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Global strategy and enterprise, M&S Company case study questions  
Question one

The M&S Company’s strategy in the clothing industry has been responsible for the drift which is experienced as a result of several key elements. For better part of the company’s history the clothing sector has been very successful up to the recent years when the clothing sector seemed to be performing unsatisfactorily as well as the entire company as whole (Johnson Scholes and Whittington, 2008) . This was after the postulated deadline in profit of the company led to attempted board room coup in the 1990s rocked the company to its core. However, the key elements which are greatly responsible for the company drift in the clothing industry can be usually analyzed by the use of Porter’s five forces model. Thus, according to this model it provides a framework which portrays an industry as subject to the influence of five forces. The management team of a certain business who are interested in developing an edge over the firms which are rivals has been capable of using this model to enable them to understand better the context of industry in which the firm itself is operating. Moreover, this model itself analyzes five forces which should influence a companies marketing strategy and they include rivalry, threat of substitutes, buyer power, supplier power and barriers to entry or threat to entry (Johnson Scholes and Whittington, 2008).


However, in our case study the M&S Company is experiencing a lot of rivalry from the competitors who are in other words striving to grab its market share. Hence due to the assumption of M&S company assumption of its market dominance it pays less attention to the existing competition to its competitors mainly because it continues to stock clothes which have become outdated to the fashion conscious customers almost at the same standard prices. This gives the competitors a free hand to invade its market share, whereby they usually stock the designer wear clothes for the fashion sensitive customers at competitive prices (Johnson Scholes and Whittington, 2008). Thus, they are consistently striving for the competitive advantage of the market share over their rival which is the M&S Company. Hence since the M&S Company is not paying any commendable attention to these changes in the market dynamics the rivalry increases among the competitors who are always persistently struggling for the M&S Company clothing market share. Thus, in pursuit of market advantage the M&S Company is supposed to change their clothes prices which lead to temporary advantage over the competitors who were stocking designer wears at pocket friendly prices. There is need to promote product differentiation through features improvement and implementation of innovative ideas which will definitely give it a higher hand than its rivals.


In the Porter’s model it’s suggested that threats of substitutes may influence the company strategies (Johnson Scholes and Whittington, 2008). This is mainly because these substitutes are the potential products of the competitors for which you are competing for the same market share. However, for the M&S Company to continue using the British suppliers of clothes seem to be an outdated operation which hinders the company from exploring other possible suppliers for high quality clothes which have price competitiveness. This would in turn improve its market share as well as making it possible to sustain its market share despite the threat posed by the substitutes, the main importance of this is mainly due to the ability of M&S company to promote up to date clothes which are appealing to their customers at prices which are comparable to those of competitors or even sometimes lower. This leads to sustainability of its old customers as well as attracting new ones thus boosting its competitiveness.


The power of the buyer is also a critical consideration in the Porters five forces model where it involves customer’s impact on the M&S Company (Johnson Scholes and Whittington, 2008). The global expansion strategy previously undertaken by the company’s management involved utilization of great amount of  money which led to the drastic increase in the floor surface space as well as technology updating but it also had detrimental effects whereby it involves the use of greater amounts of money leaving little to be utilized in the stocking process. Hence the increased surface floor space ends up with no stuffs to fill it. The M&S company is know incapable of reducing its price in order to increase its competitive advantage due to drifting of the strategies restrictions to the abilities of responding to the customers local needs which involves making decision at the store level.


A selling or distributing company always requires labor and the commodities to be sold or distributed. Hence the M&S Company requires selecting carefully their suppliers, considering the quality of the clothes supplied and prices. The company over relied on British suppliers whose prices were high compared to the overseas suppliers, thus not giving them the competitive advantage compared to their competitors who stocked designer wears from overseas supplies hence giving them a free hand to compete over the market share both on fashion and prices. The final stitching of the company’s clothes which is done in Britain also makes their cloths expensive at overseas market. As the Porter’s five forces also suggest the strategies undertaken also poses barriers the expansion of M&S Company created whereby complacency and bad decisions led to decline in profit which would otherwise been used to expand the company, thus creating expansion barriers (Johnson Scholes and Whittington, 2008).

Question two
After the company’s takeover by Luc Vandevelde it managed to adapt to the environment which was prevailing thus transforming it from a period of loss making to a period of profit making company. However, the Ansoff’s matrix usually presents the company’s product and the market choices which are available. Thus, herein the customers are defined as the markets whereas the products are the items which are sold to the customers (Johnson Scholes and Whittington, 2008). The Ansoff’s matrix model is therefore most likely to be used by marketers who are aiming for growth. Therefore it offers the strategic choices required in order for the marketer to achieve his or her objectives. Thus, our case of determining how the M&S Company managed to adopt in the challenging environment we shall be required to select for the main categories which are provide in the Ansoff’s matrix model.
Ansoff's Market/Product Matrix
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Market penetration

The market penetration mainly involves marketing the already existing product to the customers who already exist. Thus, this translated to increased revenues, for example, by repositioning the brand, promoting the product and so on. For instance, Mr. Luc Vandevelde refocused on M&S strength pillars which were the lingerie and foods. There was also the reinforcing of the ready-to-eat meals whose was almost lost to the M&S company competitors such as the Tesco and J Sainsbury. Also the use of celebrities in marketing their clothes which was a marketing strategy used by the company over along period of time was also reinforced. Thus, the marketing penetration was a very powerful strategy used by the company in the process of adopting thus repositioning itself to compete with its rivals (Johnson Scholes and Whittington, 2008).

Market development 
The market development involves the already existing range of production in new markets. Thus, the product continues to remain the same but it is however, marketed to new audiences. It involves exporting the product as well as marketing the product to new region. In its process of adopting the company ended up pulling out of France as well as selling the ailing U.S businesses of the Brook brothers clothing chins and Kings supermarket, thus focusing on the Britain market where it opened other modernized stores thus developing its market through marketing the already existing product to different regions of Britain. It also opened new stores in Hong Kong, Chinese and Asian markets (Johnson Scholes and Whittington, 2008).
Product development  
This strategy involves marketing new products to the already existing customers. It involves developing and innovating new products offers which replaces the existing ones. The developed products are in turn marketed to the company’s existing customers. For example, in the process of adopting the company unveiled a wide range of designer wears which a new concept was leading to new products which were then marketed to the already existing customers giving the company a competitive advantage (Johnson Scholes and Whittington, 2008). The adopting also involved the unveiling of the new concept stores which were distinct from the already customer conversant stores which were all in conformity. Hence this innovate ideas gave the company a higher hand in the process of adopting.

Diversification  
This involves marketing of new products to the company’s new customers. For instance, the unveiling of new designer wear attracted more new customers due to increased competitiveness (Johnson Scholes and Whittington, 2008). However, the company embarked on related diversification whereby the new products were related to what it was offering there before. Thus, Ansoff’s matrix is considered to be one of the frame works most well known for deciding upon growth strategies.

Question three 

            The M&S Company was capable of achieving success by undertaking different kind of strategies. Most of the strategies used were aimed at reviving the company and they seemed to work. However, the best way to present the strategies which were employed by the M&S Company can be well presented through the value chain model. This model usually presents an understanding of the activities which a company can use in order to develop a competitive advantage as well as creating share holders value. Thus, the business system is separated into a series of activities which are value generating known as the value chain (Johnson Scholes and Whittington, 2008). Hence the strategies used by the M&S Company can be organized in to generic value chain model comprising of activity sequence. Thus, the support and primary activities can be presented in the diagram below:
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However, most of the strategies undertaken by the M&S company eventually yielded success and is mainly because the adoption of the value chain model strategy whereby the goal of the activities involved is always to offer the customers a value level that exceeds the activities cost, thereby leading to a profit margin (Johnson Scholes and Whittington, 2008). The greatest strategy which was taken was the overhauling of the management team and replacing and it with fresh talents from outside the industry. The ushering of the younger management team, whereby the board members as well as all the senior managers were replaced seemed to bear fruits (Johnson Scholes and Whittington, 2008). The overhaul also involved the restructuring of the company’s board by removing some of the old non executive members, many of whom were firm insiders. This strategy brought in creative talents which especially boosted the clothing ranges, thus creating variety for the customers as well as eradicating the British suppliers of clothes replacing them with overseas suppliers who were cost effective. 


Mr. Vandevelde also used the strategy of modernizing all the stores in Britain after a pull out of the France and U.S thus approximately 80% of the U.K stores were redone hence giving them a modern look which included the intensified lighting, write walls, light display as well as more attractive and varied merchandizing. Also in the attempts of overall makeover the staff’s uniform was also changed indicating an innovative strategy symbolizing a new beginning which gave the company a modern outlook thus improving its competitiveness advantage in the market.


Moreover, in its strategy of getting clothes collection business on track, the company leaned importance of using the fashion communication and press. Thus, it was making efforts to always get a space in the column of the fashion press as well as using the power of celebrity to advertise its product. The company also hired George Davies, to help the company design a new range of clothing (Johnson Scholes and Whittington, 2008). Davies Per Una collection, which was a trendy line of women wear, was a hit and led to increased clothes sales. The segmentation was also responsible for the renewed popularity of the women wear; this is because the section helped the customers to exactly locate what they needed in the shortest time possible. Thus, the Per Una and Perfect ranges gained the loyal fans, also the old favorites’ contributed to the success.


A company’s value chain was considered an important strategy part of the large system which involves the value chains of downstream channels and upstream suppliers and customers (Johnson Scholes and Whittington, 2008). Thus, a companies activities which are primary to value chain includes; inbound logistics, operations, outbound logistics, marketing and sales as well as service mainly supported by the firms infrastructure, human resources management, technology development and procurement all of which are strategies which the company has utilized in order to attain success.    
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