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1. Introduction
	Human Resource Management (HRM) can be described as the heart of organisational success as it links people management to business strategic performance. HRM is not just about administration, recruiting, and training in a competitive retail environment. It also aids organisational change, employee motivation, customer service quality, and long-term competitiveness (Armstrong & Taylor, 2023).
	Marks and Spencer (M&S) are a large British retailer with operations across food, clothing, homeware, and digital retail. According to its 2025 annual report, this is a large and complex business with group revenue of about £13.9 billion, of which about £9.0 billion is Food and about £4.2 billion is Fashion, Home and Beauty (Marks and Spencer Group plc, 2025). These statistics demonstrate the importance of managing people: M&S relies on store colleagues, distribution workers, managers, digital teams, and head-office experts to provide customer service and operational performance.
	This report discusses three current HR issues at Marks & Spencer: technological change, recruiting and retaining, and diversity, equity, and inclusion (DEI). All the issues are associated with the corresponding theories and models of HRM, such as socio-technical systems thinking, the change management model by Kotter, the Two-Factor Theory of Herzberg, the Hierarchy of Needs by Maslow, the psychological contract, the Ability-Motivation-Opportunity (AMO) model, and Strategic Human Resource Management (SHRM). 











2. Factors Affecting HR at Marks & Spencer
2.1 Technological Advancement HRM 
	HRM is directly influenced by technological advancements, which change employee skills, work structures, and performance measurement. At M&S, technologies such as e-recruitment, online learning, self-checkout, digital payments, and stock-management systems require employees to adapt to new ways of working (Armstrong and Taylor, 2023).
	Socio-technical systems theory suggests organisations perform best when technology and people are aligned. At M&S, digital transformation should not be seen only as an IT change. Employees must be trained to use tills, stock systems, and online processes. Without sufficient training, staff may feel uncertain, reducing productivity and customer service quality. In addition, continuous digital training is necessary so employees can keep up with ongoing technological changes rather than treating learning as a one-time activity (Armstrong and Taylor, 2023).
	Kotter’s change model explains that successful change requires communication, support, and employee involvement (Kotter, 2012). Managers should explain new systems, provide training, and support staff through coaching and feedback to ensure effective adoption. This also helps reduce resistance to change and improves employee confidence when using new technologies.
2.2 Recruitment and Retention
	Recruitment and retention are key HR issues in retail, as organisations compete for employees who can deliver high-quality service and adapt to flexible working conditions. At M&S, employees must support both in-store and online operations, which can increase workload and pressure. Retail jobs often experience high turnover due to working hours, pay competition, and limited career progression (CIPD, 2023).
	Herzberg’s Two-Factor Theory explains that hygiene factors, such as pay, job security, and working conditions, prevent dissatisfaction, while motivators, such as recognition and development, improve satisfaction (Herzberg, 1959). At M&S, weak hygiene factors may lead to turnover, while strong motivators can improve retention.
	Maslow’s Hierarchy of Needs shows that employees require both basic security and higher-level needs such as belonging, respect, and development (Maslow, 1943). At M&S, teamwork and recognition can improve motivation, while training and development support career growth. Therefore, retention depends not only on pay but also on employee experience. Furthermore, effective onboarding and mentoring programmes can help new employees adapt quickly, reducing early turnover and improving long-term retention (Armstrong and Taylor, 2023).
2.3 Diversity, Equity and Inclusion (DEI)
	DEI is an important HR issue at M&S because it employs a diverse workforce and serves varied customers. Diversity refers to differences, equity ensures fairness, and inclusion creates a sense of belonging (CIPD, 2022).
	M&S has introduced initiatives such as employee networks, which support inclusion and employee voice. However, inclusion must also be reflected in daily management practices. Recruitment, promotion, and training decisions should be monitored to reduce bias and ensure fairness (Cox, 2019).
	The difference between equality and equity is important. Equality treats all employees the same, while equity recognises that different support may be needed. For example, flexible working or additional training may be required. By applying equitable practices, M&S can improve employee satisfaction and create a more inclusive workplace. Strong DEI practices can also enhance organisational reputation and help attract a wider and more diverse talent pool (CIPD, 2022).
3. Evaluation of Contemporary HR Practices Used by Marks & Spencer
	Modern HRM practices at M&S aim to address key issues such as technological change, recruitment and retention, and diversity, equity, and inclusion (DEI). These practices help improve organisational performance and competitiveness. However, their success depends on effective implementation, employee engagement, and alignment with organisational needs.
3.1 Technological Advancement Practices
	Marks & Spencer uses HR practices such as online recruitment, digital learning, and HR analytics to improve efficiency. The Ability-Motivation-Opportunity (AMO) model explains that employee performance improves when individuals have the skills, motivation, and opportunity to contribute (Armstrong and Taylor, 2023).
	At M&S, digital training helps employees learn to use systems such as self-checkout and stock management. Motivation is supported when employees understand how digital skills improve customer service and career development. Opportunity is provided when staff can use systems, share feedback, and engage in problem-solving. Therefore, technological HR practices should be evaluated not only by system use but also by employee engagement and confidence (Dessler, 2020).
	HR analytics further supports decision-making by analysing data such as turnover, attendance, and training completion. For example, high turnover in a store may indicate issues with workload, management, or training. This reflects evidence-based HRM, where decisions are guided by data rather than assumptions (Ulrich, 2017).
	However, technological practices also have limitations. Increased reliance on digital systems may reduce personal interaction and support. Therefore, M&S should combine digital tools with manager coaching and on-the-job learning, particularly for employees with lower digital confidence (Armstrong and Taylor, 2023).
3.2 Talent Acquisition and Retention Practices
	M&S uses employer branding, flexible working, training, and recognition programmes to attract and retain employees. Employer branding is important because applicants compare organisations before applying. M&S promotes a range of career opportunities, helping position itself as a long-term employer rather than a temporary retail job (CIPD, 2023).
	The resource-based view suggests employees can create competitive advantage when their skills and knowledge are valuable and well developed (Boxall and Purcell, 2016). At M&S, experienced staff contribute to customer service quality and operational efficiency. Retaining these employees reduces training costs and supports business stability.
	Herzberg’s theory highlights that motivators such as recognition and career development improve job satisfaction (Herzberg, 1959). At M&S, clear promotion pathways and recognition programmes can increase motivation. However, these practices must be applied consistently across stores to maintain trust (Armstrong and Taylor, 2023).
	Flexible working also supports the psychological contract by recognising employees’ personal needs. However, retail operations require evening and weekend work, making flexibility challenging. M&S should communicate clearly, involve employees in scheduling where possible, and use HR analytics to balance business needs with fairness (Rousseau, 1995).
3.3 Diversity, Equity and Inclusion Practices
	M&S applies DEI practices such as inclusive recruitment, equal opportunity policies, colleague networks, and diversity training. Inclusive leadership theory suggests that employees perform better when they feel respected, valued, and included (Shore et al., 2011).
At M&S, inclusive recruitment involves fair job criteria and equal access to opportunities. Promotion and development should also be monitored to ensure fairness. In daily operations, managers must address discrimination and ensure respectful behaviour (CIPD, 2022).
	Colleague networks support inclusion by allowing employees to share experiences and provide feedback. This helps M&S understand employee needs and improve organisational practices. In addition, a diverse workforce can improve customer understanding, innovation, and service quality (Cox, 2019).
	However, DEI practices may be ineffective if they are only symbolic. Training alone is not enough without real behavioural change. Therefore, M&S should use measurable indicators such as recruitment outcomes, promotion data, and employee feedback to evaluate success. Managers should also be assessed on their people management and inclusive behaviours, not only on operational performance (Noon, 2018).
3.4 Employee Engagement
	In addition to the practices discussed, employee engagement is a crucial factor influencing the success of HRM at Marks & Spencer. Employee engagement refers to the level of commitment, motivation, and emotional connection employees have with their organisation (Armstrong & Taylor, 2023). In a retail environment such as M&S, engaged employees are more likely to provide high-quality customer service, contribute to team performance, and support organisational goals.
	Engagement can be strengthened through effective communication, recognition, and involvement in decision-making. For example, when employees are encouraged to share feedback on store operations or digital systems, they feel valued and more committed to their roles. This links to the AMO model, where providing employees with opportunities to contribute can enhance performance (Dessler, 2020).
	However, maintaining engagement in retail can be challenging due to high workloads, shift patterns, and performance pressure. If employees feel overworked or unsupported, engagement may decrease, leading to lower productivity and higher turnover. Therefore, M&S managers must actively monitor employee wellbeing and provide regular feedback, support, and recognition.
	Furthermore, engagement is closely linked to organisational culture. A positive and inclusive culture at M&S can improve teamwork, communication, and trust between employees and managers. This supports long-term retention and helps the organisation remain competitive in the retail sector.
4. CRITICAL 
	Line managers play an important role in implementing HR policy in practice. In Marks & Spencer, HR can develop policies on recruitment, training, digital learning, DEI, and engagement, but store and department managers determine whether employees have a positive experience. This reflects Strategic Human Resource Management, which states that HR practices must align with business strategy and be consistently applied to improve performance (Boxall and Purcell, 2016). In this context, line managers act as the link between HR strategy and daily operations, making their role critical to organisational success.
	To start with, managers act as change agents during technological change. According to Kotter’s model, managers should explain the need for change, motivate employees, remove barriers, and support new behaviours (Kotter, 2012). At M&S, this includes training staff in self-checkout, online orders, and stock systems. If change is introduced too quickly without support, employees may resist or make mistakes. Therefore, effective change management requires both efficiency and empathy. Managers must also provide continuous guidance and reassurance to ensure employees feel confident using new systems. This reduces resistance and improves adoption of new technologies.
	Second, managers influence motivation and retention. Herzberg’s theory suggests managers must ensure hygiene factors are in place while also providing motivators (Armstrong and Taylor, 2023). Although M&S managers may not control pay, they influence recognition, feedback, development, and team culture. Managers who support and recognise employees can improve commitment, while those focused only on targets may reduce morale. Regular communication and encouragement can further strengthen employee engagement and job satisfaction.
	Third, the psychological contract is shaped by managers. Employees often judge the organisation based on their direct manager. If managers communicate poorly, ignore concerns, or apply rules unfairly, employees may feel the organisation has failed them, which can increase turnover (Rousseau, 1995). Maintaining trust requires consistency, fairness, and open communication in everyday management practices. This helps build stronger relationships between employees and the organisation.
	Fourth, managers are responsible for applying DEI in practice. Inclusive leadership at M&S involves respect, fairness, and equal access to opportunities (Shore et al., 2011). In a fast-paced retail environment, inclusion supports teamwork and service quality. When employees feel they are being treated unfairly, performance may decline. Managers should actively promote diversity and ensure all employees feel valued and supported. This also strengthens collaboration within teams.
	Fifth, managers must balance performance management and wellbeing. KPIs such as sales and productivity improve accountability, but excessive pressure can reduce motivation. The AMO model highlights that employees need ability, motivation, and opportunity to perform effectively (Armstrong & Taylor, 2023). Managers should use performance data for coaching rather than control, helping employees improve without creating stress. This approach supports sustainable performance over time.
	Overall, these theories explain how HR practices operate in M&S. Herzberg shows why pay alone is not enough for retention, while Maslow highlights the importance of belonging and development. Social identity and inclusive leadership explain the role of DEI in daily behaviour. Applying these theories helps M&S improve employee engagement, customer service, and long-term competitiveness.














5. Conclusion
	This report shows that HR issues at Marks & Spencer can be understood by applying theory to practice. Technological change requires employees to develop new skills, supported by training and communication. Recruitment and retention depend on fair treatment, recognition, and career development.
DEI is also important, as employees perform better when they feel respected and included. Overall, effective HR management requires strong line managers who can balance business needs and employee wellbeing, leading to improved performance and competitiveness.
6. Recommendations
	To improve organisational performance and employee satisfaction, Marks & Spencer should focus on practical HR strategies:
· Provide continuous digital training – Improve staff confidence and customer service. 
· Improve career development – Offer recognition and clear promotion pathways. 
· Maintain psychological contract – Ensure clear and fair communication. 
· Use HR analytics – Support better workforce planning and decisions. 
· Embed DEI in practice – Ensure fairness and inclusion in all HR activities. 
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