



Introduction 

This paper is an individual report based on a case study. It presents Marks and Spencer Plc's culture, starting from the early years of its establishment in 1884 and going further to explore the environmental factors that impact the organisation’s culture in the present day. Below is a PESTLE and Porter’s five forces analysis to identify how the global business environment affects Marks and Spencer company’s culture and what is the respond Marks and Spencer approaches. PESTLE Analysis looks over the Political, Economic, Social, Technological, Legal and Environmental situations and how they currently impact Marks and Spencer as a company or how they will impact it in future. Using Porter's five forces tool analyses how stable Marks and Spencer is on the market regarding its competitors and the bargain treats of customers and suppliers. The paper also presents McKinsey’s 7S (Alam, 2017) framework analyses of Marks and Spencer's inner structure, system, strategy and, how it operates its staff, what it is doing regarding the skills needed in its organisation. Also, companies' styles of leadership and companies’ shared values. Part two of this document points to an ethical dilemma Marks and Spencer faced as the company operated in countries with authoritarian regimes.

The impact of the environmental factors on the culture of the Marks and Spenser

[bookmark: _Int_p2ImNoXk]Marks and Spencer Group plc is a British retailer that sells a wide selection of its branded products, services, and third parties' goods (Marks and Spencer Group plc, 2022). Marks and Spencer's products include but are not limited to women's, men's, and kids' clothes, furniture, homeware, toys, food and wine, shoes and even bank and insurance services like credit cards, auto and home insurance, etc. According to (Statista, 2022), Marks and Spencer serve millions of consumers weekly, employs more than 65,000 people globally, runs more than 1000 locations in the UK, has over 450 locations worldwide, and operates in 30 countries. According to (Mellahi, Jackson and Sparks, 2002, p. 20), the company was established as a family business and its original culture resulted from the founder's family principles. In the first seventy years, Marks and Spencer had a culture based on fast turnover, honesty, and hard work, as was the business environment in those years. The company strictly followed the principle of preventing non-family members from taking leadership positions. Values such as loyalty and belonging were at the heart of culture in those years. To track and answer the question of how the environment affects the culture of Marks and Spencer nowadays, we will use PESTLE analysis and Porter's five forces. 
PESTLE

Political
We live in times of global and local changes and uncertainty associated. Locally, the United Kingdom government is about to be replaced, which leads to the political uncertainty that could affect businesses, including Marks and Spencer. A new government means changes to the law, taxes and workers' pay can be expected, directly impacting Marks and Spencer.
For example, in September 2021, the company announced the closure of eleven of its stores in France (BBC News, 2021) because of the difficulties the company is experiencing with customs controls and post-Brexit bureaucracy, which makes deliveries of fresh food and sandwiches to their stores impossible. 
The war in Ukraine is another significant factor contributing to the complicated business environment. Marks and Spencer have suspended their business in Russia (Marks and Spencer plc, 2022) as part of the measures against military aggression over Ukraine undertaken by enterprises and governments worldwide. As a result, the company needed to close fifty shops it had in Russia. That will lead undoubtedly to a decrease in total revenue and profits for Marks and Spencer.

Economical

The overall purchasing power of customers has decreased and is expected to continue to drop by the end of the year (Marks and Spencer Group plc, 2022). This contributed to the global pandemic that began at the end of 2019, which led to a decline in the economic development of the United States and the global market. Many households have lost a significant part of their income. The inflation rate is predicted to go up due to the economic uncertainty till the end of 2022 (Marks and Spencer Group plc, 2022).
Brexit has put pressure on the businesses with the imposition of new requirements and restrictions on Marks and Spencer, which have affected its business in its European stores. It also had an impact on Marks and Spencer's supply chain.  
The rise in oil prices following the war in Ukraine puts much pressure on the country's economic stability. Moreover, the Population life standards and purchasing power was already affected after the Covid-19 pandemic and Brexit, and it is facing even more pressure. Overall, the economic environment is unfavorable for Marks and Spencer businesses. 

Social

[bookmark: _Int_jPcY8AMM]Marks and Spencer have been in the UK market for over 130 years and are well known to the public. That creates an association for the customers with old fashion, especially for the youngest generation who prefers to shop online. Brands like Tesco and Morrisons are offering club cards for loyal customers with numerous price discounts and other beneficiaries. Scanning as you shop and self-service futures gives the customers a brand-new experience. Customers are used to shopping their food online and getting it delivered to their doorsteps, especially after the pandemic. Those latest trends are where Marks and Spencer have been entering recently, unlike other rival retail chains offering the above services for years. 

Technological

Faced with the need to increase its online presence and services, Marks and Spencer 2019 began working with an online food offering platform called Ocado and, for the first time, offered their entire grocery assortment online. All their goods can be found and purchased online now.
The so-called SPARK loyalty card has been re-launched with more enticing discounts and rewards for loyal customers and is available through a phone app (Marks and Spencer Group plc, 2022).
[bookmark: _Int_Dp1Jpjs1] Marks and Spencer, like other major chains, have also begun to deploy technology increasingly and offer a self-shopping system. Thus, Marks and Spencer are gaining a more significant share of customers, especially among the new generation.

Legal 

Recent changes in trade law after Brexit impacted Marks and Spencer as the company needed to cut a considerable amount of its’ business overseas, as already discussed above.
[bookmark: _Int_uQtjyDk3]Also, during the Covid-19 pandemic, new regulations were in place that affected Marks and Spencer directly as their business was in physical shops. Like many other businesses, Mark and Spencer needed to change their strategy and move their presence online.



Environmental

Marks and Spencer actively care about their business impacts on the environment. They are working to achieve the Net zero goal by 2040, calling this plan, Plan A (Marks and Spencer Group plc, 2022). 
The plan sets out rules and measures for the environmentally friendly production process and origin of materials for both clothing and food. The company also adheres to health and safety standards and efforts to limit environmental pollution.
Additionally, M&S offer fair trade goods. These make it possible for smaller retail companies to use environmentally friendly production techniques and incur lower production costs. They also launch a campaign. "Look Behind the Label" encourages customers to take daily actions to help reduce their carbon footprint.
Porter's five forces analyses

Porter's Five Forces Analysis is a tool that helps the company to define the competitive environment. The analysis looks at the treats of new entrants, substitute products, the bargaining power of buyers, suppliers, and competitive rivalry.

Threats of new entrants

Marks and Spencer are a company with a developed chain of clothing and food stores with over 1450 locations worldwide. The company have achieved this success in its long business journey with over 130 years of experience in its field (Marks and Spencer Group plc, 2022). 
[bookmark: _Int_LrXoNdZ1] The barriers to new entrants are high, which means the threat of new entrants is low. That is because it requires enormous capital investments furthermore knowledge and experience in operating this market. Again, even if the new entrant invests heavily, that is still not enough as they will need the knowledge and understanding of managing such an enormous business. 

Threats of substitute

The threat of substitutes is high. Food and clothing from Marks and Spencer can be replaced with goods from other stores. While the threat of new entrants is low, the threat of substitute products for M&S is high. The company trades clothes and food, which cannot be replaced, but these goods are also offered by many other chain stores and small or large businesses. M&S also offers banking services, but it is not their primary business. Significant threats to the company in the food sector are store chains such as Waitrose and Co-op, as well as giants such as Tesco and Asda, which offer a range of groceries and household goods, as well as a line of clothing at a much lower price than M&S's.

Bargaining Power of Buyers

[bookmark: _Int_2qzWXPRL]An extensive range of store chains makes this business extremely competitive and gives customers a great choice and the power to choose. Customers are oriented to find the best quality at the best price accompanied by quality and service. It is challenging to keep customers, as the switching cost is low or none. Due to high competition, customers have the power to set rules and the market. That makes the threat in this segment high.

Bargaining Power of Suppliers

M&S does not trade in finished goods but produces them themselves. This gives the company an advantage of selling their goods for a more significant profit than their competitors, as it saves the intermediate trader the profit. In addition, the company buys raw materials from many different suppliers, so the cost of change is low. Also, M&S buys wholesale, which gives them the power to purchase at low prices from suppliers. The conclusion is that the strength of suppliers for them is low.

Level of competition

[bookmark: OLE_LINK1][bookmark: OLE_LINK2]The retail industry faces intense competition. Given that it sells essential goods, M&S is particularly open to competition. M&S is up against rivals like Topshop, Next, Zara, and John Lewis, in addition to supermarkets like Tesco, Asda, and Sainsbury's. Its’ online competitor is Amazon.
Marks and Spencer's culture promotes ethical behaviour among employees. McKinsey 7S framework. Ethical dilemmas are influencing the culture of M&S. 

The McKinsey 7S model is a strategic tool that helps the company to achieve its objectives (Channon and Caldart, 2015). It analyses seven elements that can be divided into two categories: hard and soft. Hard components are strategy, structure, and systems. They are easier to recognise, more solid, and directly under the control of the organisation's leadership and management. Soft components are staff, skills, style and share values. They are harder to manage but are the base of the organisation.

Strategy

Marks and Spencer Group Plc's strategy is to balance short-term cost savings and the long-term goal of protecting its competitive advantage (Marks and Spencer Group plc, 2022). Customers believe that the goods and services provided by Marks and Spencer Group Plc offer "value for money" plus a little bit more. In its ambition to grow market share through price competition, the corporation should refrain from making expense cuts resulting in defective products and services.

Structure

M&S has a flat organisational structure, which includes a few tiers of administration between the administrative level and front-line staff members. This organisational structure promotes increased employee decision-making (Horwitz and Neville, 1996).
Due to the pandemic, the company's present organisational structure and supply chain management have been affected. Marks & Spencer Group Plc aims to become a more resilient organisation and better prepare for future shocks of a similar nature by diversifying its suppliers geographically (Marks and Spencer Group plc, 2022). 



Systems

To guarantee that business operations are conducted successfully and that there are no conflicts or disputes, Marks & Spencer Plc has established clear procedures regarding HR, Finance, Operations, Supply chain management, Strategic leadership, and other departments in the organisation. The methods are created so the performance can be monitoring and control. Those methods are based on the different departments' specific nature regarding various tasks and responsibilities. The goal is that M&S can control the processes within the organisation to run smoothly and upon the organisational plan.

Staff

Around 65000 people work for Marks & Spencer Plc across its international divisions. Both internal and external hiring is used to fill various tasks and positions. All employment roles and responsibilities are created to make it easier to accomplish corporate objectives. As a result, Marks and Spencer Plc’s workforce is skilled enough to meet the company's goals (Marks and Spencer Group plc, 2022).

Skills

[bookmark: _Int_kIjZ2Hcu]In-house training is provided to all workers so they are familiar with the business and its principles. External training is offered in addition to internal training to raise skill levels. All job roles and positions are designed to facilitate achieving business goals. As such, the employee skill level at Marks and Spencer Plc is sufficient to achieve the company's business goals. 
Marks and Spencer Plc can create a systematic training and development programme for those who operate from remote locations. 

Style

[bookmark: _Int_QivPzmbI]Marks and Spencer can involve its employees in managerial decisions and decision-making using a participative leadership style. This enables the leadership to regularly communicate with the staff and other organisational groups to spot potential problems and get feedback on tactical and strategic decisions. This leadership style allows Marks and Spencer to develop organisational commitment and ownership among staff members and other stakeholders.

Shared Values
M&S's Mission statement follows: "To make aspirational quality accessible to everyone, through the depth and range of its products” (Marks and Spencer Group plc, 2022).
Marks & Spencer ensures all its job responsibilities and duties are consistent with its guiding principles. This means that Marks & Spencer Ltd will always reflect its basic principles and will not stray from them in any of its activities, strategies, or strategic tactics. To ensure that the organisational culture is consistently upheld and, if necessary, systematically transformed, the company will continue to ensure that all change management techniques and procedures reflect the core principles.
Marks and Spencer aim to run a sustainable business which is commercially successful and, on the other hand, socially and environmentally responsible (Marks and Spencer Group plc, 2022). The company works towards being a responsible employer concerning diversity, clear communication with its employees, reward, etc. 
However, According to Ethical Consumer's research, Marks and Spencer operated in several nations that the organisation deemed to be under the control of oppressive regimes, such as India, Kazakhstan, Libya, the Philippines, Russia, Saudi Arabia, Thailand, and Vietnam included in this. This contradicts the company's vision to build itself as a responsible employer and non-abuse human labour. This is an ethical problem that could seriously damage the company's authority.
Recommendations that will improve M&S workplace culture. 

[bookmark: _Int_eYkml6mz][bookmark: _Int_Uzxeu1O7][bookmark: _Int_dD1JfEH0]In general, Marks and Spencer are a company with good leadership and an approach to dealing with demanding situations. The company has survived the market for over 130 years and is hugely successful. Not only has it survived, but it has evolved to vast amounts of massive international participation. We live in an age where technology and knowledge are widely available and evolving—changing, witnessing upheavals such as a global pandemic and a war threatening to affect the entire world, at least seriously. For Marks and Spencer as a company, to think outside the frame would be constructive advice. As an organisation that has existed for decades, it needs to take a more flexible approach to changes. The preference of the new generation, especially, is to shop online from the convenience of your home. This saves time and gives customers the right to a vast selection of online shopping platforms. Marks & Spencer is already making changes in this direction by making it possible for online shopping of their entire assortment. However, they need to continue to move in this direction and offer new and better services than their competitors. Currently, they are catching up with the leaders in that field. They need to think of something new and creative to offer on the market that will give them an advantage over their competitors.
Marks and Spencer need to reconsider their presence in counties with authoritarian regimes, where the ethical dilemma regarding human rights might occur. That will damage companies' principles of a responsible employer and will be against M&S' shared values and culture of respect, diversity and inclusivity.
Conclusion 
Marks and Spencer are one of the biggest British retailers, operating over 1450 locations in 30 countries worldwide. Companies' culture promotes and adheres to Plan A for Zero Net waste business. The company is showing transformation after the pandemic and post-Brexit challenges and works towards the obstacles in the current challenge for any business worldwide. They followed the trend of their competitors and represented their new loyalty card, Sparks. Also, the company has all its assortment available online now. All that was done as a part of their post -Brexit and post-pandemic transformation and to keep their position in the market stable. Marks and Spencer are trying to keep its image as a luxury brand and to make quality products available to everyone. For Marks & Spencer, quality, globalisation, and diversification are crucial goals. The company management is making changes to compete with its rival in the online market, satisfy customer demands, and gain a more significant part of that market. Marks and Spencer faced post-Brexit bureaucracy and changes with the need to close some of its shops for fresh food as the high quality of the products they sell is an essential part of their company culture and shared values. 
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