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			Book Presentation
Management - The Marks & Spencer Way by Marcus Sieff

			Book Abstract

			Main Theme

			A winning business philosophy consists of these factors;

			
					Good human relations for all customers, employees, suppliers and the wider community as a whole.

					A constant commitment to improve the value and quality of all goods and services offered by the company.

					A close spirit of cooperation with all suppliers to work towards further improvements in quality.

					Financial and other support for worthwhile community projects.

			

			Ultimately, it’s the people that count most. No government in the history of mankind has ever created any wealth. To do that, you need a close working partnership between owners, managers, employees, suppliers and customers.

			Important Note About This Ebook

			This is a summary and not a critique or a review of the book. It does not offer judgment or opinion on the content of the book. This summary may not be organized chapter-wise but is an overview of the main ideas, viewpoints and arguments from the book as a whole. This means that the organization of this summary is not a representation of the book.

			Summary of Management - The Marks & Spencer Way (Marcus Sieff)

			1. First Thoughts

			Main Idea

			Good human relations at work are as essential for long-term success as are high quality and good value.

			Supporting Ideas

			Any successful business which looks after its employees and shareholders also has a responsibility to the wider community and is proud to act accordingly. You learn most in business from your own experiences, but there is also much that can be learnt by observing others. Sound principles do not change, although sound policy often must. Principles are sacrosanct, but policy must be flexible.

			In the last generation, a career in business was always considered to be a “last resort” option. Most often, people with any degree of intelligence or ability were guided towards the professions or government departments. This attitude was shaped by the popular conception that business people exploited the workers unfairly and unscrupulously.

			Today, the general public’s outlook towards business and industry has changed vastly. Business people are becoming celebrities in their own right, not to mention authors of a vast array of business books. Business courses abound at universities and other schools. Today, business and industry support the worlds of education and culture to a large degree. Sponsorship has replaced the traditional practice of patronage.

			Profit is no longer considered a dirty word, but instead is looked upon with relish. In the final analysis, however, any economic activity eventually comes down to dealing with people, and dealing with them effectively. The principles of working with people are the same across a broad range of business activities, and learning how to manage, direct and work with people are skills that can be used in any business setting.

			2. Starting Your Own Business

			Main Idea

			The most important factor in any business is the quality of people involved. The business stands or falls on the people who manage and work there.

			Supporting Ideas

			Business does not need to be complex to be successful. The concept is simple; you identify products, goods or services for which there is a demand, and you then satisfy that demand at a reasonable profit. No matter how good your product or service, if there is little or no demand your business will not be successful.

			The following principles are important:

			
					A policy of good human relations to employees, customers and suppliers.

					Offer customers goods and services which are of high quality and good value.

					Work closely with suppliers to encourage them to use modern and efficient production techniques.

					Simplify operations for maximum business efficiency.

					Ensure that management are in touch with everything that is occurring within the business.

					Never forget the importance of satisfying the customer.

					Seek, wherever possible, suppliers within your own country of operation.

			

			The story of the early establishment of any business, especially those that later grow into large companies, is usually one of the most interesting things about it. How successful businesses came to be started and the variety of reasons for their establishment is in itself an education about business. A striking feature, for example, of the British business scene is the large number of enterprises which were founded out of concern for the welfare of others. Many businesses were established as the result of social changes.

			The perception of potential business opportunities as a result of social change holds equally true for well established enterprises. The ability to anticipate and adjust to social and economic changes lies at the heart of any progressive business. Often, expertise, perception and good luck can be combined to produce spectacular success.

			At the heart of any new business venture lies ambition - not simply to become rich but to achieve something worthwhile. In fact, the most successful people would not be put off their chosen field of endeavour if they knew they would not end up wealthy.

			To start a business, an entrepreneur must have vision and determination. He must be ready to work hard and play little. He needs to be able to get on well with people to understand his customers and employees. There must also be an element of perception - the ability to see an unfulfilled market demand. And that perception needs to be backed up with research. Success may come from the perception of an alternative method of production, an improved presentation or a method of saving costs.

			Vast fortunes have been made in the past as a result of early perception - anticipation of the uses for newly developed materials or products. Spotting fresh opportunities early on can lead to spectacular success.

			One other common factor to many success stories is that a partnership has been formed. This may not necessarily have a formal structure, but may consist of an informal sounding board of friends or associates who can bring differing skills into the personality mix. Having someone to confide in is essential for success seekers at all levels.

			Another factor to consider in any new business, or when moving an existing business into any new field, is whether or not you have enough capital to keep you going while the level of demand becomes properly established. Can you keep going long enough to give your product or service time to become established?

			Another key ingredient is commitment. You need to be obsessive, especially in the very early days. It will require you to be on deck at all times. The success or failure will literally rest on your shoulders, and you have to be concerned about every single detail of your enterprise. The demands of establishing any successful new business invariably expands to take all your waking time. If you enjoy the work, and look forward to being “on the job”, things are much more pleasant.

			Once you decide to start a new business, a decision needs to be made which business requisites you will provide yourself, and which will be handled by the people you employ.

			Business success depends on three key factors:

			
					Running the business

					Selling the product

					Expertise in the production of goods

			

			It is extremely rare for anyone to be skilled at all three of these areas. In the early days, the most straightforward task is usually the production function. All things being equal, a business with a good product can usually attract the marketing and administration skills required at later stages. The key for any new business starter is to decide where to concentrate, and what to recruit others to do.

			Another key factor in building a successful business lies in developing a successful team. A variety of skills are needed for a business to succeed and prosper. The selection and structure of the team usually lies in the hands of the person who establishes the business. They must show leadership skills and the ability to inspire and manage the team.

			3. How To Get On In Business

			Main Idea

			Anybody wanting to succeed in business should have the belief there is nothing that limits his own potential to reach the heights but the limits of his own capacity. Napoleon is claimed to have said that every private carries a marshal’s baton in his knapsack.

			Supporting Ideas

			This section looks at how to forward your career when you are working for an existing business. The principles are surprisingly common sense, but the most effective principles are usually most effective.

			There are a vast number of companies to work for. They differ widely in terms of their atmosphere, approach to business, potential career paths and any number of other factors - including pay rates and location.

			Four factors that will affect your career are:

			
					Appearance

					Behaviour

					Personality

					The ability to express yourself clearly and simply.

			

			Most people can’t change their personality, but all three of the other factors are within your control.

			Of course, to get on in business, you first need to be hired by a company. This usually requires an interview. Try to remember these points;

			
					The key personality trait you want to convey is an ability to express yourself clearly and simply. This can be cultivated by being prepared to accept constructive criticism.

					Look for a way to impress them before they see you. Try to learn about the company before the interview. Find out some piece of information that shows your interest in joining them.

					Be aware that most interviewers assess you on your grooming within the first minute of the interview. Be as well-groomed as you possibly can and enter the room smiling and confident.

					Take your own copy of your curriculum vitae and other written materials that you have submitted. Be able to answer questions about these documents.

					If you have the chance to ask questions, it is usually more impressive if you ask about advancement prospects within the company than your starting salary.

			

			Assuming you have been hired by the company, you should now consider yourself to be continually on parade. Promotions often come simply through being in the right place at the right time. The trick is you can never tell beforehand when the right time will be, so you have to be ready and assume the right time could crop up at a moment’s notice.

			Live by the creed,

			“God sends the winds; we must prepare the sails.”

			It comes down to having the right kind of attitude. If you identify yourself strongly with the company you work for, then you feel that its interests are your own. You then have both commitment and dedication.

			4. Going Too Fast

			Main Idea

			There is always a temptation for an up-and-coming businessman to try and go too far too fast. This is particularly true for a new business. The same is true of many companies - they try to grow so quickly that their quality levels and management depth suffers.

			Supporting Ideas

			Most often, the main limiting factors on the rate of growth of any business venture are sufficient capital and adequate numbers of trained staff. Ambition and competitiveness can sometimes combine to cloud the judgment of normally conservative business people with disastrous consequences for personal careers or company fortunes.

			Success is heady stuff, particularly if it comes suddenly or when you are young. In the enthusiasm of a burst of sales, for example, many rational business people expect that level of demand to continue ad infinitum, and they overcommit themselves in production and stock levels. It is vital that a successful businessman learns how to anticipate and adjust to changing conditions in the marketplace.

			A business which is expanding quickly runs the risk of unintentionally watering down the quality and value of its product or service. There is also the challenge of providing high quality management skills to the operation as a whole on an expanded scale. This is directly related to delegation. The first thing any expanding entrepreneur must do is to recruit and develop a team of people who each bring unique skills to the business.

			An expanding business also runs the risk of being tempted into fields outside its main forte. Many companies think success in one field automatically entitles them to success in any field they turn their attention to. History records the demise of many successful enterprises which have fallen into this trap.

			5. Good Human Relations At Work

			Main Idea

			Any successful business is based on sound principles. The most important principle of all is the implementation of a policy of good human relations at work for everyone associated with the business - owners, managers, staff, suppliers and customers.

			Supporting Ideas

			Good human relations are based on the attitude that the chief executive treats his employees as he would like to be treated himself. The same attitude must also bear sway at every level of the company hierarchy. However, the top management level must set the right example.

			This attitude also embraces the principle of giving credit where and whenever it is due. Similarly, appropriate criticism is also required to alert staff members when they are achieving poor performance so they have the opportunity to improve.

			The payoff for good human relations is business efficiency. Efficiency leads to products and services of high quality and good value, and these, in turn, lead to increased sales and profits.

			Another important principle of effective human relations is that employees are not mere cogs in a large machine. In the long run, despite any technology, it is the people involved who make any business run effectively and profitably. The demand for good management skills are greater now than ever before.

			Most high quality industries have been built on the principle of treating staff in exactly the same way the management would like to be treated themselves. In dealing with various staff problems, it has generally been found that decisions need to be made as quickly as possible. To assist this, delegation of responsibility to local managers makes sense. Guidelines should be set regarding the remedies available for the use of that manager, but an immediate response to individual needs must also be available.

			To implement an effective employee relations program within any company, start with a written statement of the company’s employee relations policy. Next, see that the statement is distributed as widely as possible within the company. For example, every employee should be given a copy of this statement.

			Akio Morita, co-founder of Sony, has made the following observations:

			There is no secret ingredient or hidden formula responsible for the success of the best companies, whether in Japan or any other country. No theory, plan or government policy will make a business a success; that can only be done by people. The most important mission for any manager is to develop a healthy relationship with his employees, and to create a feeling that employees and managers share the same fate. The emphasis on people must be genuine. In the long run, any business and its future are in the hands of the people hired by the company. In effect, the future of any business is in the hands of the youngest recruit on the staff.

			It is sometimes difficult to distinguish between what is done in the interest of good human relations and what is done by enlightened management seeking greater profitability. A good example of this principle was Volvo in the 1970s. The assembly line was besieged by high absenteeism. In response, management redesigned the factory from a long line to a star shape. In each point of the star, groups of workers assembled major parts of vehicles for final assembly. Each group chose its own foreman and a team spirit was fostered. Today, Volvo has become the world leading motor vehicle manufacturer.

			Marks & Spencer provide a “welcome pack” to all new employees, containing a personal letter of welcome from the personnel director, brochures with information about the company, the jargon used, how the company operates, options that are available to staff and other ideas. There are also booklets on how to move heavy objects safely and personal safety as well as material on the company’s personnel policies.

			Staff are also trained extensively, both on a formal basis and as part of a team under the direct guidance of their own management team. This training may range from videos to discussions to role-playing situations. Topics cover everything from sales techniques and handling complaints to customer service.

			The entire system depends on the involvement of the managers. They are expected to be an example of the right attitude to be shown to all customers and fellow staff. They play an active role, sharing
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					Customers and employees should understand the company sells only those goods which meet highest expectations of quality. Quality improvement is an ongoing emphasis, and is never compromised for the sake of profit margin.

					Competitors should understand M&S will compete vigorously and energetically but ethically and honestly. Excellence of product and service are the key to the company’s competitive success.

					To the wider community, M&S carries out its obligations as a moral obligation. Beliefs and values always come before politics, practices and goals. The best possible relationship with the community is sought by the company.
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