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Executive Summary

	The following report is a review of Marks and Spencer to assess whether its organisational culture policies are in compliance with the findings in reality.
	It has come in the attention, by using the PESTLE Analysis, that there are two important factors affecting the organisation at present, political and environmental.
	The political influence was set by the current ongoing worldwide Covid-19 pandemic which made the government to impose lockdown measures and therefore they were out of the company’s control and required compliance: furlough employees, shorter opening hours, social distancing rules, closing of non-essential departments, online shopping.
It was found that the environmental aspects are in Marks and Spencer’s control and as such, it takes action and sets objectives every year and strives to fulfil them, in all aspects of sustainability, developing and focusing on present needs without compromising and affecting the needs of the future generations.
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1. Introduction

The following report is conducted by Brindusa Elena Nechita and examines a set of concepts in theory and, in particular, how are they applied in a chosen organisation.
The purpose of the following report is to investigate and explain the culture notion and the context behind Marks and Spencer organisational culture.
1884 is the year that Michael Marks started the Penny Bazaar in a market stall in Leeds, where the slogan was: ‘Don’t ask the price, it’s a penny’. 
1894 is the year that he goes in partnership with Tom Spencer and good things start to happen and the organisation, as we know it today, starts to take shape. Demonstrating a visionary thinking, while most shops kept the merchandise behind counters, Marks and Spencer kept everything on display so that customers could inspect the goods. 
The times were challenging and not all businesses would survive unless they adapted and reinvented, that’s why M&S started selling more essentials like underwear and bras, which in the present time is an iconic brand of quality.
In the 1940’s and 1950’s, as under war and strict use of certain amounts of fabric and buttons, the organisation learned to deliver high quality products under all circumstances and does so even today. 
      	Later, the innovation in technology regarding food and clothes meant a greater diversity and endless possibilities of growth. As lifestyle changes rapidly in the 1970’s throughout 1990’s and more women work, Marks and Spencer see the opportunity and introduce quality and diverse microwavable meals and nutritious convenient food. 
As we get closer to present times, competition is the real problem and challenges Marks and Spencer to improve recipes and develop new ones, under their own unmistakable brand of high-quality affordable products. 
Present days are for M&S about the goal of becoming the ‘world’s most sustainable major retailer’. (marksandspencer.com)
	The history line of Marks and Spencer also shows that external factors influenced the organisation throughout its life: competition, wars and times of restraint, industrialisation, development of new technologies, laws and regulations and the busy rhythm of life.
	In these present times, and considering the pandemic, the two most important external factors affecting the organisation’s culture are the environmental and the political factors.

2. Findings
2.1. PESTLE – definition and analysis

The general environment or macro-environment of the organisation considers a set of environmental factors that are more likely to influence in the long term and in a variable manner, almost all enterprises. However, it is important to assess the impact that changes in macro-environment evolution can have on a particular company, especially since, often, the evolution of macro-environment factors cannot be controlled by organizations (Covid-19 pandemic).
Serving the purpose, the PESTLE analysis categorizes the macro-environmental influences into six categories of factors: political, economic, sociocultural, technological, legal and ecological.
Understanding these factors, it allows companies to adjust their culture, adapt their strategy in order to be successful and to spot trends before others.
Therefore, within the six categories of environmental factors with which the PESTLE analysis operates, the following influences can be considered and analysed: 
1. Political factors: political stability, the country's foreign policy, economic and social policy, relations between the government and the organisation.
2. Economic factors: state intervention in the economy, economic growth rate, inflation, interest rate, exchange rates and their fluctuations, financial markets, unemployment rate, cost and qualification of labour force, energy, transport, raw materials.
3. Socio-cultural factors: demographic structure, population structure by social environment, education and level of education, health, lifestyle change, traditions and mentalities, income distribution.
4. Technological factors: government investment policy, speed of transfer of technologies, impact of technologies on products and costs, new technologies, products and patents of inventions, rate of product renewal, replacement rate of equipment, potential for research development in industry.
5. Legal factors: legislation in the field of competition, taxation, intellectual property protection, regulations of societal law or in the field of labour law, on pay, social protection and security at work, legislation in the field of consumer protection.
6. Environmental factors: quantity, quality and structure of natural resources, environmental and environmental protection policies, waste, consumption and energy sources.
Investigating Marks and Spencer, and looking at the environmental factors influencing the organisation, as the current climate crisis is of maximum importance to all, it can be agreed upon that M&S is highly aware of that and promote the concept of sustainable retail industry by acting and developing Plan A. 
The issues Marks and Spencer strive to address in their Plan A are climate change, waste & circular economy, natural resources, responsible sourcing, human rights, community engagement and responsible marketing.
In 2012 the organisation was the first major retailer to become carbon neutral but is also helping their suppliers and customers to reduce their carbon print as well. Furthermore, being aware that there is still much more to accomplish, the company is not complacent and knows that customer’s trust in the brand will be even higher, new customers can be attracted, long-term shareholder value created and employees can identify with their culture by conducting ethical and sustainable policies like these.
Being able to present themselves as a trustworthy organisation and to be able to demonstrate that their interest is more than profit and to act competently is something that the public and the shareholders will take interest in and can contribute to the brand image that they want to create and therefore, organisational culture. The company is very transparent with all their action plans and achievements and release a Plan A Report every year, so everyone has access to their ethical sourcing policy, CSR intentions and see the progress it makes.
This past year, 2020, from a political point of view, had big changes for the whole world and especially for the retail industry. Starting off with irrationality of panic buying and long queues in March 2020 (before lockdown) and online shopping for the work at home customers, finishing with the closing of non-essential items inside the retail shops. One year later, anxious customers wearing mandatory masks are still queueing outside supermarkets, social distancing with pockets full of hand sanitizer. (bbc.com)
With new laws and regulations in place, as a result of Covid-19, strain was put on Marks and Spencer and there was reason to believe that a shorter supply chain and home deliveries are in order as these will be the future of grocery shopping. In September 2020, after 20 years of partnering with Waitrose, Ocado signed a £750 million deal with M&S which was an accomplishment for both companies, with online shopping rising during the pandemic, as Ocado’s shares and sales had a significant rise and M&S’s customer shopping baskets grew with about 5 items. (dailymail.co.uk)
But stores were closed down in locations as train stations as to new lockdown rules, employees made redundant or in 80% furlough payment scheme and some, more fortunate, required to work from home, as the whole country enters and needs to follow the government’s lockdown rules.
Another factor that played an important role in the supply chains was the new mutant strain of coronavirus in UK that spread much faster than its predecessor, which led France to close its borders for all non-essential travel and requiring drivers to have mandatory Covid-19 PCR tests that could take up to 72 hours to process. Lorries were delayed at the border for a few days, limiting the availability of fresh fruit and vegetables in supermarkets, as the British locally grown produce is only 17%. (dailymail.co.uk)
The separation from the European Union has left the pound weaker, European trade agreements and tax changed, prices of goods going up from European suppliers and therefore prices being higher for shoppers in store. Profit margins for the organisation were therefore affected by this change.
Brexit also influences the free circulation of people coming and leaving the UK looking for work, immigration, and emigration. The workforce, therefore, as varied as it is now, will slowly be less varied in flexibility, skills, knowledge and creativity. But this would not be a problem for M&S, as Chief Strategy and Transformation Director Katie Bickerstaffe states, putting in place an M&S alumni network would be a bold and smart step to take, and, as studies have shown, returning employees are far more productive. Developing a supportive network of alumni or, more of a family, the ‘M&S Family’, will support talent and drive transformation, bring a significant contribution, as to only help the organisation emerge even stronger. (marksandspencer.com)

2.2. Organisational culture – definitions and importance

The key to a successful organization is to have a culture based on a set of beliefs, values, traditions and principles that support its structure and development strategy. 
Organizational culture is defined as a mix of beliefs, assumptions, values and modes of interaction that contribute to the foundation of a company's social and psychological environment. This gives employees a sense of belonging to a professional group and helps them integrate into a company because it includes the expectations, experiences and philosophy of an organization, as well as the values that guide people's behaviour. 
Organizational culture is also seen as an abstract element, but it is an extremely broad concept because it defines an organisation or institution through the norms, customs, visions, symbols or even language used in internal communication. In general, organisational culture sets the context for everything an enterprise does. Company leaders are vital to the creation, evolution and communication of organizational culture in the workplace.
Mullins describes the concept of organisational culture as ‘how things are done here’, making employees unconsciously dedicated to the organisation. (Mullins, 2016)
Deal and Kennedy’s proposed one of the first definitions of culture in their book: ‘the way we do things around here’ and although it had many supporters, others at the time thought the idea would be just a passing notion. (Deal and Kennedy, 1982) 
Now, in the 21st Century, it can be clearly seen that the notion of corporate culture is an important concept, and a well-aligned culture leads an organisation to success and each organization has a distinct approach to these features.
Innovation - organisations pay great attention to innovation and encourage employees to take risks to perform in the workplace.
Results orientation - organisations focus on results, but not so much on how they are achieved.
Emphasis on people - many organizations give up traditional job descriptions and define roles for people, they outline objectives and not responsibilities to employees, following the principle that it is not the staff who have to adapt to a position, but the role that needs to be adapted to the people.
Attention to detail - organizations expect employees to perform their job accurately.
Teamwork - companies organize activities around a team rather than placing all the responsibility on one individual.
Competitive guidance - organisations want to be better than their competitors at all costs.
Stability - companies are rules oriented, predictable actions and operate perfectly in market conditions that do not change.
Equally, the organizational culture depends on how the company has developed, the type of management approached, the behaviour of employees and maintaining consistency in promoting a common denominator.

2.3. Cultural Web

In 1999, Gerry Johnson and Kevan Scholes developed the Cultural Web paradigm of the work environment that can be used to examine what exactly is working in the organisation, what is not and what needs to be changed.
The Cultural Web model comprises of six interrelated cultural influences as follows:
1. Stories – how individuals talk about the organisation’s past performance and how their core values and beliefs pass in practice can be beneficial for employees, customers and shareholders. Marks and Spencer is ‘Britain’s landscape retailer’ as described by express.co.uk. People know M&S has a long history and legacy set by Simon Marks that is followed even today and respect that. Some former employees reported that job security was in place even in this pandemic time while others claimed that the only good thing was the 20% discount  applied for them.
2. Rituals and Routines: M&S own quality brands at affordable prices for customers and warm familiar same layout environment. For employees, department allocation can change on a daily basis, shifts can change quite unexpected because of the reduced personnel numbers and stores reduced functioning hours as a result of the lockdown.
3. Symbols: M&S is a symbol of everything that is the best of British and the slogan ‘This is not just food, this is M&S food’ that states the level of quality the retail has, that no other company owns, attracts respect and loyalty from aware customers.
4. Organisational Structures: flat organisational structure to reduce the delaying of employee responsibility, but somehow bureaucratic and mechanistic, with high respect for top management which sometimes are frustrated by targets and transmit the frustration or anger onto employees.
5. Power Structures: top-down control: management, customers, shareholders, employees. As employees come last, there is some degree of dissatisfaction amongst them as to changing departments, working long shifts, high expectations in getting the job done fast with less co-workers to help.
6. Control Systems: in detail control of employees, stores, suppliers, emphasis on conformity from all suppliers. 
Managing the strategic cultural change in M&S using the Cultural Web helps management to analyse which are the dominant factors that work for the organisation and tell the steps to be taken to improve the factors that are weak. 
Trying to survive the pandemic, the organisation said in August 2020 in an article in The Guardian, that is set to reduce the costs by cutting 7.000 jobs over a 3-month period and that most will come from early retirements and voluntary redundancies. These are set to come from the head office in London, regional management, from closing outdated and inefficient stores and from clothing departments. (theguardian.com)

2.4. Business ethics and Corporate Social Responsibility (CSR)

According to cipd.co.uk, CSR highlights the ethics that an organisation operates by and how its activities impact the society, the environment, the economy and finally, its own employees. (cipd.co.uk)
CSR (Corporate Social Responsibility) is delivered by Marks and Spencer with its Plan A. This is M&S’s method of building a sustainable business and future and fight with unpredictable environmental risks and social inequality, a journey set out to make the business more sustainable, as ethically and environmentally conscious shoppers are on the rise.
Marks and Spencer addresses CSR in its Plan A but also in M&S Code of Ethics and Behaviours that is communicated to employees every year. Furthermore, there is an annual confidential Your Say survey for employees where they can raise any legitimate grievances or issues without fear and, in confidence, so that an amenable solution can be found.
The culture of M&S says that the talent and commitment of the employees bring the organisation’s values upfront and is key to the long-term growth.
‘We are committed to driving a sustainable business that is both commercially successful and socially and environmentally responsible. This includes providing our 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.’ (corporate.marksandspencer.com)
But a few scandals stained the renowned M&S name, along side with Gap and Next, over the excessive overtime not paid hours of workers in Indian factories. They all investigated and acted quickly in resolving the problems and said to be more attentive and conduct inspections more often in some of their suplliers. (theguardian.com)
Another investigation revealed that refugee Syrian children were making Marks and Spencer and Asos clothes in factories in Turkey, although the companies say that they do not tolerate exploitation of refugees or children. (independent.co.uk)
The organisation strives to provide a healthy and safe working environment, free of harassment and discrimination to all employees, they promote diversity, inclusivity, personal development and respect, because they know their people make M&S successful.

2.5. Marks and Spencer values

‘M&S is a leading British retailer bringing quality, great value food, clothing and homeware to millions of customers around the world.’ (corporate.marksandspencer.com)
This is the sentence that the organisation is driven by and the culture they stand by. 
The organisation supports internships and also has Early Careers programmes. New graduates can sign up for different programmes and learn to revolutionise the retail sector and build a better world by starting with a better M&S. They also partnered with the UK Government in supporting applications from young individuals on Universal Scheme to apply for customer assistant jobs inside the organisation’s Academy stores across the country, as part of the Kickstart Scheme.
An aspiring employee of M&S should have the basic retail skills but to be willing to go further in improving the customer experience, first of all by being an effective part of the team and always wanting ‘to do the right thing’.  Not less important, individual values and beliefs should bring into line to the organisational ones so that employees would feel motivated and attached and strive to perform well. Objective regular reviewing is done in order to attract and retain talented personnel.
But it can be seen that most management roles are occupied by male employees and that doesn’t contribute to build up trust amongst the aspiring women in senior roles.
There’s a motivation culture in the organisation that rewards good effective employees and motivates them to perform better, increasing job satisfaction, and in turn, this rewards-scheme helps M&S achieve its goals and objectives.

3. Recommendations

It is seen from all the investigation made in this report and the evidence found that Marks and Spencer has a healthy organisational culture, emphasizes on ethics and change for a better sustainable world. The accent falls also on people, whether employees and customers. 
Marks and Spencer should listen more to its employees, especially women, and aim to demonstrate that female individuals can progress in senior management roles easier, as their engagement has shown to be higher than male ones.
Most women have part-time jobs, as they are spouses and mothers, and their time is limited. More flexible hours should be available for them, as well as own choice shift patterns. This will only make them more content with their working hours and take the frustration of their shoulders about their free time, making them more engaged and performant, increasing customer satisfaction.
Managers should have a special training course and be educated not to put unnecessary pressure and stress on workforces and create trust-based individual relationships with subordinated staff, which will bring more job satisfaction, engagement and performance out of them.
About M&S’s supply chains, the company should pay more attention on what the partnered India and Turkey clothing factories are as in working conditions and investigate by sending regular own inspectors on site, especially unannounced, to make sure that employees working conditions, hours and pay are being respected. This way, M&S can maintain its CSR commitments and objectives, not only inside its own yard, but in less fortunate countries, and therefore, help the quality of life of those people and their families. This would go beyond any public expectations and would strengthen its name as a trusted brand worldwide and maybe, inspire other organisations to follow its example.

7. Conclusion

The report finds that Marks and Spencer has implemented, even from early days and in unforeseen circumstances, a good organisational culture, with ethical values and beliefs, with high concern on sustainability of the environment.
The unanticipated external factors with which M&S dealt over its history made the company adapt and evolve in all aspects, whether it was about own brand food products and clothing items or whether it was about the people in charge, employees, customers or the supply chains companies.
Trough the ups and downs, M&S strive to give good, pleasant working environment and conditions to all its employees, deliver excellent customer service and make a positive environmental change.
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