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Marks & Spencer is one of the best retailer in the United Kingdom. Marks & Spencer leads the race versus its major competitors, in term of quantity, quality, and trust, customer service and breadth of range. 
This success was not created in one day, indeed the brand was created for more one hundred and thirty years. To sell many different clothes and food, Marks & Spencer has business relationship with a lot of suppliers. This report talk just about the brand of clothes which is the biggest part of the company M&S. The English brand successes thanks to a very good supply chain, with the goal to always respond at its customers’ expectations. Therefore the company set up actions to assure good quality products and to achieve excellence about its performance objectives.  To select suppliers is not easy, and once they are selected, they have to follow rules in order to respect Marks & Spencer’s commitments. In this assignment, it can be discovered operations process and performance objectives of Marks & Spencer in details.
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Producing services and/or goods for its customers is the key function of an organization operations. Business organization is very important, its objective is to prosper in the future.  Marks & Spencer has set up a plan that set the long-term direction of the actions that are needed to ensure future organizational success. It may be also called this a business strategy.
However, whether that the plan is grand or not, it is crucial that organization's strategy should be operationally enacted in practice to become meaningful and efficient. Marks & Spencer's operations are essential because most activity comprises the day-to-day activities within the operations function. It is the countless daily actions, when considered in their entirety that compose the long-term strategic direction.
The relationship between an organization’s strategy and its operations is a key determinant of its ability to achieve long-term success or even survival. Organizational success is only likely to result if short-term operations activities are consistent with long-term strategic intentions and make a contribution to competitive advantage.
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In 1884 in Northern England, Michael Marks founded a clothing sales company “Penny Bazaars” but nowadays it is most famous under the name Marks and Spencer. In 1894, Michael Marks was joined by Thomas Spencer, becoming co-owner of the company. It is a this time who the company changed its name, becoming Marks and Spencer. In a first time, the English company became quickly a phenomenon in the United Kingdom and in a second time, later, at international. 

In 1920s, the company was influenced by American chain stores. The brand started selling clothes and food. One of the most staggering evolution was from 1894 to 1939, the number of new stores was increased of 234. To guarantee the highest quality in its products, Marks and Spencer made strategies for the use of new technologies while working in close cooperation with its different suppliers. 

In the late 80s, product diversification and internationalization was the brand’s strategy. It was done, indeed Marks and Spencer became a major retailer selling diverse product ranges (all its products with the exclusive brand M&S) in around 30 countries.
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Customers can find in Marks and Spencer stores of clothes for men, women and kids under the name Marks and Spencer. The company propose the selling of food product (M&S Simply Food) and home products (M&S Home). Another service is available, it is M&S Bank. This brand provides services including saving and credit products, insurance and current accounts. M&S Energy provides with company SSE to bring gas and electricity in customer's home.

There are 914 stores M&S in the United Kingdom and 468 other stores at international. Customers can find these stores in high streets but also out of town retail parks.
From motorway services to railway stations, the franchise partnerships called Simply Food are in diverse locations to be near of customers.

The e-commerce changed customers’ shopping habits. It was important for the company to be connected to combine the best of the web and store to extend its reach and drive more spend from customers and to facilitate the buying. The reason why it exist a website Marks and Spencer, it launched in 2014. It permit at customers to order in their home 24/7 window. 

Concerning the customer service training programmes, the company Marks & Spencer has the Instritute's TrainingMark accreditation. These company training programmes are set by the Institute of Customer Service. The fact to achieve this accreditation demonstrates that Marks & Spencer delivers excellent customer service. This in all areas of the company thanks to high quality training. With more 50 000 store colleagues covering part-time and full-time staff and also managers, M&S is one of companies who runs one of the UK's biggest retail customer service training programmes (M&S, 2016).

The reason why the accreditation is a key element of company's customer service strategy is following. Marks & Spencer differentiate itself of other companies through its customer service and relationship. Employees have to be performant and to receive the best customer service training. According to the head of head of customer Service for the brand, TrainingMark accreditation provides independent assessment and benchmarking of training programmes to ensure that employees are equipped to provide the excellent levels of service its customers expect.


Before that customers can buy clothes in M&S stores, clothes passed a quality process. Indeed, the company set up Batch Cards. Throughout the entire process, this system permit to track the flow of goods. These cards record the operator responsible for carrying out the process, the parameters used in each process and identify individual process requirements. The concept of the internal factory customer is essential to have an efficient batch card. Batches can pass to the next stage, to be sent at stores or directly at customers only if clothes meets requirements. On the case where batches don't meet requirements, they are refused and the company has to wait until the issue is resolved. This process facilitate the work of the Quality Control team who will have less decisions to take

Marks & Spencer stock raw materials in their factories, and the storage is the first point to use batch controls. Indeed, all materials should be labelled to recognize the fibre type, the yarn count if it is applicable, the supplier, the date of arrival into factory and the end product.


The company do all who is necessary to guarantee good quality products. It begins with the material storage. Concerning the care applied to processes of the factory, just the fact to see the material storage can give an indication. Indeed if the housekeeping is poor in storage areas, it could be have a fire risk and unnecessary quality problems. Therefore it is necessary that storage areas are:

· Very
· Clean
· Tidy
· Dry
· Indoors

Exposure to water, sunlight and contamination may decrease the quality of products and also to have negatives effects. Consequently it is crucial to do not store outdoor.
Marks & Spencer carry a particular attention at maintain of a constant temperature and humidity in their storage areas to facilitate processing of batches of the fabric. Most particularly for elastane, storage halls are useful because it is a fabric who necessity a particular attention.

The quality of the fabric is one the key factor of their requirements for M&S' clothes. The reason why the fabric are stored in horizontal rolls to help maintain a good quality and batches of fabrics have not to be on the floor but on palettes.

One recurrent customer complaint is clothes with a bad quality dyeing. Indeed with rub, it can be true that clothes may lose their pigment dyeing. The English-made company faced at a lot of customers complaints generally leading to replacement of clothes and expensive claims for damage.
Therefore, the company is consulted immediately when there are many complaints and so problems with suppliers in achieving process. After that, to respect customers’ expectations in terms of quality, Marks & Spencer consult pigment suppliers to get the correct pigment combinations. 
To supply M&S, factories' suppliers have must be respect he minimum standards of the English-made company. In order to propose good quality goods, Mars & Spencer does not accept that suppliers do not compliance to the minimum standards. If it is the case, the company can cancel orders and de-listed the supplier from the Marks & Spencer supply base.

Marks & Spencer has as objective to satisfy its customers, the company does not place orders with suppliers who fail to declare full details of production routes.
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The organization in a business always seeks to prosper within its environment over the long-term and to survive. It is an essential part of business strategy. Indeed, even if the decisions and actions taken are more or less good, the organization is directly impacted on the basis on which it is able to do. The way in which an organization secures, deploys and utilizes its resources will determine the extent to which it can successfully pursue specific performance objectives.


According to Slack et al. (2004), there are five operations performance objectives: 

· The first one is the cost, indeed it is the ability to produce at low cost.
· Secondly, it is the quality, which means the ability of the company to produce without error and in accordance with specification. 
· Thirdly, the speed is also important. The capacity to do things quickly in response to customer demands. Customers want to receive fastest possible their products ordered or service.  
· The dependability is another operation performance objective. The dependability is the capacity of a company to distribute, to bring services and products in accordance with promises made to their customers.
· The last point is the flexibility, in other terms the capacity to change operations. It can be found up to four aspects what are: 

· The ability to change the volume of production
· To change the time taken to produce the mix of different products or services produced
· The ability to innovate
· The ability to introduce new products and services

It is necessary for organizations to choose which performance objectives they want to privilege. Thus, company may has to 'trade-off'. That is to say organization will be less excellent in some aspects of operations in order to be excellent in another.

Many years ago, Skinner (1969) proposed this concept of 'trade-off'. He argued that operations could not be ‘all things to all people’. What was needed was to identify a single goal or ‘task’ for operations; a clear set of competitive priorities to act as the objective.

The cost and the quality are the two keys performance objectives of the English-made company. Therefore, that means that the choice of suppliers is very important. The company needs to work with a factory which proposes good quality products at a good price to may sell clothes with a correct price but also with a good quality. Customers’ satisfaction is essential because the company represent quality (Blois, 2003).

Clothing & home terms and conditions of Marks & Spencer set its minimum requirements that factories and suppliers have to meet. It is necessary since the brand has taken commitments to its customers.


To continue to satisfy its customers, the company decided to take commitments. To delivering long-term value in terms of a sustainable value creation model, there are six key relationships and resources.

Processes are to listen, to respond, strategy, planning, development, design, and to source, to buy, to sell, to serve and to engage.



FIGURE 1: Resource & relationships aligned with its commitments (M&S, 2016)


[image: ]Financial:
Generating returns for its stakeholders through effective management of financial resources
INSPIRATION
Aim to excite and inspire its customers


Products & Channels:

Maintaining channels and supply chain infrastructure to meet customer demand
MAKING EVERY MOMENT SPECIAL

Intellectual capital: 
Strengthening brand through creation and protection of its intellectual propertyIN TOUCH
Listen actively and act thoughtfully

INNOVATION
Aim to improve things for the better





People:
Developing its employees and their knowledgeINTEGRITY
Strive to do the right thing




Stakeholders:
Building and nurturing relationships with its customers and suppliers, and in the communities in which the company operate.

Natural resources:
Sourcing responsibly and using natural resources efficiently.
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According to (Finch, Byron J., 2008) a frequent cause of poor quality is the failure of system that are intended to maintain quality. Since Marks & Spencer sometimes meets quality issues and the year 2016 has been difficult for Marks & Spencer, indeed the company has known its biggest fall in clothing sales. With competitors who growing more and more, the company should react. It could be interesting to invest money in quality and price, and also to support its suppliers to help them create further efficiencies. All this in developing a new efficient supply base which is fit for the future.
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1. Evaluate how the organisation measures the performance of its processes and conclude whether it is necessary for it to balance all 5 performance objectives or more appropriate to focus on 1 or 2 specific objectives. Use the 5 performance objectives as defined by Slack et. al,  (2016) 8th edition. 

2. Identify any potential operational issues and make appropriate recommendations to the chosen organisation for addressing the identified issues.
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