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The report identifies the effect Marks and Spencer’s workplace culture has on the efficiency of the organisation. The report recognises that Marks and Spencer’s culture at present is hierarchal and can be connected to the failures of the business and its inability to adapt. The organisation post COVID-19 faces problems from external factors e.g. encouraging customers to return to the High Street, likely recession, high unemployment, and the uncertainty regarding imposed lockdowns which will affect organisational culture. Using Handy’s Organisational Cultural model M&S can analyse both the current and future culture within the organisation, the report  identifies M&S would benefit from a Role culture. Marks and Spencer is required to create a strong ethical culture that supports people, while making good ethical decisions. The report  recognises that an employee’s mental health and working in an ethical organisation are related,  providing job satisfaction, improving employees mental health, moral behaviour, and improving employee performance within the organisation. Marks and Spencer’s  employees values need to align with the values of the organisation to aid the company in achieving its core mission and organisational success as a person’s beliefs, values and attitudes contribute towards the culture of the organisation.
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[bookmark: _Toc67579756]1.0 INTRODUCTION
This report has been requested on 11/01/2021 by the CEO of Marks and Spencer(M&S) to be submitted on 25/03/2021 by Audra Arundel Human Resources manager. The purpose of the report is to examine the workplace culture within M&S and the impact the culture has to the success of the organisation, this will be done using Charles Handy’s Organisational Culture model. M&S have identified the need to simplify the culture, and create a faster, lower cost, more commercial business, along with the  need  of employees  to drive the cultural transformation(Corporate Marks and Spencer, 2018). The organisations ethical stance will be analysed along with the organisational values and employee’s alignment with the values. The report will include a PESTLE analysis of the 2 most important external factors affecting the organisation and recommendations to improve the organisation culture. The use of secondary research tools such as textbooks, journals, articles, and the internet will assist with research methods.

 


















[bookmark: _Toc67579757]2.0 FINDINGS 
[bookmark: _Toc67579758]2.1 Organisation background
[bookmark: _Hlk64646926][bookmark: _Hlk65854963]Marks and Spencer’s(M&S) was established in 1884 and is a leading British retailer providing homeware, clothing, food, and financial services both at home and internationally, with 1519 stores globally trading in 62 international markets(corporate Marks and Spencer, 2021). The main stakeholders of the organisation are its customers, employees, community, the environment, and the shareowners. The shareowners include World Asset Management Inc, Stifel Nicolaus & Co, Inc and The Bank of New York Mellon Corp ( marketscreener, 2021). M&S brand is built on core values of quality, value, service, innovation, and trust. M&S mission statement is: To make aspirational quality accessible to everyone, through the depth and range of its products(Campaign, 2005).
[bookmark: _Toc67579759]2.2 PESTLE
[bookmark: _Hlk63446880]All external factors affect the world of business, ‘the world out there influences the world in here ‘(Buchanan and Huczynski, 2017). By using a strategic planning tool  an organisation can assess its current position and decide upon a new strategy (mindtools, 2021). An organisation can identify the external and internal influences that affect the organisation by using a PESTLE. A definition of a PESTLE  is a framework to analyse key factors (Political, Economic, Sociological, Technological, Legal, and Environmental) influencing an organisation (CIPD, 2020). By analysing these factors, organisations gain insight into the external influences which may impact business strategy and decisions. 
Using PESTLE two of the most important external factors that are affecting the organisation currently are the political implications of Brexit and the economic implications of COVID-19.Uncertain times like these affect organisational culture through the psychological contract, which refers to individuals’ expectations, beliefs, and obligations, as perceived by the employee and employer(CIPD,2021). 
Political
A weakened pound due to leaving the European Union(E.U), the United Kingdom(U.K) has uncertainty over trade deals. A Free trade agreement helps British companies import goods at cheaper rates, post Brexit the cost of importing goods will likely increase. Brexit  will bring new trade legislation  including Health and safety laws, tax laws and  tariffs, resulting in higher costs and taxes for consumers and the organisation. Increases in minimum wage laws will also affect the organisation. There will be a  likelihood of  closures of overseas branches due to a post COVID-19 recession with businesses choosing to rationalise. A recession would bring a decline in economic growth due to unemployment. The government decision to with draw funding for energy efficiency scheme will affect M&S decision to provide domestic solar systems. COVID-19 has  resulted in government-imposed store lockdowns, the uncertainty of whether COVID-19 will remain, and future lockdowns are a threat. The government decision of whether  VAT is reduced post COVID-19 to stimulate customer spending affecting consumer buying choices and the business.
Economic
The U.K leaving the E.U has left investors with insecurity and with exchange rates uncertainty affecting any agreements with suppliers.
COVID-19 has had an unprecedented adverse effect on sales with customers becoming increasingly reliant on online shopping and the added threat that customers will not return to the High Street. A possible recession and high unemployment post COVID-19 is a threat to M&S with the risk of losing customers to cheaper competitors. Interest rates are expected to be lowered post COVID-19  providing the business with consumers  who are likely to spend more.
[bookmark: _Toc67579760]2.3 Workplace culture
Organizational culture can be thought of as the personality of an organization. It deals with how things are done in a company daily. A simple definition of culture is: ‘ how things are done around here’ (Mullins,2007, pg. 721). A detailed definition of culture is “The collection of traditions, values, policies, beliefs, and attitudes that constitute a pervasive context for everything we do in an organisation “ (Mullins, 2007, pg. 721). Culture is the overarching system of rules and guidelines which determine what is and what is not acceptable (Morgan, 2017, pg. 276).  It affects how employees perform their work; how they relate to each other, to customers, and to their managers. Organizational culture affects how well or badly an organization performs, but also how workers feel about their work and their companies (Buchanan and Huczynski, 2017). An organisations culture defines how to behave within the organisation with shared beliefs and values established by management and reinforced through various methods of communication (shrm,2021). Not all companies are the same and different cultures fit with different organisations, an organisation needs to establish a clear set of priorities or mission statement to align with the company’s goals (Entrepreneur, 2015), companies with a strong culture are found to be more successful i.e. Apple, Netflix, Google. 
Edgar Schein (1980) Model of Organisational Culture suggests there are 3 levels of culture
Artifacts- the visible culture, physical and social environment, i.e. the layout of M&S stores, customer service 
Values- the public declaration of the company values, process of how employees justify behaviour
Assumptions- embedded beliefs and behaviours that guide behaviour 
Schein suggests that basic assumptions are the essence of the culture(Mullins, 2007, pg.722)

There are different models including Johnson, Scholes, and Whittington(1992) Cultural web, which has six different aspects within the paradigm including rituals, routines, and stories. Geert Hofstede(1970’s) Cultural Dimensions theory based around cross-cultural communication and Charles Handy(1999) Organisational Culture model that can be used to analyse the culture within an organisation, tools that map the culture and aid the understanding of different influences and their effect on the organisation. These cultural models are useful for identifying how things are done, highlighting any issues.
For a successful culture Mullins states
“ In order to  develop  long term performance  managers need 3 main criteria to develop a suitable culture 
It must be strategically relevant
It needs to be strong in order that people care about what is important; and
the culture must have an intrinsic ability to adapt to changing circumstances”.(Mullins 2007,pg 728)
[bookmark: _Toc67579761]2.4 Marks and Spencer’s cultural elements
Marks and spencer have changed direction recently to a flatter organisation structure  with limited levels of management to encourage employees( Corporate Marks & Spencer,2016). 
Using Handy’s organisational culture model (1999)  culture can be divided into four types based on a organisations structure (Mullins,2007 pg. 722). Handy uses Greek gods as metaphors for his cultural types as each god represents a particular value:
Zeus/ ’power’ culture. This culture is usually found in a small organisation with control from a central individual with few rules and procedures with little need for bureaucratic procedures. The power culture is highly dependent on trust, empathy, and communication(Brown,1998, pg. 66). Apple under Steve Jobs and early days of Facebook were power cultures (Kalish, dougsguide,2021). Risk takers thrive in a power culture however failure to recruit the appropriate people can lead to high turnover and low morale within the organisation(Brown.1998,pg.67). M&S CEO identified that as an underperforming business the organisational culture has proved resistant to change, the organisation needs to move faster and take more risks(Corporate Marks and Spencer’s, 2018). A power culture would benefit M&S in providing the organisation with quick decision making but does not provide the benefit of team work. M&S CEO Mr Rowe said M&S's culture was 'siloed, slow, and hierarchical (Denton, This is money, 2018)  this would identify with Handy’s Power culture.    
Apollo/ ‘role’ culture stereotyped as bureaucracy, rests on the strengths of specialists for example financing, purchasing. Rules, procedures, and job description govern a role culture (Brown, 1998, pg. 67). Role cultures are best suited to stable businesses with success depending on having the right people in the right job. In a role culture employees decide what best they can do and willingly accept the challenge(management study guide,2021). Disadvantages to a Role culture are the business can be slow to react to change and employees may have trouble in adapting due to procedures, however procedures provide employees with stability. Defined rules by management are required to allow employees the structure to perform within. Large companies like insurance and banks tend to have role cultures (Kalish,dougsguide,2021).
M&S  previously identified as having a power culture, however the organisation’s CEO stated that he is looking to bring its business back together under “one brand, one set of values and one culture” (Hammett, Marketing week,2018).The organisation would benefit from having a Role culture as it would allow for interaction between other departments, people, and customers. Policies and procedures become formalised to ensure all employees are working towards the same company values. The benefit of role culture to M&S post COVID-19 would be that the culture provides employees with stability during uncertain times bringing productivity with it, a disadvantage to role culture is that it is unadaptable, during COVID-19  change is rapid, a business needs to adapt to customer needs and wants to survive. 
Athena /‘task’ culture  brings together specialised people within a team to focus on a specific project Influenced by expertise rather than individuals’ position or charisma (Brown, 1998, pg. 67). Medium and large professional services, accounting and law  firms would have task cultures within the organisation. An example of Handy’s Task culture would be NASA where the task would be to put a man on the moon. M&S show less evidence of having a task culture throughout the organisation however this could relate well to departments such as marketing or advertising who have a specific goal to achieve.
[bookmark: _Hlk65930408]Dionysus/ ‘person’ culture an individual is the central focus with the structure more suited to small businesses such as small law firms, doctors, and architects .These organisations share office space but are not controlled by an individual. This culture would not fit with a large organisation like M&S.
[bookmark: _Hlk66196750]Every organisation will have elements of all four cultures within the different departments of the business(Mullins, 2007, pg. 723). M&S recognises that its organisational failure can be connected to a culture that does not adapt and is inflexible and rigid. M&S identifies the need to simplify the culture, and create a faster, lower cost, more commercial business, along with the need of employees  to drive the cultural transformation (Corporate Marks and Spencer, 2018). M&S believes employee recognition underpins the positive effects the company’s culture has on the organisation’s productivity and bottom line. The business uses a Values app to congratulate colleagues, to nominate employee incentives (Calnan, Employee Benefits, 2015). Employees received a 15% bonus as recognition for working during the pandemic. M&S launched a suggestion scheme for colleagues’ ideas  ‘Suggest to Steve’ allowing every colleague to play a part in improving the business(Corporate marks and Spencer, 2018). Acknowledgment is one of the seven pillars of an effective workplace culture the others are Transparency, Positivity, Measurement, Uniqueness, Listening and Mistakes (Dyer, C, 2018,pg.6). Trust is at the foundation of what makes Google’s company culture successful, creating a positive culture moving away from a top-down style of management (Brooks, Peakon, 2018).
 Google describe the catalyst to this culture as
Finding a compelling mission, Being transparent and Giving people their voice(Dyer, C, 2018,pg.12),
these concepts can be applied to all organisations. Glassdoor reviewed M&S with the business receiving a 3.8-star review as being a good company to work for and 3.7- star for the company’s culture and values(Glassdoor, 2018).
[bookmark: _Toc67579762]2.5 Marks and Spencer’s ethics
A definition of Business ethics is the moral principle that act as guidelines for the way a business conducts itself and its transactions (Corporate finance institute, 2021). Mullins states:
“Ethics is concerned with the study of morality: practices and activities that are considered to be importantly right or wrong, together with the rules that govern those activities and the values to which those activities relate”.(Mullins,2007,pg.546). Creating and sustaining a strong ethical culture creates an organisation that supports people, making good ethical decisions(Ethical Systems, 2021).
The advantages of having an ethical organisation are improved brand image making it more appealing to customers who are prepared to pay a premium for ethical goods. An organisation with high ethical standards can lead to customer satisfaction, repeat business and valuable word of mouth endorsements (Hill, azcentral,2019). Ethical businesses provide job satisfaction, improve employees mental health, increase moral behaviour, and improve employee performance(Ethical Systems, 2021).
[bookmark: _Hlk65939186]Corporate Responsibility also known as Corporate Social Responsibility(CSR) is the ethics that lead an organisation’s activities regarding society, the environment, and the economy providing a positive contribution to all stakeholders and the organisation (CIPD,2021). 
[bookmark: _Hlk65943470][bookmark: _Hlk67056426]M&S Code of ethics and behaviours policy outlines the standards colleagues are expected to deliver to uphold the values of the business and to maintain honesty and integrity within the organisation. The policy includes human rights within the business and its suppliers, a zero-corruption tolerance, equal opportunities policy.  M&S consider international standards and the organisations commitment to compliance including legal requirements, discrimination and equal opportunities, health and safety and forced labour(Corporate Marks and Spencer, 2018). M&S aim to abolish modern slavery and all discrimination from the business as part of the organisations  code of ethics, however M&S are found to have operations in countries governed by oppressive regimes including India, Thailand, and Philippines (Ethical consumer,2021). The Guardian in 2017 investigated a M&S supplier who purchased meat from farmers in Brazil who were using workers as modern-day slavery (Ethical consumer,2021). Dealing fairly with suppliers and paying them a fair price and treating them respectfully reinforces the organisations values. In 2017 M&S was found to be trading with suppliers that kept large calves in tiny pens at a dairy that supplied the business with milk flouting animal welfare laws( Animal Equality,2017), which does not provide trust for stakeholders that the organisation is upholding the values of the business that promotes itself as a leader in welfare standards. M&S was found to have numerous holding companies for the likely use of tax avoidance (Ethical consumer,2021), nevertheless in comparison M&S paid more corporation tax in one year (£65.4million) than Amazon paid in the last two decades( £61.7million)(Roberts.metro.2019).
Linn Byberg(2019) states there is a relationship between employee mental health and working in an ethical organisation, an ethical culture is where advice can be sought, concerns raised, and decisions challenged without fear of repercussions. Covid-19 has increased the need for colleagues to feel supported more than ever, . M&S were the first retailer to sign up to ‘Time to Change’ campaign in 2014 and in 2020 joined the Mental Health & Work Commitment. The organisation provides annual wellbeing awareness campaigns, directing employees where to find support. The organisation  provides a  24/7 confidential health support and free counselling service, with Diversity & Inclusion networks helping colleagues to be themselves(Corporate marks and Spencer, 2020). In 2020 M&S collaborated with other retailers including John Lewis, Tesco and Sainsbury’s powered by the Samaritans to develop ’Wellbeing in Retail Tool’, an online learning platform to be able to understand mental health, improving individuals mental health and supporting others(make a difference, 2020). Through the pandemic the organisation  made weekly calls to discuss the impact of COVID-19 on the business and stakeholders, provided support centre colleagues with laptops to enable remote working, guaranteed full pay for all colleagues needing to self-isolate and set up a dedicated intranet site to provide guidance for all colleagues(Corporate Marks and Spencer, 2020). Highlighting a difference of opinion from the organisation on colleagues treatment through COVID-19, distribution colleagues staged two walk outs over safety fears  over the organisations attitude to health and safety with lack of precautions over coronavirus(GMB, 2020).
[bookmark: _Hlk66539536]Through Plan A - a strategy covering People, Product and Planet  launched in 2007 and updated in 2017, M&S affirm their commitment to social and environmental issues tackling issues from low wages to animal welfare within the supply chains. The plan is the organisations structure to build a business that enables a positive impact on wellbeing, communities, and the planet(Corporate Marks and Spencer,2021). M&S support local communities with the belief that “ healthy high streets need healthy backstreets”(Corporate Marks and Spencer,2021). M&S operates employability programmes to help disadvantaged or disabled  people gain experience in the workplace creating a more diverse workforce. A relationship with the Prince’s Trust has also assisted 1,500 18–24-year-olds into employment. The organisation has a dedicated volunteer week where around 4000 colleagues volunteer within the community. All stores donate surplus food to local foodbanks which remains core to the corporate responsibility through a partnership with Neighbourly a social network platform. Unwanted clothing, food, and equipment are also donated to charities including Shelter and Oxfam. Since 2015 the organisation has donated nearly £7 million to  charities through  Sparks the company loyalty card (Corporate Marks and Spencer,2021). In contrast to the organisations positive charity work the M&S has been criticised for refusing to return £83.7m business rates relief received through Covid-19 with some of the largest retailers making the moral decision to return the relief grants.( Retail Gazette,2020).
[bookmark: _Toc67579763]2.6 Employee skills and behaviour
[bookmark: _Hlk67328658]M&S require employees with good communication skills providing a 2-way system for a successful culture, employees who can make quick decisions that benefit the organisation, and those who can collaborate and are able to work effectively within a team, assisting problem solving, exchanging ideas, and promoting creativity. A resilient employee brings the benefits of motivation, adaptability  and greater job satisfaction. Employees need to have integrity and ethical values that align with the organisation. The organisation requires employees to be culturally aware of cultural values, beliefs, and perceptions(Qadir, The Warwick careers blog, 2015). Dennis Organ (1988) Organisational Citizenship Behaviour(OCB) is defined as an individual, discretionary actions by employees that are out of their formal job description behaviour(Economics of Mutuality, 2021), benefits of OCB are loyalty, self-development, and organisational compliance, in today’s climate M&s require employees who “go the extra mile”. 
[bookmark: _Hlk55657931]The Barrett Model(Barrett,1997) identifies seven areas of values that comprise human motivations. It provides an understanding of the values of employees and leaders offering more supportive relationships and a deeper alignment across the organisation (values centre,2020). A person’s beliefs, values and attitudes contribute towards the culture of  an organisation with daily decisions of the business made based on individual’s values and beliefs, to satisfy the individual or organisation needs. Employees values need to align with the organisations values for the company to achieve its core mission, (mindtools,2020). Great culture provides alignment to the vision, purpose, and goals of the organisation(Baumgartner, Harvard Business Review,2020). 85% of CEO’s believe an unhealthy culture leads to unethical behaviour( Baumgartner, Harvard Business Review, 2020).
[bookmark: _Hlk67328844]Values are a motivator for both the organisation and the employee, with a link between living the values and organisation success. Of the best 100 workplaces in the U.K, 97% of those were value-led. These organisations benefited from mutual trust and positive perception of the organisation and how they live their values (values-lab,2018). In the 1990’s, Collins and Porras research identified that core values were what shaped the identity of an organisation and were critical in sustaining the company in the face of change (values lab,2018). Work cultures are unique however the foundation of a thriving culture is empowered employees that feel valued and heard. 
Aligning values of employees and the organisation allows employees to make sound judgements about work practices, they agree on goals and work together, adapting easily to change (insync,2020). When values are shared, they build internal cohesion in a group (Barrett values centre, 2020). When goals are aligned an employee knows their role and the impact of their actions, contributing to a successful team all working together. Misalignment of values is cited as one of the top three reasons for leaving an organisation(Guest,2018), this can cause issues for both the organisation and the individual. An employee will feel unmotivated and unfulfilled with their job meaning less productivity and possibly leading to workplace stress due to dissatisfaction with their career path. 
























[bookmark: _Toc67579764]3.0 CONCLUSION
The culture within M&S has previously been defined as being hierarchal with the CEO identifying  the organisational culture had proved resistant to change, the organisations failure can be connected to the culture and inability to adapt. A clear mission statement is needed to support the company goals to build a strong culture and successful business. Great culture provides alignment to the vision, purpose, and goals of the organisation. M&S faces external factors from Brexit and the implications of COVID-19  which will undoubtedly lead to the business having to cut costs to overcome a looming recession and higher trading costs which will affect the psychological contract with employees and the organisation culture. Using Handy’s Organisational Cultural model M&S will be able to analyse culture within the organisation  which identifies the organisation would benefit from a Role culture resting on specialists, having the right people in the right job, allowing  interaction between departments within the organisation, people, and customers. All employees are required to drive the cultural transformation for the business to adapt and succeed with a different culture. M&S believes that employee recognition underpins the positive effects the company’s culture has on productivity and profit.
[bookmark: _Hlk67239518]M&S Code of ethics policy outlines the standards all colleagues are expected to deliver to uphold the values of the business. The business recognises that an  ethical businesses provides job satisfaction, improves employees mental health, increases moral behaviour, and improves employee performance. Creating and sustaining a strong ethical culture creates an organisation that supports people, without fear of repercussions. Values shape the organisation and are critical in sustaining the company during change, a thriving workplace culture is empowered by employees who feel valued and heard and have the ability to adapt. M&S employees values need to align with the values of the organisation as values are a motivator for both the organisation and the employee, contributing towards workplace culture, with a link between living the values and aiding the company in achieving its core mission and success.
[bookmark: _Toc67579765]4.0 RECOMMENDATIONS
Acknowledgement is one of the seven pillars of effective workplace culture, as this contributes to many factors such as teamwork,  employee motivation  and employee turnover. Recognising employees contribution through flexibility especially post COVID-19 where employees may have been working from home or have personal commitments flexibility would be beneficial. Flexibility lets employees know they are trusted, encouraging employee loyalty and retention, enhances morale and provides motivation. Flexibility is harder to implement in parts of  the business and needs to meet the needs of both the business and employees, flexibility to start and finish times or shift patterns that provide a better work life balance or an early finish to recognise the employees contribution are possible options.
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