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This slide shows the program of the presentation. The areas covered will be as follows: (1) Definition and importance of organisational structure and organisation charts; (2) functional structure with illustrative org chart for M&S; (3) divisional structure with illustrative org chart for M&S; (4) matrix structure with visualised org chart for M&S and (5) conclusion with a critical evaluation. Key management theories, in the form of Mintzberg's (1979) organisational configurations, are used to evaluate each of the structural designs and are complemented by current empirical evidence collected from M&S' annual report that is freely available, and also peer-reviewed academic literature from the inception of the brand in 2016 onwards.



Defining Organisational Structure and Organisation Charts
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Organisational structure is also defined as the formal structure through which tasks, roles, authority and communication are coordinated in an organisation (Robbins, Judge and Campbell, 2017). It dictates the partition, aggregation and interdependence of tasks within departments. The hierarchy can be presented in an organisation chart either as a representation of reporting lines, spans of control and interdepartmental relationship. A good structural design is important to have because it dictates the efficiency of operations, speeds response in the making of decisions and holds people responsible for their jobs. Burton (2020) provides an early indication that top up to twenty-five percent of the world's organisations underperform due to issues in alignment with strategy and structure. In the case of M&S, the company's revenue in FY2023/24 rose to £ 13.04 billion, which represents a supporting consider their intricate retail business structure (Marks and Spencer Group plc, 2024).



Functional Structure
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A functional structure organises employees by specialised business functions -- such as finance, marketing, HR, IT, and operations -- each led by a functional head reporting to the CEO. M&S' most common form for many years. Its major benefit is increased operational efficiency due to specialisation and economies of scale; however, it can lead to a ‘silo mentality', thus hampering cross-functional working relationships (Daft, 2021). In practice a strategic problem suffered by M&S since 2000 was that buying and marketing were two departments that had very few common interests and took too long to react to the changes in fashion. The organizational chart of this structure is a horizontal line with functional departments with lines of command down from the CEO. According to Mintzberg (1979), the appellation is ‘machine bureaucracy’ appropriate for stable, large scale environment.



Divisional Structure
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Divisional Structure involves grouping product, geography or customer lines with each division having semi-autonomous functional resources. M&S's divisional principles are located in the Food, Clothing & Home division along with the International division. This structure allows for quicker response to market requirements, such as M&S Food, whose revenue of £ 7.6 billion in FY2023/24 represents almost 58% of total group revenue and calls for a distinctive leadership. There is a human resource sub-function and others, including marketing and finance, within each division, with the CEO at the top of the tree. One major setback, as identified by Daft (2021), is duplication of resources, which also adds to the operational cost, a challenge that M&S have been facing where shared services have been centralised over the years.



Matrix Structure
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The matrix structure is a combination of functional and divisional structure; in this, all work units report to both functional and project or divisional managers. This two-in-charge format enables cross-functional team working and helps to manage. M&S has adopted the matrix-like working in its technology and transformation programmes, especially since it has announced a huge investment of £ 480 million on its digital infrastructure back in 2022 (M&S Annual Report, 2023). An org chart will reveal that there are certain employees who are in the cross-section of the vertical functional lines and the horizontal divisional lines. Although maximising flexibility, this gives rise to role ambiguity and conflict as a result of dual reporting relationships (Robbins, Judge and Campbell, 2017). Sy and Cote (2004) (as noted by Burton et al., 2020) discovered that there was a greater amount of matrix stress in organisations that do not have clear governance procedures in place, which is something that M&S have to manage as it would be detrimental for the business to have defined accountability.



Critical comparison of the three structures
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An analysis of the three designs suggests that there are no universal best designs as they each would be suitable for an organisation depending on its size, strategy and environment (Burton, Obel and Hakonsson, 2020). Stable, efficiency-oriented operations are best served by functional structures, which inhibit innovation. Divisional structures go hand-in-hand with market differentiation strategies, but can also lead to costs due to dispersion of resources -- a conflicting issue M&S can resolve by introducing shared services. Matrix structures provide the greatest levels of flexibility and integration of knowledge, but also result in the highest levels of management complexity. Galbraith (2014) argues that organisations are increasingly using hybrid design that combines functional efficiency and division responsive designs. This combination of centralised shared services with divisional teams being given more autonomy and flexibility to react more quickly to consumer trends is a strategic change taken by M&S since 2022 under CEO Stuart Machin, with contingency theory arguing that a combination of structures is best suited according to their contextual variables (Daft, 2021).



Conclusion
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To conclude, organisational structure is an integral part of how an organisation such as Marks & Spencer works, how tasks are co-ordinated, communication occurs and how they react to strategic issues. All three types of structure, functional, divisional and matrix, have their respective strengths and weaknesses. M&S exemplifies the deployment of all three: a purposeful lineage, a divisional product-focused business model that had revenue of £ 13.04 billion in 2024 (Marks and Spencer Group plc, 2024) and a new matrix model for technology-led transformation. According to the contingency theory and the models of Mintzberg, the structure needs to change as per its strategy and environment. The decision with regards to the effectiveness of the structure are not one-shot but are always a managerial responsibility that belongs to the present and needs to be evaluated. By grasping these designs, managing a clear grasp of accountability, response and high performance organisations can be created.
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