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Introduction 
The aim of this report is to provide analysis about the culture within the Marks & Spencer organisation. Using the appropriate tools such as PESTLE which will critically assess the impact of the environment as well as explaining the barriers to the effectiveness of Marks and Spencer's using Porters Five Forces model like threat of entry. The report will show what an ethical dilemma could be for Marks and Spencer and how recommendations can positively impact the organisational efficiency. Mckinsey’s 7s framework will also be shown in this report as it allows you to see the internal elements of the business such as strategy, structure, shared values, it will provide a critical appraisal of the culture.




























































What is Organizational Culture?
Organisational culture according to (Needle, 2004) is based on shared values, attitudes, beliefs, customs, written and unwritten rules that have been developed over time and considered valid (The Business Dictionary). Culture also includes the organisation, vision, values, norms, system, symbols, language, assumptions, beliefs, and habits. However, even though Needle, 2004 and others may express how the construct plays out in the workplace, others have defined it as a set of shared assumptions that will guide business in the right direction by defying appropriate behaviour for different situations. Organisational culture affects the way people and groups interact with each other, stakeholders, and clients. Not only that but organisational culture can influence how much employees identify with them organisation. (Schrodt,2002)
The impact of the environmental factors on the culture of the Marks and Spencer organisation is shown by a pestle analysis below. A pestle analysis on Marks and Spencer covers various elements such as political aspect, economy, and others. Pestle analysis is a strategic management tool that businesses use to identify macro-economic factors that it needs to cover. (Boyce,2021)
Pestle Analysis 
Political Factors
The political factors of Marks and Spencer is that its free trade policies have been a massive political benefit to Marks and Spencer and its 1500 stores overseas. (M&S, 2022) Because Brexit caused a lot of problems, Marks and Spencer lost a numerous number of employees, customers. Stores overseas had to either shut the business down or increase their prices which lost them customers. When it comes to the external factors that a business has no control over it can cause a major shift for the employees and organisations for example look at covid 19 that came out of know where and it did not just affect the UK it affected the entire world and even though marks and spencer sells food and other items such as clothing they still lost a lot of customers due to people being sick, However, it did not change the  commitments to their global sourcing principles  or the commitments to be transparent and collaborative.
 Marks and Spencer took immediate action by paying for all shipped producers before production was temporarily halted, and suppliers got prompt access to cash regardless. And not only that but with Marks and Spencer being in more than 40 countries the global political situation and the political climate for every country in which they all have operations can influence the bottom line of Marks and Spencer.(M & S,2002) 
Bearing in mind the laws created by the European Parliament affects the business overseas like in Spain and other countries who are bounded by the law of the European Union. However, Marks and Spencer stores in the UK are not highly affected by the law making of EU because the UK has an option whether to abide by the law or not.


Economic Factors
Economics factors that affect Marks and Spencer are things such as saving rates, economic cycle, inflation, and interest rates and no matter how important the current economic growth is so is the economic growth for the future. One of the economic factors that Marks and spencer is facing is the fact that a lot of retailers in the current market are now shifting more to smaller retail stores which provides a lower makeup price and that leaves Marks and spencer to retain a premium status.
 And with the rising of income Marks and Spencer are losing their consumers to more of the trendier shops and budget stores with cheaper prices. So, the culture Marks and Spencer once catered for are no longer able to buy luxury items they once were able to. With Marks and Spencer being in the consumer business it has been affected significantly by the income level of its potential customers because the consumer income level is dropping significantly low in the UK for example in 2001-2002 the disposable income growth in the UK had fallen by 3.2% to 0.3% in 2008-2010 which indicates that the purchasing power of consumers has been quite stagnant for a few years. (M & S,2022&) And with consumers income falling the consumers consumption falls as they are not able to by the luxury items they would have done before. 
Social Factors
Social factors that are affecting Marks and Spencer today include the demographics and skill level of the population, and the changes in consumer tastes and lifestyle. Marks and Spencer are a long-standing business, so their demographic data appeals to a different target market and this has a major implication on how they handle current trends in the market. Because with the younger generation buying clothes and other products online Marks and Spencer are left with hardly any culture within the workplace so to gain more organisational culture Marks and Spencer must look at their demographic target market again because there are so much new trendy retails chains popping up everywhere and that could leave Marks and Spencer to become a less trendy brand for potential customers, especially the younger generation.
Technological Factor
There are two technological factors affecting Marks and Spencer which are online shopping and the self-checkout service, with these factors being so popular with the new generation it takes away from the interaction of customers and employees because customers can just walk into Marks and Spencer and pick up their items and head straight to the self-checkout and not have to interact with Marks and Spencer staff so that loses the verbal communication of the organisational culture with one another. However, this trend was designed to help retailers save money that might have been spent on the cashiers and Marks and Spencer has already implemented several self- service checkouts throughout their stores and as much as it may take away some aspects of interaction it shows that Marks and Spencer are changing with the times to cater for the new generation which keeps the culture of the organisation going. And the other factor is online shopping and all though Marks and Spencer have established a strong ecommerce presence they have taken the approach to sell clothing online but does not sell food online which gives other competitors that little bit more advantage. Marks and Spencer annual report (2022)
[bookmark: _Int_iZJ5fOTE]Marks and Spencer invested in a lot of money to transform the organisation, they invested in modern technology like teams and have provided some stores with headsets to be able to communicate better with one another.
Legal Factors
The legal factors within Marks and Spencer are that they have regulations for standard packaging they are eco-friendly Aswell as keeping their employees up to date with training sessions in areas such as health which they undertake every year which keeps them up to date with the current laws and legislation.
Environmental Factors
Marks and Spencer have developed a program called Plan A 2025, it is driven by two basic dynamics, the first one is the share scale of global socio-economic and environmental challenges confronting them all. And the second dynamic is the speed at which their customers lives are changing. The Pan A 2025 is to strengthen their commitments to address issues this forces them to address questions to which they don’t even have answers for yet, however, they must address these if issues if they want to become a truly sustainable retailer. (M & S, 2022)
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Does the Culture of Marks and Spencer promote ethical behaviour among employees?
Marks and Spencer do provide ethical behaviour amongst their employees they are driving a sustainable business that is both commercially successful and socially and environmentally responsible. They believe in treating all their employees in the UK and overseas with respect by providing a safe and healthy environment and having an organisational culture which brings personal development, inclusivity, and diversity to the business. Marks and Spencer
 know it is their employees that makes Marks and Spencer a successful business. By employing different people in different countries shows they do promote ethical behaviour amongst their employees. They take employment laws and social norms and commercial into consideration. (M&S, 2020)
Marks and Spencer have a priority to ensure that their suppliers pay a fair price to their workers as well as having a zero-tolerance policy on issues such as modern slavery, harassment, discrimination. (M&S, 2020)
 
Mckinsey's 7s Framework
Mckinsey's 7s model was developed in 1980s by Mckinsey consultant Tom Peters and a few others, the model is a tool that analysis the organisations by looking at the 7 internal elements such as strategy, shared values, skill, structure, style, style, staff. The model has been widely used by academic's practitioners and remains one of the most popular strategic planning tools.
Strategy is a plan that is developed by the firm to achieve sustained competitive advantage and successfully compete in the market. Marks and Spencer were able to do so by creating a family business that sell high-quality, excellent value and owned-brand products and services, customers of Marks and Spencer perceive their products and services do deliver value for money plus a little bit extra. Marks and Spencer have a belief that caring about the impact on tomorrow's world and not just the world of today it is not only simply good citizenship, but it is good for business.
For example, Marks and Spencer have been the leaders of environmental, social and governance across the industry and are proud that as a retailer that their customers trust them to sell products that are sourced and made with care. (M&S.com, 2020)
Structure represents the way business divisions and units are organized and includes the information of who is accountable to whom. So, if we look at the structure of Marks and Spencer you can see that they have a flat organisational structure that has limited levels of management and administrative level and front-line employees, this type of structure is to encourage employees in more decision making. The executive team at Marks and Spencer have been focusing on the improvement of talent planning and keeping a high-performance of the culture with the introduction of a leadership framework and models to help give clarity on what great leadership should look like in Marks and Spencer.
[bookmark: _Int_bFcKBlr2]Systems are the area of the firm that determines how business is done and it should be the focus for managers during organizational change.” (“Exam 1 Study Guide - Principles of Management - Principles of ...”) Marks and Spencer are using a system called TEAMS as a gateway to different services, utilising its high adoption rates, marks and spencer have fully digitised the operational communications that go out to most of the store through the TEAMS platform. They have also provided 25 stores with headset so that colleagues can talk to each other while being on the move, this system helps cut time by helping colleagues to spend more time with customers
[bookmark: _Int_UMl7M51A]Skills are the abilities that the firm’s employees perform very well in and with Marks and Spencer having 65,000 colleagues across their stores they demonstrate extraordinary passion for the business, delivering outstanding customer service while bringing extensive technical skills and expertise in areas such as fit and product developing and sourcing. Marks and Spencer like to train up their staff instead of hiring outside the business however, they also know new employees brings new skills and with marks and spencer transforming itself to continue to be successful business they are all for new challenges and skills. For example, in 2018 they have been investing in the skills of their teams with over 1,000 colleagues from across the business they have been upskilled through their data skills pathway. (M&S,2022)
[bookmark: _Int_lS0dnzxG]Staff element is concerned with what type and how many employees an organization will need and how they will be recruited, trained, motivated, and rewarded. With Marks and Spencer having more than 65,000 employees across more than 800 UK stores they use a range of different methods and tools to help motivate its staff without spending too much money using cost-cutting methods and techniques like technology to engage with staff. Marks and spencer have “our people principle” where they have a vision of being a responsible employer while establishing standards with respect to recruitment, employee engagement, employee relations. Rewards and how employees can communicate their views. (M & S, 2022)
Style Marks and Spencer has more of a consultive management style, where the leaders have the authority to make decisions. They communicate by listening and asking for their team members viewpoints before making their final decision. This allows the employees to feel more involved in the company.
[bookmark: _Int_OKKWnbGI]Shared Values Marks and Spencer is a leading British retailer, with a unique heritage and strong brand values. Marks and Spencer as a brand have built their company on core values such as quality, innovation, service, value, and trust. Their mission is to make aspirational quality that is accessible to everyone, through the depth and range of its products. (M&S, 2022)
One Ethical Dilemma Likely to Influence the Culture of Marks and Spencer.
[bookmark: _Int_g539ANWo][bookmark: _Int_alvApjpp]One ethical dilemma that could influence the culture of Marks and Spencer is that they do not cater for all when it comes to their clothing range, and this could lead to them being seen as unfashionable for new customers and existing customers. For example, they might want to look at varied materials, provide clothes that are more fashionable for plus size people, look at the younger generation and see what it is that they are into. Clothing proved to be the chains undoing as sales fell 19.4 per cent in December and 25.1 per cent across the whole third sector. (Shapland, 2021)
[bookmark: _Int_0dBlR4hi]Even though Marks and Spencer may remain as the UKs biggest seller for clothing by value, they have been losing ground because they have not yet found a price and fashion formular to compete with other big stores like Primark and other new online labels like Boohoo. For example, if you look at the pandemic dilemma that happened, Marks and Spencer supermarket operation was not strong enough to support the top line which dropped by 12 per cent to £8.9bn. Whereas in the previous year they had a pre-tax profit of £67.2m and that swung to a 201m loss. (M & S, 2022). 
[bookmark: _Int_ray0wx0F]Before the pandemic happened Marks and Spencer proportion of sales from clothing products were falling because of the new trendier stores. Marks and Spencer do not know if something like this would happen again, however, they have been making drastic changes to transform their clothing products as well as the organisation on a whole. Their setting out to build a confident clothing and home business which offers modern and stylish products of excellent quality and value to customers. (M & S, 2022)








Explain the barriers to the effective functioning of Marks and Spencer’s culture,
[bookmark: _Int_mEis4GkV]One of the silent barriers are threat of entry because with the number of new online stores like Boohoo, Shien, I Saw It First, who are not only taking over but are also winning over new customers with their products and reasonable prices and are becoming extremely popular. And with these new entrants moving into the industry, it gives them the opportunity to gain market share and can cause rivalry with other competitors by deliberately lowering prices to force rivals out the market. These are a big threat to stores that have been around a long time like Marks and Spencer have been. 
[bookmark: _Int_BU5sh6X3][bookmark: _Int_fq73lvjW][bookmark: _Int_diYOpucM]Training and development are also a barrier that can affect Marks and Spencer if they do not provide the right training and development. Opportunities, personal and performance of the business could affect the organization. Having an ineffective senior team / management could be a silent barrier for the business as fast decisions need to be made to keep up with the times. And if the management team are not motivated or properly engaging themselves that is a big barrier within itself.
Recommendations
[bookmark: _Int_up7CzVnf][bookmark: _Int_EWABWbgD][bookmark: _Int_pkOv1YMK][bookmark: _Int_p4cgCJ6Y]I have been speaking with some of Marks and Spencer customers and what I have gathered is that even though they provide nice high-quality clothing their garments are too short in length and that is in most of their sizes from plus size to small. And some customers would prefer long length, especially in the winter. So, I would recommend Marks and Spencer to look at its clothing range and do a survey on what customers would like or even look at how other organizations and online retailers produce their products buy keeping the value and quality the same. I believe this would help enhance Marks and Spencer because customers value quality and customers of Marks and Spencer really care about how the products are made. (M & S, 2022)
[bookmark: _Int_OYiKyVQJ]If you were to look at the store in Birmingham for example, they have three floors and they have not yet provided any toilet Falicity's for its customers, and I think the times we are living in toilets should be provided in all big stores. I would personally Recommend Marks and Spencer to consider this in the future as it would help its customers especially those with a disability and that could have a positive impact on the organization as it would make it easier for them if Marks and Spencer were to do the right thing and make a difference.
I have never shopped in Marks and Spencer myself and that is because I do not hear much about them considering it has been around since the 1880s. So, for me I would recommend they advertise a bit more on social media platforms as there is a lot of people using social media now. Apart from their gym wear for woman there is not much in there that is appealing to me, however looking at their annual report they now have added denim to their range as well as a kid's range.
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