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Introduction
Company Background
This report will provide the outline and changing structure at M&S.  The key business issues and the functions that the organisation have to focus on how best to manage them. SWOT analysis and the long-term future, our key functions that have to be in operation for future prospects.
Marks and Spencer’s are a British institution that was established back in 1884 it first opened has a major retailor of food, clothes and household goods. The other service that was offered to the public at that time was a financial this has been in operation since 1997. Marks and Spencer’s became an international company with sales that made a profit of over £8 billion. This made them a very high profit margin. Once they reached the 21st century the most shocking turnaround situation started to occur once the main customers which where aged between 35-55 and they were females that stopped shopping at the store. Marks and Spencer’s soon started struggling for there survival and the company was smuggling for survival with some long hard thought the company’s conclusion is that they would rectify this current situation they faced. The organisation decided to make a big move this entailed them changing the current corporate culture starting with strengthening the systems and processes Marks and Spencer’s took this new approach in order to gain the confidence back with customer loyalty this was challenging taking several years to slowly achieve this knowing their was global economic problems worldwide.
Industry Background
Company Overview
 M&S was founded at Leeds in 1894 by Michael Marks and Thomas Spencer. It went on to become one of the biggest department stores and popular brands in the UK. It remained a predominantly English brand through good times and economic turmoil, with a focus on quality, value-for-money and practicality. M&S specialises in the sale of food and drink, clothing and household items, but recently has also diversified into financial products such as credit cards and insurance. In the early 2000s, the company found itself in a difficult financial situation due to problems with its supply chain and poor product offerings. Perhaps the most challenging was the year ended March 31, 2001 when net profit was as small as £ 2.8 m on more than     £8bn in sale Nevertheless, following Sir Stuart Rose's appointment as CEO in 2004, the retailer succeeded in turning its fortunes and has since experienced impressive profit growth due to stringent cost cutting, comprehensive store redesign and aggressive marketing strategies. Consequently, income before tax (£ 937 m) and net profit (£ 660 m) were at their peak since 1998 for the year ended March 31, 2007. Nonetheless, owing to the credit crunch in the US and tough trading conditions in the UK during the 2007 Christmas period, the company's sales growth saw a marked decline an (AlexYoungAleksandraKielkiewicz-Young, 2001)d its stock collapsed almost overnight (Brewer, 2017)


Culture and organisation structure

Corporate culture  has to be present in any organisation have to have there very own cultures by doing this they have to focus on values and beliefs that is shared by every member by doing this the managers will be able to respond to any problems they may face, when dealing with corporate culture between staff can change and turn very quick and then thing can become static and bureaucrati this is common in organisation. (Sparks, 2002) 


Having organisation culture, it can become powerful because with the influences it can change how members see the world all together. Without the company addressing the different beliefs and values, it can go unchallenged for a long time and has time goes by it will remain not being questioned 

Influence of culture and values on communication
The use of communication includes every culture and every behaviour. Communication can thus be said to be a communication platform for different cultural ideas and values. People's personalities, their respective values and levels of understanding also influence communication
Cultural Individualism-
Communication is influenced by collectivism by cultural norms and values that are under the large society. This directly impacts communication through the characteristics a person learns while he / she is socialising. For example, the Americans exhibit individualism, while the Asians exhibit collectivism. As Marks & Spencer sells its goods to these two countries, the cultural differences in the two areas must be addressed carefully and its contact strategies planed accordingly

In every community around the globe high as well as low meaning contact is practised. People who follow the philosophy of collectivism use high context communication while promoting group cohesion and interacting in a straightforward manner. Individualistic culture people use low context texts and interact implicitly. (Daniela Salvioni, 2015)
Cultures that are of high ambiguity nature avoidance obey unambiguous practises and standards to guide conduct for all kinds of situations. On the other hand, societies with a tendency to avoid low uncertainty are quite vague and lack formal rigour. Face negotiation theory is a theory about the behaviour and discussion of people following collectivism and individualism, in conflicting situations. This theory is very popular for communication between cultures
Cross Cultural Exposure – The Organization is sending its workers to other countries for a certain period to get them to learn certain cultures. The workers live there, work in other Marks & Spencer retail outlets and learn about the cultures and values of this location
Education and Seminars–The company provides education and seminars to educate its managers in dealing with different cultural issues and concerns.
Hiring international and multi-cultural workers–The goal of the organisations is to recruit people from different cultures and nationalities to establish a fusion of different cultures
NORMS
Norms with them not being changed that often you will find that members of staff deviate from any issues needing to be addressed by this occurring and not getting the attention of staff members after a while they start to get themselves stuck in a rut. it’s make if hard trying to motivate them in order for them to take part in any changes dew to them feeling uncertain and any inconvenience that may occur. Left not being addressed correctly will definitely put the company in great danger of closure. (Chain, 2004)

Marks and Spencer’s became the victim of their own companies’ success with the culture having major problems they became very rigid and they resisted any change which was brought forward to there attention. The thing that they overlooked was that they actually thought that change was not necessary 



Contributions of Key functions in organisation changes.

Finance: Improve Profitability, reduce costs, better prices.
Elementary unnecessary expenditure and cutting costs
Within Marks & Spencer, the finance feature plays a critical role in reducing costs and removing unnecessary spending. To assess where and how prices could be changed, the entire value chain was analysed. As a result, the company was able to cut costs, deliver better consumer rates and increase its overall profitability. Essentially, it is the shareholders who stand to gain the most from the shareholder capital maximisation programmes.
Marketing: new products for woman, segmenting products to different markets, critically examined decking sales, marketing campaign
In order to attract new customers and keep existing customers at Marks & Spencer, the marketing feature looked objectively at the cause of revenue declines. The key trigger negative consumer view of its main customer basewomen aged between 35 and 55 feel unfashionable and even dowdy about the clothes sold at Marks & Spencer. The marketing role then decided to divide the long-desired St Michael's brand into several categories to meet different customer needs.
The marketing strategy looked critically at the cause of sales declines to attract new customers and keep existing customers at Marks & Spencer. The main customer base's primary cause negative market view–women aged between 35 and 55 feel unfashionable and even dowdy about the clothes sold at Marks & Spencer. The marketing position then decided to divide St Michael's long-desired brand into several categories to satisfy different customer needs.
Operations: The supply chain was made leaner, Transparency response time, fewer suppliers, timeless and quality. 
Several important improvements were made to the operations of the company. For one, the supply chain was made leaner and the company made significant savings in doing so. Fewer vendors were used, and efficiency and response time were facilitated. The lead time was reduced, and more focus was placed on timeliness and efficiency at the company. Which lead to leaner activities resulting in higher revenues.

Human Resources: Aware of sacrifices that is needed to be made, chance employees mind set and modifying the corporate culture.  (AlexYoungAleksandraKielkiewicz-Young, 2001)
[bookmark: _GoBack]This role is crucial for a plan being successfully implemented. Marks & Spencer's HRM feature played an important role in shifting the attitude of workers and improving the organisational culture in order to be more sensitive to the changes that need to occur . As a result, employees were more receptive to change and aware of the sacrifices they need to make.
Stake holders
Analysis of stakeholders allows managers to identify the interests of different groups and find ways to harness the support of those in favour or activity while managing the risks posed by stakeholders against it. It can also play a central role in identifying real need for development — and that may mean creating a different programme from the one you thought you'd embark on.  (Grayson, 2011)

Analysis of stakeholders is a term used in conflict resolution, project management, and business administration to describe a process where all individuals or groups likely to be affected by a proposed action are identified and then sorted by how much they can affect the action and how much the action can affect them. Such information is used to determine how the needs of those interested parties should be handled in a project plan, strategy, programme or other action.

Key Stakeholders 
(The importance of stakeholders)
A= Shareholders 
B= Management
C= Customers 
D= Employees

Power of the stakeholders
[image: Image result for power of stakeholder images]
Key player (meet the needs)
B= Management
C=Customers
A= Shareholders
(less important)
D= Employees
 (Caroline D.Ditlev-Simonsen, 2011)


Managing stake holders 

All stakeholders want to get the maximum amount of their wealth possible. The shareholders  

Can achieve this through them sharing price appreciation and dividends. (Caroline D.Ditlev-Simonsen, 2011)
Management is eager to maintain control over activities. Their priorities are sometimes identical to those of shareholders but they vary in some situations. Therefore, there is the issue of the business.
Marks & Spencer staff are most preoccupied with job security and working conditions. Ideally, they want good paying jobs and decent hours. This may, however, be inconsistent with the aim of shareholder wealth maximisation, as employee benefits would erode income. Additionally, if workers become unionised, they may create management problems and reduce their control. Consequently, management must strike a balance between pleasing workers and shareholders.
Customers are worried with their needs and wishes being fulfilled. Effectively handling them will allow Marks & Spencer to enhance its product offering in order to produce satisfied customers who make repeated purchases.

These shareholders will get their most satisfaction by getting increasing profits this can be achieved by focusing on the company profile.    
Key objectives
All internal and external stakeholders are in Marks and Spencer. Internal stakeholders include staff, directors, owners, and shareholders. Staff and management dedicate time to work for the business in order to gain a livelihood source. The organisation has about 78,000 employees.
Stake holders Influence
Employees–Interested in job security, financial benefits, and satisfaction–pursuing goals of systems rather than interest of shareholders. (Heiko Spitzeck, 2010)
Suppliers- Interested in Profitable Sales, Product Payment and Long-Term Relationship–Reaction to Risk Refusal of Credit, Court Action and Wind-down Government Partnership–Interested in Employment, Education and Revenue. 
Response to risk Tax increases, Pressure Groups Society Regulation and Legal Action – Interested in Pollution, Rights and Others. EOLBREAK-Risk response: Publicity, direct action, sabotage and government pressure.

Product Sustainability
The activities have both a local and a global impact on the environment and society. Our greatest impact comes from the products we sell, and how they are used. Each year we sell around three billion items to tens of millions of UK and overseas customers. These customers expect us to promise them a simple brand-That we'll strive to offer the most sustainable option in everything we do and every product we sell. (Grayson, 2011)
We have a diverse, long and complex supply chain. Socio-environmental impacts occur at every stage of the lifecycle of each product and in truth, there is currently no universally accepted definition of what a sustainable product actually is. Faced with these challenges, we are developing a robust, credible approach that will allow us to act to make our products more sustainable.

Commitments and targets
Commitments and objectives. We want to lead our sector in terms of sustainable consumption and production – offering good value, quality products and services to our customers.
We will produce our goods with integrity, ensuring that every M&S product we offer will have a social or environmental characteristic of the Plan A best practise by 2020.
For example, in the lifecycle of a product it includes the main raw materials, plant, use and disposal phases. (Rory Sullivan, 2014)
We are committed to helping create a sustainable future by being a company that helps our customers in everything we do to have a positive impact on well-being, communities, and the earth. We launched Plan A ten years ago. They made 100 promises to address five big challenges-climate change, waste, energy, equitable collaborations and health. Such questions are as important as ever. We are the beating heart of Plan A. In 2017 we launched Plan A 2025 which strengthens our commitment with 100 bold new goals to address these issues.

Approach
We want each of the three billion M&S products we sell each year to be well on the way to being fully sustainable by 2025. By Plan A attribute we mean a quality or feature in, or part of, a product that has a demonstrable positive or significantly lower environmental and/or social impact during its sourcing, manufacturing, supply, use and disposal. (S. L. Burt, 2011)

Our product sustainability approach is demanding and we are not promising that all of our products will be sustainable by 2020. But our aim is to make a systemic improvement throughout our entire product offering –to ensure that social and environmental principles are always considered and inherent in individual products; Most probably multiple attributes. Make this happen, and our customers can rest assured that any M&S product they buy is better for them, the environment, and the people who made it.


Workings with others
Partnership listening, learning, responding and working is an important part of the way we do business.
Our ultimate dream is for a common approach to product sustainability in the global industry. We hope to make this vision a reality through our involvement in several collaborative groups, including: Industry Sustainability Group at the Institute of Grocery Distribution; Waste and Resources Action. The Product Sustainability Forum of the Program and the Sustainable Clothing Action Plan; and through the Sustainability Consortium internationally.


SWOT Analysis
SWOT analysis reveals the internal business in terms of corporate strengths and weakness, prospects and external business risks. UPDATE  
Analysis is intended to spark the strategic radius and calculate the facts and figures that contribute to strategic planning. (Pervin, 1997)
Strengths
Marks and Spencer have many strengths, but this research focuses primarily on the organization's brand value and a wide range of products and different outlets that help grow the business and the spectrum it provides to the public.
High brand recognition: 
Marks and Spencer's are the giant of the UK's high street is known to everyone on the market for the quality it has been delivering in recent years. The brand value is high as the high street customers prefer to go to Marks and Spencer's as they can finish the entire shopping in one go.
Wide variety of products:
Marks and Spencer's had a variety of products in each supermarket that lets consumers choose the best, e.g. when we take vegetables, Marks and Spencer's started selling vegetables and fruits about 40 years ago, they started selling fruits and vegetables like Canary tomatoes, avocados, and apples from English, carrots. And Marks and spencer’s have always relied on the good relationship of farmers from whence they can increase the variety of products. 
Back in the 1970s, Marks and Spencer persuaded small strawberries growers to directly drive their crop to the local marks and Spencer's stores. 
Marks and Spencer's currently have over 1200 suppliers with over 400 different varieties, as well as 500 different types of pre-prepared fruits, vegetables and salads. (Marks and Spencer 2010) Where the other supermarkets do not produce a wide variety of products, which indirectly helps Marks and Spencer's.
 Large number of shops and outlets:
 Marks and Spencer the giant in the high street history of uk has about 900 stores worldwide with 600 stores in the Uk and over 300 in over 40 countries. The numbers clearly show that large numbers of shops and distributors make the company larger and sales are even higher because of the wide range of products that Marks and Spencer sell.  (Nicholls, 2010)

Popular designer brands: 
Marks and Spencer have a wide range of brands that help the organisation really well. For instance, men's wear has a wide range of brands like "autograph, Big & tall, Blue harbour, Collezione, North coast etc" (Morgan, 2015). Marks and Spencer have various brands like "Autograph, Classic, Indigo collection, Limited collection, Per Una, Portfolio, etc." Because of the wide range of brands, the organization's business strengthens.
M&S has a strong brand that embodies consistency, value-for-money and practicality, appealing to many customers and fostering client loyalty.
Since 2001, M&S ' earnings have steadily risen with cash position has been very good since the year ended March 31, 2007.
CEO Stuart Rose is widely praised by the executive team for having changed M&S fortunes in the early 2000s.
 M&S actively promotes itself and features celebrities such as Twiggy, Myleene Klass, Laura Bailey and Take That.
Weaknesses
Bad advertising as trendless store:
Marks and Spencer, as the company is traditional and non-trendy, have a pullback in the market. Even though Marks and Spencer have a wide range of products and different brands, the general public has a mistaken assumption that men's wear and women's wear are only for the aged, not for teens and teenagers. Such misconceived expectations make the business small. These misconceived assumptions make the business low. The management should develop new strategies for targeting youth sales. Even the management has failed to attract new customers in recent years, the people who have trusted Marks and Spencer in recent years are still shopping, but the new generations are not interested at all. Many people say that for the sixties and seventies, Marks and Spencer are shops but not for the twenties and thirties. In order to overcome this management of the need for Marks and Spencer to come up with a new plan to reach all the age limits that do not lose their popularity with the existing followers and even develop a strategy to overcome the bad publicity, In order to overcome this management of Marks and Spencer's need to come up with a new plan to reach all the age limits that don't lose their popularity with the existing followers and they even need to develop a strategy to overcome the bad ads and give their rivals such as Primark, Next, River Island, Oasis, Oxygen, New Look, H&M etc. a great competition.
Likewise, the 9.4 price / earnings ratio is significantly lower than its rivals. ratio is the major indicator of investor confidence in a business that M&S has begun to cut prices and try to be all things for everyone. This may devalue the brand. Recently, the company was criticised for supporting CEO Stuart Rose as well as chairmanship, raising allegations of weak corporate governance, lack of transparency, and division of duties.
Manual working increases the costs:
Marks and Spencer's had a backdrop of following old techniques rather than following new techniques that increase the various aspects like money, time etc. But in general, for the quality of the work done, the large organisations maintain a concentration on the new technologies.
The companies now favour alternatives for various types of logistics activities for both mechanised and automated material handling. Most of these technologies help increase productivity in less time, but the main drawback to Marks and Spencer is not the use of technology to make good use of manual work. Most of these innovations help increase production in less time, but Marks and Spencer's biggest downside is not using the technology to make good use of the manual work, which increases costs and decreases the work efficiency that is suggested for Marks and Spencer to use the new techniques instead of increasing working hours and manual trading costs. Marks and Spencer use the new techniques rather than increasing the manual hours and manual trading costs. Overcoming this obstacle is simply a matter of time and planning. There is no doubt that the cost of manual working increases.
 
Opportunities
INTERNALIZATION-increasing global presence: Marks and Spencer consolidated in the UK and even opened several stores around the world in the 1940s. The company began to sell most of its commodities under St. Michael's labels. The company began exporting about $1,146,000 worth of merchandise using the brand St. Michael. Early internalisation of Marks and Spencer was attributed mostly to domestic influences. It is clear after some dramatic changes that the expansion of the market must come from the overseas countries. Since then, the image has changed, Marks and Spencer now have around 70,000 staff in 900 stores around the world with over 300 outlets globally and 600 stores in the UK. Marks and Spencer have over 21 million customers who shop each week. Retailers in general take comparatively less risk of joining the global market, Retailers generally take comparatively less chance of joining the global market, instead of beginning to sell and franchise their goods internationally. Marks and Spencer did the same thing back in the 1950s, but as the consumer's marks significantly increase in demand, Spencer can go ahead by rising internationally as it has tremendous buying power. Marks and Spencer can use different types of entrance modes around the globe. Marks and Spencer will open their own stores around the world, or through franchise agreements to expand the business. In Australia, France, Belgium, Germany, Hong Kong, Ireland, Spain and The Netherlands, Marks and Spencer have their own shops. From 2000, Marks and Spencer began growing in South Asia. Marks and Spencer had a franchise agreement with a company known as planet sport. According to the market basis, only the clothing and bath items started, the franchise owner VP. Sharma told BBC that most of India's goods are imported from Europe so Marks and Spencer's brand name would help the business grow quickly. Growth chances only increase when Marks and Spencer's are globally activated. Management must implement a specific strategy to raise branches around the world that will be a good sign for the organisation. M&S offers huge opportunities for developing markets in China and India.
The production and marketing of trendier clothes would attract younger clients to the stores.
Online sales are also a great opportunity because there are higher digital margins.
Another opportunity to sell healthy foods and sports equipment is healthy lifestyles.
[image: Image result for swot analysis threats marks and spencers]
Market Segmentation
Market segmentation is characterised as the process of dividing customers in a market into different groups within which customers share similar interest levels in the same or comparable collection of needs that a distinct marketing proposal satisfies. Marks and Spencer have the opportunity to step up the market segmentation strategy . Marks and Spencer have the opportunity to increase the market segmentation strategy by growing their branches all over the places that will increase the business, in general marks and Spencer mostly have the mega stores all over the places but focus on dividing customers by area of interest. On the other hand, Sainsbury divided customers by opening new store named Sainsbury Local, which increased the business. Similarly, Marks and Spencer can divide customers by setting up small shops to reduce maintenance costs and increase profits as manual power gradually decreases compared to megastores
Threats

Increased competition in all business areas: Marks and Spencer are starting to lose their business diversity due to competition, increasing competition in the retail sector is a major concern as other retail rivals such as Asda, Sainsbury and Tesco are growing including Sainsbury's local and Tesco Express. Marks and Spencer are still relaying on the mega stores, if the same thing happens there is a risk of losing their credibility among the consumers so it is advised to increase the stores where they can raise the profits so Management has to come up with a new scenario to improve the risk management by raising the stores.
Mark and Spencer Porters Five Forces
Retail rivalry is exceptionally intense. The dilemma is exacerbated by the fact that companies are attempting to diversify into non-core sectors, thereby generating more rivalry.
[bookmark: _Hlk30019106]M&S is particularly vulnerable to competition because it sells not only food but also clothes and household items. It thus faces competition from both supermarkets such as Tesco, Asda and Sainsbury and clothing stores including Topshop, Next, Zara and John Lewis. Porter (1985) wrote that one of three common approaches is sought by companies: low cost, differentiation or hybrid. M&S has long sought to differentiate itself from competition by portraying itself as a value-for-money company of higher quality. Nonetheless, it has recently started to cut apparel prices drastically and to seek to be all things for all customers, which risks devaluing the brand in the market where specialisation is becoming increasingly important (Zack, 2009)
[image: C:\Users\ccpenge\AppData\Local\Microsoft\Windows\INetCache\Content.MSO\848C5C08.tmp]
Banks and building societies are competing with M&S Financial but for M&S this is not a core business.
Threat of Substitutes
Overall, there are no substitutes to food and clothes, which makes the threat of substitutes low.
However, M&S food and apparel can be substituted by products from other retailers. Notably, the most direct rival in food market is probably Waitrose, while John Lewis and Peter Jones offer high quality apparel. Tesco and Asda have also introduced cheaper alternatives and are even selling dinner jackets. In this respect, the threat of substitutes is high.
M&S target group today are many older consumers over the age of 45. This may be risky as the 20-30-year olds of today will remain fashionable after 10-20 years and may be reluctant to shop at M&S, especially considering the obsession of people to look younger these days.
After Jeremy Paxman blamed M&S underwear for lack of support, he generated a storm of negative publicity. As every fifth man and every third woman in the UK buys M&S underwear, ads can have a detrimental effect on sales.
Weak corporate governance allegation will hurt the retailer's credibility and dent investor's trust in it.
FUTURE PROSPECTS
Marks & Spencer is going through a very difficult time. Because of the recession it again faces challenges after its successful business turnaround. Indeed, for the company the next few years can be a very difficult time. It not only faces competition from high-end retailers but also discount stores. The middle class, meanwhile, is shrinking, and if the firm does not take drastic measures, it may collapse. To be successful, the company needs to increase its market share by entering new markets or new product lines.
CONCLUSION
Marks & Spencer is a long-time successful company. In order to overcome its present difficulties, it must rely on its strengths, overcome its limitations and revamp its strategy to remain relevant and competitive.
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