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Introduction

The purpose of creating this report is outlining the workplace culture of the retail company Marks and Spencer based on research and applying different tools to critically assess it. 
In the first part of the task a critical assessing on the impact of the environmental factors in the workplace culture of Marks and Spencer will be made. For this to be done, an overview of the organisation using the “PESTLE Analysis” model will be done. 
On the second part of the report, a critical appraisal of the culture that the chosen organisation is having will be done. After that, a discussion of one ethical dilemma that could influence the culture of the company will follow. For that to be done, the tool that is going to be used is “MCKinsey’s 7S framework”.
For the third part of the report, a review on the barriers to the effective functioning of Marks and Spencer’s culture will be done, using the “Beer’s Silent Barriers Model”. After that has been accomplished, some recommendations based on the information gathered will be done, with indications. 
After all the tasks above have been finalised, a short conclusion with the main ideas and recommendations of the report will follow. 



[bookmark: _Hlk109219895]Task 1: Critical assessing of the environmental factors

As mentioned in the introduction, the first part of this report will include a critical view of the environmental factors that influence M&S’s (Marks and Spencer) workplace culture. 
· What is the workplace culture? 
According to  Agarwal (2018), workplace culture is “the shared values, belief systems, attitudes and the set of assumptions that people in a workplace share.” In other words, workplace culture means the way in which all the employees of a working environment communicate, plan, and conduct different tasks, and all other things that the same employees might do at their workplace on a daily basis. 
Different factors might affect the workplace culture of an organisation. One example for this can be the environmental factors of the workplace. 
· What is an environmental factor? 
According to (Market Business News, 2022), an environmental factor “In the world of business, it refers to all the identifiable elements in the economic, political, regulatory, technological, and demographic environment that affect how a company operates, grows and survives.” 
There are different environmental factors, that are classed in two big groups. First type of environmental factors is the internal, and the other type is external. 
The internal factors are the ones that usually are taken from the inside part of an organisation. Some examples of internal environmental factors can be the leadership structure of a company, or even the employee’s ability level and diversity. 
The external environmental factors of a workplace culture can be linked to anything from the level of competition around the industry where an organisation counts as a member, to even governmental policies which are part of the political environments towards a company. 
Usually, the external factors are the ones that can affect an organisation the most, because of their nature of changing periodically based on different factors. 



· PESTLE Analysis 
Using the tool mentioned in the introduction, PESTLE Analysis, an overview on the environmental factors that might influence the organisation’s workplace culture will be included. 
According to (CIPD, 2022), “A PESTLE analysis studies the key external factors (Political, Economic, Sociological, Technological, Legal and Environmental) that influence an organisation.”
To use this tool, each of the factors mentioned above will be taken, described, and emerged in the context of the report. 

· Political factors

The Political Factors of an organisation are linked to all the government policies that an organisation must be in line with to operate normally and in safe conditions. Those might include commercial regulations, laws that include changes in the valued added tax (VAT) or even changes to the annual minimum wage. 

· Economic factors
The economic factors have the biggest impact on how a company deals with business and how profitable the company is with the services that they provide. Some of the economic factors of a business can be the interest taxes, inflation, or economic growth. 

· Sociological/Social factors
Those factors, that are also known as socio-cultural, are relating mostly to the beliefs and values shared by a population. Any of those factors could be the age distribution of the population, or the decreasing and growth of the population. This type of factors can be very important for organisations because they have a direct effect on how much the members of the market understand their customers, and what they stand by. 



· Technological factors
The technological factors have their impact on how quick technology evolves in a society, including different industries that are part of them. Some of the technological factors might include the ways in which different businesses are producing and distributing their services to the public. If the technology evolves, then the way in which organisations are manufacturing and advertising their products will evolve. 
· Legal factors
The legal factors are another important type of factors that can affect organisations. Examples can be the health and safety laws, product safety laws, consumer rights, and product labelling. Some organisations can be affected positively if any of those laws change, while some can start facing difficulties in operating normally and in safe conditions for the employees. 
· Environmental factors
Those factors are linked to all the things that are affecting the environment on a global scale. Some examples of those factors are the pollution targets set by the law, or the carbon footprint targets. Those factors are very effective in affecting organisations nowadays because the ways in which some companies provide and manufacture services for the clients are not as environmentally friendly as others. Knowing this, many organisations are slowly forced to change their raw materials or machineries used for providing their products based on different zones across the globe. 

Taking all the external factors of the PESTLE Analysis in consideration it can be confirmed that M&S is one of the many organisations that can suffer cultural changes based on all the known factors more or less, depending on the context. 

All the factors are important in their areas, but in M&S’s situation, based on their new released project “Plan A”, the legal, political, and social factors play a very important role, purely because those factors are in tight link with the current and potential employees and customers, and the laws and regulations that are offering the organisation different opportunities to develop their project quicker or slower. 

In terms of legal factors, new health and safety and product safety laws might be released in the future, that could make “Project A” become a failure or a granted success.
On the political factors side, annual minimum wage might affect the company’s employability power, since the project that has been released it’s emphasising the establishment of minimum standards linked to the recruitment process. This could lead to considerably higher numbers of employees that will have to be paid more. 
The social factor’s role in this situation might also affect the “Plan A” project, in case that population decrease could appear. This would mean less potential new employees, but most important, less customers.

[bookmark: _Hlk109219937]Task 2: Critical appraisal of culture and potential ethical dilemma
As mentioned in the introduction, the second part of this report will include a critical appraisal on the organisational culture of M&S. After this will be done using McKinsey’s 7S Framework, a short discussion of one ethical dilemma that could affect the company’s organisational culture will follow. 

· [bookmark: _Hlk109219557]McKinsey’s 7S Framework
According to (Mindtools, 2022), “The model was developed in the late 1970s by Tom Peters and Robert Waterman, former consultants at McKinsey & Company. They identified seven internal elements of an organization that need to align for it to be successful.”
There are two different types of internal elements of an organization. The two are soft and hard elements. Each of the two contains a few different elements called: 

· Hard: Strategy, Structure, and Systems
· Soft: Shared Values, Skills, Style, and Staff

The reason why those elements have been classified in two different types for easier identification purposes. 
The hard elements are the elements that can be easily identified in an organisation, and they can be directly influenced by the management. 
The soft elements are the other type of elements, that can be also identified and described, but in a harder way. They are also uncontrolled, and the only factor that can influence them is the company’s developed culture. 
Although they are different, all the elements must be considered important in bigger organizations. 

· Strategy
This element outlines the company’s plan of creating and keeping a competitive advantage in the industry where the company is operating. This information can be obtained easily from the management team and can be also modified in different situations. 
· Structure
The structural side of the business has to do with the ways in which the company has been organized in different departments, and who leads each one of them. The structure can be always changed due to different reasons by the management team and can be quickly shared around all the staff.
· Systems
The systems are linked to all the daily activities that the staff are doing towards the company. Since those are operating with the ways in which daily activities are done, they can always be changed for improvement purposes and easily announced to the staff.
· Shared values
The most important values of the company that reflects its work ethic. This element is quite complex, and details about it can be only obtained by conducting research around the working environment. They can only be changed through staff members attitude, so it can take a while to be modified.
· Style
The style of leadership that the organization has adopted to be used in its environment. The leadership style it’s also quite hard to be obtained from a workplace and can only be done through investigating the ways in which the management team is leading the staff on long-term periods.


· Staff
All the employees that work for the same company, and their general attributes. All the employees are different, so it can be difficult to measure this element for a variety of reasons, based on each of the staff members.
· Skills
The actual physical or mental abilities that the employees have. Although some of the staff’s skills are known from the recruitment process, it can be hard to know all the abilities that all the staff members have at a workplace.
According to (CFI, 2022), “The focus of the McKinsey 7s Model lies in the interconnectedness of the elements that are categorized by “Soft Ss” and “Hard Ss” – implying that a domino effect exists when changing one element in order to maintain an effective balance.”
Based on this information, and the project that M&S has announced to start, the elements of the organization’s efficiency might decrease in the future, if the project will not be appropriately applied and monitored.
If M&S will establish the minimum requirements to recruitment, reward, employee relations and their ability to communicate their views, the shared value of the company might be affected overtime by having too many different employees that don’t interact enough with each other. Lowering the rewards to the employees will also decrease their interest in going for the extra mile at the workplace, which means less efficiency.
Overall, the new project that M&S have released might influence the organisation too much, to the point where it will be totally different from many aspects of the business.

· Ethical Dilemma

According to (Cambridge Dictionary, 2022), the concept of something ethic is “a system of accepted rules about behaviour, based on what is considered right and wrong.” 
In business terms, a decision taken in a business that doesn’t respect some moral values can be called unethical. 
An ethical dilemma, according to Hedge (2021), is “a conflict between alternatives where choosing any of them will compromise some ethical principle and lead to an ethical violation.”
One potential ethical dilemma that M&S that might face could come from the decision of developing “Plan A”. From a point of view, the purpose of creating this project, based on the information provided by M&S, can be called ethical. 
On the other point of view, the existing employees that didn’t have the chance to benefit of the new directives requested in the recruitment process by the company’s management team will feel like this approach over the company’s morals it’s unethical. 

[bookmark: _Hlk109220002]Task 3: Barriers to the effective functioning

For the last part of this report, a review of the barriers that can affect the effective functioning of M&S’s workplace culture will follow. 
The framework that will be used to complete this task will be the Beer’s Model. 
· [bookmark: _Hlk109219635]Beer’s silent barriers model
According to (Free Management eBooks, 2022) “Mike Beer, a Professor of Business Administration at the Harvard Business School, has identified six 'silent barriers' that cause teams to under-perform.” 
The six barriers that Professor Mike Beer has identified are the following:

· Unclear strategy and values, and conflicting priorities – those issues can appear from the lack of interest that management teams spend on creating good strategies to be followed in their organizations, and from conflicts that come from the different priorities that can’t be done at the same time. 
· Ineffective senior team – this barrier can develop from the poor effectiveness that the senior teams provide through their approaches on different areas of the companies that they lead. 
· Unbalanced leadership style – this happens when the leadership style of an organization has areas where it’s too relaxed, or too strict to their staff.
· Poor horizontal communication – this issue can appear when the communication vehicles around a business are made in such a way that when important information must be disclosed to all the staff might not reach every single member or the information is not described in specific terms. 

· Poor leadership, management, and development – again, this issue might appear at the senior team level of the company in question, where the members are not properly trained to lead in an effective way, because of the poor development strategies across the senior team staff.

· Poor vertical communication – this barrier appears on the vertical level communication across of a business, which means from a lower level of a company to a higher one. An example would be a member of the operative staff communicating to one of the managers. 

The theory made by Professor Michael Beer also suggests that in order to make some if not all the silent barriers to disappear, the senior teams of the companies that face those barriers must focus more on setting priorities in order, making sure that the staff is capable of fulfilling different tasks at a managerial level, but also operative, and set expectations of the business that are more appropriate to the current state of their business. 
The theory also mentions that the culture adopted by the staff across a workplace can help in overcoming the specified barriers. 

Based on the current situation of M&S, the management team of the company might start facing some of the barriers in the future if they don’t focus enough on setting some higher level of recruiting procedures while putting “Plan A” in application. 
Also, the minimum respect awarded by the management team of M&S to the ability of workers to engage and offer their views on different aspects at the workplace might also lead to experiencing more barriers. 

Taking the above statements in consideration, the first recommendation that can be given to M&S in order to avoid barriers in having an effective functioning will be to emphasise more with the views and engagement of the staff across the company. This will permit the workers to share their own ideas, and possibly personal issues that they are facing in their working experience, which would be an ethical move that can increase the brand’s reputation., and the effectiveness of the employees.
Second recommendation that can be given to M&S in regard to their current situation can be setting new recruitment targets for staff with more experience in development of skills that can help the new staff in the future to learn and use new skills quicker. An example would be advertising some job vacancies for trainers on different areas. 
Conclusion

Asa conclusion to this report, it can be confirmed that the main purpose of crating it has been achieved, which is to analyse the workplace culture of the chosen organisation, Marks and Spencer.

The tools that have been used in the main body of this report have been the following: PESTLE Analysis, McKinsey’s 7S Framework, and Beer’s silent barriers model. All the tools have helped in identifying the workplace culture that the chosen company is adopting, and what are the barriers that might affect it in the future.

Based on the information obtained from using the tools mentioned above, two recommendations have been given on how to avoid facing difficulties in maintaining and improving the company’s effective function.
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