Workplace Culture and its impact on
Organisational Efficiency


[image: ][image: ][image: ][image: ]


BMSW5105 Workplace Culture and its impact on Organisational Efficiency


Yen Yen Lai
(1710668)
3rd April 2020

BA Leadership and Management-Skills for the Workplace




Executive Summary


Marks and Spencer have begun a major transformation programme in an attempt to reorganise and engage with the needs of its customer. The programme focuses on its core values of management culture that indirectly impacts the efficiency of how things get done on the shop floor. By changing the leadership team M&S are aiming for better decision making, prioritising workforce development and wellbeing, digitising shopping experiences and delivering a more customer friendly online experience. Along with expanding M&S’ “Plan A” which includes increasing more sustainable commitments to improve its supply chain and trusted sourcing as a competitive advantage. This is designed to make efficient delivery, improve sales performance, growth and success.
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1. Introduction


The author has been requested to produce a report to demonstrate her detailed understanding of workplace culture and its effect on organisational efficiency for Marks and Spencer (M&S) on 16th January 2020. This report will be submitted on 3rd of April along with a presentation.

M&S are one of Britain’s oldest and best-known retail brands. Its brand name represents superb customer service, quality products, value for money, and being a leader in the retailer market. However, fast-changing consumer behaviours and the digital revolution have driven M&S customers elsewhere, and sales have continuously declined in this new intensely competitive environment (Marketline, 2020). When Steve Rowe was hired as CEO on 2016, his priority was to restore the brand values and deliver long-term, sustainable growth (M&S, 2019, p. inside cover).

Norman (2019) summarised how M&S were facing the challenge of internal and external factors in the 2019 Annual report:

“When we are seeking to drive efficiency, seeing declining sales, reducing hours and closing stores, life has not been easy for our colleagues at any level. Their commitment to making M&S special again has been and continues to be amazing.”

(Norman, 2019, p.3)

The author has analysed and evaluated M&S’s internal organisational culture on leadership and employees, and how this affects the efficiency of the organisation’s performance. Furthermore, the author examined the external context using PESTLE analysis and critically assessed its effects on M&S’s organisational effectiveness.

The author investigated M&S corporate social responsibility statement, ethical approach and sustainable practices across all its products. Also using Grayson’s case study, looked into whether M&S’s ‘Plan A’ commitment demonstrated a good business model. The author then cross-referenced the involvement and employee support of ‘Plan A’, and the redeployment offers for employees affected by the latest store closures.

The author critically analysed the definition of organisation values, the individual’s values, then assessed whether the benefits for employees aligned with M&S’s value concerning effectiveness in the workplace. The author created a personal cultural values assessment analysis for an M&S’s ideal employee by using M&S’s core values, to examine on aligning the right skills, knowledge and behaviours that employees need to succeed within M&S.

The author made two recommendations. First, additional training needs to be arranged for employees to upskill, needs which can be identified during the candidate selection process. Second, to truly recognise and reward its hardworking employees during this transforming period, through monetary rewards.
2. Findings

2.1.1 The internal context affecting effectiveness

On studying the M&S 2019 Annual Report, the author identified that Steve Rowe embarked on a five-year transformation programme. In the first phase of this turnaround programme he set “Transforming our Leadership” as top priority (M&S, 2019, p.7). M&S’ core values are:

· Leadership. 
· Caring for its people.
· Diversity.
· Communication.
· Awards and recognitions.
· Learning and Development.
· Smarter working meets your lifestyle (M&S, 2019).

Handy is one of the most famous Management Thinkers in the UK. He has linked organisational structure with organisational culture, claiming it is very difficult to separate the strong links between the shared feelings, ideas, values, beliefs and commitment created in an organisation from the core structure of that organisation. Handy describes culture as: “A system of shared values (what is important) and beliefs (how things work) that interact with a company’s people, organisation structures, and control systems to produce behavioural norms (the way we do things around here)” (Uttal, 1983, p.66). Handy classified different organisational cultures, following work by Roger Harrison (1972), into four basic cultures known as Handy’s Four Type of Organisational Culture: Power Culture, Role Culture, Task Culture and Person Culture (Handy, 1976, p. 176) (See Appendix A). 
 
The Power Culture means central power is controlled by a key person or figure. Decision making power is retained by a key person or a family member. In this model it is quicker to respond to any threats to the organisation, but it lacks set procedures and flexibility. This culture is typical in small family businesses.

The Role Culture is all about position. The function and responsibility that come with the job position, standardised processes, policies and procedures. There is no room for personalities, and the decision-making process is slow, which can cause frustration among employees. Large corporations like banks and public services use Role Culture.

The Task Culture emphasises completing tasks, by gathering different resources and people to work as a team for a project with a specific goal. This expertise is difficult to manage, and resources tend to flow to those that have the best influencing skills. This culture is most likely to appear in medium and large professional services organisations, such as legal and financial firms.

The Person Culture is about individuals using an organisation merely as a base, their own interests and skills being more important. Therefore, the organisation structure and culture is built to serve and assist completing personal objectives. This type appears in small specialist companies such as accounting, IT, and GP practices (Open University, 2020).

Handy illustrated a schematic way using variables of value/culture factors that could affect organisational effectiveness (See Appendix B). This complex diagram demonstrates some (over sixty) factors that reveal the pathways that an organisation can use to enable them to predict and achieve effectiveness (Handy, 1976, p.13).

It would appear that Steve Rowe has followed Handy’s organisational culture model in making improvements to their leadership and group relations to achieve more effective performance. He acknowledged it was the Extraordinary Colleagues that made M&S so special (M&S, 2019, p.15) (See Appendix C). To enable a successful cultural transformation, he started with the Leadership.

Allowing store managers to take ownership and responsibility for how their stores performed, is an application of the Power Culture. The store manager is the central figure making decisions, controlling the resources, interacting with store assistants for feedback and acting upon it, whilst still using common systems, along with the brand philosophy and infrastructure (M&S, 2019, p.17). This quick response to events is clearly an advantage of the Power Culture, and definitely one of internal factors affecting effectiveness in M&S. At this point M&S have rebuilt a whole new leadership team equipped with strong values and accountability for their performance.

Caring for its People sees M&S finally prioritise its workforce, looking after them by providing lots of employee benefits, but most importantly committing to train, support and develop them with specialist skills (M&S, 2019:16). An extensive training and coaching programme to equip and prepare employees for the digital-first direction and to be more efficient in work (M&S.com, 2020). Employees felt a sense of belonging, believing that this new organisational structure is built according to their needs, as in the Person Culture. Employees have increased morale, proactively suggesting creative ideas and more efficient ways of improving the customer experience, increasing customer satisfaction and ultimately providing more returning customers. Having said this, M&S employees’ hourly wage is much lower comparing with Sainsbury’s and Aldi (Partridge, 2020; Munbodh, 2020), so the reality, in terms of rewards, does not live up to the claims.

[bookmark: _GoBack]Handy’s task culture could apply to M&S’ communications values. In line with the digital-first strategy, it is essential to provide the right tools for employees to accomplish their task. M&S integrated Microsoft Teams to provide an instant communication channel for employees and suppliers. In-store Wi-Fi was upgraded to enhance both employees’ connectivity and customer experience, whilst enabling the data team to gather customers’ shopping preferences for consumer trends forecasting (MENA Report, 2020). Therefore, store managers could connect specifically skilled employees from different sections and collaborate with suppliers much faster when needed. This meant that process tasks and projects were completed more effectively and with increased efficiency due to technological advancement and vastly improved communication methods.

On the Glassdoor.com company review, the organisation received 3.5 stars on Culture and Values, and 68% would recommend it to a friend. Comments on the site included: “friendly staff, very helpful, great teamwork, and supportive management” (Glassdoor, 2020) (See Appendix D).

Thus, with proper planning and an appropriate mixture of organisational culture changes, M&S achieved a successful outcome. According to the 2019 Annual Report, profit before tax increased 26.6 per cent.


2.1.2 The external context affecting effectiveness

M&S has changed from a family run business of one-man quick decision making control, through to a multi-level hierarchically managed structure with slow decision responses to external threats. A PESTLE analysis was carried out by the author to examine how the external context may affect the effectiveness of the organisation (See Appendix E).



The official date the UK leaves the EU is on 31 January 2020 which has created uncertainty in trading rules between the two. The delays to import and export processes will affect the smooth supply chains M&S have built up over the decades (Butler, 2019; Ritchie and Debnath, 2020). This, in turn, can negatively affect operating processes and the effectiveness of business performance.

A weak Pound Sterling in comparison to the Euro and other currencies can decrease M&S’s current liquidity values (Szalay, 2020; Ritchie and Debnath, 2020). This decline in liquidity means rising day-to-day operating costs. The finance department could face difficulties or restrictions on payments, recruitment of employees for the transformation programme could be held back; leading to M&S missing its scheduled deadline to complete the transformation process. 

Social threats for M&S is its fashion trends being considered ‘undesirable’ in its own customer survey (M&S.com, 2017). M&S aims to position their clothing products along the same lines as popular brands such as Next, John Lewis and Debenhams, however, M&S clothing prices are not any lower than the prices of these brands. In its own “Customer and Shopping Experience” survey, customers commented “need more style conscious” and “inspiration required” (M&S.com, 2017).  This means M&S unable to retain it customer base, and customers will purchase from other cheaper, more trendy competitors.

M&S has upgraded in-store Wi-Fi to enhance employee connectivity and customer experience (M&S.com, 2020). This facility is seen as a must in a connected world, particularly amongst consumers who grew up with internet. Keeping customers and employees connected encourages interaction on social media, promotes events, and generates more responsive and effective ways of engaging with customers.

The UK government has ordered all UK non-essential stores to close their doors as of the 23rd March 2020 and enforced a stay-at-home law to slow down the spread of the Covid-19 virus. This has caused a massive impact on the staffing and delivery rota for the M&S warehouses and stores. Most shopping transactions are now online orders, warehouses staff (pickers) are extremely busy, but they must now work as normal with reduced numbers of staff due to self-isolation. In addition, the delivery time slot bookings are totally packed with urgent orders. In this extremely challenging time, M&S must handle with fewer staff working, which affects the operation and effectiveness of the business.

M&S have launched its ‘Plan A’ in January 2007 and it has never stop progressing and evolving, becoming a bigger part in its business strategy and as a voyager in this sustainability crusade.  According to Grayson’s findings, “M&S has aligned sustainability with the organisation’s strategy, along with integrating this sustainability into every aspect of its business function and strategic business unit.” (Grayson, 2011, p.1017). Based on his research report, Grayson described that “M&S successfully embedded sustainability and progress to stimulating innovation and long-term shared destiny relationships with suppliers and customers.” (Grayson, 2011, p.1025).


2.2 Corporate Social Responsibility

Wood and West (2010) defined Corporate social responsibility as “a cultural value that emphasizes the importance of organisations promoting business activities that bring simultaneous economic, social and environmental benefits and, by extension, not undertaking activities that have the opposite effects.” (Wood and West, 2010, p.532).

One of the positive effects to come out of climate change is that consumers around the world have become increasingly concerned about sustainability and look for leadership from the brands they trust (Grayson, 2011, p.1020). M&S valued fair trading, good relations with suppliers, and excellent terms and conditions for its staff from the outset. (Grayson, 2011, p.1017). Judging from the Sustainability webpage which appears on M&S corporate website, the author identified that M&S’ commitments cover a wide range of different ethical and sustainable issues (M&S.com, 2020). Examples include supporting local farmers to produce high standard farm food whilst maintaining animal welfare standards, joined Better Cotton Initiative to pioneering knowledge for cotton growers to switch to more sustainable methods, using less water and chemicals thus improving working conditions for their employees. M&S has taken its corporate social responsibility seriously, as much as it have moved on from CSR to sustainability, which is currently called ‘Plan A’(Barry and Calver, 2009). Due to the weak exchange rate for sterling (Szalay, 2020; Ritchie and Debnath, 2020), M&S may need to consider reducing supplies from European countries and increase the percentage of food sourced from UK local growers and farmers. Taking this into account could help M&S achieve its reduced carbon footprint target and make supply chains more sustainable due to reduced transportation costs (M&S, 2019). M&S became the first retailer to convert all tea and coffee sold in store to Fairtrade. It also sells only free-range eggs and uses only free-range eggs in their prepared food (Grayson, 2011, p.1021). This move has impressed the public and generated increased trust and sales (M&S, 2019, p. 18). 

A part of the transformation programme included a store closure programme, M&S are set to close one hundred and twenty underperforming full-line stores and twenty-five Simply food stores (M&S, 2019). Store closures mean over 1,000 employees’ job are at risk. M&S have offered affected employees redeployment to new stores or new roles during a consultation session for affected employees (‘ITV News’, 2019). M&S showed empathy and offered alternative solutions for its employees, namely redeployment.


2.3 M&S’s values and employee compatible at work

“Values-centric companies are built by values-centric employees.”
(Seligmann, 2018)

M&S’s strong core values and culture played a big part in shaping the organisation’s structure and management from the beginning of those ‘glory years’ (M&S, 2019, p.15). The author refers to 2.1.1 on M&S’s core values which are: 

· Leadership – store managers are to take ownership.
· Caring for its people – colleague engagement survey, employee benefits, training and development schemes. 
· Diversity – equal opportunities policy to prevent discrimination.
· Communication – unite employee connectivity by installing Microsoft Teams app. 
· Awards and recognitions – employees hard work rewarded and recognised by industry.
· Learning and Development – comprehensive training and coaching programme for employees.
· Smarter working meets your lifestyle – looking after employees’ wellbeing, alternative working options.  (M&S, 2019).

Values are defined as “important and lasting beliefs or ideals shared by the members of a culture about what is good or bad, and desirable or undesirable. Values have a major influence on a person’s behaviour and attitudes and serve as broad guidelines in all situations.” (Business Dictionary, 2020).
Every individual has their own set of beliefs, attitudes and values in life. These beliefs, attitudes and values are reflected in every action and reaction when people come to in contact with one another. Genuine individuals behave and function naturally showing others their own beliefs, attitudes and values through communication and socialising. When these individuals go to work, the way they treat colleagues, customers, and suppliers unconsciously reflects their own beliefs, attitudes and values, whether such behaviour is approved by the organisation they work for or not. Traditional organisations tend to try to instil their history, beliefs and values in employees during their orientation period, including desirable behaviour patterns. Such a controlling enforcement is no longer practical in a modern workplace, as it could affect employees job satisfaction and retention. Individuals can change what they believe and redefine their own attitudes and values, to evolve and transform into a better individual. According to Barrett, there are seven levels of growth and development stages for an individual person’s consciousness (See Appendix F), which are rooted deeply in that person’s beliefs, attitudes and values (Barrett Values Centre, 2019).

Based on the above research, it is absolutely critical that M&S’ human resources starting from the recruitment process, hire compatible individuals that share the companies values, because they will enshrine M&S’s ideals when they engage with colleagues, customers and suppliers (Seligmann, 2018). There are numerous benefits of recruiting individuals share the company’s values. They are more motivated in their work, and they understand that their own behaviour can affect colleagues and customers. They are more willing to collaborate and engage with the transformation programme because they understand it is for the ‘bigger picture’, and the long-term survival of the company. In addition, when employees feel that they are ‘living’ with the M&S values, they enjoy going to work, conscious of how their own behaviour impacts the effectiveness and performance of M&S. For example, when referring to the strategic priorities of the transformation programme M&S has set ‘becoming a digital first retailer’ as the third priority. Nicholas, a product owner in Clothing and Home is a good example of an employee who demonstrates his personal passion for numbers and problem solving skills to gets involved by developing potential new business cases in M&S’ Digital and Data team (M&S.com, 2020). His values of leadership, helping others, problem solving, learning and teamwork align with M&S’s core values (M&S.com, 2020) for the benefit of both.

There are two foundations upon which the employment of new employees and the selection process works. Firstly, as not all people equally possess the same skills set and attitudes, they would not all be suited to the same job. As this is the case the way in which selection is carried out is crucial in matching the right people to the right jobs. Secondly, as a candidate's future performance can be predicted, the procedures used during the selection process can be used to predict which individuals will perform best (Arnold and Randall, 2016, p. 118). Human resources could utilise steps to ensure M&S hire the right people before and during interview: 
i) Selective behavioural questions that highlight the candidate’s values, and whether they are compatible with the organisation’s values.
ii) Invite candidates to take a behaviour and values assessment analysis which will give a clear vision of a candidates personal values and culture and whether they are suitable for the job they applied for.
iii) Observe and assess candidate’s reactions during task assessments.
iv) Technical skills are no greater than good soft skills – cultural fit.
v) Ask candidates how they respond to stress (Seligmann, 2018).

The author has used the Barrett Values Centre survey apps to create a personal cultural values assessment analysis for an M&S’s ideal employee to demonstrate what an ideal employee looks like (on paper) for M&S (Barrett Value Centre, 2020) (See Appendix G). M&S’s ideal employee should value accountability, balance (home/work), caring, community involvement, compassion, continuous learning, ethics, fairness, respect and teamwork, all of which are aligned with the organisation’s values. As M&S has brought forward it digital-first upgrade, values such as continuous learning and teamwork could contribute towards the transformation process, because there will be a high number of new opportunities to develop and grow, working with others or share experiences in this forward thinking, future-focused business. On balance (home/work) values ensure employees know how to handle stress in work during this challenging period of transformation.
Conclusions


Overall, this study contributes to the author’s understanding of adaptive organisational culture and its impact on an organisation’s long-term survival. This study provided an insight into how M&S have adapted and conceptualised their core values with a mixture of organisational culture, developed internal capabilities like leadership and resources to assist and ensure that the changes are sustainable. The author identified how internal and external contexts contributed different effects on the effectiveness of M&S’ operations. A successful sustainable organisational culture change will help M&S improve its operations and processes to increase effectiveness and efficiency in the workplace.

As the first retailer that launched its own sustainability strategy “Plan A”, M&S had foreseen that corporate social responsibility would become a wider and more urgent issue. M&S committed to a wide range of ethical policies and collaboration projects, as far as India and South America to make ethical and sustainable issues a serious business.

As part of this organisational culture and values study, the author also looked into the definition and benefits and improved efficiency when its employee’s values aligned with the organisation’s values. From the beginning at the selection process, concentrating on soft skills and cultural values, to create a compatible personal values assessment analysis helps identify required values, skills or behaviours needed to succeed within M&S.
 



“A clear, sustained culture is stronger than any as a factor in continued success.”
(Collins and Porras, 2005)

Recommendations


Based on the findings of the study and review of the literature, the author has two recommendations for M&S:

Referring to M&S’ human resources selection process, there is an opportunity for the department to identify training and development needs for potential candidates. During the initial selection process, human resources need to search through candidates’ CVs and match up the candidate’s list of skills and qualifications with the ones required for the job role. While making decisions on ‘to keep’ or ‘to discard’ candidates, human resources may come across candidates that fit the organisation values, but still lack specific soft skills or technical skills. Sometimes there are no suitable candidates at all for the advertised job. At this point, human resources should check closely if is there a possibility to offer an interview to a potential candidate, whose values match the organisation’s values, but require further training or coaching to build up other required skills. This could apply to employees that may lose their jobs due to store closures. Human Resources have to be very careful and select the most appropriate new job role for these employees. If there is nothing suitable available, Human Resources should offer to retrain and help employees through development coaching schemes to enable them to continue working for M&S. This tactic is a good way to retain talent within the organisation.
 
Second, while researching M&S’ corporate social responsibility, one of the most important is an ethical approach towards its employees. M&S has not lived up to its claims. The author would recommend increasing employee’s hourly wages to match up with competitors to ensure retention of talent. As both chairman and CEO have stated how much they value their employees, this increment should serve as an incentive and as recognition for all the hard work, for being committed, and helping the organisation during this transformation period. At the same time, rising the hourly rate for employees to meet the actual living wage for UK could boost morale and indicate that M&S intends to live up to its corporate social responsibility statements. 

Hourly wage rate compared with Sainsbury’s and Aldi:
	
	M&S
stores
	Sainsbury’s Supermarket
	Aldi Supermarket

	Sales assistant outside London
	£9
	£9.20
	£9.40

	Sales assistant within the M25
	£9
	
	£10.90

	Sales assistant within London zone 1 and zone 2.
	
	£9.80
	



Appendices


Appendix A  Handy’s Four Classes of Culture (1976)
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Image from: ‘Charles Handy’s Model of Organisation Culture’, 26 Feb 2018, Tutor2u.

























Appendix B  Some factors affecting organisational effectiveness
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Appendix C  Marks and Spencer Extraordinary colleagues
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Appendix D  Glassdoor Company Review on M&S’s Culture and Values 
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Appendix E  PESTLE Analysis for Marks and Spencer


	
	External context affected within M&S industry
	Importance to organisation

	POLITICAL
	UK left the EU market on 31 January 2020 due to Brexit caused uncertainty with future trade restriction in Europe. 
Falling shares market which equally weaken the sterling pound exchange rate after Brexit.
Imports and exports from EU will cause longer process.
	High



High

Medium

	ECONOMIC
	Grocery price rise after Brexit as nearly one third of food supplied from the EU.
Weaken pound trading power mean decrease actual estate and liquidity value.

	Medium


Medium

	SOCIAL
	Fast-changing consumer buying habits always chasing for latest trends.
Clothing and Home range ‘undesirable’ by customer needed urgent inspiration updates.

	High


High

	TECHNOLOGY
	Online shopping website appearance redesign and enhance product image.
Upgraded in-store Wi-Fi ensure customer and employee always connected.
	High


Medium

	LEGAL
	Government ordered all UK non-essential store closed to slow down Covid-19 spreading.
Rise of National Living wage and National minimum wage.
	High


Medium

	ENVIRONMENTAL
	Ethical business is good business.
M&S ‘Plan A’ leading in the retailer sector.
Conscientious consumerism is on the rise.

	High
Medium
Medium










Appendix F  Seven Levels of Personal Consciousness
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Appendix G  Marks and Spencer ideal employee values
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