STUDENT NAME     : ELENA TUDURACHI

STUDENT NUMBER: 1711206

MODULE NO           :  BMSK5005

MODULE TITTLE     : WORKPLACE CULTURE AND ITS    IMPACT ON ORGANISATIONAL EFFICIENCY
[bookmark: _GoBack]
SUBMISSION TITTLE: CRITICAL ASSESSMENT FOR WORKPLACE CULTURE IN MARKS AND SPENCER

LECTURER NAME     : RICHARD SMALL 

COUNTED WORD     : 4278


Table of Contents
Introduction	3
Company Overview	3
An assessment of workplace culture and context exists in the M&S:	4
An organisational structure	4
Organisational Culture, ethos and values	4
Formal and informal relationship between the employees and department	5
Building a culture of sustainability within the workplace of M&S	6
A critical assessment and evaluation of the broader environment of M&S in which it operates	7
SWOT analysis:	7
PESTLE analysis:	8
A critical evaluation and appraisal of M&S’s present cultural and ethical behaviour	10
Establishing corporate social and environmental responsibility	10
Personal ethics, values, and beliefs	11
Channels of communication with the intention of sharing information and focus on building a relationship with the stakeholders	11
Barriers to the organisation’s effective functioning the solution to overcome	12
Conclusion	13
Education for Sustainable Development	13
References	14












[bookmark: _Toc7854565]Introduction
The culture that exists in the organisation comprises the workplace culture which is shared by all employees and this culture has a significant effect on the organisational goal achievement (Middleton, 2016). In a broader sense, workplace culture consists of the understanding of organisational policies, guideline, procedure and guideline which set the framework of the organisational boundary regarding culture which then leads the organisation and its workforces to reach the peak of success by meeting its goal. The SWOT and PESTLE analysis will help to identify the external and internal forces of the organisational environment, in which the businesses are operated by following a specific workplace cultural guideline (Clark, 2013).In this report, along with the other cultural element and issues, the impact culture and work ethics will also be presented to know the workplace culture and its effect on Mark and Spencer.
[bookmark: _Toc7854566]Company Overview
Mark and Spencer are one of the British biggest company that operates a retail chain in the clothing and food industry. The core products of M&S are the fresh perishable, food and non-food items, home appliances, and luxurious fashion clothing for people of the middle and high-income base. This big retail business was established in 1884 and the company is still operating with the vast experiences of 134 years. In 2017 its annual revenue was 10.62 billion pounds and around 84,939 employees are actively working in its 979 retail stores among them 615 are only offering food items (Marksandspencer.com, 2019).

[bookmark: _Toc7854567]An assessment of workplace culture and context exists in the M&S:
Organisational culture is the different pattern of behaviour practiced by the organisation’s personnel. It insists the employee consider the organisation's various leadership activities, mechanism, behaviour, and other relevant legislation (Butler and Park, 2014).The workplace culture within an organisation can be conceptualized through knowing the organisational and cultural structure as well. A critical analysis of workplace culture of M&S is presented below:
[bookmark: _Toc7854568]An organisational structure
An organisational structure defines the pattern and system of direction flows of a particular organisation. The hierarchical model of the structure which frames the organisational culture of M&S is illustrated below:
[image: ]
Figure 1: M&S’s organisational structure
Source: (Chan and Clegg, 2018)
The divisional structure-based hierarchy is followed by M&S in which various layers of specialists have been hired. This flat organisational hierarchy ennobles M&S to operate its operation with specialized personnel by ensuring the involvement of all the employees of different layers in its retail operation. The decision making is largely divided in both centralized and decentralized way. The divisional heads are given authority to make any decision freely but the overall business and corporate strategy are formulated and assessed by the top management of M&S. The assessment of the various department’s work performance is evaluated separately which lead the organisation to maintain a quality service and performance throughout the entire organisation.
[bookmark: _Toc7854569]Organisational Culture, ethos and values
Organisational value refers to various ways of behaviours, norms, reaction, attitude towards the various situation in the cultural context in the organisation. It is the core principles that are the bases of the behaviour of the entire community exist in the organisation (Scarborough, 2017). M&S's core values are quality, innovation, trust, service, and quality. 
As previously discussed, the organisational culture refers to how the member of the organisation thinks, acts, behave in their workplace which is influenced by their values, norms, perceptions, attitudes, and behaviours. A classification of organisational culture provided by the Handy includes four types of cultures which set the standards and pattern of the employees’ behaviour within the organisation.
[image: Image result for handy's culture]
Figure 2: Four types of organisational cultures
Source: (Butler and Park, 2014)
The power culture depicts that the team leader will exercise the centralized decision-making power as well as the power distance will remain high as to maintain consistency of the chain of command. In the case of role culture, the performances of the employees are not assessed only by their individual performance rather it also measures the performances who are directed and influenced by them as well as the values by which they are directed towards an organisational goal. But on the other hand, the task culture only assesses the individual performances that were assigned to reach the targeted achievement. In this culture, managers are always task oriented and focus only on the outcome of the employees. Lastly, in the person culture, each individual is assessed on the basis of his merit and competency, not his outcome. Among these four types of culture, M&S practices the task culture as its team leaders are instructed to ensure the targeted task regardless of the situation.
Organisational ethos is the set standards or principles which direct business community to be operated according to Reference for business (Ahuja, 2017). These standards are applied in the form of fairness, responsibility, workplace equity, honour, validity, reliability, compassion, etc. M&S always treats its employees equal and respect them regardless of their race, nationality, religion, ethnic, lifestyle, culture, etc by ensuring the same salary base and other treatment. By dint of its strong business ethics, it never gives bribe to the legislator to get a reduction and special treatment.
[bookmark: _Toc7854570]Formal and informal relationship between the employees and department
To perform the day to day tasks that have been assigned to maintain the efficiency in a set workplace environment, organisations use three types of communication systems that are formal, informal and personal communication .Strict rule, legislation, procedures, and mechanisms are maintained in the formal communication between an organisation and its employee by following a high-power distance index. The chain of command is strictly followed as well as a structured hierarchy is maintained in the entire organisation. 
The informal relationship that results from mainly informal communication facilitates the employees with a flexible working environment, culture and relationship that is not confined into the strict rules and regulations. Somewhat power distance is maintained in this communication system to maintain the relationship .
The personal relationship from the personal communication between personnel and management does not follow any chain of command which enables the employees to create personal attachment in their way of communication. As there exists no power distance, employees are more interested to be involved in the organisational task trough communication in a better way. But there is a risk of breakdown of the structured hierarchical order of the organisational structure.
M&S practice the blend of these three communications and relationship in its variety of operational area. For example, annual formal meeting and other general meetings of the company management follows formal structure while presenting the financial annual report and statutory documents. Informal relationship is maintained by the personnel when one team of a particular store communicates with the other to collect information or to seek assistance. M&S also encourages its managers to keep a well-mannered personal relationship with each employee to increase the employee involvement which reduces the role ambiguity of the front level employees and establish a clear goal, guidance, culture, and trends in all the layers of the management.
[bookmark: _Toc7854571]Building a culture of sustainability within the workplace of M&S
M&S’s workplace culture is currently practicing the task culture and is going to shift to the role of culture to enhance the group and individual performance. M&S induces its personnel in a similar position to maintain personal communication as well as a relationship which can be sustained in the long-term period that improves both employee performance and commitment. A good relationship is also maintained by following informal communication that uses relatively less power distance that facilitates also a sustainable healthy relationship among employees and management. By adopting a good cultural system, M&S is able to maintain invisible ties between the organisation and employees in which employees are committed heartily to work for their assigned roles and responsibilities that is the basement of a sustainable cultural relationship. M&S also arrange various motivational activities and reward system which also is a good indicator of sustainable cultural practices in the organisation (Booth and Melling, 2017).The task culture followed by M&S enables them to regulate regular training program and development sessions to increase the contribution of the employee effort to raise the overall performance of the organisation. There exists also a trend in the M&S to arrange a recognition program to appraise the best performer of the year and this culture also enhance the work effort and engagement of the employees that also build a sustainable relationship among employees and management. M&S also maintains the consistency and flexibility in its task culture and the sustainable relationship among employee with the organisation to keep harmony in all the layer of the hierarchy in the workplace and put emphasis on the development of personal and informal relationship so that they become more active in and outside of the organisation with the view of maintaining cooperation which ultimately results in the improvement in the individual and group performance that are influenced by the sustainable culture within the organisation (Rhodes and Westwood, 2018).However, by simply establishing a sustainable employee-friendly culture in the organisation, M&S are facilitated with waste minimization, resource maximization, higher commitment, and higher productivity in its day to day operations in all of its stores.
[bookmark: _Toc7854572]A critical assessment and evaluation of the broader environment of M&S in which it operates
The external and internal factors of the environment affect the organisational performance and workplace culture. As M&S is operating its business operation in a broader area, it has to face a variety of variations environment. Both micro and macro environmental factors will be assessed for the M&S through the help of SWOT and PESTLE analysis to know it internal and external forces which have a significant impact in the determination of workplace culture for M&S as well.
[bookmark: _Toc7854573]SWOT analysis:
The SWOT analysis will help to identify the internal strengths and weaknesses as well as external threats and opportunities for M&S which indicates the workplace culture and organisational efficiency.
	[bookmark: _Hlk7564373]Strengths:
M&S is one of the largest foods and clothing retailer in the UK which has the consistency in both sales and profit growth, it avails the best quality product and services in the area of the luxurious brand. It is one of the biggest companies which encompasses the fastest growth in the world as it has a growth of 192% and the estimated brand value is around $9.5 billion. It has also a consistent growth rate from the year 2008 and in 2018 growth in revenue was 2% with the GPB of 10698.2 million. M&S also hold the highest employee retention rate in the retail industry of the UK which is supported by 27% customer assistance and 12% for the proper management index. It has also a strong turnover rate of having 61% in the food and 39% in the clothing in the UK and the international revenue was 1.1 billion pounds for that year. These strong positions and strengths indicate that M&S imply a good workplace culture with an improved sense of community (Marksandspencer.com, 2019).

	Weaknesses: 
The sales of clothing have declined during last year due to the effect of Brexit effect and the demand for the luxurious product in the UK has fallen somewhat downward because of the economic crisis. The company has lack somewhat in understanding the trend of young generation basically in the clothing section and targeted aged person which is one of the reasons for declining sales. It encompasses a relatively higher lead time in comparison to other brand and the order processing system is not updated in all the stores. In spite of having a positive brand value it very often fails to meet the customer satisfaction level that has a negative growth and for this reason, has to trade off but that is not sufficient for profit margin. The supply chain activities are not so strong as it never uses 3PL and It has a weak inventory management system as it still follows the traditional system, therefore, they did not reach the Asian market with efficiency.

	Opportunities: 
It has to face increased competition as it is in the oligopoly market with having strong competitors like Uniqlo, Tommy Hilfiger, Zara and other food retailers which always keep pressure to maintain high quality. Europe is the strong zone for M&S but it has the scope of operating its activities all around the world like Nestle. There is a huge opportunity for M&S in leveraging brand equity with others easily to create image and awareness in the Asian market as it has already high brand value and market share in the UK. M&S have huge potential to keep their center of concentration on China and India as these two big markets are facing substantial economic development in the recent decade. However, these opportunities of Mar and Spencer indicates a change in organisational cultural setting as it will need to hire and deal with new people of a new culture which may cause the company to face more cultural diversity. With the proper management of human resources and workplace culture, M&S will be able to confront these new challenges.

	Threats:
In spite of being the market leader in the clothing industry, it has recently faced a reduction in the appeal over this year and the reason is that it charges higher prices for the luxurious product and the increasing rate of Value Added Tax. The extreme threat of not adapting to the cultural borrowing in the face of entering a new region will create a major cultural and management issues for it to launch a new product and deal with new customers and employees. Therefore, Mar and Spencer need to gather experiences by effectively practicing cultural setting as well as a human transaction to meet new challenges.


Table 1: SWOT analysis of M&S
Source: (Marksandspencer.com, 2019)
[bookmark: _Toc7854574]PESTLE analysis:
PESTLE analysis of M&S will show the external macroenvironmental effect on the company operation, performance as well as workplace culture comprising the forces from the political, economic, technological, social and legal environment in which it operates.
	Political factors:
The Brexit issue has created pressure M&S in losing market share because the other European countries are starting to withdraw their investment and human resources which results in increased supply chain cost and reduced the employee retention rate. The trade war with the USA is also pressuring the operations and profitability of M&S. The political instability in the Middle East also causes a decrease in sale in these territories as well.

	Economic factors: 
 Although the Brexit is a political issue, its impact basically affects the economy section of the environment. Due to the Brexit effect, the inflation rate in the UK is increased by 1.7 percent and reduce the employment rate by 1.5 percent which led to increasing the annual cost of leading British household with $404. All these reduced the purchasing capacity and spending pattern of British citizen that results in a significant reduction in the sales and market growth for M&S.

	Social factor:
With the change of fashion sense and consumer preference for the food and clothing item, M&S have to focus more intensely on the product choice and categories. Due to the Brexit effect, it has also faced employee vacancy for which they had recruit immediately. But the problem is that it is facing intense cultural diversity among its employees and the increased ethnocentrism view of consumers make it difficult for M&S to conduct business in various cultural areas.

	Technological factor: 
As stated in the earlier section that M&S are still using in some of its store manuals approaches in order handling and inventory management system it reduces the income and sales level of the company especially on the peak hours (Widya Yudha, Tjahjono and Kolios, 2018).The increased development of E-commerce creates pressure the Mar and Spencer in opening an online store but the challenge is that it has difficulty in its delivery system. The increased job technology is also an issue that forces it to undertake new approaches to training system which will increase the cost of M&S by 6%.

	Legal factors:
The Omnichannel experiences by M&S require to follow strict legislation in the delivery of product in the home and in the store pick up. They are strongly required to maintain the same quality in both the channel pressuring by consumer rights. The decision of exiting the EU need various legislative action to restrain its current activities in those territories. To maintain legal issues, the company also need to deal with its current employees with the same cultural treatment. 

	Environmental factors:
M&S have a good reputation as its responses toward the welfare of the society quickly by adopting measures in climate change, management of waste and management of natural resources, health issues for all the members of the society. They, however, managed to supply the fresh perishables to its food retailing customer due to the demand for a more health-conscious consumer base due to the growing awareness. The company has already accepted by a large group of environment conscious customer base as it concerned about the health values of the foods which increase market acceptance in spite of having a higher price and higher turnover of 61 %.


Table 2: PESTLE analysis of M&S
Source: (Widya Yudha, Tjahjono and Kolios, 2018) 
[bookmark: _Toc7854575]A critical evaluation and appraisal of M&S’s present cultural and ethical behaviour
M&S has the goodwill of having conducted business in a highly ethical way as it charges a relatively low price than other brands in spite of being a luxurious brand. As M&S is the seller of food and clothing, it is required to be conscious regarding ethical consideration about nutritious food value and remained ethical in selling fashion products. The company offers a mass customized product as it sells it to the consumers of different area, choices, and cultures. The workplace cultural setting and ethical issues in maintaining organisational efficiency are relevant to the discussion of corporate social responsibility and environmental considerations, values, norms, behaviours, personal ethical standards, usage of communication channel regarding sharing of information and building relationship with the relevant stakeholders.
[bookmark: _Toc7854576]Establishing corporate social and environmental responsibility
Corporate social responsibility for an organisation is the duty and responsibilities that are beyond the legal and economic constraints with the intention to do welfare for society (Mi-Young Oh, 2018). It is now regarded that the sustainable development of a company largely depends on the activity that is associated to the social welfare for which the company must engage in CSR activities which enhance the social acceptance to the relevant stakeholders. M&S has CSR activities named as PLAN A which is illustrating below:
[image: ]
Figure 3: CSR activities (PLAN A) of M&S
Source: (Mi-Young Oh, 2018)
The main bases of the PLANA are associated with waste management, cli9mate change, natural resources, equal relationship, health issues, and consumer welfare. M&S’s PLAN activities have the objectives of minimizing the waste produced by M&S factories, utilizing and saving natural resources, ensuring healthy products, applying fair trade policies, selling a more organic product, creating more employment scope, coping up with the global climate change as well follow the animals right. M&S expects that after completing the PLAN A the value of product will remain the same but the service, innovation, brand value and the awareness of the company will improve.
[bookmark: _Toc7854577]Personal ethics, values, and beliefs 
M&S has become a benchmark for other companies in the same industries in the area of creating a strong and sustainable relationship although it has high cultural diversity and follows the task culture. This happens due to the company culture of focusing on individual development. That is why personal ethics, values, and beliefs get priorities which emphasize each employee’s morality, philosophy and beliefs regarding what is right and wrong. To do this, M&S assigns the employees with the unstructured task with greater flexibility and decentralized decision-making authority giving (Savulescu, 2017). As a result, employees can exercise and express their own knowledge, efficiency, values, personal ethics, beliefs on the completion of these tasks. M&S strictly follows and practices the equal employment right and fair-trade policy that ennoble every employee more concern about roles and responsibilities along with rights. This results in the low employee turnover rate which indicates that the company is in a good position that is it able to cope up with each individual employee’s personal ethics, values, beliefs and attitudes toward organisational workplace culture which results in the employee satisfaction, empathy, employee engagement, retention and the overall improvement in the organisational performance.
[bookmark: _Toc7854578]Channels of communication with the intention of sharing information and focus on building a relationship with the stakeholders
M&S has successfully developed an integrated communication channel to communicate with internal employees as well as external stakeholders through the use of omnichannel. In the store, it emphasizes direct marketing activities through skilled salesperson to assist consumers in decision making and choosing a production response to customer demand and increased competition. The promotion program is somewhat limited as it offers a premium product but it offers sales promotion during clearance program. M&S especially focus on building public relation through various CSR activities such as PLAN A as well as maintaining fair trade policy while dealing with producer, supplier, and distributor. It disseminates its company information to the relevant stakeholders through the publication of its annual report and statutory meeting. To attract customers and share its product and service-related information with the prospects and customers, it uses traditional media, websites, social media sites (Yucebas and Yuksel, 2018).But the company is having a lack of technological instrument and knowledge such as E-commerce and using EDI in its inventory management. For its person to person communication internally it uses multichannel and single channel both such as a formal and informal report, application, email, face to face communication and mobile phone communication. The flat organisational structure helps the employees at all level to maintain upward and downward communication which enable them to improve communication efficiency with the top management. This flexible communication process motivates employees to be involved in all types of activities which lead to organisational success through extensive performance and creates employee satisfaction and employee commitment to the work. The report preparation and presentation are maintained by using a transparent manner which satisfies the investors and other stakeholders and continuous dividend payment and the sustainable growth of M&S increases the return on investment which in turn attracts new investors thus improves the value of the share. All these positive issues are the true contributor to building brand equity of M&S and the use of integrated marketing communication facilitates the proper message to the targeted audience more positively.
[bookmark: _Toc7854579]Barriers to the organisation’s effective functioning the solution to overcome  
Although M&S has a good organisational structure, sustainable workplace cultural setting, accurate marketing communication mix the company still faces challenges due to the rise of various ethical and other issues. However, this problem and the possible solution for them are presented below:
	Barriers 
	Description 
	Ways to overcome 

	Technological development problem
	It is one of the major problems that is facing by the M&S in order handling as well as other operational activities are deterring due to the lack of technological adoption and this is a challenge for it retain the current position without embracing the technology in no time as it already is facing extreme competition.
	M&S is required to introduce the EDI system in inventory management, training, and development program to enable employees in E-commerce learning (Withers, 2017).

	Lack of proper internal marketing communication program
	As M&S provides excess informal communication facilities, there exists a higher probability of occurring injustice as well as group behaviours can be contaminated with unethical practices.  
	The company is required to exchange employees between various groups and projects which can improve the communication abilities among the employees as well as the scope of unethical practice will be narrowed. Moreover, the company can give employees the power to raise their voice against any unethical practices regardless of the position.

	Inappropriate marketing communication mix while communicating with the external environment
	The company is facing scarce in communicating with the customers outside the stores. Moreover, the interactive communication scarcity causes M&S to attract a new customer base and it has a lack of office automation in order placement.
	M&S ought to concentrate on the Integrated marketing communication with the proper blending of available digital media, social sites, publicly and other interactive communication media which will enable the company to create a personal attachment with the relevant stakeholders (Brown, 2019)

	Lack of political instability and poor inventory management 
	The current trade war with the USA and the political instability in the EU countries lead M&S to face a reduction in sales growth. Moreover, the poor management of supply chain activities restricts it in the expansion of business in the Asian market region. 
	The adoption technology such as EDI system in the automatic replenishment of the product in both production and selling the unit, the introduction of Just In Time inventory system and vendor managed inventory management system will overcome these inabilities.


Table 3: The barriers and the possible solutions for M&S
Source: (Middleton, 2016)
[bookmark: _Toc7854580]



Conclusion
The workplace culture is rising issues for big organisations as they are to conduct operations with people of diversified cultures and areas. The success of any organisation mostly depends on how well the management make sure a sustainable and flexible workplace culture and the utilization of both human and economic resources. M&S has become the market leader in the food and clothing industry due to its strategic management of flexible culture, appropriate organisational structure, and the use of the human resource. The task culture of the organisation enables the company to focus more intensely on the performance and outcome of the organisation which in turn improves the overall productivity and performance of the organisation. 
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