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This report has been requested by the Chief Executive Officer of Marks and Spencer on the 1st of March 2021 and is written by Tracey Williams Strategy Transformation Officer and will be submitted on the 1st of April 2021. The purpose of this report is to examine and evaluate the success of the culture and context of Marks and Spencer. It is a leading British Retailer which has been trading since 1884. The company has 1,519 stores globally and 62 International markets creating over 78,000 jobs and having a well-known brand prides itself on delivering great value and high-quality products. Over the last couple of years, the company has had problems resulting in lost sales mainly through the clothing department. (Corporate. Marks and Spencer, 2021). Recently Marks and Spencer have experienced some external factors impacting the organisation these factors will be analysed using the PESTLE tool this has six elements Political, Economic, Social, technological, Legal and Environmental and will assist in assessing the risks to the organisation and using that knowledge to resolve them. The two main factors affecting Marks and Spencer are Political and Economic. The findings will be researched through resources such as textbooks, journals, newspaper articles and the internet to help with the report to analyse the difference between them. The research method will be based on secondary research methods only.
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[bookmark: _Toc66390519][bookmark: _Toc66390570][bookmark: _Toc66390836][bookmark: _Toc67158122]2.1 PESTLE Analysis. 

The PESTLE analysis tool helps organisations understand the forces of change the business is exposed to and can help spot opportunities and threats. It shows the change within the business environment so the organisation can adjust to it and give an objective view of it. By analysing these factors, the senior management can use the knowledge to inform their decisions. (Mindtools, 2021). 
One of the main factors affecting Marks and Spencer is Political especially with the Brexit deal. According to Williams-Grut (2021), Marks and Spencer have said the UK’s new free trade agreement with the EU will “significantly” impact its business in Ireland and franchises in the EU. These would suffer due to tariffs on goods exported to the EU. Bhvishya Patel for the Daily Mail reports that “a Marks & Spencer store in Paris has shut its doors after experiencing weeks of food shortages and delays of fresh food imports from the UK.” However, the company says it is not related to Brexit, and yet an M&S spokesman confirmed at the time the lack of groceries was a result of ‘Brexit teething problems’ disrupting supply chains.
The second factor affecting Marks and Spencer is Economic especially the impact of the current Pandemic. Researching on what the impact of the pandemic has on Marks and Spencer, the September 2020 report states that “M & S have said that Covid-19 has caused unprecedented disruption and change on a global scale. The impact has been felt by suppliers and hundreds of thousands of workers within our extensive supply chains”. With the constantly changing situation they have ensured their commitment to suppliers, supporting fair wages for workers, and monitoring key safety and compliance issues. (Corporate. marks and spencer, 2020).                However according to Busby (2020) it is an opportunity to transform the organisation. Having a heavy unwieldly and bureaucratic culture is not the best in the normal times let alone these uncertain times. Chief executive Rowe said, “most importantly working habits have been transformed and we have discovered we can work in a faster, leaner, more effective way”.
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The culture of a group can be defined as the accumulated learning of that group as it solves its problems of external adaptation and internal integration, which has worked well enough to be considered valid and, therefore, to be taught to new members as the correct way to perceive, think, feel, and behave in relation to those problems. (Schein and Schein, 2016, p. 6). 
Denison’s definition is ‘the underlying values, beliefs and principles that serve as the foundation for an organisation’s management system as well as the set of management practices and behaviours that both exemplify and reinforce those basic principles.’ (Young, 2020). 
According to Danini (2011), “the theories of Charles Handy have had a powerful effect on modern management thinking”. His model presented his Four Cultures theory and which each one he related to one of the Greek gods.                                                                                                                                 Looking at each culture through Marks and Spencer Starting with The Power Culture (Zeus). Power culture in an organisation is held by individuals whose influence is spread throughout. Employees are reliant on what the boss says and are judged by what they achieve rather than how they do things. However, Marks and Spencer are committed to providing employees with a safe and healthy working environment and have an organisational culture which promotes diversity, personal development, and respect. Regardless of where they work or the job they do, everyone employed should be treated with dignity and respect and have pride in the brand. (Corporate. Marks and Spencer, 2019).      
Marks and Spencer follow a flatter structure joined to a Role Culture (Apollo) it is difficult to adapt to change and slow to recognise the need for it and to react appropriately. According to Hammett (2018) Steve Rowe said “M&S has been bureaucratic, too slow, too cumbersome, not agile enough. We have to change this, and those changes start with the people and the structure- too many layers, too many communities, too corporate, too many divisions and [Management] roles that lack accountability”.                                                                                                                                                       Task Culture (Athena) is when teams are formed to address specific problems or progress projects, with the right mix of skills, personalities, and leadership this can be very productive. Marks and Spencer have adapted a different tone of voice “facing the facts” being willing to talk openly about the business failings and challenges ahead. Recognising that managing several businesses with different requirements, these need their own management teams and ability to deliver without referring to the corporate bureaucracy. (Corporate. Marks and Spencer, 2019).                                                                                                                                        Person Culture (Dionysius) are individuals who see themselves as unique and superior to the organisation. The organisation simply exists in order for people to work. These individuals work for the sake of the money and there is no loyalty towards the organisation. This culture is more for smaller businesses like a group of lawyers who happen to work for the same organisation. This culture would not relate to Marks and Spencer.                                                                                                    This analysis shows that Marks and Spencer have a Role Culture, being a well-established company, everyone knows what their job roles are. It is sometimes slow in recognising the changes especially in the external environment and acting on it promptly resulting in lost sales. However, according to research the company is changing the business strategies to make it more efficient. 

[bookmark: _Toc66390521][bookmark: _Toc66390572][bookmark: _Toc66390838][bookmark: _Toc67158124]2.3 Analysis of the cultural elements. 
Organisational culture is the shared values, beliefs and norms which influence the way employees think, feel and act towards others inside and outside the organisation. (Buchanan and Huczynski, 2010, p. 100).                                                                                                                                               According to Schein (2010) Culture can be analysed at several different levels, but the three major levels of cultural analysis are: Artifacts, Espoused Beliefs and Values and Basic Underlying Assumptions. (Schein, 2010, p. 24).  
In the 2018 People and Culture report Marks and Spencer stated that the organisation needs to retain colleagues’ loyalty and pride in the brand and expertise in the products, and commitment to customers and communities. The organisation needs to harness the power of the people to drive this business-wide cultural transformation. (Corporate. Marks and Spencer, 2018).                        Hodgson (2017) suggested that M&S focussed on the values of things like experience, social performance, and eco-friendly responsibility allowing the brand to earn even more respect from its target audience. According to a YouGov.co.uk analysis, the M&S brand is now the most trustworthy and respected brand in the UK. Some values need to change to consider the beliefs and morals of customers. However according to The Foundation (2019) “Plan A triggered a wave of innovation across every part of the company and results have surpassed expectations.” Director of sustainable business Richard Gillies states that ‘Plan A emerges from the organisations values. The Innovation was to take and apply them in a new expression.’ 
Communication is an important factor through the unprecedented times of Covid-19. Wainewright (2021) reported that Scott Townend programme manager for Teams, works within Marks and Spencer central retail and activity team communication stated that” frontline staff and the stores which have it the staff have embraced it with enthusiasm.” Colleagues use Teams for all kinds of communications and building relationships proving invaluable for those on furlough to keep in touch with what is going on in the store and feel part of the team.  
Covid-19 has extremely transformed organisational culture. Spicer (2020) suggests that “well known symbols of organisational life such as open plan workplaces filled with people have been replaced by Perspex screens and personal protective equipment. The underlying values and assumptions of many organisations seem to have shifted from exploration and creativity towards safety and resilience.” These factors would contribute to the organisations success for not only keeping customers safe but also the staff.                                                                                                               Marks and Spencer states that “in a history of slow cultural change to ensure as lockdown eases, the company is never the same again in culture, organisation and work habits.” Teams have been authorised to act and deliver plans regardless of hierarchy. (Hammett, 2020).

[bookmark: _Toc67158125]2.4 Analysis of Marks and Spencer Ethics. 
Ethics is the codes of moral principles, values and rules that govern our decisions and actions with respect to what is right and wrong, good, and bad. (Buchanan and Huczynski, 2010, p. 52). 
Ethics and business are interrelated in various ways, and it is important for the success of business and the well-being of society that ethics and business are properly correlated. (Becker, 2018, 1.1). 
Marks and Spencer have been leading more towards high ethical standards, the Plan A has seen them tackle everything from low wages to animal welfare in the organisations supply chains. However, a number of issues have been reported by other organisations, including an investigation by The Guardian showing JBS purchased cattle from a farm under investigation. Also, the company have been criticised over sourcing sustainable fish. Then in 2016 the company admitted failings in its supply chain by” breaking animal welfare laws by keeping calves in cramped conditions.” (Ethical consumer.org, 2021). 
Yet Marks and Spencer states that customers can be confident that the company source with care so nothing made goes to waste and protecting the planet for tomorrow and to operate as a retailer where everyone can get on and feel a sense of belonging. The company is working with others and being members of alliances like Ethical Trading Initiative. (Corporate. Marks and Spencer, 2021).



              
[bookmark: _Toc66390522][bookmark: _Toc66390573][bookmark: _Toc66390839][bookmark: _Toc67158126]2.5 Analysis of the skills, knowledge, and behaviour of an employee. 
The willingness of the workforce to use technology some of it alarmingly unfamiliar has been a key factor in ensuring so many organisations are surviving through the pandemic. Ensuring all workers continue to feel valued and included as the rebuilding phase gathers pace is now a priority. (Matthews, 2020). This is where the skills, knowledge and behaviours of employees play a vital part in performing well for the organisation.                                                                                                                 Marks and Spencer provide employees in the UK and overseas with a safe and healthy working environment and having an organisational culture which promotes diversity, inclusivity, personal development, and respect. Regularly reviewing the reward and benefit arrangements ensuring maintaining the skills the organisation needs and motivating and acknowledging individual performance, this approach includes considering appropriate prevailing industry norms and economic factors. (Corporate. Marks and Spencer, 2019). 
However, M&S has come under fire from the GMB union which represents workers at a distribution centre. GMB said there was a ‘cavalier attitude’ towards the safety of workers at the warehouse. It demanded stronger steps taken to protect staff, adding that 80 staff had staged two walkouts. (Daily Mail City & Finance Reporter, 2020).                                                                                                               Although Andrews and Baker 92020) reported that M&S gave frontline employees across stores and supply chain 15 percent bonus for their hard work during the Covid-19 pandemic also paying furloughed staff in full.                                                                                                                                         Every organisation wants to be successful and depends upon its employees to make that happen. Marks and Spencer organisational transformation could possibly have an extensive change of attitudes and behaviours in the company, staff need to re-evaluate attitudes towards how work is performed. This would have a positive effect on the organisation and the employees are more likely to perform well.
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