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Introduction 

This report will look at Marks and Spencer culture. Using a pestle analysis to find out how external factor influence the organisation. Then using Porters five forces it will look at what threats and pressures Marks and Spencer face in the retail industry. The report will also use Mckinseys 7’S to find out more about the company’s organizational design. Finally, there will be recommendations and my opinions on what Marks and Spencer could improve on.


Company overview.


Marks and Spencer boast it provides a great working environment promoting diversity, personal development and a healthy working environment.  With 66,000 employees worldwide they are also one of the longest surviving department stores, starting in 1884 Marks and Spencer’s founded by Michael Marks and Tom Spencer selling penny items on a market stall. By 1900 Marks and Spencer’s had expanded to thirty-six outlets, mostly penny bazaars. (Marksintime.marksandspencer.com.  2022) in 2020 marks and spencer 
was forced to cut 7000 jobs in the UK. However, during covid Marks and Spencer hit higher targets than they expected. The food department of Marks and Spencer was thriving although the other departments were falling behind in sales. (bradley, 2022) Marks and Spencer had to look at changes.  Steve Rowe, the group's former chief executive, said he will be leaving 'no stone unturned' in ploughing ahead with the company's transformation plan, which includes closing 100 stores over the next few years. In a frank admission, Mr Rowe said M&S's culture was 'siloed, slow, and hierarchical.' Every aspect of our ranges, how we trade, our supply chain and marketing is undergoing scrutiny and change.' (Denton, 2022) So, the culture Marks and Spencer once prided themselves on was changing. The store was to become more digital serving online customers more than the loyal years custom it had relied on. 



Marks and Spencer People Plan has six key aims:
1 Transforming our organisational design to drive ownership, pace and commerciality.
2 Becoming a data enabled and digitally focused business.
3 Creating empowered, responsive and commercial leaders who are close to the front line.
4 Putting the voice of the stores back at the core of the business.
5 Creating a culture of plain speaking; data driven and focused on performance.
6 Moving away from hierarchy to an involving, engaging culture where everyone has a voice and can get on. (m&s annual report 2022)

Pestle analysis
Political.
Brexit has hugely effected Marks and Spencer due to trade regulations and tariffs, also higher product cost because of loss of European suppliers. Leaving the EU has made the pound weaker and along with the cost-of-living crisis the future trade is uncertain, this will affect profit margins, that has a knock-on effect to the culture of marks and spencer meaning jobs are at risk and prices will increase. The end results are the cost to the customer. Free trade will also need to be considered when leaving the European union as this is something that United Kingdom companies have taken advantage of for many years. (Bush, 2022) In September 2021 the company announced they were to close its eleven food stores in France. (nyt accessed 2022) this would mean staff losing their jobs. City centre stores are losing trade due to terrorist attacks. Past attacks make customers weary of going into city centres as they are afraid of future attacks. All retail companies now have antiterrorist polices and staff are asked to watch a video on how to spot terrorist and how to stay safe. (metpolice, 2022)
Economical 
Price is one of the leading factors when selling, any kind of retail will have competitor’s that will undercut, in 1999 the company decided to switch to using foreign suppliers which could have been because of new companies selling cheaper goods. If the new suppliers were cheaper them Marks and Spencer’s could afford to sell cheaper. Exchange rates remain volatile, and this affects the supplier verse buyer negotiations. There is uncertainty in the retail market due to investors leaving the UK market this leads to prices increasing and customer habits changing, Marks and Spencer are well known for the dine for two meal deal which has increased from £10 to £12 and the wine which was once included is no longer part of the deal. This has long since been a reason for footfall into the food hall. Not surprisingly, Dine In lost its way. It stopped making money. In fact, it is now losing money. (Leyland, 2022). Where does this leave the company and its culture? Again, jobs loss is to be considered. In 2014 the company announced the staff would not receive their annual bonus due to falling sale this has been the case every year since then, however this was only for the staff on the shop floor, management would still receive their bonus. In 2022 the company have decided no pay increase for staff apart from of course senior management the new CEO Stuart Machin will receive a salary of £896,000, according to the supermarket’s annual report. This will save money though because former CEO Steve Rowe pocketed £2.6 million last year. (Hawkins, 2022) After covid they announced their new strategic plan “never the same again” and after two years of job cuts, yes Marks and Spencer will never be the same again. “we are taking the right actions and a more resilient reshaped M&S is emerging from the crisis” (Rowe, 2022)
Social. 
Marks and Spencer have long since prided themselves as looking after their customer base which has stayed with them for many years, unfortunately this generation of customers is fast dying off. And with-it Marks and Spencer footfall. People are no longer looking for 100% cotton underwear, they are looking for high-end low-price fashion, Marks and Spencer are trying to capture that market, but sales are still falling. The food side of the company continues to grow as customers pop into store for a ready meal on the way home from work or a dine in treat at the weekend. Although they are trying to become more digital with their website vastly growing and improving, they tend to advertise on social media with staff members acting out what they are cooking that evening. Craig Field went viral on TikTok when showing customers how to use the scan and shop service. (Saunt, 2022) A cheap way to advertise that is getting them noticed by the younger generation, but still if you ask someone under thirty, they will say the food is great but would not buy their clothes from them.
Technological 
In 2020 Marks and Spencer started a four-year plan to save the company by bringing it up to date and join the rest of the world in becoming a digital retailer. Things were failing for the company, sales were down to the lowest ever, just before the world was hit by covid nineteen the decision had been made to reduce management and move the company forward in the digital sale world. The “never the same again “plan was to streamline management, reduce in store staff and aim for internet sales. Updating and improving the M&S web site and joining Ocado for food deliveries meant that the company sales were heading up.
Legal 
All staff are trained and regularly monitored for training needs in all legal factors, challenge twenty-one, health and safety, diversity and all legislations and are updated every year to ensure they are up to date with any new laws that come into play. The Marks & Spencer store in Broad Street was getting to be renovated at the time when ceiling tiles containing the cancer-causing material fell to the floor. The company however, failed to address the entire issue and turned a blind eye towards the entire issue. They were eventually convicted of two charges one of whom was based on the Health And Safety at Work Act 1974 in order to take measures for establishing norms towards the safety of the workers. They convicted for both the offences and fined 500,000 pounds for each offence. (mba, 2022) Another incident when a door that had been reported as unsafe fell onto a member of staff.
Environmental 
Plan A is Marks and Spencer’s environmental project that is working towards the new stores becoming self-surfactant. A living wall as well as water tanks on the roof collect rainwater that flushes all of the toilets in the store. The living wall reproduces oxygen. They recycle all of the packaging material and even send stock that is coming up to its end date to local Charites. In November 2020, they extended their climate change commitment, with a pledge to build on the carbon neutral operations they have today towards net zero emissions by 2035. This builds on the existing science-based targets with a greater emphasis on delivering reductions in emissions that they currently offset. (m&s annual report 2022)
This all comes under the plan A heading and teams meet monthly to plan the future of plan A. staff are given one day fully paid leave to work with a charity every year, this can be helping with community projects or even taking part in charity events such as race for life. The advertising campaign that shows how the company use locally sourced goods and even informs us with recipes using their brand has a positive impact on the communities it affects. They have systematically acted as facilitators for bringing about a powerful change where around 75000 employees as well as 2000 suppliers of Marks & Spencer have acted as links for reducing the disparities in the society. (mba, 2022)


Porters five forces and Marks and Spencer.
Threat of new entrants, 
To start up and become established as chain Store the size of Marks & Spencer would need huge Capital investment, Marks & Spencer is 138 years old, it sells home and food products as well as clothing and has good brand loyalty. Although any new retail companies starting up in the same selling area will be seen as a threat even to a well-established company the threat is high due to new entrants selling cheaper. The lack of knowledge in the retail area will lower the threat but it will remain a threat.
Threat of substitutes,
Marks and Spencer sell food and clothing to which there are no substitute. However, Marks and Spencer branding can be substituted by plagiarizing designs at a cheaper cost. Companies with similar branding for example Waitrose are a threat of substitute. Also, food products with the living cost crisis customers may choose cheaper brand. With this in mind the threat is considered high.
Bargaining power of the customer,
This will always be a high threat in any retail outlet as customer can choose to shop as and where they wish to, good products and good customer services will lower the threat however the customer will have a large variety of outlets to choose from with no switching cost. Shopping somewhere and the customer finds they don’t have every item they want and need the customer will go where they can get everything rather than going to more than one store. And it only takes one rude store assistant to lose a customer. Due to these factors in any retail company the threat will remain high.
Bargaining Power of Suppliers,
Given the scale that marks and spencer purchase from suppliers being a global company and they do not buy finished good but the materials to manufacture the good themselves, this gives Marks and Spencer the edge over other retail companies. The company is not reliant on a supplier as most of what they sell is their own, which makes the threat low.
Competitive Rivalry,
As mentioned before competition in the retail industry is high, there are many players in the market, so customers have wide range of retailers to choose from. Marks & Spencer’s position in the market is high quality that's offers value for money. As the company sell food clothing and home goods, they do not just compete with the likes of Tesco and Sainsburys but also Zara, Next, Top shop and many more. Overall, we can conclude that competitive rivalry is high for Marks & Spencer’s. (Team, 2022)




Mckinseys 7’S and Marks and Spencer. 
Using McKinsey’s 7 S strategy I looked at how Marks and Spencer implement this strategy into the culture of the business.
The hard elements or strategy, system and structure are the values that are set and not easy to change. Marks and Spencer are a one-hundred-year-old company so over time these have changed as they have no choice but to move with the times. 
Strategy, 
Communication is the key to Marks and Spencer strategy ensuring that everyone is kept informed and up to date with any information needed at the level they are, this includes staff, management, and stake holders. By keeping everyone up to date it ensures that everyone involved is fully aligned and keeps the business running smoothly. All goals are clearly communicated from management down to shop floor staff and stakeholder, this ensures everyone works toward the same goal. Marks and Spencer are willing and able to adapt within the retail sector, so competitor is less likely to take their position and again communication is the key to adapting and changing to for fill the market needs. 
Structure, 
The company use a flatter structure of hierarchy, the aim is to support by training and allowing and encouraging staff input, the flatter management structure allows decisions to be made quicker and involves all members of staff no matter what level they are. They fully encourage staff to take part in team working task and this moves from departments meaning a staff member on the food hall will be asked their opinions on general merchandise although they have never worked on the department. All departments are expected to work together. 
Systems, 
Working in harmony throughout the company is enabled by a system of communication and processes and policies. By working together for one goal marks and spencer’s pride itself but being one of the top employees in Europe. Policies ensure that the culture at marks and spencer’s is a harmonic one.
The soft implements of McKinsey’s 7 are skills, style, and staff. These are known as soft as they are easy to change and adapt. For example, an underperforming staff member can be retrained, monitored and if all else fails removed. 
Shared values,
Again, communication is the top of the list when it comes to shared values, creating a supportive structure that will allow the staff to work to their full potential whilst motivating them to be committed to the organisation. This is all conducted with ethical and moral standard at the forefront.
Style,
Marks and Spencer have a leadership style this enables them to involve employees in decision making, and the management to interact with the staff on a regular basis to discover staff potential and also resolve any conflict. The leadership style has proven to be highly effective in reaching the organisation goals. The human resource management system, as well as the organizational training, supports all employees in their growth fairly and transparently. This leads to effective team formation instead of nominal groups within the organization for various projects, as well as department-specific tasks and roles. 
Staff,
All employees are given in house training regularly, using an online system call basically the people system. This flags up gaps in the knowledge of staff and notifies them of the training needs. The company allow the employees to monitor their own training via the people system where a training application will walk them through the training needed using online videos and questionnaires. This also allows the company to monitor gaps in the staffing needs so they can be constantly up to date with their staffing needs and employ for the level they need. The company also work on a graduate scheme going straight from collage into a management role and training on the job. This gives the opportunity for young people to go into retail management whilst doing some time at university but many of the working hours in a management position in a store.
Skills,
Marks and Spencer pay particular attention to enhancing the skills and capacities of its employees. It arranges regular training and workshops internally and externally, this provides the growth and development the staff need, whilst ensuring professional growth within the organisation so the staff are at the level the company needs. (Mckinsey 7s Framework Of Marks and Spencer Ltd, 2022)

Is marks and spencer’s ethical, 
Research has shown that several ethical issues with Marks and Spencer’s Although the company committed to only sourcing sustainable fish it was found in 2017 only 13% of the seafood range was sustainable. In 2016 they were found to be working a dairy farm that was failing to keep the laws and had calves that were 8 months old penned in cages for animals up to 8 weeks old. The company has also been found to use tax avoidance strategies by having several company holdings in other countries.

Recommendations,
1,The all new six people plan says it will move on from hierarchy to everyone having a voice, the company prides itself on its culture, the colleagues have been praised that they shown the organisation at its best but they colleague’s again for the fifth year won’t receive the annual bonus whilst the management get richer, no pay increase this year with the cost of living rapidly rising. This leaves a bitter taste for the shop floor staff, they bring in the sale, they face the public, and they take the flack for anything that Marks and Spencer do wrong. They deserve as much as the people at the top. Knowing that the former CEO earn £2.6 million whilst they earn £10 per hour causes resentment and lack of respect for management and the company’s culture. “Never be the same again” caption, leads to thinking the company should share out the bonus pot more equally the staff that face the public every day may agree with it.

2, Treated as a second-class citizen 
Worst place I’ve ever worked
Bullying from management
Do not work there
Who you know not what you know (Spencer, 2022)

Just some of the comments on indeed job site. Staff do not seem happy with the company. Top management and policies seem to do little to change this. Monitoring and evaluating is frequently mentioned in the yearly reports on staffing and training, unfortunately this seems to take little action in the day to day running of the stores. I would recommend that the top managers take time to see what is happing in their store and look at retraining mangers in aspects of staffing. Unhappy staff are less likely to work with the company values in mind.

3, Clothing sales continue to fall year on year where the food hall gains momentum every year, however all the flagship stores have a tiny food hall compared to possibly two floors of clothing and home. Would Marks and Spencer benefit from making the food halls larger to accommodate the larger custom and taking some of the space out of general merchandise. (Culot, 2022) In April 2021 boohoo took over sales from companies like Marks and Spencer’s when online clothing retail and fashion brands took over companies that were just stood still. Marks and Spencer’s clothing is known to be expensive and outdated. The company needs to work to its strengths before more jobs are cut as stores close. Head online to sell general merchandise and make those food halls bigger on the high streets.
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