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Executive Summary

Marks and Spencer has been suffering in the retail sector and the purpose of this report is to analyse the problems. The report contains a SWOT analysis and PESTLE analysis of the company. Also, recommendations are included on how to improve and overcome the issues.
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1.0 Terms of Reference 
Brynach Heffernan, lecturer of Certificate of High Education Skills for the Work Place requested a report about Marks and Spencer from Syed Jalal Ahmed, student number 1709291. Marks and Spencer has been suffering in the retail sector and the purpose of this report is to analyse the problems and to suggest possible solutions. This report was requested on the 18th June and it was submitted on the 20th July 2018. 

2.0 Procedure
A number of sources have been used to prepare this report. These sources are relevant textbooks, websites and articles which have all been listed in the reference list. 

3.0 Findings
3.1 Marks and Spencer (M&S) operations can be categorised under two divisions: food and general merchandise including clothing and home ware. The food division focuses on healthy food; special celebration products; ready meals and everyday food (UKEssays,2013). M&S opened on 28 September 1894. Michael Marks opened his first market stall in a bazaar in Leeds in 1884. Michael partnered with Tom Spencer. In 1901, Marks & Spencer built a warehouse at Derby Street, Manchester. It became the Company’s first registered address and headquarters. It was ready for a period of growth that led to 145 stores by 1915. There are now over 790 stores in UK and more than 450 stores worldwide. (Davis, no date.)
3.2 The company is regularly reviewing and monitoring the effectiveness of it’s promotional strategies and tailoring its consumer offerings where appropriate. It continues to actively manage and minimise costs where appropriate, while regularly reviewing customer feedback and it’s positioning in the market place.
M&S planned to close down a third of their shops and retreat internationally. They have made selected investment in prices to restore value for money. Their food innovation pipeline has been re-orientated towards more mainstream, popular family products. A project team, with outside help, has been set up to address the problems in the supply chain. 
“Our store teams have cut costs and improved customer service through the roll-out of handheld devices in our stores.” It made a massive investment in an automated home delivery warehouse which struggled to cope with demand (Wood and Butler, 2018). M&S invested to make their collection process faster and more convenient.(Corporate.marksandspencer.com, 2018)   
3.3 M&S has lost engagement with its customers. The chain has struggled to maintain its appeal for everyday clothing amid heavy competition. The sense of fashion and style has been changing but M&S have not been able to keep up the pace. It has a reputation for being old-fashioned however, older women are more stylish than before. This is having an impact on the company as they are losing customers. Cutting quality in an attempt to bring prices closer to discounters such as Primark has backfired in the past (Smith, 2016).
“Not only has M&S failed to win on the fashion front, it hasn’t helped its cause with a slow-moving approach to ecommerce. A new website was launched after reports of potential customers who couldn’t check out and items disappearing from baskets” (Smith, 2016). M&S faces competition as the internet has made it easier to shop around, compare prices and access fashion from around the world. M&S has struggled to adapt but need to become more digitally involved as this will affect their profit. A lack of investment in small, local outlets has left them looking unorganised and unappealing (Wood and Butler, 2018). 
M&S food is too expensive and rivals have caught up. There is growing competition from shops such as Aldi and Lidl due to their discounted prices. Due to the worsening economic condition British consumers are having a tough time as their disposable income comes under pressure and are willing to ditch high-quality products for cheaper stuff of less-assured provenance. The economic conditions compounded with BREXIT is causing weaker consumer confidence which will negatively impact M&S. 
3.4 Analysis of marks and spencer

3.4.1 SWOT Analysis

Strengths
Marks & Spencer  is an iconic brand which has been trading since 1884. It is known by everyone in the market for their quality of products, service and staff. M&S has about 790 stores in UK.

There is a variety of each product in every store which helps the customers to choose the best. At the moment M&S has more than 1200 suppliers with 400 varieties. (Ltd, 2018)

M&S has a wide range of popular brands, such as; Autograph, Blue Classic, Per Una, etc.

M&S, currently operating in 59 territories across Europe, Asia and Middle East is developing well in priority markets such as India, while its food business is growing in regions such as Hong Kong (Marks & Spencer, 2015). 

They have over 80,000 employees.

Weaknesses
It has a reputation to be for the older generation and it does not attract the younger generation. Clothing sales have been falling due to the lack of interest from younger population.

The company is losing key employees to its main competitors, including product developers, food technologists and General Merchandise design team members. This will not only result in the company having to invest in the hiring and training of new employees, but also in the company facing the risk of its contracts becoming readily available to competitors (Davey, 2016).

The internet and social media is becoming more important. M&S cannot keep up with the changes. The company’s website M&S.com was only launched in 2014. This shows they were a latecomer into the digital world. This is a cause for the lack of communication with customers. 

M&S prices seem to be too expensive and there is a loss of customer confidence. 

Opportunities
It has the opportunity of dividing the customers by establishing small shops which will reduce the maintenance cost and increase the profits as the manual power will gradually decrease when compared to mega stores and even the investment on the publicity will be less (Ltd, 2108). 

The website currently has six million online customers and has yet to reach 14.5 million customers who engage with the company only at its High Street stores and shop online with its competitors (Telegraph.co.uk, 2014). The launch of a members club called Sparks at the end of 2015 is expected to increase sales through the introduction of a personalised shopping experience and tailored loyalty schemes.

M&S can develop their use of social media and the internet by improving their website and creating social media accounts. 

Threats
Other retail stores are a threat due to their discounted prices in both food and clothes. Furthermore, the other retail competitors such as Tesco are expanding themselves such as Tesco Express whereas M&S is not.

Unstable political and economic conditions in several international franchise markets such as the Middle East and Russia pose a threat to the company's development in these areas (Marks & Spencer, 2015).

The decrease in the buying power of the pound, the loss of customer confidence and the economic uncertainty after the Brexit referendum all pose threats.
Average household income is decreasing, the population is becoming more careful with their money. M&S has a reputation for their high prices and this will cause customers to find alternative retailers. 

3.4.2 PESTLE

Social
There has been changes in consumer taste and lifestyle which present threats to M&S. Customers are changing their styles. They have struggled to gain younger customers because of the difference in style. 

Society in general is becoming more health conscious. Customers are now more worried about what ingredients are in their food. This could be an opportunity for M&S as they sell healthy, fresh food. 

Customers are now more interested in sustainability and fair-trade. This is an opportunity for M&S as they continue to reduce, and recycle to become more efficient and Eco-friendly.
Technological 
Technological revolution should be the next priority for M&S in order to cope up with the growing competition from online such as; ASOS.
They need to continue to develop and improve their digital channels to stay relevant and gain new customers as most of the younger generation tend to shop online.
M&S has had success with its Sparks membership club providing personalised offers for customers driven by online and mobile, which now has four million sign ups.(Baldwin, 2016)
M&S has opened their Bradford warehouse as an automated store for the clothing and home business (Baldwin, 2016).
Environmental
There are more environmental rules and regulations causing retailers to examine the life cycle of its products and to be completely honest about their strategic environmental practices and be fully accountable. 
M&S became the first major UK retailer to become fully 'carbon neutral’ in 2012, after reducing energy usage by 28% through more efficient refrigeration, and counting renewable energy tariffs and offsetting (Smithers, 2012).
The company also recycles. Of its food waste, 89% goes to anaerobic digesters to generate energy and the rest is composted. And 31% of M&S products now have a Plan A attribute such as Fairtrade, organic or made from recycled material (Smithers, 2012).

3.4.3 Stakeholder Analysis
CEO
Executive Director of Customer
Shareholders
Directors
Senior Management
Suppliers
Customers 
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Competitors
Analysts
Government


3.4.4 Stakeholder Analysis Diagram


































(Thompson, 2018)


3.4.5 The directors and senior management are responsible for making decisions and implementing them and making other stakeholders happy. “Shareholders have direct influence on a business because they have voting rights on major corporate decisions. Companies hold annual meetings where shareholders can voice concerns” (Kokemuller, 2016).  The directors can decide to have a research team to analyse what is trending in the fashion industry and change their clothing products so they follow the trend. The ‘keep satisfied’ stakeholders are customers. They are always considered before any changes are made in the company as it is their money that will be spent. For example, M[image: ]&S is not gaining a lot of profit because they are losing customers as the dynamics are changing and younger customers are not interested in M&S. Employees need to be kept satisfied, however, with shops closing down many are losing their jobs, therefore causing anger, so the company are losing potential customers. Rating Agencies should be kept satisfied as the general public read their ratings. M&S should monitor their competitors as competitors are overtaking with their reduced prices. If agencies give better ratings and show improvements in the company, more of the general public will be aware. The government has an influence over how the company is run as they set the legal rules and regulations. 











4.0 Conclusion
4.1
M&S has not been successful with it’s clothes due to the changes over the generations. They have lost engagement with customers.  It has gained a reputation of being old-fashioned and only suitable for older women. The food section is also starting to decline because competitors, such as Aldi and Lidl are winning over customers because of their cheaper prices. 

4.2
One main area of concern would be the clothes. They do not appeal to the younger generation because they have a different style, this needs to be incorporated into their clothes to gain customers. The presence in the digital universe is an area of concern. The internet is becoming increasingly important as more customers shop online. Also, there are modern, faster systems which could improve the performance at shops. Furthermore, prices seem to be too high for customers as the economy worsens. 

4.3 
One strength is that, M&S is an iconic brand which has been established for several years. It is world wide so has the foundation to appeal to more people. Also, it’s the first major UK retailer to be fully carbon neutral. The senior management team can help resolve problems by changing the designers. Also, the IT team within the management can assess what the company needs to do to become more popular digitally. Analysts can help by identifying issues and solutions.

5.0 Options

5.1 Assess supplies and try to cut costs to reduce prices.
5.2 Invest in modern systems for shops so customer service is of better quality and faster.
5.3 Re-evaluate fashion trends and style and change the style of clothing sold. Make pieces more appealing to younger generation.
5.4 Advertise changes online through website and social media platforms.
5.5 Also, develop cheaper offers and have more sales and promotions so people feel like they can afford to shop.
5.6 It is recommended to increase the number of smaller stores where they can increase the profits (Ltd,2018). 
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