








Module code: BMSW5105
Workplace Culture and its impact on Organisational Efficiency

How do broader external environmental factors along with COVID-19 and ethical dilemmas affect organizational culture and its performance
Zhuliyana Georgieva
Student ID: 1916668
Lecturer: Hossein Shokri
June 2021



Executive summary
In the present report, a brief overview of the company is demonstrated. After that, a business environment has been introduced using SWOT and M.O.S.T analysis analytical tools. Evaluation has been done using various analytical techniques like Porter's five forces and PESTEL analysis to identify the changes in the business environment. Culture web has been defined assessing the culture of Marks and Spencer. Lastly, ethical dilemmas have been demonstrated that are affecting organizational performance.
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[bookmark: _Toc80116508]Introduction
Organizational culture can be defined as a collection of expectations, practices, and values followed by team members so that effective work can be achieved. In other words, it can be said as perceptions of the employees working in a company. Cultures are often created by leaders of an organization so that multicultural diversity can be followed. The aim of the report is to analyze the culture of the company named Marks & Spencer. Using analytical tools like SWOT and M.O.S.T analysis business environment can be defined. Critical evaluation will be done utilizing relevant organizational analysis tools such as "Porter's Five forces" and PESTLE analysis to understand its working environment. With the help of a questionnaire, the Cultural Web of M&S culture can be assessed precisely. A brief analysis can be done of M&S so that work culture can be assessed profusely. Lastly, the relationship between the current culture of M&S and its efficiency is done. Ethical dilemmas are defined thus identifying two dilemmas of M&S that can affect organizational performance. From an "ethical point of view", action choice will be defined so that ethical dilemmas can be resolved.
[bookmark: _Toc80116509]Task 1:
[bookmark: _Toc80116510]Background of M&S
Marks and Spencer share good relationships with their employees so that they can serve customers in a better way. The company always tries to engage with its staff so that employees can gain motivation to work precisely and meet organizational goals. It has been seen that employee's behaviour is changing and managing staff in a traditional way is not effective. By 2025, more than "75% of the employees" will say that workplace culture is a very significant thing that motivates them to work harder (MORTIMER, 2018). Big organizations like M&S, Tesco, Sainsbury always try to provide inclusiveness, respect, and care to individual employees so that employees can share their innovative concepts with the organization and achieve better results that can be beneficial for the firm. Often, M&S implements different organizational strategies so that cultural dimensions can be coped with. Due to the widespread of the Covid-19 virus, major businesses have been affected thus declining their overall performance. The government has imposed strict rules and regulations so that people don't get affected by the deadly virus. Companies have faced immense loss in their business as offline stores are totally closed during the Coronavirus crisis (Equiniti, 2021). M&S leaders are trying to motivate and retain their staff so that sales can be maximized. Covid-19 is the reason for cutting jobs of many employees, however, the company is trying not to cut any staff. Due to failure in business during Covid-19, changes in culture are done so that lower cost, a faster commercial business can be achieved. The company is becoming conscious about its culture of taking risks so that employees can be retained thus providing the best customer service to their clients. M&S is following a "heavyweight corporate structure" so that the brand value of the company can be maximized. In addition, M&S is focusing on rewarding, developing, and recruiting new talents so that the best possible results can be achieved. The company has been improving its services by using technology, space, and different techniques of working in order to create an agile workforce.
[bookmark: _Toc80116511]Key operational environment using analytical techniques
Analytical tools are used in business so that data can be analysed thus achieving relevant information that can help the company increase its performance. Various analytical techniques are utilized by major companies so that changing environment can be coped and competitive position can be ensured thus improving the performance of the business.
[bookmark: _Toc80116512]SWOT analysis
SWOT analysis can be defined as strategic planning used by different companies to identify "strengths, weaknesses, opportunities, and threats." It is basically presented in a two-by-two grid (Vlados, 2019).

	Strengths 
· Rigid e-commerce infrastructure
· Strong focus on customer service
· Well experienced business (Bismarket al., 2018)
	Weaknesses
· Poor performance in business
· "Frequent product recalls" resulting in loss of reputation
· Increased price as manual operations are done


	Opportunities 
· Increasing use of online media to boost performance
· Reshaping the apparel segments
· Global expansion
· Market segmentation

	Threats
· Increasing competition in the UK premises
· Changing trends of clothing
· Depreciation of sales due to Covid-19


From the table, it can be evaluated that their e-commerce infrastructure is strong enough as the company follows teamwork so that better performance can be achieved. M&S are trying to develop their e-commerce markets so that more customer engagement can be done. Thus, the retailer can gain more sales in online portals as the majority of people stopped buying from offline stores. Due to Covid-19, the percentage of customers buying online products increased to a great extent. It has been analysed that 52% of purchases are online orders that are placed via mobiles and tablets. So, the concerned retailers are focusing more on online sales as the majority of customers have shifted their shopping behaviour. On the other hand, M&S is trying to deliver a "variety of products" so that customers can trust them and retain their organization (Bismarket al., 2018). The concerning brand has been engaging with farmers and tailoring people so that fresh products can be delivered to their customers. One more strength of the company is that it is a recognized brand for a long duration. There are some loyal customers who prefer to shop from the M & S brand and as per Statista, this company is the "second most popular supermarket" on UK premises.
The company named M&S has major weaknesses that are affecting its performance. According to Statista, sales of the company decreased by 11.9% in 2021 as people stopped purchasing their products (Statista, 2021). This occurred as most of the products are out of stock and had "poor supply chain systems" and customers are not satisfied with the service. In 2017, during the Christmas period, the company failed to deliver the demands of customers for clothing and food items. This impacts their brand image as customers are not happy with their engagement. Moreover, most people think that M&S does not provide trendy clothes for children and the younger generation. Majority of customers perceive that M&S serves apparel to older people only. However, this concept is not true, but it impacts the performance of the organization. Due to outdated stock, the young generation feels that the company provides items for older people only.
Global expansion can be an opportunity for M&S as the company can achieve more success in other countries. These multinational brands are opening their stores in various countries like Poland, Indonesia, India, and Russia. Due to Covid-19, M&S are more engaged in their online stores so that sales can be maximized. Through various online stores like eBay and Amazon, the company is getting more sales than usual as millions of users are engaged in online platforms. M&S has understood the fact that Covid-19 will stay for a longer duration. So, e-commerce is the only way out of shopping as people are avoiding crowded places. Thus, the organization is focusing on the success of online stores by planning their business in a better way. In addition, the company is segregating its customers into small groups based on their attitudes, habits, and gender. As per the policies imposed by M&S, the company is following customer segmentation principles so that megastores can be opened worldwide. By implementing a "customer segmentation policy”, maintenance and management costs can be reduced and profits can be increased consequently. 
The threats that M&S faced are high competition. The main competitors of the company are ASDA, Morrisons, Sainsbury, Next, and Gap. As competitors are strong enough, M&S has to change their business strategy so that they can cope up with the trending market. High performance of rival companies can be a major threat for M&S as it can lead the company to shut its stores in China, UK, and France.
[bookmark: _Toc80116513]M.O.S.T analysis
This analysis stands for "Mission, Objective Strategy and Tactics." It is a powerful tool used for analysing business culture. Experts often use this method to focus on organizational goals so that objectives and missions can be achieved by implementing tactics and strategies.
The mission of M&S has to be proper so that all employees contribute their skills to achieve organizational goals. Organizational culture has to be predefined and well-established so that every individual can understand it clearly and implement their ideas to achieve something innovative. If the mission of the company is clear then positive outcomes can be acquired.
Objectives are the second step after a mission. It basically demonstrates specific aims to every employee so that mission can be achieved. Besides, objectives have to be specific and smart so that decisions can enhance the performance of M&S. In short, objectives have to be realistic and measurable. Leaders of the organization have to communicate with employees so that they can get motivated and bring innovations in their operations. Thus, it is clear that organizational culture plays an important role in bringing greater productivity in business.
The next step is Strategies to accomplish the firm's objectives. This can be a long-term approach as various business strategies can be implemented in operations so that at least one mission or goal can be obtained. In addition, strategies in business are considered the safest way to boost sales of the company. Implementing strategies in organizational culture can help staff to bring changes in their operations that can be beneficial for M&S company. Lastly, tactics have to be incorporated in operations to carry out various strategies. This aspect is made in a simple way so that every individual employee can understand business profusely. This factor is a "short-term approach" that can be used by the organization to compete for strategies.


[bookmark: _Toc80116514]Evaluate broader environment of M&S using organizational tools
[bookmark: _Toc80116515]PESTLE analysis
This is a framework that determines the macro-environmental factors that are influencing the organization from outside. PESTEL analysis reflects the extrinsic scenarios that are impacting the operations of a brand (Islam. and Mamun, 2017).
Political factors
M&S has its brand presence all over the world. Currently, the company has more than 1300 stores globally. The company has benefits of "EC's trade agreements" that lead to minimizing the sourcing cost of their products. M&S travel freely in various countries without paying any taxes and tariffs due to the presence of large EU markets. The concerned company thinks that maintaining a good relationship with the government can help them protect their legitimate interests. Moreover, they always try to respond to the government queries that are available on their official sites so that trade practices can be done precisely. Taxes and political stability are the two most important factors that are affecting the firm. Increasing tax costs can thus raise the price of the product that can decline the overall sales of the company.
Economic factors
Recently, it has been seen that competitors are giving discounts to customers during the Covid-19 crisis in order to steal more market share (Casañ, 2021). This impacts the economy of M&S as customers are more engaged with the companies giving more discounts on similar products. Monetary policies and fiscal policies are managed properly by the government in order to decrease the inflation rate. During Covid-19, the company has been facing a financial crisis as major consumers stopped buying clothes due to increased prices. This has affected their business thus cutting jobs to a great extent. 
Social factors
M&S are known for their good quality clothing however, the younger generation complains that the company does not have trendy apparel. This has impacted their brand image as major young people think that the company's clothes are backdated and expensive. Sales of the company are decreasing gradually due to this perspective. M&S is trying hard to fulfill their customer needs so that organizational reputation can be increased profusely. Marks and Spencer has to focus on this fact and interact with their staff in such a way they can implement new ideas to bring trendier clothes so that clients can be retained to the firm.

Technological factors
Technological innovation can be useful for businesses as it can bring faster and innovative ideas that can maximize productivity (Namugenyi, 2019). M&S is implementing technological advancements in their operations so that customer service can be better than rival companies. In addition, the company has launched the "Technology Transformation Programme" that can enable them to bring the first digital business so that better customer services can be delivered. Technological innovations can create a faster and agile commercial technology that can help the company to grow comprehensively. In short, M&S is focusing on consolidation and simplification so that profitability can be acquired. Using technology, organizational culture of Marks and Spencer can be increased as online sales increases very fast. Employees have to be trained on how to manage their customers so that they can create competition in the retail markets in Uk premises. 
Environmental factors
M&S are trying to maintain their brand image as a renowned brand. For this reason, the company has been trying to be a sustainable retailer in order to restrict carbon emissions. As most customers are conscious about the environment, they are focusing on sustainable concepts in order to showcase themselves as an unique brand in the UK premises. Furthermore, M&S is working with the "Better Cotton Initiative (BCI)" so that sustainable practices can be developed and environmental changes can be bought. The company has been working hard to promote recyclable products so that pollution can be restricted (Raybouldet al., 2020).
Legal factors
It has been noticed that legislation is changing gradually in every country. The concerned company has been conducting training for their employees on health areas so that each individual can be updated with the present legislations and laws. 

[bookmark: _Toc80116516]Porter's Five forces
This framework is used to analyze the competition in business. The concerned model has been used to establish a competitive advantage for the retail company (Bruijl, 2018). The company has "threats of new entrants" as many companies are providing innovative business so that sales can be maximized. However, M&S can tackle this challenge by bringing new services and products so that a huge customer base can be established.
"Bargaining power of suppliers" is more for Marks and Spencer. For raw materials, suppliers often ask higher rates as M&S is a big organization. It can be mitigated by establishing a "supply chain" with multiple suppliers. This can help them gain as they can purchase raw materials at cheaper costs. Besides, they can take ideas from Nike and Walmart and develop dedicated suppliers so that bargaining power remains low. Buyer's bargaining power is always more as rival companies are offering similar items at cheaper costs. This can pressurize the profitability of M&S as higher bargaining costs can decrease their profit levels. It can be reduced by bringing new products which do not exist in the UK market so that negotiation can be stopped. As there are many retailers in the UK, substitute product threats are common for M&S. "Threat of substitute product" is high. It can be tackled by understanding customers’ expectations so that better service can be provided to the clients. M&S competition is huge as there are many retail companies present in the UK premises. Rivalry can be tackled by establishing sustainable differentiation so that they can compete better. Due to Covid-19, the company can engage with online websites to grow its business and boost the performance of the company. For creating competitive rivalry, the company is providing flat sales to female customers so that impulsive buyers can shop more and increase sales that can be beneficial for the organization.
[bookmark: _wdqzu5enog4r][bookmark: _Toc80116517]Critical assessment of the workplace culture and the cultural web of M & S
The set of practices and attitudes that the firm and its employees partake in to express its values may be characterised as corporate culture. Culture arises from the interaction of numerous employee and organizational characteristics. The company's organisational culture is developed solely via the implementation of relevant organisational strategy. Relics, values, and assumptions are three factors that form a company's culture. Significant items may be easily noticed within the workplace, such as the employee's supervision, behaviour towards others, communications measurement, and pyramidal structure, to name a few. The recognisable conduct of a corporation that defines its ideals, philosophies, and views as defined by its executives is known as organisational cultures. Executives in the Marks and Spencers company use a number of strategies to help people in functioning, dealing, sustaining, acting, and comprehending the organizations’ ability for them to grasp and enforce it in their jobs. The influence of the organisational culture on management and employees has an influence upon whether purpose is met, culminating in successes and failures (BBC News, 2021). The culture of Marks and Spencers is made up of the broadly recognized traditions and behaviors that its experts have developed, and all of these interactions have influenced and motivated individuals to engage with them or to oppose the firm's framework and methods (Warrick, 2017). M & S has a behavioural, ideological, and technique for dealing with the problem. The work needs to be more egalitarian, and the goal of evaluating must have an impact on the organization's culture, purposes, values, and also how individuals talk about organisations, as well as how individuals comprehend the company, dependent on other corporate missions, ambitions, and responsibilities. 

The objectives, opinions, routines, and actions of a firm's workers form its workplace culture. It emerges through years and manifests itself in a corporation's clothing, office hours, workplace arrangement, health care benefits, attrition, and recruiting practices. It also affects how the people interact with one another and with the external environment, as well as how they govern company procedures and processes (Warrick, 2017). Gerry Johnson and Kevan Scholes created the cultural web method in 1992. The theory entails examining the organization's existing beliefs and practises in order to design an efficient approach that corresponds with each part of the theory. This comprises the organization's tales, rituals, signs, frameworks, and procedures. To put it another way, it's about rethinking how to do things, changing unhealthy behaviors, and rebuilding a productive company culture. There are six elements of the cultural web to analyse the cultural aspects of a company. They are-
Stories- The corporate culture is shaped by the tales, beliefs, and narratives that exist in an organization. They become synonymous with recollection and also have an impact on the company's path. This could cover the history of the firm, how it came to be what it is now, and how it's been affected by significant figures over time. The M & S company too has a lot of stories and narratives prevalent in the market which shapes its culture. Being a company with a family culture, it is often perceived as a traditional and conservative company having a very conservative culture. The fashion products like the clothing and accessories it sells are said to be quite traditional and consrvative in nature by many analysts and is a common opinion in the market (BBC News, 2021).
Rituals and Routines- These are again other key elements which are a part of the cultural web and these are deeply associated with the culture of the company. The rituals and routines followed by the company M & S in all aspects arise from their hierarchical culture and autocratic style of leadership. M&S's rituals and routines had a significant impact on the company's culture. Because M&S is such an eminent company, it is unavoidable that a certain method of doing things develops (Corporate marksandspencer, 2019).

Symbols- Symbols are representations of an organization's nature. Because M&S had such a prominent hierarchical structure, it's only plausible that the company has a lot of symbols of status. Upper executives, for example, have the most privileges. Traditions may also serve as a representation of what is cherished inside a company. The reality that the CEO was chosen from a member of the family or an internal promotion, for instance, demonstrated that M&S respected and protected its historic culture although this has changed in recent years (BBC News, 2021).
Organisational structure- M&S has a flat organisational structure, which means there are just a few tiers of administration in between the executive level and the front-line personnel. This framework is used in the workplace to motivate staff to make more decisions. This framework is used primarily to reduce bureaucracy and empower people by enabling them in making choices. Because there are fewer management layers, interaction between senior administrators and subordinate staff is easier, allowing for faster change and issue resolution (Corporate marksandspencer, 2020).
Control systems and power structures- Marks & Spencer has a flat organisational structure which consists of delayering, which reduces the level of control and enhances the personal accountability of teams and supervisors. As a result, individuals are required to make rapid judgments and decisions from period to period, with the preparedness to discuss and achieve their goals, defend their statements thus raising their responsibility while not raising the institution's costs (Corporate marksandspencer, 2021).
[bookmark: _Toc80116518]Evaluate critically regarding the relationship between M&S current culture and efficiency in getting financial as well as non-financial performance
From the official site of M&S, it has been found that the company utilizes different strategies in their business such as sustaining, functioning so that customers can be satisfied with the service of the company (Stevenson, 2018). The culture of M&S is effective as it motivates employees to work precisely. Leaders and experts of the company always interact with their employees so that success can be bought. Through the cultural web, M&S are designing approaches so that productivity results can be achieved. It follows different cultural aspects so that financial performance can be boosted. Marks and Spencer always follow "autocratic leadership styles" which means that their professionals take decisions on the basis of judgments and ideas. In addition, it has been critically evaluated that the company follows a flat organizational structure so that employees can be motivated and faster change can be bought that can be beneficial for issue resolution.

[bookmark: _Toc80116519]Ethical Dilemmas
Ethical dilemmas can be defined as a problem that major companies faced while taking any specific decision. Ethical dilemmas can be due to poor work culture, unethical leadership, unrealistic goals, and harassment in the working environment (Schwartz, 2017). It is a critical issue various companies face that can lead to declining performance. Two ethical dilemmas that M&S is facing are controversial technologies and irresponsible marketing. Due to poor marketing, sales of the company are degrading gradually thus declining the brand value of the company. Poor marketing can affect the overall sales of the company as consumers cannot know the wide variety of products. Recently, advertising and marketing have become a significant factor as Covid-19 has forced businesses to engage with social platforms to attract customers. From an "ethical point of view", proper marketing can boost the sales of the company. Using different marketing techniques, M&S can bring positive culture to the workplace. 
Due to their controversial use of technology, the company has been facing problems in its business. Easier techniques have to be implemented so that every individual can incorporate technological advancements in operations.
[bookmark: _n7nscct3zja][bookmark: _Toc80116520]Conclusion
[bookmark: _2d18re8eqa1d]Organisational culture arises from the interaction of numerous employee and organizational characteristics. Marks and Spencer were the chosen organisation for this report. The company's organisational culture is developed solely via the implementation of relevant organisational strategy. Relics, values, and assumptions form a company's culture. It emerges through years and manifests itself in a corporation's clothing, office hours, workplace arrangement, health care benefits, attrition, and recruiting practices. This report has thus successfully pointed out the environmental analytics of the company as well as the analysis of its business environment and it’s changes along with its workplace culture. The cultural web was applied to analyse it’s workplace culture and the evaluation of the cultural relationship of the organisation along its overall performance. Also, the ethical dilemmas of the organisation were addressed in this report.


[bookmark: _nw1ffg80df0y][bookmark: _Toc80116521]Task 2:
[bookmark: _Toc80116522]Reflective essay
 The report conducted has enabled me to learn an array of aspects regarding organisational culture, workplace behaviours, environmental analysis of the chosen company etc. This work has made me attain several learning objectives that were a part of the report. The learning of the functioning of organisational culture and the workplace behaviours have facilitated my growth personally in comprehending the necessities for evaluation of various environmental threats as well as environmental analysis of an organisation as well as the need for several rituals, routines, symbols and controlling aspects within an organisation and this in return will render me a great magnitude of help in the near future when I plan on working for such an organisation like the M & S.  From this assignment, I have learned the essence of the PESTLE framework and the Porter’s five forces analysis. From these two I have learned how the organisation M & S has fared in recent times and how the micro environment has affected the company especially in the wake of the coronavirus pandemic and the threats that were hurled upon the organisation by the pandemic (Corporate marksandspencer, 2020). I have also learned from this assessment that any company's organisational culture is developed solely via the implementation of relevant organisational strategy. Relics, values, and assumptions are three factors that form a company's culture. Significant items may be easily noticed within the workplace, such as the employee's supervision, behaviour towards others, communications measurement, and pyramidal structure, to name a few. The recognisable conduct of a corporation that defines its ideals, philosophies, and views as defined by its executives is known as organisational cultures. The aspects of the cultural web along with the forms of culture the organisation practices were also something I learnt from this assessment.  
I have also gained a lot of skills while performing this research and as a result I believe it will assist me in my future endeavours. By conducting this research, I discovered that my style of learning is theoretical, which means that precise instruction, explanations, demonstrations, and concepts help me grasp things better. As a consequence, I developed the ability to make precise assessments and incorporate any scenario. It has improved my analytical skills, allowing me to make operations more efficiently. As a result, I now have skills to address issues logically and contribute to rational decision making, which will be beneficial in future for me whenever I work for an organisation. I excel in identifying and arranging plans to guarantee that it achieves long-term success within the company and this report has further enhanced this skill of mine. I have become more self-disciplined and I maintain excellent command since a greater standard of perfectionism has evolved in me. Because I am not impetuous, I look for ways to speed up projects instead of departing from them. By becoming more amiable after doing this project, I am able to understand each person's requirements and attempt to satisfy those wants by effectively working with them. Furthermore, I have become sympathetic and understand all key elements from the viewpoint of others.
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