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Abstract

The Porter’s Five Forces Analysis of Marks and Spencer

The research has shown there are no high forces indicated for Marks and Spencer. They are in most cases medium to low, sometimes very low. The company has a secure position on the retail market and has been heading for growth.

The PESTLE Factors

The evidence shows that Political Factors, Social Factors, Technological Factors, Legal Factors and Environmental Factors are favourable for Marks and Spencer. The Economic Factors are favourable and unfavourable at the same time.

The findings also demonstrate that Marks and Spencer has implemented successful internal factors such as Segmentation, Targeting, Positioning and The Marketing Mix.

The report suggests that there have been a number of recommended future marketing strategies for Marks and Spencer such as Product Development, Diversification and Market Development.

1.  Introduction

1.1   The Objectives of The Report

To conduct an internal and external analysis of Marks and Spencer as well as suggest future recommendations for the company.

To analyse the key external drivers influencing Marks and Spencer and to examine the internal environment of the company.

To study and evaluate in detail: The PESTLE Factors, The Porter’s Five Forces, Advantages and Disadvantages of The Porter’s Five Forces Model, SWOT as well as Segmentation, Targeting and Positioning and The Marketing Mix Strategies. 

To analyse Ansoff’s Matrix of corporate growth strategy and advise on the future marketing strategies for Marks and Spencer. 

1.2   Methodology
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Literature Review

A selection of 21 professional marketing books, academic journals, research papers, academic databases such as ResearchGate or Statista as well as marketing management blogs are used to support the findings. The reference to statistics about Marks and Spencer as a company and extensive Marks and Spencer customer experience will be presented.

All the sources have been accessed within one to four weeks prior to the assignment submission deadline. The on line sources have been accessed as recently as few days prior to the deadline, including 1st September 2023 – the day of the submission – to ensure the correctness and relevance of findings.
All the sources accessed are most recent and not older than seven years to assure the correctness and relevance of findings. The only one referenced source published in 2011 is an exception, as it presents an essential and relevant background material, and its clarity, and quality is exceptional. 

1.3  A case study of Marks and Spencer
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The Marks and Spencer’s logo re designed in 2018

Source: Marks and Spencer, 2023


Marks and Spencer was founded in 1884 by Michael Marks and Thomas Spencer in Leeds. From ‘all for a penny’ stall at Kirkgate Market in Leeds and its Penny Bazaar stores, Marks and Spencer has grown to be one of the biggest and most successful UK’s multinational retailers, specialising in trading groceries, food, clothing, beauty and home goods as well as growing its own restaurants too. (Marks and Spencer, 2023) As Archie Norman The Chairman stated: ‘We are now at last seeing the reshaping of M&S take hold.’ (M&S 2023 Annual Report & Financial Statements, 2023, p.2) Marks and Spencer is a member of the FTSE 250 Index and it is trading on the London Stock Exchange as Marks and Spencer Group plc. (London Stock Exchange, 2023)

2.  External Factors

2.1   The Marco Environment and The PESTLE Analysis

The Macro Environment refers to the external forces outside an organisation that can impact an organisation by creating opportunities and/ or threats. 

‘A PESTLE analysis is a tried-and-true approach for identifying macro-environmental factors that might impact an organization.’ (Cascade, 2023) The PESTLE factors include: Political Factors, Economic Factors, Social Factors, Technological Factors, Legal Factors and Environmental Factors. 
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The PESTLE Factors

Source: Cascade, 2023


Political and Legal Factors – Favourable for Marks and Spencer
‘International sales were up 11.2% at constant currency, driven by demand for clothing from global partners. As a result, profits recovered despite the combined impacts of the exit from Russia and on-going EU border related costs.’ (Marks and Spencer, 2023)
Economic Factors – Favourable and Unfavourable for Marks and Spencer

Economic stability of the UK.
Inflation and increase of food prices.
However, the company has smart trustworthy slogans such as ‘M&S quality, everyday low price, price locked, bigger pack better value’ that reflect on the quality and affordability of the products.

Social Factors – Favourable for Marks and Spencer

Marks and Spencer has been impacted by the changing trends in the UK’s society. 
Vegan and vegetarian consumers.
Gym passes.
Embracing technology at a younger age.
Increase in digital marketing due to Covid.
Global standardisation strategy.

Technological Factors – Favourable for Marks and Spencer

Self service/ check outs.
Touch screen technologies.
Database.
Sparks card – relationship marketing.
Social media/ digital marketing.

Advantages/ opportunities for the company:
Investment in R&D.
House of future.
Talking to systems.
Virtual reality.
Augmented reality.
Chat GPT. 

Environmental Factors – Favourable for Marks and Spencer

Marks and Spencer uses highest technologies and practises a sustainable approach. As Steve Rowe The Chief Executive says: ‘We must work together to help customers enjoy lower carbon lives. (...) To deliver this, we need our colleagues to understand better the carbon impact of our products and processes and we need to back our suppliers to innovate and adapt to the changing environment.’ (Marks and Spencer Sustainability Report 2022, 2022, p.3)

The evidence shows that Political Factors, Social Factors, Technological Factors, Legal Factors and Environmental Factors are favourable for Marks and Spencer. The Economic Factors are favourable and unfavourable at the same time.

2.2   The Porter’s Five Forces Model 

The Porter’s Five Forces Model reveals ‘the most significant aspects of the competitive environment. They also provide a baseline for sizing up a company’s strengths and weaknesses: Where does the company stand versus buyers, suppliers, entrants, rivals, and substitutes?’ (Porter, 2011, p.65)
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The Porter’s Five Forces Model

Source: Alonso, 2023


The Porter’s Five Forces Analysis of Marks and Spencer

Threat of New Entrants – Low for Marks and Spencer

· The barriers to entry are high, so the threat of new entrants for Marks and Spencer is low.
· Some examples of the barriers to entry Marks and Spencer uses include: strong reputation, economies of scale or an extensive retail experience.
· Necessary Health and Safety compliance in place and Food Hygiene Ratings to pass.
· Constant research and development.
· Growing strong relations with suppliers.

Bargaining Power of Suppliers – Very Low for Marks and Spencer

· Marks and Spencer partners with many suppliers internationally, e.g. ADB Furniture from Poland supplying homeware products or Iluna Group s.r.l. from Italy, supplying clothing, to name a few. (Marks and Spencer, 2023) The company has a lot of power, because it partners with more little suppliers.

Bargaining Power of Buyers (Customers) – Medium to Low for Marks and Spencer

· ‘Around 26% of fashion store customers in the UK say they are likely to use M&S again. Set in relation to the 32% usage share of the brand, this means that 81% of their customers show loyalty to the brand.’ (Kunst, 2023)
· ‘When it comes to fashion store customers, brand awareness of M&S is at 93% in the UK. The survey was conducted using the concept of aided brand recognition, showing respondents both the brand's logo and the written brand name.’ (Kunst, 2023)

Threat of Substitutes – Medium to Low for Marks and Spencer

· For food – low. 
· For homeware – medium.

Industry Rivalry – Medium for Marks and Spencer

· Few main rivals.
· ‘Food grew sales 8.7% to £7.22bn with LFL sales up 5.4%, with particularly good growth in hospitality and franchise. Sales in core categories were up c.5.0% and well ahead of pre-Covid levels, reflecting the strategy to broaden appeal. Grocery market share increased 20bps to 3.6%, with M&S outperforming all major full-line supermarkets.’ (Marks and Spencer, 2023)
· High marketing costs and to exit. (Alonso, 2023)

The research has shown there are no high forces indicated for Marks and Spencer. They are in most cases medium to low, sometimes very low. The company has a secure position on the retail market and has been heading for growth.

Advantages of The Porter’s Five Forces Model 

· The Model helps the companies analyse the main and most dangerous competitors on the market as well as assess the external threats and challenges.
· Once having identified the main competition, the companies can gain control and set their own rules of the game.
· The Model helps companies learn more about the industry, strategies, seek extra investments and inspire their corporate growth. (Alonso, 2023)

Disadvantages of The Porter’s Five Forces Model

· Although very insightful, the Model still does not provide a completely accurate analysis of the completion and industry which can result in failing strategies.
· It is easy to misinterpret the main goal of the Model – formulating a strategy – instead of defining if the industry is attractive.
· The Model does not take into consideration Innovation among forces driving industry competition.
· The Model’s framework analyses competitive forces at a point in time only and, therefore, five forces need to be periodically re assessed by the strategists. (Alonso, 2023)

2.3   SWOT – The External and Internal Analysis

‘Marketers often use a handy analysis called the SWOT analysis, a snapshot look at a brand’s strengths, weaknesses, opportunities, and threats.’ (Kaputa, 2022, p.23)

Strengths

Marks and Spencer is a respectable, recognisable and a high quality brand. The company has survived two world wars, mastered the art of entrepreneurship and customer service, and has been offering the finest food, groceries, clothes, beauty and homeware products since 1884. 

Marks and Spencer offers ‘Remarksable Value, M&S quality and everyday low price.’ (Marks and Spencer, 2023)

The company has developed strong long term relations with the suppliers. ‘M&S is the only retailer to tree ripen its British Apples, ensuring a better flavour development and a richer colour. M&S has worked with its longstanding grower to use the method on four apple varieties and seen sales increase 19%.’ (M&S 2023 Annual Report & Financial Statements, 2023, p.1)

Weaknesses

Marks and Spencer lacks segmentation in the foreign markets. 

The company’s communication strategy is still developing is the foreign countries. (Le, Yijle and Yang, 2013)

Opportunities

The Marks and Spencer’s customers have a chance to experience an all channel shopping experience. Marks and Spencer partners with CommerceHub - ‘one of the world’s largest commerce networks and provider of software solutions connecting supply, demand and delivery for retailers and brands globally.’ (Wright, 2023) Due to the partnership with CommerceHub, the Marks and Spencer’s customers can also access different brands such as Ted Baker or Superdry though the M&S platform which has helped the company expand the assortment and attract a lot of new customers, not mentioning raising the revenue significantly. The customers definitely grow their loyalty even more, as a result. (Wright, 2023)

Threats

As like every major retailer, Marks and Spencer has been facing the biggest and strongest competitors such as Waitrose & Partners, John Lewis & Partners, Sainsbury’s, Asda, Zara or H&M. (Le, Yijle and Yang, 2013)

3.  Internal Factors

3.1   Segmentation, Targeting and Positioning 

Segmentation

‘M&S combines Insider’s web push messaging and AI-powered segmentation tools with their most successful ‟always on” campaigns. Insider’s Growth Management Platform tracks the category or collection that a visitor was most recently browsing but did not convert and entices them back with a timely promotion. A particularly successful example is M&S’s long running 4 pairs for 3 women’s underwear campaign, boosting lingerie conversion rates and revenue.’ (Insider, 2023)

Targeting 

‘While livestream shopping is still in its infancy in the UK, the format is projected to be worth $480 billion in China this year, according eMarketer, and $11 billion in the US, according to Foresight Research.’ (Fashion Network, 2023)

‘In the UK, live shopping took off on TikTok late last year with retailers using it to sell Black Friday deals by connecting with the social media app’s mostly teenage audience.’ (Fashion Network, 2023)

Positioning 

For Marks and Spencer the brand identity is quality and affordable price – M&S’s positioning. One of the most known slogans associated with the Marks and Spencer brand is ‘This is not just food...This is M&S Food.’ (Vizard, 2019)

3.2   The Marketing Mix Strategies

The elements of marketing mix – Product, Price, Place and Promotion – compliment Segmentation, Targeting and Positioning.

Marks and Spencer’s products have preserved the highest quality at affordable prices. The benefits of buying M&S’s products, comparing to the price, are balanced. With smart trustworthy slogans such as ‘M&S quality, everyday low price, price locked, bigger pack better value’ that reflect on the quality and affordability of the products as well as a healthy food campaigns – ‘Eat Well’ – Marks and Spencer has remained a UK’s leading retailer. (Marks and Spencer, 2023) 

4.  Conclusion

The Porter’s Five Forces Analysis of Marks and Spencer

The research has shown there are no high forces indicated for Marks and Spencer. They are in most cases medium to low, sometimes very low. The company has a secure position on the retail market and has been heading for growth.

The PESTLE Factors

The evidence shows that Political Factors, Social Factors, Technological Factors, Legal Factors and Environmental Factors are favourable for Marks and Spencer. The Economic Factors are favourable and unfavourable at the same time.

The findings also demonstrate that Marks and Spencer has implemented successful internal factors such as Segmentation, Targeting, Positioning and The Marketing Mix.

5.  Recommendations

The model used for the analysis of the corporate growth strategy is Ansoff’s Matrix - The Product/Market Expansion Grid/ Framework.
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The Ansoff’s Matrix

Source: Peterdy, 2022


There are a few recommended future marketing strategies for Marks and Spencer.

Product Development – the introduction of a new product into an existing market
It could be suggested that Marks and Spencer expands on financial products and services such as digital currency/ cryptocurrency/ bitcoin or Forex trading. M&S Bank has already been offering, including financial products and services as digital banking, credit, card, loans, insurance or money exchange. (Marks and Spencer, 2023)

Diversification – the entering of a new market with a new product 

Marks and Spencer could also expand to the properties business altogether and introduce a chain of M&S Hotels, first in the UK and then abroad – market development/ international expansion.

Market Development – the offering of an existing product to a new market

Marks and Spencer could be taking experience from growing the company’s chain of M&S restaurants, and expanding properly to a hospitality business and catering. The company could supply M&S products at the weddings and special events, e.g. Marks and Spencer could start collaborations with airlines and cruise lines, and supply M&S products to the customers within the leisure industry.

Marks and Spencer could also enter new European and global markets to offer their products and services.
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