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[bookmark: _Toc78491044]Executive Summary 
This report is based on a fashion retailer named Marks and Spencer, and the use of several analytical tools have been presented to identify the efficiency of its organisational culture. The use of PESTEL framework indicated that the external environmental factors have contributed to productivity and profitability loss of the company. The use of Porter’s Five Forces Model deduced that the competitiveness in the industry is increasing because of the use of technological advancement, which has become a key trend driver. The organisational culture of the company is also moderate resulting in the loss of employee satisfaction, motivation and productivity. M&S continues to be embroiled in ethical dilemma due to the fear of losing suppliers but it can be tackled with an effective CSR policy. 
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[bookmark: _Toc78491045]Task 1: Individual Report 
[bookmark: _Toc78491046]1. Introduction
This report aims to highlight the significance of academic models, theories, tools and methods to improve organisational efficiency during an external environmental crisis. The recent pandemic caused by Covid-19 is one of the most prominent crises that has affected several business organisations across the globe (Creary et al, 2021).  To mitigate the discrepancies in organisational performances, companies have adopted different approaches to improve the efficiency of their staff.
[bookmark: _Toc78491047]1.1 Introduction to the organisation
Marks and Spencer, one of the largest clothing brands in the UK will be analysed in this report. This chosen organisation is one of the leading retailers that have more than 21 million customers attending or visiting the stores each week (Faria, 2020). Apart from selling high-quality apparel and cloth wear for men women and kids, this retail store manufactures a wide range of home products, kitchen appliances and utensils that are curated to suit the needs of the contemporary lifestyle (Martin, 2021).  The company also boast of selling superior quality food products all at affordable prices that are valued by their customers. With more than 2000 suppliers all across the world, the company responsibly sources its products and providing employment opportunities to more than 76,000 people (Faria, 2020).
[bookmark: _Toc78491048]1.2 Introduction to the key business environmental scanning or analytical tools
PESTLE analysis would be implemented in this report for scanning and observing the external environmental factors that affect the organisational process of the company (Watkinson, 2020).  Observing the political, social, legal, technical, economic and environmental factors will give an insight into how the company has adapted its organisational operations after the outbreak of the pandemic (Mark, 2020).  The company's efficient administration after adhering to the safety protocols can also be identified from this analysis. The Five forces analysis will be incorporated to identify the possible threats and risks that can jeopardise the business operations (Tamunomiebi and John-Eke, 2020). Lastly, ethical dilemmas, relationship between the company’s present culture and business operations, workplace culture of the organisation and relevant solutions will also be discussed.
[bookmark: _Toc78491049]2. Evaluating the Broader Environment Using Appropriate Environmental and Organisational Analysis Techniques 
[bookmark: _Toc78491050]2.1 PESTEL Technique 
Political 
The political spectrum of the UK had been affected by both Brexit and the covid-19 pandemic, which has eventually affected the existence and stability of numerous business organisations. As mentioned by Christie (2020), the UK left European Union in Jan 2020 and soon after the covid-19 pandemic begin, which prompted mandatory lockdown instructions to curb the spread of the virus. The covid-19 pandemic caused a delay in numerous political decisions of the government such as lifting lockdown rules, allowing manufacturing plants to continue and others. Only the food and beverage industry was allowed to function for fulfilling the dietary demands of the people. However, Dodds et al. (2020), mentions that the mishandling of the covid-19 pandemic by the UK government showcased the inequalities of the contemporary capitalistic society that the country is favouring. Most of the people were advised to work from home while the minimum wage workers lost the means to earning sufficient income. Marks and Spencer was affected from the lockdown decision undertaken by the UK government because the textile sector was exposed to the severe impact of Brexit and covid-19 pandemic alike. 
Economic 
The UK’s changing relationship with EU and the subsequent occurrence of the covid-19 pandemic, had a profound and structural impact on the economic condition and labour market of the country. As mentioned in Tuc.org.uk (2020), the GDP growth has been extremely slow where the monthly growth was 1.1% and the pace has decreased from 9.1% to 2.1% amidst the lockdown instructions in 2020. Furthermore, the labour market has also been deeply affected because 9% of the workforce consisting of over 2 million employees remain on partial or full furlough (Tuc.org.uk, 2020). Furthermore, with the declining relationship between EU and the UK the service industries would be affected and there would be severe falls in both in import and export. The poor covid-19 response of the UK has further prompted a loss of £700 billion because it shrank by 9.8% in 2020 (Partington, 2021). Even Marks and Spencer became a huge victim of the covid-19 pandemic because with a massive impact on sales, the company had to cut down 7000 jobs and it is expected that by the end of 2021, at least 30 of their stores would shut down (Deccanchronicle.com, 2020). The impact was more severe because the demand for online shopping was increasing while the demand for offline shopping was decreasing. 
Social 
The covid-19 pandemic affected the clothing sales of Marks and Spencer immensely because of the changing social lives of the population. The customers did not have any reason to buy new clothing due to lack of occasions and it caused ripple effects on high street fashion already. Simpson (2020), mentions that apart from the lack of events or social occasions, the personal disposable income of numerous people had also drastically reduced because of pay-cuts and lay-offs. Furthermore, the social lives of people have reduced since the lockdown commencement due to strict guidelines of self-isolation and social-distancing, which resulted in people using alternative methods for engagement (Nicola et al., 2020). Thus, it can be said that since the UK population did not have any reason to go out and were mostly working from home, the need for buying new clothes were minimum which affected the fashion retailers. 
Technological 
UK is considered to be one of the most prominent technological hubs in the world. Despite being one of the most technologically advanced countries in the world, the fashion retailers operating in the country failed to understand the potential of e-commerce operations. The occurrence of the covid-19 pandemic amplified the digital sales of many companies and has prompted business process transition. 
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Figure 1: Spending Reductions by Consumers 
(Source: Kim, 2020)
The figure provided is based on the survey conducted by Kim (2020), and it is visible that consumers have increasingly gravitated towards the use of e-commerce services for purchasing their apparel. Consumers shopping choices were accelerated by the pandemic and Marks & Spencer failed to adopt to the technological standards in the industry. As per the outcomes of the figure, the consumers are more likely to spend on online shopping than offline shopping. 
Environmental 
The UK government has always encouraged the use of environment-friendly methods in their business operations. However, Silva et al. (2020), mentions that the use of plastic and other non-biodegradable waste had significantly increased during the covid-19 pandemic and the companies are heavily scrutinised for using such materials. Furthermore, the lack of consideration for environmental concerns by Marks and Spencer cost them their brand image. Vaidyanathan (2020), has identified that Marks & Spencer has association with unethical suppliers who further contribute to maximum environmental wastage. The suppliers are mostly from third world countries such as India and other countries. Thus, the reputation of the fashion retailer is at stake due to numerous external environmental factors. 
Legal 
The legal structure has changed owing to the covid-19 pandemic because ever since the commencement of work from home, the number of working hours have increased among employees. As mentioned in Gov.uk (2021), an employee in the UK should not be working more than 48 hours every week but instead of 9.5 hours a day, most of the employees end up working 14 hours a day due to work from home. However, in case of Marks and Spencer the company has been known for maintaining a definitive work schedule to avoid overworking of its employees and violation of labour laws of the country.  
[bookmark: _Toc78491051]2.2 Porter’s Five Forces Model 
The use of Porter’s five forces model uses five essential forces to determine the competitive intensity of an industry and enables in assessing the competitive strength of an organisation as well (Cimaglobal.com, 2017). With the occurrence of the covid-19 pandemic, the chances of Marks & Spencer’s competitive intensity being lower is incremental. However, the impact of the five forces on a particular firm entirely depends on the strength of the firm, the nature of the sector and the products offered (Long, 2017). 
	Five Forces 
	Analysis 

	Threat of New Entrants 
	The threat of new entries is high in the fashion retailing industry because the new entries are entirely focusing on e-commerce opportunities. Each and every company that has entered the UK retail market has focused on using ‘Omni-channel retailing’ because it enables them to use both online and offline methods equally. Furthermore, the new entrants also entirely focus on creating sustainable products for the customers. 

	Threat of Substitute Products 
	The threat of the substitute products is high in case of Marks and Spencer’s operations because the covid-19 pandemic has allowed numerous other brands to flourish in the market. Consumers have started considering the products of M&S overpriced and the consumer base is constantly changing because the consumers are looking for similar products offered at a much lower price. 

	Bargaining Power of the Suppliers 
	The bargaining power of the UK suppliers are low because Marks and Spencer’s have been constantly outsourcing most of the manufacturing of their products from overseas countries. The overseas suppliers are known for providing much more competitive pricing to the company and it also provides the company with greater competitive advantage. 

	Bargaining Power of the Buyers 
	The bargaining power of the buyers are high in the context of Marks and Spencer. The consumers are constantly seeking price sensitive products and have increased preference for fashionable items. The fashion quality is also decreasing, which is prompting a change in customer preference. However, due to the severe economic impact of Brexit and the covid-19 pandemic, it is expected that M&S would lower their prices and attract more customers. 

	Competitive Rivalry 
	The intensity of competitive rivalry is high and constantly increasing because of the changes introduced in the market, it is expected of M&S to adapt to the changes and incorporate them alongside as well. Some of the notable competitors of M&S comprise of Tesco, Sainsbury, ASDA and other fashion brands. 



Table 1: Porter’s Five Forces Analysis of Marks and Spencer 
(Source: Ivoryresearch.com, 2016)
[bookmark: _Toc78491052]2.3 Key Drivers for the Changes 
According to Deloitte.com (2021), the changes administered by the covid-19 pandemic is likely to exist in the retail sector for a substantial amount of time along with the change in customer behaviour but it can also result in swift reopening of the economy on a global scale. Thus, it is important to understand the retail trends of 2021, which can also be considered as drivers of change for M&S to implement for future success. 
Technology 
As mentioned in Briggs (2021), the increase in e-commerce grocery and other items have subsequently increased because due to the covid-19 pandemic, customers preferred to shop necessary items from their respective homes. 57% of the UK population have mentioned that they would continue to buy basic necessary items from e-commerce websites. The use of numerous software innovation to generate better results have been enunciated for numerous retail companies. Even though M&S was known for providing both online and offline services, it is important for them to improvise on their other prospects to garner market relevance. 
Consumer Behavioural Changes 
The changes in consumer behaviour that was mainly prompted by the covid-19 pandemic, is unlikely to change because online sales accelerated and numerous other companies made the necessary adjustments to provide consumers with their necessary services (Deloitte.com, 2021). Despite the ongoing vaccination process occurring on a global scale, it is unlikely that consumer behaviour would change in terms of offline shopping. Thus, it is important for M&S to adapt to the changes occurring in the market and in consumer preferences. The online presence of the company has to be improvised accordingly to effectively address consumer demands. 
The At-Home Economy 
Due to the self-isolation routine that majority of the UK population went through, the focus of the consumers has shifted to spending as less as possible. The post-pandemic spending plans of the consumers display that they intend to prioritise cooking from scratch instead of having lavish dinners, shopping online, buying less clothes and have lesser carbon footprint (Deloitte.com, 2021). Eventually, the UK government’s decision to prompt work from home for the entirety of its population instead of their offline work mode, has caused massive shifts in their consumption pattern as well. Thus, M&S has to introduce numerous structural changes in their business operations to cope with the competitors and existing market condition. 
The online sales would continue to grow in future and if the market trends suggest anything, then it is important for the companies to make swift changes in their operations and proliferate them for usage among their existing customers. M&S has a loyal customer base so it is likely that with the implementation of changes that address the needs of its customers is likely to garner them a positive reputation in the industry. 
[bookmark: _Toc78491053]3. Critical Assessment of Workplace Culture of Marks and Spencer 
[bookmark: _Toc78491054]3.1 Organisational Culture 
The concept of organisational culture refers to how organisational participants observe, experience and remain active in their work environment, and they are also responsible for the creation of organisational phenomena (Ostroff et al., 2013). The understanding of organisational culture is pf primal importance because it is responsible for influencing organisational behaviour witnessed among the workers. If the organisational culture is positive, then the behaviour of the employees towards the internal and external stakeholders is likely to remain positive. However, in case of the opposite the customer service would be detrimental and the internal environment would not remain positive. According to Spicer (2020), the covid-19 pandemic has prompted a different outlook in terms of organisational culture because the capability of the human resources and involvement have been replaced by technology. 
The organisational culture of Marks and Spencer is heavily customer-centric and is prompted to make changes and alterations depending on the preferences of the customers. Given that the organisational values of M&S are built on the prospects of quality, value, service, innovation and trust, it is likely that both internal and external stakeholders remain satisfied with their association. However, the losses incurred by M&S during the covid-19 pandemic prompted numerous lay-offs, eventually creating a disturbance in organisational culture. This in turn affected the behaviour of the existing employees of the organisation. As mentioned by Singh and Rani (2017), changes that would affect the employment status of employees would eventually be the reason behind their insurmountable stress. Such dynamics are a part of changes in organisational culture and threaten the existence of positive outlook. During the beginning of the covid-19 pandemic, M&S had to fire 950 employees to tackle with their operational costs and soon after 7000 employees were laid off. Until the time, the decision of firing 7000 employees was not finalised majority of the company’s employees lived in fear that they could lose their job. This contributed to a sufficient amount of stress and lack of motivation in continuing their job until the financial announcement. It was due to the changes in the macro-level environment that the employees had to witness such circumstances. 
[bookmark: _Toc78491055]3.2 Cultural Web  
The cultural web is identified as a visual tool that is responsible for exploring the wide range of factors that is responsible for contributing to the establishment of organisational culture or team culture (Practice-supervisors.rip.org.uk, 2019). The use of this tool is prominent in reviewing team culture or the prevailing working environment of an organisation. The use of cultural web would be highly effective in determining the prevailing organisational culture of M&S. 
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Figure 2: The Cultural Web 
(Source: Practice-supervisors.rip.org.uk, 2019)
(Refer to the Appendix for the Cultural Web Checklist) 
From the outcomes of the checklist created based on the cultural web, it can be said that the organisational culture of M&S is not suitable because the company does not encourage sufficient range of professional or personal development among the employees. There also have been numerous allegations of racist behaviour in the past but the company is trying to adjust to the changes that are emerging in the market. Despite having a flat organisational structure in M&S, the role culture takes over as the most prominent one in the organisation. As mentioned in Managers.org.uk (2016), Charles Handy has related organisational structure to organisational culture and in the existence of a role culture the authority is delegated within a structure that is highly defined. Thus, the employees working at M&S always have to ensure compliance with the instructions of the managers or team leaders even if they are incorrect. A swift change in the prevailing organisational culture of M&S is of primal importance in the recent condition. 
[bookmark: _Toc78491056]4. Critical Evaluation of the Relationship Between Organisation’s Present Culture and its Financial/Non-Financial Performance 
[bookmark: _Toc78491057]4.1 Critical Evaluation
The organisational culture of M&S is entirely based on a role-based culture which prevents the employees from utilising their complete potential and that has severely affected the productivity of the company. M&S had been struggling with productivity for a sufficient amount of time but with the occurrence of the ongoing covid-19 pandemic, the company lost its virtue and possibly its set of talented employees. However, from the checklist it has been identified that the company is inclined towards incentivising their employees for their investment in the organisation. At the same time, they are not accurately recognised by the company to keep their motivation intact. Even though the company administers the use of online methods and e-commerce amenities but that management has not made its employees prepared to handle this change indicating the lack of personal and professional development. If the employees had been effectively trained to handle the changes in technological advancement then, they would have been likely to garner in positive financial performance of the company. The lack of interest of M&S’s senior management towards the assured functionality and performance of the company’s employees prevents them from contributing towards the financial success of the company. 
[bookmark: _Toc78491058]4.2 Ethical Dilemma in Marks and Spencer 
The aspect of ethical dilemma is increasingly prominent while indulging in business decision-making of an organisation. It is predominantly identified as a situation where a difficult choice has to be made by an individual or a company between two courses of action, each of which does not abide by the moral principle (Schwartz, 2017). The unethical activities conducted by a company does not entirely depend on the leader but also focuses on the macro-environmental changes. For example, M&S firing 7000 employees without any notice might be deemed unethical to some extent but the company was heavily influenced by its economic condition and to deal with its operational cost, they had to make the difficult choice of firing a huge number of employees. 
According to Ethicalconsumer.org (2017), one of the ethical dilemmas found in M&S consists of the following:  
The use of Animal-based products 
M&S is known for not having a good culture of protecting animal rights. Even though the company has claimed numerous times that it intends to protect the rights of animals and change its approach to supplier engagement but their functionality and operations have been busted over-time. It has been found that M&S’s approach to securing animal based products are extremely organised in nature. The company continues to sell leather, silk, merino wool and other animal based items. Even in the year of 2016, it was found that the suppliers of M&S had broken animal welfare laws by keeping calves in extremely cramped conditions. Thus, it can be said that despite having a definitive approach to tackle ethical dilemmas, the company does not use an articulated process that could enable in ensuring ethical behaviour from their suppliers as well. The reason behind the occurrence of covid-19 pandemic was associated with the consumption of animal products and their by-products. Since, then the case of animal welfare has become an increasingly discussed topic among activists and NGOs. 
Furthermore, Wright (2021), identified another ethical dilemma in case of M&S and its operations: 
The Gap in M&S’s Supply Chain 
It was found that there is a major gap that exists between M&S and its supply chain management. Depending on the independent report submitted to Oxfam, it was found that the company did not keep track of the supply chain manager’s ethical approach. Even though the report identifies some of the good practices of the company but it also addresses the fact some of the key issues that M&S’s management ignores consists of in-work poverty, long-term damage to health, discrimination and inadequate sick pay and poor representation of the workers. The eventual conclusion was that M&S does not keep a track of the workplace condition offered by the suppliers to their respective employees. Also, the information received by M&S headquarters about the conditions of the workplaces are partly ethical and eventually reported by the suppliers. Meanwhile, M&S managers and senior management failed to question the suppliers over time due to the fear of losing supplies at a decent price. Since, M&S has already witnessed massive financial losses because of the covid-19 pandemic, the company is in dilemma on whether or not addressing these concerns would be beneficial for their business. 
[bookmark: _Toc78491059]4.3 Action Plan 
For the creation of an effective action plan, the use of CSR would be relevant and important for M&S. The use of corporate social responsibility policy or code of conduct enables in addressing ethical dilemmas and enables in maintaining a sustainable outlook of an organisation. According to Meglio and Park (2019), the use of CSR based action plan would focus on context –specific organisational actions that would lead to adhering to stakeholder expectations and policies that encourage the upliftment of economic, social and environmental performance of a company. 
Change in Core Marketing Philosophy
The change in core marketing philosophy is of primal importance in the case of M&S. Instead of promoting animal-based products and its by-products, the company has to shift the focus entirely on vegan products. That way the company would not only cater to the vegan consumers but would present the prospect of alternate lifestyle to its loyal customer base as well. The creation of a new marketing plan would be essential and it would be done within 6 months of time for final implementation in the next year. 
Sustainable Policy 
The creation of a series of sustainable guidelines and environmental goals of M&S must be made public for every consumer to witness and understand that the company is changing. The use of this policy and its strict implementation has to be extended to the suppliers as well to ensure that any form of animal cruelty has been eradicated. The policy can be created based on a partnership with vegan NGOs and ensure that the company is competent towards maintaining a systematic procedure in handling this situation effectively. 
[bookmark: _Toc78491060]5. Conclusion 
This report led to a broader analysis and understanding of business environment and macro-environment along with its impact on the business functionality of a specific organisation. One of the key prospects of this report was that the use of numerous tools and models had been encouraged to increase the suitability of the study. Furthermore, the outcomes suggested that M&S restricted itself from administering the changes internally, which prompted huge financial losses for the company. The covid-19 pandemic induced numerous challenges and mostly from the perspective of technology. While the competitors of M&S incorporated the changes in their business operations, the company itself failed to understand and comprehend with the changes that would have yielded maximum success for the organisation. Furthermore, it is also important that M&S would have to focus on changes in their organisational culture for focusing on employee productivity. Meanwhile, the ethical issues faced by the organisation in terms of sweatshop scandal and exploitation of employees, a prompt action plan is needed to incorporate futuristic outlook for M&S. 
[bookmark: _Toc78491061]Task 2: Individual Reflective Essay 
My participation in this report not only allowed me to understand the situation of the market but enabled me to identify my personal strengths and weaknesses. With the help of this report and the in-depth analysis and research demanded by the assessment, motivated me to improvise my skills and focus on the attributes that would prompt in securing an employment opportunity in future. I would use a personal SWOT analysis to describe the skills that I have identified while framing this report. 
	Strengths 
	Weaknesses 

	· Academic writing skills 
· Communication skills 
· Creative thinking skills 
	· Research skills 
· Referencing skills 
· Competency 

	Opportunities 
	Threats 

	· Improvement in academic writing 
· Knowledge on professional report writing 
· Focusing mostly on interaction skills 
	· Lack of motivation 
· Self-Esteem Issues 



Table 2: Personal SWOT Analysis 
(Source: Created by the Learner) 
I discovered my strengths while trying to research on the macro-environment issues that are affecting the functionality of M&S and its operations. I found that my academic writing skills are decent and if I practice more depending on the lessons taught in my educational institution, then I am more likely to write better reports in future. Meanwhile, I found that my communication skills are my strength when I tried to interact with some M&S workers who had been laid off by the company last year. I thought that the information acquired from them would increase the value of this study but at the same time, I was facing time constraints which prevented me from opting that pathway. It was at this time, that I realised my strengths can create numerous opportunities for my future and it would be important for me to continue improvising myself that would eventually elevate my position as an employee in a field of my choice. 
It was during conducting task 3 and 4 that I struggled the most and identified my weakness. My academic research skills were not up to the mark and I was not aware of the viability and validity of an information acquired from the internet. I realised that I needed more help from my tutor and from my peers to improvise on this spectrum. I have to repeatedly go through the university guidelines on referencing and yet I kept on making numerous mistakes. It was due to my proofreading skills that I was able to successfully handle that situation. Furthermore, I realised that my failures and weaknesses have heavily contributed to my lack of motivation, which can cause hindrance in my success if not kept in check. Thus, I have to ensure that any form of challenge that I endure motivates me further to increase my competency. I have to focus on my personal development and create a plan that would enable in achieving both short-term and long-term goals. This would instil the idea of critical reflection in me and I believe would foster the prospect of learning from my mistakes. For example, I made the mistake of including a blog as a reference for the report and immediately discarded it after a suggestion from my peer. 
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[bookmark: _Toc78491063]Appendix 
	Cultural Web Elements 
	Compliance of M&S 

	Stories

	What stories do people currently tell about your team or organisation?
	The lack of professional and personal development among employees. 

	What stories are told about diversity, fairness, power and difference?
	Employees of all groups are treated equally 

	Symbols

	What, if any, status symbols are used?
	No status symbols are currently used. 

	What images are used to promote the organisation externally, e.g. in advertisements or annual reports? How reflective are these images of the diversity of the workforce?
	The logos and images of employees. Due to inclusivity in these pictures, it reeks of diversity followed internally

	Rituals and Routines

	What do team members expect?
	Equality, flexible working schedules and bonuses 

	What form does inequality and discrimination take in day-to-day interactions within the team or organisation?
	Cultural appropriation  

	Power Structures

	Who has the real power in your organisation? What do they believe and encourage?
	The managers, department heads and senior management. 

	How is this power used or abused?
	Most employees are overworked. 

	Organisational Structure

	Is the structure flat (organic, adaptable and flexible) or hierarchical (mechanistic, procedural and bureaucratic), formal or informal?
	Flat 

	How are specialist roles chosen? Who has access to these?
	Based on the recruitment and selection procedure 

	Controls

	Do employees get rewarded for good work, or penalised for poor work?
	Yes 

	What process or procedure exerts the strongest controls on resources or incentives? Which has the weakest controls?
	The attendance, entry and exit timings, sales by each employee. The number of work hours invested has the weakest controls. 



Table: The use of Cultural Web on Marks and Spencer 
(Source: Practice-supervisors.rip.org.uk, 2019)
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