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Introduction
Organizational culture can be defined as the predominant values, assumptions and beliefs that govern the behavior the people associated with the organization. In organizational management, the culture that exists in any organization has tremendous effect on the level of efficiency that the organization can achieve (Aranki, Suifan, and Sweis, 2019). The efficiency of an organization refers to its ability to achieve its set goals through the maximization of the potential in its people. The culture in an organization affects its efficiency because efficiency is dependent on the behavior of employees, which in turn is dictated by the culture that envelops the organization (Schein, 1996). This report aims at investigating the culture at Mark and Spencer and how the culture affects the organization’s efficiency and its ability to compete. 















   
Effects of Environmental Factors on the culture of the Marks and Spencer
Environmental factors are those that act and exert a force from outside the organization and affect how it operates. Such factors can also impact the culture that an organization adopts as it affects the behavior that an organization must adopt in order to survive and compete (Denison and Mishra, 2016). For Mark and Spencer, these factors and their effects on the organization’s culture can be best understood through the PESTEL tool and Porter’s five forces.

PESTEL Analysis
Political Factors
Political factors can impact an organization’s culture and have influenced the culture and Mark and Spencer. The politics of the United Kingdom and other nations around the world where the organization operates influences the existence of laws and regulations on a number of issues that affect its operations such as recruitment, employee rights, and the environment among others (Huang, and Sternquist, 2017). In the context of Mark & Spencer, the organization has been affected by the politics of Brexit that saw Britain leave the European Union following a referendum where most of the participants voted to leave. As a result, Mark and Spencer has been forced to adjust its operations to fit the new reality where Britain is not a member of the European Union. For example, Mark and Spencer no longer enjoys the privileges of a company from one of the EU nations when operating in other EU countries (Tarasanski, 2018). As a result, the company has had to deal with supply chain complexities when operating in other EU nations.    

Economic Factors
Economic factors that characterize the environment in which an organization exists affects the culture that it adopts. This happens because an organization is forced to cultivate a culture to that enables it to take advantage of the economic forces that work from outside in order to achieve economic success (Motiwalla, and Khan, 2018). In the context of Mark & Spencer, the organization has deployed a customer-focused plan, which means that the organization is keen to engrain customer-centered services into its culture. The importance of the plan is underlined by the effects of the Covid-19 pandemic, which paralyzed most of the economic activities around the world. The pandemic reduced the economic abilities of most potential customers that all retailers around the world depend on. Moreover, the pandemic caused movement restrictions, which meant that customers were banned from visiting retailers (Taşel, 2020). Therefore, the customer-focused plan will be crucial to getting the customers back to shopping with the retailer to the same degree as they did before the pandemic. 
 
Social Factors
Social factors have a huge impact on how an organization operates and the culture it adopts because they comprise of factors such as public opinion and expectations from members of the society (Dal Mas et al., 2022). In the context of Mark & Spencer, social factors have influenced the organization’s culture as it has incorporated all the current social issues into its Plan A 2025. For example, the plan guides the organization to focus on issues such as diversity and inclusivity, which have dominated conversations in the social sphere both in the UK and outside the country. The youth and young people are conscious of issues such as the effects of organizations on the future of the environment and their policies on diversity and inclusion. Their awareness on such matters plays a part on the choices they make regarding the organizations they associate with (Stern, Powell, and Frensley, 2022). Moreover, the organization has a M&S People Principles scheme that guides the organization to adopt a culture where the employees are treated with respect and humane recognition. This part of the organization’s culture is influenced by the social factor where the society is conscious of the behavior of organizations regarding their stances on social issues such as diversity, inclusion and the environment.

Technological Factors
Technological factors are constantly affecting the organization externally as they force organizations to adopt new technology (Motiwalla, and Khan, 2018). In the context of Mark & Spencer, this can be seen in how the organization has made it part of its plan to make it a business a zero-waste business. This means that the organization will have a culture of employing new green technologies in order to achieve its goal of being a zero-waste business.

Environmental Factors
Environmental factors are tightly tied with social responsibility and influence the culture of retailers in the retail market (Dal Mas et al., 2022). The culture at Mark & Spencer is geared towards ensuring that the organization adheres to the environmental laws and actively contributes to the reduction of CHG gasses in the atmosphere. As seen in its plan, the organization is keen to cultivate a culture that places in a good place regarding the environment. For example, the plan involves turning it into a zero-waste business and an environmentally responsible one. This shows that environmental factors have affected the culture of Mark & Spencer concerning its effects on the environment. 

Legal Factors                     
The laws and regulations that govern the business environment and the country as a whole impact the culture of organizations. At Mark & Spencer, legal factors have affected the culture of the organization by causing it to observe issues that the law requires. For example, the organization’s Plan A 2025 includes environmental and employee (M&S, 2021).

Porter’s Five Forces

Threat of new entrants to a market
According to Michael Porter, an industry where it is easy for new players to join will have maximum competition as it will have many organizations (Porter, 1980). Mark & Spencer operates in the retail industry where the barriers to entry are low. There are not many barriers to entry in the retail market as one requires minimum capital and fulfil easily achievable regulations to start a retail business. Therefore, the retail industry is highly competitive, which forces Mark & Spencer to adopt a culture that offers it competitive advantage. The entire plan A 2025, as summarized in the provided case study, and on which the organization aims to build its culture, is designed to provide the organization with competitive advantage over other retailers in the industry, hence the influence of the threat of new entrants on the organization’s culture.  


Bargaining power of suppliers
The bargaining power of suppliers is a factor that affects the competitive nature of an industry, and in turn, affects the ability of a firm to compete. When the suppliers have tremendous bargaining power, they can dictate the price of products, the quality of products and the availability of products that businesses sell (Porter, 1980). If the suppliers in the retail industry have strong bargaining power, Mark and Spencer will be forced to negotiate with the suppliers that exist and will have limited power. As a result, the organization will be forced to adopt a culture of competence that will enable it to survive in an industry where suppliers have bargaining power.  

Bargaining power of buyers
Customers in the retail industry have tremendous bargaining power because the industry has numerous players that give customers the ability to choose from different retailers. As a result, companies in the industry must invest in strategies that give them competitive advantage (Klepac, 2010). This has influenced Mark & Spencer to adopt a culture that will enable it to compete for the customers and win them over. The influence can be seen in how the organization has invested in social responsibility and makes efforts to ensure economic sustainability through the customer-focused plan A 2025. 

Threat of substitute products
In the retail industry, companies must deal with the threat of substitute products because all retailers sell similar products (Klepac, 2010). The products that Mark & Spencer offers can be purchased at different retailers and will serve the same purpose for the customers. This makes the industry competitive in nature, and influences retailers to adopt cultures that enable them to compete. Similarly, Mark & Spencer has deployed the plan A 2025 with the aim of cultivating a culture that will make it preferable to customers over other retailers that offer similar products.  
Degree of competitive rivalry
The degree of competitive rivalry in in an industry determines the degree to which an organization will be able to acquire and maintain competitive advantage. A high level of competitive rivalry diminishes the ability of one organization to maintain competitive advantage over its rivals (Porter, 1980). Mark & Spencer has multiple rivals of its size and financial capacity such as Tesco, Next and Waitrose & Partners. Therefore, the company has to invest in a culture that will enable it to maintain its market share and protect it from the above-named rivals. For this reason, Mark & Spencer has invested in strategies that entrench the culture that will offer it competitive advantage such as the customer-focused strategy that forms the basis of its plan A 2025 (M&S, 2021). In light of the above, it can be surmised that the degree of competitive rivalry that Mark & Spencer faces has affected the culture in the organization.

Effects of Mark and Spencer Culture on the Ethics of its Employees

The culture of an organization has an influence over the ethics that its employees practice. The influence that the culture of an organization has on the ethical practices of its employees comes from the fact that culture informs the behavior of employees, which is part of their ethics (Cacciattolo, 2014). At Mark and Spencer, the culture of the organization positively influences the ethical behavior of its employees. According to Geert Hofstede, the culture of an organization impacts the ethics of its employees depending on which dimension the culture of the organization may take out of the five dimensions he presents (Hofstede, 2009). In the first dimension, Hofstede argues that the culture of an organization can have a power distance between the employees and the management that is small or large. In organizations where the distance between the management and the employees is small, there is trust between the managers and employees and the relationships are more informal. At Mark & Spencer, the culture of the organization adopts the dimension of a small distance between the management and the employees. As a result, when confronted with employees at the organization are faced with ethical issues, the culture promotes ethical behavior as there exists trust between the management and the employees. 
Hofstede also writes that the culture of an organization can be judged on uncertainty avoidance where it can either be weak or strong. In organizations where the culture is avoidance of uncertainty is weak, risk is encouraged, and diversity is appreciated. On the other hand, organizations with a strong avoidance of uncertainty, risk is discouraged, and diversity is threatening (Hofstede, 2009). At Mark and Spencer, the culture has a weak avoidance of uncertainty, which means that employees embrace diversity and risk taking. Therefore, when confronted with ethical dilemmas, they are likely to take calculated risk and make decisions that promote diversity. 
Another culture dimension that Hofstede writes about is that of individualism and collectivism. A culture that promotes collectivism encourages teamwork and group decision making whilst that of Indi dualism encourages individual achievements. At Mark & Spencer, the PLAN a 2025 invests in employee relationships thus cultivating a culture of collectivism. Such a culture encourages good ethical behavior among employees because they are more likely to consult each other in cases of ethical dilemmas. Another culture dimension that Hofstede writes about is that of masculinity. In this dimension, an organizational culture can either be masculine or feminine. A masculine culture focuses on transactions, money and performance while a feminine culture focuses on the quality of life, people and relationships (Hofstede, 2009). Mark & Spencer promotes femininity in their culture by encouraging relationships and the quality of life that their employees experience while working at their organizations. Such a culture promotes good ethical behavior because the employees are likely to make decisions that promote quality of life they experience at the organization and the overall relationships between the management and the employees. 
Finally, the culture of an organization can be oriented towards the long-term or the short-term. According to Hofstede, an organization whose culture is long-term oriented is focused on the future while that which is short-term oriented is focused on short-term success (Hofstede, 2009). The culture at Mark & Spencer is oriented towards the long-term as evidenced by the long-term plans that the organization makes such as the plan A 2025 (M&S, 2021). As a result, the culture will influence to make ethical decisions that are good for the long-term wellbeing of the organization and their careers rather than unethical decisions that attract short-term gains.
One ethical dilemma that is likely to influence the culture of Mark and Spencer is that of short-term versus long-term. As all companies in the retail industry, Mark and Spencer can be confronted by decisions that conflict the company’s short-term and long-term interests. For example, the retailer can be confronted with a decision that provides it with short-term financial gain but increases the risk of long-term unsustainability. Such a decision can be in the form of environmental decisions where the retailer can generate more revenue in the short-term by operating in a manner that degrades the environment. The manner in which the retailer navigates such a dilemma will have an impact on its culture as it will inform workers on how the company expects them to behave when in similar situations. If the organization does the right thing and sacrifices the short-term gains for the long-term good, the decision will have the impact of cultivating a culture of prioritizing the greater good. On the other hand, in the event the organization sacrifices the long-term good in favor of short-term gain, the decision will have a negative effect on the organizational culture as it will inform employees that the management expects them to behave in a similar manner when confronted with such ethical dilemmas.

Possible barriers to the effective functioning of Marks and Spencer’s culture
All organizations face varied obstacles that hinder them from optimum performance. According to Michael Beer, there are several obstacles that lurk unseen but have a negative impact on the effectiveness of the organization (Beer, 2011). The same is true for Mark and Spencer as it faces possible barriers to effective functioning of the culture that it hopes to cultivate. The following barriers were developed by Beer, and in this report, they are discussed in the context of Mark and Spencer with the aim of explaining how they can contribute to the failure of culture at the organization.  
Conflicting Priorities
According to Beer, one of the silent barriers to effective functioning of the culture of any organization is conflicting priorities. The barrier hinders the positive functioning of an organization because it pulls the sections with different priorities in different directions (Beer, 2011). At Mark and Spencer, the barrier can easily affect the organization because it has multiple branches and operations in several countries. According to the case study, Mark and Spencer has 1,509 stores and 100 websites globally and over 70,000 people are working across the globe. This means that the organization has branches and departments where the managers have to prioritize different goals in order to do what is best in their geographical locations. Consequently, the managers that oversee the retailer’s outlets in different countries will be inclined to adopt different organizational cultures, which will be detrimental to the effective functioning of the culture at Mark and Spencer as whole. 
Poor leadership
Poor leadership is another barrier that hinders most organizations from functioning effectively. All organizations need good leadership to perform well in their function. Therefore, in cases where leadership is poor, the organization will have difficulties performing at the optimum level (Beer, 2011). At Mark and Spencer, the same problem is possible given the size of the organization. Leading an organization of the size of Mark and Spencer is challenging because it involves providing leadership to thousands of employees and hundreds or low-level, mid-level, and high-level managers. Providing effective leadership under such circumstances is difficult and it can easily degenerate into poor leadership. In the event that poor leadership is practiced, Mark and Spencer will not be able to function effectively.      
Closed vertical communication
Vertical communication in an organization happens when the management communicates to the employees with little regard to the feedback from the employees. In organizations where the vertical communication is closed, there culture is characterized by dictatorship form of leadership where their decisions cannot be questioned or criticized by the employees (Dong, 2017). At Mark and Spencer, closed vertical communication can happen because the organization has thousands of employees that the management can be tempted to ignore feedback from them. In such a scenario, the culture will degenerate into one that supports dictatorship hence acting as a barrier to effective functionality.    
Ineffective senior team
Finally, Beer writes that an ineffective senior team is one of the silent barriers that hinder organizations from fully functioning. When an organization has an ineffective senior team, it will have difficulties cultivating a positive culture because the junior employees will lack leadership (Beer, 2011). Therefore, they will be unable to create a winning culture hence decreased ineffectiveness in the organization at large. 









Recommendations
Effective Leadership
Effective leadership is a practice that can enable Mark and Spencer avoid all the barriers that can cause ineffectiveness according to Beer. The four potential barriers discussed above can be solved by effective leadership practices at all levels of leadership at the organization. For example, the barrier of conflicting priorities can be smoothened by practicing good leadership that will enable the different departments work towards a similar overall goal despite their different individual goals. Similarly, if the organization ensures effectiveness in leadership, the potential barrier of closed vertical communication will be solved because effective leaders will practice effective communication with the employees where they listen to feedback from employees (Yukl, 2012). Finally, effective leadership will be a direct solution to the barrier of ineffective leadership at the organization. By practicing effective leadership, it will be impossible for the organization to suffer from poor leadership as all leaders will be well-versed in good leadership.
Teamwork
Another recommendation that will help Mark and Spencer eliminate the barriers that can cause ineffectiveness at the organization is instilling a culture of teamwork. The quality of teamwork in an organization enables the people in it to work in unison with the success of the collective as their main goal. When teamwork and team spirit are part of the organization, it puts itself in a good position with regards to avoiding the barriers of effectiveness (Salas et al., 2015). This is because the barriers are symptoms of poor, or lack of, teamwork in an organization. Therefore, Mark and Spencer should invest in teamwork in order to avoid the barriers to effectiveness.
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