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The History of Marks & Spencer

 Marks and Spencer Group plc was established in the early 1880s by Thomas Spencer and Michael Marks (marksandspencer.com, 2021). Thomas was a cashier who worked in Skipton, England while Marks was a Polish Jew who had migrated to Leeds in search of new opportunities. When Mark arrived in England, he was employed in a company called Barran which operated in Leeds. Most of the company’s employees consisted of Jewish migrants and thus Mark used the opportunity to build his profile as an industrious employee. In 1884, Marks met Isaac Dewhirst who became his friend and who lent him £5 which he invested by setting up a penny Bazaar (marksandspencer.com, 2021). As time went by, Marks met Thomas Spencer who was Dewhirst’s cashier and a book-keeper. Marks friendship with Spencer blossomed because both were very optimistic about starting their own businesses. As a Jew, Marks was not very conversant with the English language. Spencer’s wife helped Marks to learn and improve his mastery of the language. 
In the year 1894, Marks established a permanent stall in Leeds where he invited Spencer to become his business partner (marksandspencer.com, 2021). 7 years later, Marks shifted to the Birkenhead open market where together with Spencer amalgamated his business. In 1903, both partners set up business stalls in Birkenhead and established a more robust Penny Bazaar which received a very positive market response. In the next few years, the need to capture a wider market saw Marks and Spencer move their business to Manchester where they established market stalls in many locations across England (marksandspencer.com, 2021). Marks and Spencer’s company which was colloquially known as M&S gained popularity in the 20th century for its high-quality British-made clothes. In the same capacity, the company became so popular when it partnered with re-known British manufacturers who played a significant role in strengthening the company’s brand. 
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The positive market response that Marks & Spencer was getting in Britain prompted the company to expand its operations into the international market starting from the 1970s (Ugolini, 2017). In its first phase, the company expanded into the Canadian market where it aimed to capture a considerable proportion of the high-potential market. By 1975, the company had already set up 47 stores in Canada which were struggling to generate impressive profits. While the company continued to invest capital in the Canadian market and improve the company’s brand position, most of the stores recorded losses which forced the company to close down most of these stores by 1999 (Ugolini, 2017). The other international market that Marks & Spencer ventured was France. In 1975, the company’s top management set operations in Paris and Lyon where they established some market stalls. The Paris market proved very strong and significantly helped the company to generate good returns.
In the 1980s, Marks & Spencer ventured into the Belgium market where it thrived mainly from the sale of clothes to its customers. In the year 2001, the company announced its intention to establish stalls that sold both clothes and food to its customers. With Paris being one of its high markets, the company’s first stalls that served food and sold clothes were located in Paris (Ugolini, 2017). In the year 1988, Marks & Spencer bought Brooks Brothers which was an American firm that dealt with clothes. The company also acquired Kings Super Markets; an American food chain, in the same year. The company’s move to acquire additional firms allowed it to successfully capture a wider customer base and strengthened its ability to capitalize on the food industry. By 2016, the company’s revenues had grown significantly as a result of impressive revenues that it was getting from the United Kingdom and international markets in countries such as Germany, France, Austria, Belgium and Netherlands (Ugolini, 2017). The company’s outstanding progress in its overseas markets is credited to its efficient marketing strategies in the sale of clothes and food. 
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While Marks & Spencer recorded high profits in the late 1990s, Sir Richard Greenbury’s tenure at the company as its CEO led to massive losses (Toms and Zhang, 2016). As a top executive, Richard’s policy to push profits margins to untenable levels demoralized the company’s employees and also diminished the loyalty of its customers. In the same capacity, the rising cost of the company’s British suppliers who closely worked with the company made it strain financially. While the company depended on the British suppliers, its close competitors imported goods from low-cost countries and thus sold their goods at a cheaper cost thus winning more customers (Toms and Zhang, 2016). By the year 2001, the company’s ineffective business approach had made it plunge into financial losses causing its share price to decline by more than two thirds. In resolving this challenge, the company made some changes that aimed at improving its financial position by closely focusing on the needs of the customers. 
In 2001, the firm’s management started accepting credit cards from the customers and also introduced the “Per Una” clothing range which was a creation of George Davies. Equally, the company changed its business model by adopting customer-driven strategies that were centered on quality and affordable prices of food and clothes (Toms and Zhang, 2016). As part of the company’s restructuring plan, its top management focused attention on closing most of the non-performing stalls across various international markets. The company’s management also conducted an audit to determine cases of financial malpractices and also to address major concerns that ailed the company across its international markets.
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While the company’s current revenues are not as high as they used to be in the 1990s due to extreme levels of competition from established brands, Marks & Spencer still has a sizable customer base in the United Kingdom and other international markets (marksandspencer.com, 2021). Currently, a large number of the company’s customers come from the United Kingdom. A major milestone that the company has achieved in the retail industry is by expanding its portfolio of products to its customers. For example, the company excels in the U.K market by selling children school clothes, women and men clothes, furniture and beauty products, wine and gift products. The positive market response that the company has in the U.K market makes its future prospects very positive. M&S Bank also adds value to the company by allowing it to offer a range of banking products and insurances to its customers. 









[bookmark: _Toc81083687][bookmark: _Toc81083717]References

Marksandspencer.com. 2021. Welcome to Marks & Spencer. [online] Available at: <https://www.marksandspencer.com/> [Accessed 17 August 2021].
Toms, S. and Zhang, Q., 2016. Marks & Spencer and the Decline of the British Textile Industry, 1950–2000. Business History Review, 90(1), pp.3-30.
Ugolini, L., 2017. Fashion for the People: A History of Clothing at Marks and Spencer. Journal of Design History, 20(3), pp.267-268.















RELATIONSHIP BETWEEN ORGANISATIONAL STRUCTURE AND ORGANISATIONAL PERFORMANCE















             STUDENT: IRINEL-GEORGIAN GHEORGHE
STUDENT ID:2030513




Relationship between Organisational Structure and Performance
[bookmark: _Hlk80170451]Organisational performance and structures are essential elements in every business since they lead to achieving the intended goals and objectives (Hosseinpour & Tabari, 2016). An organisational structure is defined as a system through which corporate activities and functions are facilitated and directed to meet objectives. It is regarded as organisational autonomy that provides a strong foundation in business entities and is perceived to exhibit a powerful influence on the behavior displayed by employees (Hosseinpour & Tabari, 2016). 
In this case, the behavior of the employees based on the structure affect the outputs or the results of a business compared to the inputs or investments. 
[bookmark: _Hlk80170741]While the advancement in technology and information has increased in the last few years and numerous research conducted on approaches to increase output, some organisations still experience flaws in their performance. Organisational performance largely relies on a structure that informs the efforts of the staff (Hosseinpour & Tabari, 2016).  A significant number of approaches and techniques, such as developing and positive attitudes among employees, encouraging staff to follow the rules, and creating increased tolerance on challenges and problems, have been developed to increase organizational performance (Hosseinpour & Tabari, 2016). Mark and Spenser have adopted practical approaches and strategies to increase its performance. For instance, the organizational structure of Mark and Spencer utilises its online platform to congratulate hardworking employees and enhance collaboration which increases their abilities to address s unprecedented challenges (Calnan, 2015). Therefore, organizational structure and performance are intertwined where performance is related to effective and supportive structure. 
[bookmark: _Hlk80171422]Additionally, organisations structure informs performance management processes which enable organisations to focus on their purposes. Performance management processes in business entities encompass the review of organisational goals and objectives, prioritising responsibilities, the development and identification of entities, measures and metrics, and defining metrics (Duggan, n.d.). For instance, some organisations have developed rating systems for their employees in three levels: below expectations, meets expectations, and above expectations. Organisational managers are expected to facilitate appraisals and create plans that are intended to address performance gaps and at the same time motivate and reward employees based on their outputs and attitudes in organisations. These initiatives result in promotions, business expansions, and increased ability and energy to complete roles and responsibilities (Duggan, n.d.). In the case of Mark and Spencer, the relationship between organisational structure and performance is evident in the company’s monthly awards, and performance incentives developed and facilitated by the top officials. The best employees at the organisation are awarded gifts and announced through the website and recognised as the employees who have exhibited improved values as well as innovativeness. Moreover, performance incentives are also offered to the best stores and outlets. For instance, Rosie-Huntington promised employees that they would get a visit from the regional beauty manager if they sold the most significant number of pieces (Calnan, 2015).
[bookmark: _Hlk80171564]Moreover, an effective and active organisational structure presents positive implications through job satisfaction, improved efficiency when conducting roles and responsibilities and development. According to Kampini (2018), a significant number of employees become satisfied in their positions through initiatives such as promotions, receiving various benefits for their performances, delegation of work and responsibilities, and being recognised within the workplace. Delegation refers to the practice of assigning duties and authority to employees to enable them to facilitate specific roles and responsibilities while at the same time being responsible for the ultimate success. The delegation also incorporates empowering other employees through active and participatory leadership styles (Kampini, 2018). 
[bookmark: _Hlk80171960]Organisational structures also improve efficiency and development where most of the complicated tasks are completed fast and by experienced employees, as well as enabling the staff to exhibit improved skills and expertise. Mark and Spencer started training and mentoring initiatives to empower and build individuals’ skills and confidence essential in completing tasks (Movement to Work, n.d.). The interrelationship between organisational structure and performance has benefitted Mark and Spencer through increased efficiency and success.
[bookmark: _Hlk80172087]Furthermore, organisational structure influences performance through improved decision-making practices, generating more information, creating a diversity of views, improved acceptability, and expert opinions. Effective and accommodating organisational structures allow leaders to develop systems that incorporate employees’ ideas and opinions in facilitating functions responsibilities (Kampini, 2018). Such an organisational structure creates the availability of information that businesses need to expand to new markets and facilitate other critical functions. Additionally, there is the creation of diversified views since the incorporation of employees in the decision-making processes encourages them to provide ideas and approaches to solving contemporary challenges. There is also increased acceptability of the developed approaches since they encompass informed insights and opinions from experts and, therefore, can be accepted over ideas developed by individuals (Kampini, 2018). Mark and Spenser effectively facilitate their decision-making processes by empowering their teams regardless of hierarchy and collaborating and incorporating the views of the teams working at the organisation’s office and virtually in their homes (Mark & Spencer, 2020). Consequently, the organisation has managed to facilitate considerable changes and provide services and products to its clients. 
[bookmark: _Hlk80172121][bookmark: _Hlk80172302]Organisational structures are closely related to organisational performance. It results in the successful implementation of entities’ plans and goals through the allocation and management of the various employees and resources into multiple processes to enhance control and coordination (Ogbo et al., 2015). There is a massive belief that organisational structures present implications to multiple aspects, including economic efficiency and productivity and employees' level of motivation and satisfaction in the organisation. Organisational structures also improve competence among entities’ employees and strengthen the processes that promote performance (Ogbo et al., 2015).  For this reason, companies need to ensure that their organisational structures are developed in ways that encourage the inclusion of employees in the decision-making processes, motivates them and creates opportunities for them to improve their skills and competence. These initiatives ensure that both employees and the senior officials are active, motivated and focused on completing roles and responsibilities as well as aligning their activities to organisational goals and objectives (Ogbo et al., 2015). 
Mark and Spencer have developed approaches, including motivating employees, providing training programs to the staff, and consequently improving their ability to enhance service delivery and offer quality services to consumers.
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As an established retail firm in the United Kingdom, Marks & Spencer firm managers can adopt certain skills that can help improve the effectiveness of the organization. In organizational settings, the input of leadership hugely impacts the failure or success of the firm. With the huge market potential that the United Kingdom has in improving the financial position of Marks & Spencer by buying the firm’s products, the initiative of the manager to provide necessary skills required to help the company achieve its objectives will facilitate a gradual growth that will make the company more lucrative in the long-term. 
The first task or skill that the firm’s manager should consider in ensuring operational effectiveness of the company is making use of the company’s human resources. In any organization, the human resource is the most vital asset that the firm uses to achieve its goals and objectives (Rieley, 2014). The human resource who in our case includes the employees can positively impact the growth or progress of Marks & Spencer by committing themselves towards accomplishing their assigned roles in their respective departments. As a manager, working closely with the employees can help to improve the company’s effectiveness by creating a favourable environment for the employees to be productive. In workplace environments, the employees are more productive if the management provides an ample environment for them to work (Rieley, 2014). As such, Marks & Spencer manager should support his employees and be involved in case there are issues that need to be resolved. By doing so, this allows the employees to successfully undertake their roles without delays and makes it possible for the organizational goals to be achieved on time. 
The other task that Marks & Spencer’s manager should focus on is putting the interests of the customers in mind. In an organizational setting, firms must always put the interests of their customers first (Walton, 2010). When the needs of the customers are well met by a firm, there is an increased chance for these customers to be more loyal to the firm. As such, for Marks & Spencer to cement its customer base, it needs to concentrate its efforts on meeting the needs of its clients. For instance, fulfilling the needs of the customers improves the efficiency of the firm in the following ways. First, when the Marks & Spencer’s clients feel that the firm adequately meets its needs by selling high quality products at an affordable price, their loyalty will improve the revenue gains of the company in the long-term basis. An improved revenue gain in the company will leave the company at a better position of improving its operations as a result of adequate capital. 
Another means through which Marks & Spencer’s manager can apply his skills to improve the effectiveness of the firm is by acting as a link between the management and the employees. For any firm to achieve its goals and objectives, there needs to be a high level of engagement between the management and the employees. As part of the management, the manager can use his position to strengthen the existing relationship between the employees and the management. A deeper interaction and engagement between the workers and the management can significantly improve the effectiveness of the company through building a strong understanding of the business strategy that needs to be applied in the firm to yield the needed market results (Walton, 2010). In the same way, a deeper engagement will create trust and ensure that all the employees are maximizing their skills in their respective departments. The manager can also use his position to focus on each department and ensure that it is improving its procedures in achieving its obligations. 
The manager can also use his skills to improve the effectiveness of the organization by adopting the right business strategies in the retail market. In improving the position of Marks & Spencer, the manager needs to pay special attention to the business strategy that is being applied by the firm. Since Marks & Spencer’s competitors sell products that are closely related to those it deals with, the application of the right business strategy will help the firm to adopt the most productive strategy in accomplishing its goals and objectives. The manager can adopt business strategies that are geared towards improving customer intimacy, operational efficiency and a leading edge (Walton, 2010). In the management role, the manager can improve the customers’ intimacy by communicating and letting the employees understand what the firm expects from them. Towards this end, it is upon the manager to partner with his team in providing outstanding customer experience and building long-term customer relationships. With reference to operational efficiency, the manager should ensure that the firm provides a universal set of products and services that are affordable to customers. Equally, the manager should leverage technology in boosting the effectiveness of the firm. By calling on the firm to provide new and innovative products that adequately meet the customers’ needs, this can help the firm to realize more sales and make more profits. 
The manager can also improve the effectiveness of the firm by enhancing training and development. For an organization’s employees to be effective and productive, they must possess the right skills (DeVries and Gopu, 2010). As such, organizations must always ensure that their employees have the right capacity to deliver on their roles. As a manager, the employees can be better enabled to deliver and improve their productivity levels by hiring the right talent and developing training programs that sharpen the skills of these employees. By hiring and training the firm’s workforce, this will improve their engagement levels and thus will lead to a low turnover (DeVries and Gopu, 2010). In the same capacity, training the employees will increase their opportunity to grow as they serve in the firm. Since the retail industry evolves fast, having skilled employees allows the firm to be adequately prepared in attending to the needs of its employees. Improved levels of Marks & Spencer’s effectiveness as a result of training and developing the employees are attained through heightened levels of competency across the workers and well-defined career paths that safeguard the firm’s future by investing in its workforce. 
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 Introduction
Effective leaders in a company have the capacity to influence and motivate their workers towards the set goals and objectives. Further, the firm’s success depends on the motivation of the workforce; this is because motivated individuals are committed and promote their performance and the productivity of the entire company. Most critically, motivated and inspired employees have the capacity and willingness to manage work-related challenges. This is possible because the employees are capacitated and prepared to manage expected and unforeseeable situations. Most critically, the success of leaders and managers in organisations is based on their abilities and capacity to motivate and inspire other organisational members. Leaders and managers at Marks and Spencer have integrated different methods and approaches for motivating employees and staff members.
 How leadership inspire staff
Developing vision and purpose
One of the various approaches that leaders and managers can use in influencing their employees is through the use of clear vision and purpose. This is effective because a vision guides employees and other organisational members towards the company’s future. Further, having a well-developed purpose can inspire the employees because it determines what individuals and teams are expected to achieve. Marks and Spencer’s mission can inspire the staff because it sets what the workers are required to achieve and the company’s vision encourages its workers and other organisational members because it creates an environment that determines the purpose of the firm. Employees can then work to attain and fulfil the purpose.
 How leaders inspire staff Cont.
Lead by example
Leaders and managers can inspire their workers by leading as an example and becoming role models to their staff members and other organisational members. Moreover, employees in an organisation and company can learn from their managers and leaders by copying what they do. For example, the leaders and managers at Marks and Spencer act as role models by working hard, showing commitment, and demonstrate professionalism. Besides, the leaders should demonstrate the qualities they want from their employees and influence their actions and behaviours.
 How Leaders inspire staff Cont.
Rewarding and praising
Managers and leaders may inspire their employees and workers by providing them with rewards and praises. Further, the leaders and managers can inspire their subordinates by praising them in presence of their other colleagues. Most critically, when the workers are praised and rewarded, they give their best by working hard and performing better which may benefit the entire company. Leaders at Marks and Spencer inspire its staff and employees by rewarding them by using gift cars; this is because it makes the staff feel appreciated. Motivated employees can easily meet their targets and help the company achieve its objectives and goals.
How leadership motivate employees
Appreciation
The leadership in a company may motivate staff and workers by appreciating their work and commitment to the firm. Furthermore, appreciated employees tend to improve their performance and may also enable the company to increase its production. Most critically, leaders and managers may also use both intangible and tangible items; this may include giving gifts and paid leave. Ordinarily, workers are often appreciated after meeting their targets and objectives and when they meet the company’s goals. The leadership at Marks and Spencer appreciated the workers by different methods including giving them paid holidays.
Sldie#6: How leadership motivate employees Cont.
Training and development
Managers and leaders in every organisation and company may motivate their employees by facilitating training and development programmes. Most critically, training programmes make the employees feel appreciated and valued in the firm. Moreover, the employees’ skills and competence increase through training and this helps them attain the credentials needed to occupy higher positions in the company. At Marks and Spencer, the managers have provided staff members with training to improve their ability to cater to disabled customers. Besides, the training has enabled staff members at Marks and Spencer to improve their productivity.
 How leadership motivate employees Cont.
Employee involvement
Leaders and managers may also motivate their employees and workers by involving them in essential activities of the firm such as decision making. Additionally, staff members may also be motivated and appreciated when they are involved in the organisation running. When the workers are involved in running the business, they provide valued information and knowledge on how to tackle activities; this data may help leaders and managers to avoid costly problems. When the workers are involved in decision-making activities, they feel motivated and can promote the production of the company.
 Conclusion
There are different means that leadership in companies may use in inspiring and motivating employees. Additionally, the inspired and motivated tend to be more productive and this may improve the firm’s performance. Leaders and managers can inspire their followers by developing and implementing a realistic vision and purpose the guides the employees’ activities. Besides, leaders also act as role models; this is useful because it influences the beliefs and behaviours of staff members in a company. Most critically, the employees may also be motivated by providing them with training and development and appreciating them for their contribution to the company.
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Marks & Spencer’s group and team behaviours are influenced by a number of factors. Group and team behaviours in this firm refer to the conduct that is observed by the staff and junior employees as they render services to the customers. In an organizational setting, it is important for the employees and work teams to conduct themselves in a manner that projects the firm positively (Roberson, 2019). Since the employees reflect the firm, their positive conduct or image strengthens the image of the firm to the customers thus boosting its brand. In the case of Marks & Spencer, the first factor that influences its group and team behaviour is the kind of leadership that is offered in the company. From the history of the firm, Marks & Spencer made huge profits from the 1950s to late 1990s as a result of an effective leadership that was present. The type of leadership that a company establishes shapes its group and team behaviours. Fundamentally, when the existing leadership respects and works closely with the employees, the team behaviours of employees are impressive and are geared towards accomplishing the goals of the organization (Bakker, 2018). As the firm strives to leverage on the potentially high U.K market, Marks & Spencer’s leadership approach is democratic and seeks to bring all the organizational parties in attaining its objectives. As such, the positive collaboration between the firm’s top management and the employees results in a cohesive group and team behaviours. 
The other factor that affects Marks & Spencer’s group and team behaviours is organizational roles. From an organizational point of view, organizational roles are assigned depending on the skills and competencies of the employees. The more skilled or competent employees are assigned senior roles while the less qualified employees are assigned junior roles (Roberson, 2019). In a situation where an organization assigns roles in a discriminatory manner, this serves as a source of conflict across organizational teams. In Marks & Spencer Company, the company properly allocates roles based on the qualification level of the employees. To avoid role-related conflicts across organizational teams, the company’s policy is to assign roles in line with the competencies of the employee. In promoting a cohesive working relationship across all the employees, the company also applies a non-discriminatory approach in allocating duties and thus realizes positive group and team behaviours. 
Another factor that influences Marks & Spencer’s group and team behaviours is the applicable organizational norms. In an organizational setting, the established norms play a huge role in shaping the conduct or behaviour of the employees (Kim, Han, Jackson, and Ployhart, 2017). Norms refer to the accepted standards of behaviour in an organization. In Marks & Spencer Company, the established norms that all organizational teams are expected to abide by are founded on professional ethics. In this sense, all the employees are expected to relate with each other with respect and are at all times bound to uphold professionalism in their dealings. With the adoption of relevant norms in the company, the group and team behaviours shared by the employees across all levels are impressive. 
The social interaction of employees also impacts group and team behaviours. Social interaction refers to the extent to which organizational teams interact or engage with one another. When an organization creates an environment where the employees closely interact with each other or have an effective working relationship, this helps them to forge stronger organizational bonds that make it easier for the firm to attain growth (Bakker, 2018). In Marks & Spencer, the firm’s management enhances social interaction by encouraging positive workplace relationships among all the employees. Since the goal of the employees is to work together towards attaining the set organizational objectives, effective group and team behaviours are achieved through a dynamic approach that unites all organization workers towards a common goal (Bakker, 2018). In the recent past, Marks & Spencer Company has continued encouraging social interaction by organizing team building programs and external group excursions where the employees can bond and socially interact with each other in forming better workplace outcomes. 
The composition of the employees across various departments also influence the group and team behaviours assumed by Marks & Spencer’s organizational teams. In any organization, the composition of the employees consists of workers that have different skills and knowledge. In organizations that attain positive results as a result of their effective group composition, the employees have heterogeneous strengths that allow them to be diverse in completing tasks assigned to them by the organization (Roberson, 2019). In Marks & Spencer Company, positive group and team behaviours are encouraged through integrating workers who have diverse work strengths with those who do not have. For instance, since new employees may not possess deeper skills as compared to experienced employees, creating a platform where these employees work in the same environment allows less-experienced employees to interact and learn from their seniors. As a result of this interaction, the company’s group and team behaviours are strengthened. 
Group cohesiveness is another factor that determines the level of Marks & Spencer’s group and team behaviours. Group cohesiveness refers to the extent to which organizational teams are attracted and motivated to work together. Organizational group and team behaviours are affected by the level of cohesiveness across its teams. Where the teams are motivated to work together or have an effective working relation, this makes organizational teams to have a strong bond that makes it easier for them to attain the set objectives (Bakker, 2018). In the case of Marks & Spencer, the company enhances the cohesiveness of its employees by encouraging them to work in small groups in their respective departments, ensuring the employees amicably settle their conflicts which come up as they work in the company, stimulating meaningful competition across various departments, rewarding departments or groups that post outstanding results and establishing leadership programs that teach the employees to be better leaders in their respective work domains. Since leadership makes the employees appreciate and carry themselves professionally and respectfully when interacting with work colleagues, this allows most employees to co-exist peacefully with their workmates thus allowing them to form cohesive bonds with other team or group members.  
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