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[bookmark: _Toc85362741]Executive Summary
M&S is a retail giant in the UK and has global outlets. Recently, Marks and Spenser have used strategies to ensure a competitive advantage (Upadhyay, Kumar, & Akter, 2021). Through a differentiation strategy, M&S has provided it stays afloat in the current business environment. Through the use of various strategic tools, M&S be informed in their decision making to ensure profitability. This report aims to strategically analyse M&S and offer recommendations.
[bookmark: _Toc85362742]1.0 Introduction
In today’s business environment, the company must formulate strategies that offer resilience and sustainability. Strategic management is important for profitability. Hunger and Wheelen (2020) state that "Strategic management is that set of managerial decisions and actions that determines the long-run performance of a corporation. It includes environmental scanning (both external and internal), strategy formulation (strategic planning), strategy implementation, and evaluation and control" (Hunger, J. D. 2020). The report assesses the business's internal and external environments and finds that a new strategy must be implemented for the company to compete effectively in the market. The report has used various strategic management tools to analyse M&S strategies such as Bowman’s strategy clock, SWOT analysis and Porter’s five forces.
[bookmark: _Toc85362743]2.0 Strategy
According to the Cambridge Dictionary, corporate strategy is the ideas and plans that an organisation has for its future commercial operations or the process of agreeing on these ideas and policies (Cambridge English Dictionary, 2021). Peter Drucker stated in the 1950s and 1960s that strategy was largely focused on price competition (Drucker, 2016). Michael Porter created the "five forces" model in 1979, with five factors: pricing pressures, threats from new market entrants, substitution, and the bargaining power of suppliers and consumers (Khurram, Hassan, & Khurram, 2020). This view emphasises the conventional "Planned Strategy" concept (Nickols, 2016).
Henry Mintzberg advocates for an emergent Strategy. Strategy evolves through time as the environment changes and plans are changed to fit the changing circumstances (Flowers, 2016). From Porter’s view, strategy entails engaging in operations that vary from competitors’ or engaging in activities similar to competitors’ but doing them differently.
Strategy is essential for an organisation's overall success. It is a commitment to participate in activities and the attainment of shared goals. Strategic management is critical for the successful execution of strategy. Strategic management is the continuous planning, monitoring, assessment, and evaluation of procedures required by a business to attain its mission.
[bookmark: _Toc85362744]2.1 Company Background
Marks and Spencer(M&S) is a multinational retailer based in the United Kingdom. It is among the popular chain stores in the UK, mainly offering clothing and food (Marks & Spencer, 2021). It targets 'family age' clients. The company has 1,519 retail stores in the United Kingdom and 62 countries (Marks & Spencer, 2021). M&S has several concurrent businesses, all of which have their management in charge of departments. M&S primarily sells own-brand items produced and sold only under the M&S brand, considering quality, innovation, and value. The company's missions are designed to accomplish a vision based on economic viability, environmental sustainability, and a socially acceptable competitive structure (Marks & Spencer, 2021).
Table 1.
[bookmark: _Hlk85317596]Marks and Spencer Financials 2018 to 2021 (Marks & Spencer, 2021)
	Year
	Revenue ($M)
	Gross Profit ($M)

	Operating Income ($M)

	Net Income ($M)

	Total Assets ($M)

	Total Liabilities ($M)


	2021
	11,978.4
	3,809.246
	-40.165
	-259.043
	11,300.31
	8309.789

	2020
	12,945.27
	305.898
	323.952
	30.132
	12,947.81
	8232.823

	2019
	13,623.32
	213.198
	213.198
	43.979
	9,452.423
	5932.937

	2018
	14,193.3
	5,369.553
	207.628
	34.096
	10,016.85
	6097.513


[bookmark: _Toc85362745]2.2 Objectives of the Report
This report analyses the state of M&S from a strategic standpoint, identifying and critically evaluating the areas, significance of the strategy models that form the firm, and strategic position in the competitive environment. The report then offers recommendations for M&S to ensure profitability.
[bookmark: _Toc85362746]2.3 Competitive Strategy/Business Level Strategy
Organisations cannot decide what path to pursue or which strategy to develop until they define their strategic position. M&S, therefore, focuses on a differentiation strategy. M&S differentiates itself by offering high-quality products at a fair price and prioritising the needs of the consumers (Toms & Zhang, 2016). A differentiated strategy distinguishes a corporate product from a competing brand and creates a distinguishing attribute (Anwar, 2016a). The fundamental goal of the strategy is to provide something distinctive and valuable to consumers. M&S offers its products under their labels, whether clothes or food and uses a single brand. M&S does not provide customers with a variety of brand options. Consumers can either purchase its products or proceed to other stores for other brands. M&S offers the exact pricing for all its products across the country.
Sustaining advantage was critical to the organisation's existence. M&S has established culturally entrenched key capabilities throughout the value chain. It focused on core beliefs, competencies, and ideals. It had been highly influential in delivering essential generic products avoiding competition with other merchants. Therefore, growth was limited to market share and the number of retail locations. M&S was able to establish shields against the competition through geographical strongholds by continuing to expand the number of stores. The company has also focused on acquisitions. For example, in 2019, Marks & Spencer Group finalised the acquisition of 50% of Ocado Retail Ltd. (Post and Parcel, 2019). In 2021, M&S purchased the apparel company Jaeger from the administration.
[bookmark: _Toc85362747]3.0 Main Findings
M&S uses a differentiation strategy to gain a competitive advantage. Because of the strong relationships and collaboration with the suppliers, it was difficult for rivals to offer similar quality items. The distribution and supply networks had been created and well established over time. The brand name, which was an intangible asset, was highly valued and popular.
M&S saw expansion as another critical component in maintaining a competitive edge.
[bookmark: _Toc85362748]3.1 Marks & Spencer Organisational Strategy
M&S organisational strategy is based on sustainability and profitability. The organisational strategy involves driving growth and higher productivity through supply chain collaboration, with a clear goal of being more resilient through empowering people in key supply chains to develop more resilient local communities. M&S prioritised empowering women, farmers, and employees to increase their incomes, lives, and environment.
To achieve these objectives, M&S has taken a more strategic approach and communicate a better understanding for success with its delivery partners.
Its Environmental, Social, and Governance (ESG) strategy is its approach to contributing to a more sustainable future by making promises to address the most pressing issues confronting enterprises, communities, and the environment short and long term (Sustainability | M&S, 2021).
[bookmark: _Toc85362749]3.2 Strategy Analysis of Marks & Spencer
That section will focus on stakeholder analysis, Bowman’s Strategy Clock analysis, SWOT, and Porters’ Five Forces analysis.
[bookmark: _Toc85362750]3.2.0 Stakeholder Analysis
According to Mendelow (1981), organisations should categorise the stakeholder groups based on power (the capacity to affect the organisation's strategy or resource) and interest (their desires for the success of the organisation) (Kuzmin & Khilukha, 2016).
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Figure 1. M&S stakeholder analysis
[bookmark: _Toc85362751]3.2.1 Bowman’s Strategy Clock Analysis
Cliff Bowman and David Faulkner invented Bowman's Strategic Clock, a management tool that seeks to keep organisations conscious of their market position (Eyvrigh, 2016). Bowman offers a strategic clock model to describe the market strategy in the face of intense rivalry (Matrix & Ansoff, 2016). Porter had highlighted three approaches; cost leadership, product differentiation, and centralised strategy. Bowman, however, argued that these principles were too broad (Hales & Mclarney, 2017). He split the strategy into: low price and low value-added, low price, hybrid, differentiation, focused differentiation, risk high margins, monopoly pricing, and loss of market share (Echchakoui, 2018).
M&S has primarily focused on the differentiation strategy, as earlier noted. M&S aims for unique features in its products (Alles & Yazdanifard, 2017). Most of M&S's food packages are unique and cannot be found in other departmental stores. This brand image is crucial to M&S's prosperity. M&S provides a perceived extra value to customers at the same or marginally higher price than competitors. The goal is to increase market share through valuable products or generating revenue at a slightly high price. M&S has a distinct role in the look, value, and usefulness of the products. In terms of service quality and brand identity, it also has a competitive advantage.
Since M&S is an oligopoly and not a monopoly, it is risky to adopt focused differentiation, risk high margins, monopoly pricing, and loss of market share. These strategies are often monopolistic, irrespective of the product’s price or value addition (Tukdeo, 2016). The foundation for organisations to use this business approach is that no competitors offer comparable goods or services. Competitors may readily gain market share and swiftly diminish the position of firms who use this strategy.
[bookmark: _Toc85362752]3.2.2 SWOT Analysis
SWOT Analysis is a fundamental tool for analysing a company's internal and external environment through assessing its strengths, weaknesses, opportunities, and threats (GURL, 2017; Phadermrod, Crowder, & Wills, 2019).
3.2.2.0 Strengths.
M&S has been in business for many years; it is among the best retailers in the UK. Over the years, the company has formed several significant relationships globally. This wealth of experience is a tremendous asset to the organisation. M&S has excellent free cash flows, giving the firm resources to develop in new markets and products. M&S has made investments in developing a strong brand portfolio over the years. M&S is known for high-quality products. It has an online presence and physical shops in Europe, Asia, and the Middle East. Online stores and physical locations have aided the company's global expansion.
M&S provides a wide range of products to its clients. Consumers may buy a range of vegetables, various prepared vegetables, and fruits. The business has developed robust connections with local farmers to offer fresh produce to consumers. M&S has also provided a significant number of prominent designers from various companies a spot in its stores.	
3.2.2.1 Weaknesses.
M&S depends mainly on manual systems making operations expensive and time-consuming. If the company leverages technology, it will save time, money and become more competitive. More investment in innovative technology is required. Given its geographical diversity, Marks & Spencer must invest more in technology to coordinate operations. 
3.2.2.2 Opportunities.
M&S may use the emerging technologies to implement a differentiated pricing strategy in entry markets. It can retain existing clients through excellent service and attract new ones through value-addition. Stable free cash flow provides for investments in other product segments. The company will also be able to invest in technological implementation. 
3.2.2.3 Threats.
Imitation leading to low-quality products threatens M&S, especially in the developing and low-income markets. Due to its geographical reach, M&S is vulnerable to currency fluctuations caused by political instability. Liability rules vary by country; claims may cause losses if laws change. Due to various regulations and variations in product standards in those countries, the business can incur losses.
[bookmark: _Toc85362753]3.2.3 Porter’s Five Forces Analysis
Porter's five forces is a model which describes and analyses the five competitive forces that influence markets; it also helps in determining the industry's weaknesses and strengths (Bruijl, 2018a; Bruijl, 2018b).
3.2.3.0 Threat of New Entry.
Due to the significant capital investment requirements required to join the market, product portfolios, and powerful brand reputations that have acquired customer loyalty, the retailing industry has a low threat of new entrants. Potential entrants would be deterred by M&S's strong consumer loyalty, the company's concentration on quality, and a lengthy and well-developed supply chain.
3.2.3.1 Supplier Power.
M&S's revenues fell in recent years forcing the company to outsource worldwide and partner with foreign suppliers that provided much more competitive prices. The decision reduced the bargaining power of the company's UK suppliers. As a result, its supplier's bargaining power is now reduced. In addition, the company's brand model gives it a considerable competitive edge.
3.2.3.2 Buyer Power.
Customers have a lot of bargaining power in the retail industry. Many trends in the consumer market, such as the rising price sensitivity of customers requiring classic designs, increased desire for trendy products, and low consumer loyalty in the UK for local companies, are increasingly hurting retailers.
3.2.3.3 Competitive Rivalry.
Competition is fierce; M&S competes against grocery and homeware retailers. They include Tesco in the food sector and Zara and John Lewis in the clothing market. Furthermore, the competitive retailing scene is undergoing yet another big shift. There is a significant change, such as online shopping. Rivals offer nearly the same quality at lower costs; they also provide clients with convenient and better in-store experiences. 
3.2.3.4 Threat of Substitution
The threat of substitutes is serious in the apparel industry – imitating or replicating brands is becoming increasingly accessible. M&S's premium status is under threat from evolving client preferences; they may choose to search for a label or seek similar quality items at a lower price elsewhere.
[bookmark: _Toc85362754]3.3 Advantages 
M&S strategic position offers various advantages. Authenticity and originality are the foundations of its differentiation strategy (Islami et al., 2020). Customers are lured to a distinctive brand. Developing a marketing strategy to highlight what makes the company unique may potentially bring in new consumers. If the consumers believe the items to be of the greatest quality, this will result in significantly higher profit margins (Petrova, 2020). Many consumers are willing to spend extra money on higher-quality items. If consumers are lost, the greater profit margins will compensate. Brand loyalty may be increased by identifying the business as extremely high-quality, loved by famous figures or sports, or family-owned for years. Customers will be more loyal to a brand if it is more valuable.
[bookmark: _Toc85362755]3.4 Disadvantages
M&S's implementation of the differentiation strategy is based on its belief that selling items under different brands is not always helpful to customers. Even though the quality and value of the products remain constant, the costs may change when presenting different brands. This violates the concept of the same price, same return. It also causes significant difficulty for customers when selecting a brand (Anwar, 2016b). In the presence of several brands, it will instead make people confused and disoriented. 
Furthermore, differentiation comes at a cost (Gorondutse & Abdullah, 2017). By placing M&S on Bowman's Customer Matrix, it is clear that the firm provided increasing perceived use value at higher perceived pricing. M&S employees were paid more than the other retail employees, and local suppliers could not always maintain costs as low as those outside the UK.
As a result, the approach must be one of distinction through a price premium. To do this, the firm may ensure that the goods it offers have a higher added value than those available abroad. Suppliers can be offered stringent specifications and quality requirements. They can also be encouraged to utilise contemporary and efficient production processes. Another guiding concept is the provision of courteous, professional service and increased convenience and comfort for consumers. These values can be central to all of the company's operations and strictly enforced at all organisational levels.
[bookmark: _Toc85362756]4.0 Conclusion
This report has highlighted M&S corporate strategy and business-level strategy. Through the use of various strategic management tools; SWOT analysis, Porter five forces and Bowman’s Strategic Clock, the report has displayed M&S strengths and weaknesses. It suggests that M&S uses a hybrid strategy (differentiation and low pricing) rather than its differentiation strategy to ensure profitability.
[bookmark: _Toc85362757]5.0 Recommendations
M&S can employ one of Michael Porter's strategies, a cost-leading approach, a differentiated strategy, or a centralised strategy. It can combine strategy as their primary approach to manage costs lower than rivals or differentiate themselves in commercial goods and services. Customers perceive a company to be more valuable than its rivals as a result of these aspects. The firm may also be dedicated to serving a specific market sector, product category, or location. These three strategic frameworks are vastly different. Different resources and expertise are required for successful implementation. M&S can take a hybrid position based on Bowman’s strategy clock, a low pricing and differentiation strategy.
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