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A Critical Analysis of Management Theories within Marks and Spencer, and the impact of these theories on Attitudes, Values and Beliefs of the Employees and Customer base.
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Introduction.

This report is conducted for the Executive Chief Director of Marks and Spencer Steve Row and to be submitted by the 22/08/2022. The report will critically examine classical and modern management theories and how they reflect the organisations attitudes, values, and beliefs of its employees and customer base. The aim of the report is to historically examine how the old school management theories of the past impacted the organisation exploring its benefits and limitation, and then compare how implementation of new school management theories changed or aided the organisation, examining any strengths and weaknesses that can be drawn upon. 
Further research into these management theories will be discussed in which way these theories changed attitudes, values and beliefs of its employees and its effect on their customer base. There will be many forms of data used such as internet, journals, news articles, and books in order to critically assess and to form opinions and facts that impact these theories on the organisation’s success. 

Findings 1.0.

Brief Introduction to the organisation and Core Values.

It's astonishing what a penny can do. 'Try not to ask the value, it's a penny' was the motto Michael Marks utilized when he opened his most memorable marketplace in Leeds in 1884. It couldn't be any less difficult and the two his thought and difficult work before long paid off. Yet, it was when Michael went into association with Tom Spencer in 1894 that the organization, we as a whole know truly began to come to fruition.
Marks and Spencer are anticipating the following 130 years. Their centre intention of 'Improving Lives. Consistently', through the organization upsides of Innovation, Inspiration, Integrity and In Touch. These are the structure blocks of Plan A, their eco and moral program which is at the core of how they carry on with work. Following the launch of plan A, in January 2007, they presented Plan A 2020 which comprises of 100 new, updated, and existing responsibilities, assisting them with accomplishing their definitive objective of turning into the world's most maintainable significant retailer (Marks in Time, 2022).
Marks and Spencer are focused on driving an economical business that is both monetarily fruitful and socially and ecologically capable. This incorporates giving their workers in the UK and abroad with a protected and sound workplace and having a hierarchical culture which advances variety, inclusivity, self-awareness, and regard. Marks know it's their kin who make Marks and Spencer fruitful. They believe individuals should appreciate coming to work and for the working environment to be liberated from separation, provocation, and exploitation.
Utilizing individuals in various nations implies answering different social and accepted practices, what's more, unique work regulation and business contemplations. Notwithstanding, paying little heed to where they work or the work they do, they need everybody utilized by Marks and Spencer to be dealt with poise and regard and have pride in their image (M&S, 2019).
                                                                                    2.0.
[bookmark: _Hlk111809705]Critical Analysis of Weber’s Management theory relevant to the Marks and Spencer Organisation.

One of the most well-established brands of today is known as marks and Spencer not only in the UK but internationally. However, the company faced a lot of issues during its development such as the setback of their performance in the late 1990s which could have affected the organisation quite drastically. However, this was avoided developing an entire new strategy unburdening the pernicious impact on the company’s fortune (Whitehead, 1991). 
Marks implemented new initiatives on multiple levels through management to adapt to the changes in industry. Today the brand is defined as one of the most well managed companies in the UK, however, they had a few major issues concerning their strategic management and performance was quite lower than expected. With Executive preferring to follow classical models of management theory as a safer option they lacked innovation resulting on bigger issues of market appeal. 
Max Weber’s bureaucratic management theory was a theory which was very much aligned with how Marks and Spencer’s organisation had previously been run where there are six characteristics within the theorist’s model. The first stage identified within the bureaucratic model is the hierarchical structure which is reprehensively introduced by the founder of Marks and Spencer Michael Marks. Marks for a long time had an authoritative, centralized managerial style that like Weber’s first stage had a structure where each level within the organisational structure controls the level below but also is controlled by the level above. This is where power and authority are clearly and specifically designed within each position of the hierarchy and also job responsibilities and duties are clearly defined for each and every position within that hierarchy. However, this had very little innovation or initiative within its style and posed a limitation in the model to how the workforce attitude and contribution of skill set could be explored as a benefit (Davies, 1999).
Weber’s model also represents very much the second stage which is Division of Labour. Tasks are divided between the employees of the organisation where employees are designated to specific tasks and each department responsible for specific functional areas. This was very much the basis of how Marks and Spencer had been operating in this way until Peter Salisbury took over the company in 1998 as a change in leadership and management. Accordingly, the administration style was changed definitely (Mellahi, 2003). Rather than focusing on the definitive construction inside the organization, Marks and Spencer began to focus harder on the clients, employees, and the market propensities (Doherty and Alexander 2004). The authoritative construction transformed from the hierarchic to the more reliant and agreeable. Specifically, the design of the firm was isolated into three sections: retail in Britain, business abroad, and the monetary division. The system was to re-establish the picture of Marks and Spencer as a cutting-edge retailer, yet regardless of the administration change, it was sufficiently not. Unlike Weber’s old classical theory, the introduction of Peter Salisbury and his new management style changed the workplace culture where a new structure which was less influenced by layers of bureaucracy in Weber’s model changed management authoritative structure to more administrative level and front-line employees. A strength to this encouraged employee to have more decision-making processes which created higher sets of value, attitude and moral with higher skill sets and less communication between upper managers and lower-level employees. This allowing more rapid change and problem solution and employees developing more trust on an independent level (Strinefellow, 2010).

2.1
[bookmark: _Hlk111809819]Identifying The Gap through Hertzberg’s 2 Way Motivational Theory of Psychology.

The insight of this gap within Weber’s Theory where Peter Salisbury’s new management style took hold was more in indicative of Frederick Herzberg’s 2-way motivational theory of psychology. This concept was where two factors being meaningfulness at work and Responsibility for the employee contributed to growth and success of the company adding strength. The fulfilment within the psychological needs of the employee encouraged performance and ambition to achieve which Herzberg explains as satisfiers which employees find extremely rewarding. This aligns with the companies strive for growth and the employee’s hygiene factors improving work environment and culture (Emanuel. O, 2011).
With the organisation changing from hierarchic to more cooperative the strategy was to restore the image of Marks and Spencer as a more modern retailer creating the soil for the future of its success. United together the management style and operational planning created factors of more diversity within the workplace, capabilities of the staff, understanding of customer focus and ready to react to changes in the market coupled with a more responsive approach and readiness (M&S, 2022).


2.2
[bookmark: _Hlk111809911]Stephen Covey 7 Habits and Marks and Spencer’s Culture.

With a more liberal leadership and the and managerial structure more simplified Marks have developed a flatter organisational structure now through delayering of authority and more increased and individual responsibility is placed on employees. This increases the need in the flat structure for more demand on training in more specialized areas where trainee managers are expected to have university graduate degrees and important managerial skills like working in a team, leadership, and motivational attributes. These leadership attributes are essential for the M&S People Principles approach where the organisational culture promotes diversity, inclusivity, and personal development where they feel that as a company its their employees make them more successful (M&S, 2019).
Stephen Coveys 7 Habits represent Marks and Spencer’s People Principles very well in this regard as Covey once stated “its hard climbing the ladder of success only to realise the ladder was up against the wrong wall” emphasising Marks and Spencer’s limitation within their old classical management theory by focusing less on managerial structure and authority and more on the rice and beans of the foundation being its people i.e., the employees and customers being the right side of the wall. 
This gave Marks and Spencer’s a clear image as Covey describes “Begin with the End in mind”. 
This begins with Coveys Habit No 2 where there’s a clear understanding of your destination with concentration in mind in the right areas. This leads to personal effectiveness in its leadership and staff where in 2012 the new directive leadership and take on of Steve Rowe created more focused team running and efficient decision making, which helped move close to its customers putting them at the heart of everything they do (George. M, 2016). 
However, with significant change to modern theory management more unskilled long-term staff originally employed by Marks and Spencer found it difficult to adapt to new responsibility to departments and roles addressing capability issues and the requirement of training within the roles. Many staff complained that there was too much pressure and responsibility with the lack of managerial support because of the influence in changes to structure to adopt to new market strategies. This presented conflict and operational barriers where more consideration needed to be implemented where employees needed to be integrated into the change process management as a HRM approach. A more two-way communication approach had to be implemented in order to prevent misunderstanding and dissatisfaction (Ivory Research, 2018).
This is known as a “Public Victory” by Stephen Covey within his 7 habits whereby interacting within others in habit 6 creates synergy and cooperativeness amongst others where the combined effect is greater than the individual effect. Covey explains this as the quality of the soil produced helps both plants i.e., the management and employees grow and cooperate together as one rather than separately. The limitation within their new management theory explains this as their weakness within the new restructuring. Even though the correct thought process was employed to implement new changes to promote strength within culture change, the gap in recognising training requirement which aided staff in the transitional change also should be addressed. There cannot be a growth in values, attitudes, and beliefs if there is as Covey describes no trust and cooperation to synergise the alignments of both employees and organisational goals (Calvin. S, 1996).

3.0
[bookmark: _Hlk111809967]The Impact of Values, Attitudes, and Beliefs of Management theories on its Employees and customer base of Marks and Spencer through Robert Dilts Logical Levels.

Roger Dllts logical levels model is especially a powerhouse with the perspectives, values and convictions of Marks and Spencer's in making supportability inside the association. The model reflects how Marks and Spencer's credits their prosperity from the 6 levels of his model being conduct, abilities, values, convictions, personality, and vision. These are a progressive course of levels inside an individual or association where the association of each level is to combine, coordinate and direct the levels which go before it (Roger. B. Dilts, 2014).
With Marks and Spencer's working environment climate underlining the benefit of being freed from old school management of its structure, the employees to have more motivation to evolve through the personal identity phase of the levels in belonging and personal development. This represents Roger Dilts climate period of his lattice. The climate mirrors the working environment culture through his second stage where the representatives are self-improved and felt comprehensive to help out undertakings and activities through better ways of behaving created from stage one. The transition between old school management and new school’s management theories in Marks has an elevated expectation in responsibilities of their workers which creates value, trust, and attitudes of the workforce. Then, at that point, capacities guidelines are now at a level inside the Dilts stage where construction and system are kept up with well through properties of ranges of abilities and power.
With ability and conduct stages wedding great with one another then the qualities perspectives and convictions line up with the association and the worker making inspiration, moral disposition, and shared goals of the organization targets. This makes sense of how Marks and Spencer's consideration for client and care for worker's methodology creates Dilts hypothesis well as while taking a positive picture and idea of what the organization values and needs to accomplish it should begin from the back to front and base to top. With the new management theories arriving at these levels in this essential manner advances way of life as the last stage being the association and vision, however the workers and the partners who address it, making seriousness, maintainability and nature of shared values, methodology, design, and style. This helps the employees grow as individuals and creates a management and employee satisfaction where values are aligned with the organisation creating overall better performance (Chael. J, 2014).

4.0
[bookmark: _Hlk111810032]Barrett’s Model of One’s Own Personal Values and How it fits in with the Marks and Spencer Organisation.
Inspired by Maslow’s Hierarchy Richard Barrett developed the model known as the seven levels of consciousness. This model identifies seven areas that develop human motivations. These levels range from basic survival at one end to service and concern over future generations in the other end. The model explores the understanding of an employees, stakeholders, and management through a very useful map. This then creates and aligns and understanding of relationships between them creating more support and productivity and the relationships between them throughout the organisation (R. Klapper, L. Berg, & P. Upham, 2020).
With one’s own value being openness, integrity, trust, honesty, and transparency, this is very much within Barrett’s level 5 of the model being Alignment. These are the values that create one’s consciousness in understanding personal motivations that inspire every decision and action that one my take. These would be needing to align with a chosen organisation’s dynamics perceiving a clear idea of the present and future underpinnings of the organisation’s culture without preconceptions (Richard Barrett, 2006).
With Marks and Spencer’s core People Principal values being at the heart of the company’s leading policies, this very much aligns with one’s own perception of the organisations cultural environment. This environment allows progression through Barrett’s other levels 6 and 7 being collaboration and Contribution. These levels create one’s ability and support within the organisation through mentoring, coaching and employee fulfilment giving purpose through long term perspective and social responsibility. This develops a relationship between oneself, and the organisation based on common interests and level of service to the customer. However, Marks and Spencer’s old school leadership theory of Weber would not have been appealing to oneself based on the hierarchical bureaucratic management structure in lack of employee engagement. This would pose a significant challenge to one’s values within the Barrett’s model compromising self-identity and self-actualisation as a limitation within one’s abilities and skill sets (Barrett. R, 2006).
 However, with the introduction of Hertzberg’s two-way motivational theory implemented during Peter Salisbury’s new management takeover and the restructuring of the organisation, employee engagement enriched the cultural environment and hygiene factors. This creates the appeal to one’s alignment in values as Barrett’s leadership model in level 4 suggests that with achieving excellence with competence, self-esteem, productivity, and efficiency then level 5, 6 and 7 and be progressed through genuine self-expression creating the basic needs and growth needs that underpin Maslow’s Hierarchy of needs. This is the basic need of feeling comfortable in your environment and the growth need in order to feel a sense of internal alignment. This makes you feel less anxious and fearful when you are unable to satisfy your basic needs. This promotes psychological and emotional wellbeing creating and promoting self-actualisation. When this happens organisations experience a high level of engagement becoming what it means to be a value driven organisation (Barrett. R, 2006). 




5.0
Conclusion.
To conclude the report Marks and Spencer has been an organisation that like many has had great success from the beginning when developing an organisation that prides themselves on quality and an established brand nationally. However, adjusting to the modernisation of market trends and sustainability there has been challenges within the management and leadership structure of the organisation which creates adaptability issues. Most of these issues has been critically discussed within a management theory development from old school classical thinking to modern day management theories. The hierarchical structure of less involvement between lower-level employee and too much emphasis on management created a limitation in how the company could progress forward to the future. Old school theories have proved valuable through the past when creating infrastructure of the organisation and operations, however developing through the new world in media and technology needed new perceived images of cultural trust, meaning, community and ownership. 
Building a visionary organisation means that company’s need to care about values and the collective good in order to reach a realm of spiritualised living entity and not machines. Richard Barrett’s model depicted and analysed this very well throughout the report. The physical wellbeing of the organisation is determined by financial success, however employees like companies need water air and food to grow. The emotional wellbeing of an organisation is a measure of its productivity, efficiency, quality and interpersonal relationships, and this cannot take place without the soil of its business being their employees. As explored through transitions in management theories from Weber t Hertzberg co-operate fitness also relies on the emotional wellbeing of their employees and a sense of friendship and connection with their co-workers and supervisors. 
Fairness, equality, and recognition create workers that take pride in their work which therefore aligns with organisations goals within their brand. Responsible freedom and pride in work is explained well when working through Roger Dilts logical levels where bureaucracy, fear exploitation and poor working relationships are signs of poor company and emotional health less able to move forward through logical levels and create stagnant less progressive business strategies.
A major turning point for Marks and Spencer was the discovery of change within leadership and management with Peter Salisbury and then continuing with Steve Row in order to influence these new changes for the company that it has established itself today.
Adaptation from the external environment by internal change has had lasting commitment to learning and self-renewal with a balanced value approach to co-operate fitness within the Peoples Principles approach to their business and collaboration with its customer base. Learning about internal growth eliminates long term futility of co-corporate self interest and embraces the common goal of business that is good for organisations, good for employees and good for customers.  
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