer satisfaction, retention rate, brand perception, loyalty programme participation
	Customer experience improvement, personalised marketing, omnichannel services

	Internal Business Process Perspective
	Improve operational efficiency and product quality
	Online sales account for 50% of Fashion, Home & Beauty sales, Supply Chain Efficiency, Inventory Management, Product Availability, Sustainability Performance (Marks & Spencer, 2025b)
	Process optimisation, digital integration, responsible sourcing

	Learning and Growth Perspective
	Strengthen employee capabilities and innovation
	Employee engagement, training participation, innovation outcomes, leadership development
	Workforce training, digital skills development, organisational learning programmes


Table 8: Balanced Scorecard Analysis of Marks & Spencer
M&S uses the balanced scorecard analysis to ensure that financial, customer, operational, and learning objectives are consistent with a long-term successful business. According to Posa (2026), omnichannel strategy not only provides integrated service but also contributes to improving customer experience and, accordingly, enhancing the competitiveness of the retailer. 
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Strategic Options
	Strategic Option
	Strategic Focus
	Expected Outcome

	Market Penetration
	Increase sales within existing markets
	Higher market share and customer retention

	Product Development
	Introduce new products to existing customers
	Enhanced customer value and revenue growth

	Market Development
	Expand into new geographical or customer markets
	Increased customer base and business growth

	Diversification
	Enter new business areas or product categories
	Risk diversification and new revenue streams

	Cost Leadership Strategy
	Improve operational efficiency and cost control
	Enhanced profitability and price competitiveness

	Differentiation Strategy
	Offer unique products and superior customer experience
	Stronger brand loyalty and competitive advantage

	Digital Transformation Strategy
	Enhance e-commerce and omnichannel capabilities
	Improved customer engagement and operational performance

	Sustainability-Led Strategy
	Strengthen ESG and responsible business practices
	Long-term competitive advantage and stakeholder trust


Table 9: Strategic Options for Marks & Spencer
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Figure 3: Marks & Spencer Share Price and Average Analyst Target Price
(Source: MS, 2025)
The above figure indicated Marks & Spencer's share price had bounced back to display robust long-term growth performance, aligned with analysts' expectation of positive earnings (MS, 2025). M&S has several market strategies in consideration to push for growth in the future, which are shown in the strategic options analysis: market expansion, product innovation, digital transformation, sustainability leadership. In 2025, M&S has increased its number of employees by around 4.2% (RL, 2025). The mechanism of this increase is clear, as the organisation was investing in its capability and expanding its business. Digital innovation, coupled with differentiation and sustainability efforts, has the potential to reinforce competitive positions, boost customer retention and contribute to long-term value creation in the changing retail landscape through strategic initiatives.
Ansoff Matrix Analysis
	Strategy Option
	Market Focus
	Product Focus
	Supporting Numerical Evidence
	Strategic Objective

	Market Penetration
	Existing Markets
	Existing Products
	Share price increased by approximately 61% over the past 12 months (SA, 2026)
	Increasing market share and customer retention within the UK market

	Product Development
	Existing Markets
	New Products
	Annual revenue growth of approximately 7.2% between 2024 and 2025 (Macrotrends, 2025)
	Introducing innovative and sustainable products to existing customers

	Market Development
	New Markets
	Existing Products
	Operations extend across 30+ international markets through stores and partnerships (SA, 2026)
	Expanding geographical presence and customer reach

	Diversification
	New Markets
	New Products
	Market capitalisation exceeded £8.5 billion in 2026, supporting investment in new ventures (SA, 2026)
	Developing new revenue streams and reduce market dependence


Table 10: Ansoff Matrix Analysis for Marks & Spencer
M&S can grow through market penetration, product development, market expansion & diversification as per the Ansoff Matrix analysis. Dompreh Joy (2025) added that Sustainable business processes play an integral part in consumer loyalty/buying behaviour, which may be avenues through which organisations may strengthen their market position. The strategic decisions outlined reflect the organisation's ability to strive for long-term growth, customer engagement and resilience in a competitive retail environment through innovation and sustainability initiatives.
SAFe Framework Evaluation
	SAFe Criterion
	Evaluation Focus
	Key Assessment Questions

	Suitability
	Strategic fit with organisational objectives and external environment
	Does the strategy address identified opportunities, threats, strengths, and weaknesses?

	Acceptability
	Stakeholder expectations and risk-return balance
	Will stakeholders support the strategy and are the expected benefits acceptable?

	Feasibility
	Availability of resources and organisational capabilities
	Does the organisation possess sufficient financial, operational, technological, and human resources to implement the strategy successfully?

	Overall Assessment
	Strategic viability and implementation potential
	Is the strategy suitable, acceptable, and feasible for achieving sustainable competitive advantage?


Table 11: SAFe Framework Evaluation of the Recommended Strategy
SAFe evaluation shows that the recommended strategy is in good alignment with M&S’s strategic objectives, stakeholder expectations and capabilities. Its operating profit margin was more or less around 6.4% in 2025 (GB, 2025). This has specifically demonstrated its ability to fund strategic investments and transformation efforts. The assessment indicates that the proposed strategy is appropriate, actionable and likely to be accepted and possible in order to improve the competitive advantage, operational efficiency and long-term growth in the UK retail sector.
Recommended Strategy
	Strategic Element
	Description

	Recommended Strategy
	Digital-Led Sustainable Differentiation Strategy

	Strategic Objective
	Strengthen competitive advantage through digital innovation and sustainability leadership

	Core Focus Areas
	Digital transformation, customer experience enhancement, sustainable product development, and operational efficiency

	Target Customers
	Existing customers, digitally engaged consumers, and sustainability-conscious shoppers

	Expected Benefits
	Improved customer loyalty, stronger brand positioning, increased revenue growth, and long-term competitiveness

	Key Success Factors
	Technology adoption, effective change management, employee capabilities, and stakeholder engagement

	Strategic Alignment
	Supports organisational mission, sustainability commitments, and long-term growth objectives

	Performance Measures
	Customer satisfaction, digital sales growth, operational efficiency, sustainability outcomes, and financial performance


Table 12: Recommended Strategy for Marks & Spencer
The emphasis is on promoting digital innovation and sustainability efforts to enhance differentiation and sustainable competitiveness. In 2025, the company's P/E ratio was around 14.8 (Forbes, 2025). This indicates positive investor sentiment towards future growth prospects of M&S. This strategy can help to increase brand positioning, enhance the value for the stakeholders and provide a sustainable competitive advantage in the dynamic retail market by improving customer experience, business efficiencies, and sustainable product development.
Implementation Plan
	Implementation Phase
	Key Actions
	Responsibility
	Timeline
	Expected Outcome

	Phase 1: Planning
	Define strategic objectives and allocate resources
	Senior Management Team
	Short-Term
	Clear implementation roadmap

	Phase 2: Technology Enhancement
	Strengthen digital platforms and customer engagement systems
	IT and Digital Teams
	Short-Term to Medium-Term
	Improved digital capabilities

	Phase 3: Operational Integration
	Align business processes with strategic objectives
	Operations Management
	Medium-Term
	Greater operational efficiency

	Phase 4: Employee Development
	Deliver training and capability-building programmes
	Human Resources Department
	Medium-Term
	Enhanced workforce skills and adaptability

	Phase 5: Sustainability Integration
	Embed sustainability initiatives across operations and supply chains
	Sustainability and Procurement Teams
	Medium-Term to Long-Term
	Improved ESG performance

	Phase 6: Performance Monitoring
	Track KPIs and evaluate strategic progress
	Executive Management Team
	Ongoing
	Continuous improvement and strategic control

	Phase 7: Review and Adjustment
	Assess outcomes and refine implementation activities
	Board of Directors and Senior Leadership
	Ongoing
	Sustained competitive advantage and long-term growth


Table 13: Strategy Implementation Plan for Marks & Spencer
The implementation plan presents an explainable sequence of events on how to carry out the strategic objectives, with milestones and ongoing evaluation to address them. Miller (2026) emphasised that ongoing execution of strategic initiatives further solidifies a brand's presence and perception and will help their market positioning for the long haul. Key to the plan being proposed is the enhancement of technology, the development of a skilled workforce, the integration of sustainability and the evaluation of performance, which will provide the organisation with the capability to maintain alignment to the strategic priorities, whilst supporting sustainable growth and competitive advantage within the retail sector.
Risks and Mitigation
	Risk
	Potential Impact
	Mitigation Strategy

	Resistance to organisational change
	Delays in strategy implementation and reduced employee engagement
	Conduct change management programmes and regular stakeholder communication

	Technology implementation challenges
	Operational disruptions and reduced customer experience
	Invest in staff training, system testing, and technical support

	Cybersecurity and data privacy threats
	Financial losses and reputational damage
	Strengthen cybersecurity measures and regulatory compliance procedures

	Supply chain disruptions
	Product shortages and increased operational costs
	Diversify suppliers and enhance supply chain monitoring

	Economic uncertainty and inflation
	Reduced consumer spending and profitability
	Implement cost-control measures and flexible pricing strategies

	Competitive pressure
	Loss of market share and customer loyalty
	Focus on differentiation, innovation, and customer experience improvements

	Sustainability compliance risks
	Reputational damage and regulatory penalties
	Establish robust ESG governance and continuous sustainability monitoring

	Resource constraints
	Delays in achieving strategic objectives
	Prioritise investments and allocate resources effectively through phased implementation


Table 14: Risks and Mitigation Plan for Marks & Spencer
The risks and mitigation analysis ensures that risks need to be managed proactively to facilitate successful strategy implementation. Good leadership is essential for managing change within an organisation, uncertainty and losing stakeholder confidence in an international business climate (Syarifuddin et al., 2025). The recommended actions to be taken include primarily improvements in the organisation's operational resilience, technology preparedness, and governance, aimed at mitigating further disruptions and fostering long-term presence and effective performance of M&S.
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Figure 4: Gibbs Reflective Cycle
(Source: SP, 2025)
Description
This Strategic Management report was a complete analysis of Marks & Spencer's strategic position in the UK retail market. Several strategic tools and frameworks such as PESTEL analysis, VRIO analysis, SWOT analysis, the Balanced Scorecard, Ansoff Matrix and the SAFe framework were applied in the process. Analysis included how external environment, organisational resources, sustainability activities and decisions can lead to a competitive advantage and impact on long-term business performance. The making of academic propositions in organisations, was also part of this report, allowing existing strategic practice to be critically examined in the light of potential growth opportunities (Gibbs, 1988). This exercise helped me to gain insight into the analysis of strategies with both quantitative and qualitative data from reputable sources. Moreover, the analysis helped identify the interdependence of decisions and results provided within an organization and my interpretation skills relating to the business data and information provided were extended. It assisted in critical thinking, as it helped me develop a more systematic approach in problem solving and decision making. This process also reinforced my awareness of the importance of contemporary organisations that must balance their financial goals with that of sustainability and stakeholder expectations to achieve long term success in highly competitive business landscapes. 
Feelings
The challenge faced during the assessment was the complexity of analysing such a vast organisation in a competitive and rapidly evolving sector, large multinational retail. During the course of researching, however, my level of confidence grew, and the use of the structured analytical frameworks provided a systematic approach to understanding organisational performance. The sustainability and digital transformation topics were especially interesting due to the idea that strategic management is being taken beyond the historical financial goal tracking quality. Also, the experience reinforced my interest in the value of evidence-informed decision-making for strategic planning and strengthening of an organisation.
Evaluation
A strength of the assessment was actually examining a real organisation and applying known strategic management models. The use of current industry information facilitated a better understanding of how economic, technological, social and environmental factors affect strategic decision-making. Additionally, the assessment helped develop skills in synthesising data from a variety of issues that have been raised in the academic literature and industry reports. The importance of future-oriented strategic thought in helping organisations to foresee alterations in their surroundings, utilise change and build up their long-term competitiveness (Gibbs, 1988). This outlook provided me with a solid foundation to understand the value of digital transformation and sustainability efforts for Marks & Spencer, as well as strategic foresight in evaluating these areas. One of the obstacles that was faced during the assessment was the considerable amount of information that is available about the retail sector. Sometimes the most important strategic factor(s) were hard to identify. The requirement to critically assess, rather than just describe information, necessitated a more analytical way of conducting academic research and strategic assessment.
Analysis
They showed the need for multiple analytical lenses to be used in good strategic management and not to rely on one single lens. The PESTEL analysis revealed the factors and behaviours that influenced decision-making and the priorities of the organisations from political regulation, technological development and growing sustainability aspects. The VRIO diagram also highlighted the role of valuable, rare resources and capabilities in making a sustainable competitive advantage. Sustainable and circular business practices are becoming increasingly important within the UK fashion and retail sector. This helped to deepen my appreciation for sustainability being a social responsibility project as well as a long-lasting source of competitive value. Emphasis on assessment of SCM and Market Development Strategy was placed on the adaptability and resilience of the organisation. Sourcing strategies and value chain governance play a crucial role in the performance augmentation of an organisation and its growth.
Conclusion
Overall, by providing the overall assessment, my understanding of the strategic management theory and practice has been enhanced. This resulted in a set of frameworks covering the all-round performance and competitiveness of the organisation. This experience has enabled me to scrutinise intricate business issues, analyse strategic information and make work-based recommendations. It also provided a good idea of the importance of sustainability, innovation and stakeholder engagement in today's strategic decision-making.
Action Plan
In future strategic management projects, I would like to further develop my abilities to analyse by incorporating more recent academic journals and reports. I will be developing my critical evaluation techniques as I would like to be more detailed in my analysis and recommendations. In addition, I will keep supplementing my expertise on digital transformation, sustainability strategy, and data-driven decision-making, which are becoming more and more relevant in the corporate environment. Another strategy I will be using is that I will be re-considering my own professional growth needs using reflective models to consider reflections on my own situation and how I may continue to develop in terms of research, strategic thinking or problem solving.
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