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[bookmark: _Toc102577387]Introduction
This report will focus on how broader external environmental factors along with COVID-19 and ethical dilemmas affect Marks and Spencer's organisational culture and performance. It will also include some academic management models, methods, and theories to assess an organisation's workplace culture and its impact on organisational efficiency. 
The tools used in the report will be PESTEL, Porter's five forces, and WEB Model. These tools will be used to understand better the company culture and the effect of COVID-19 on internal and external factors.
We will have a look at the company's background and also will discuss some ethical dilemmas.
This report will also contain some recommendations, and the report will be finished with a conclusion. 
[bookmark: _Toc102577388]Background of the organisation
Marks and Spencer is the chosen organisation for this report, and it will outline how COVID-19 impacted the organisation and underpin some ethical dilemmas.
M&S is a British value-for-money retailer centred on own-label companies in the UK and worldwide, including Food, Clothing & Home, and Bank & Services. They now run a group of companies that sell high-quality, low-cost own-brand products in the UK and overseas through 1,509 locations and over 100 websites. Their 70,000 employees serve approximately 30 million consumers through their stores, support centres, warehouses, and supply chain(Marks and Spencer). The British retailer made around 9.17 billion British pounds in revenue on April 3, 2021, both in the United Kingdom and abroad. This represents a drop of around 11.9 percent from the previous year (Statista, 2022).
M&S recognises and celebrates the diversity of its workforce in a variety of ways, aiming for inclusion in all they do. One of the ways they encourage everyone to feel accepted and free to be themselves at work is to join one (or more!) of their colleague networks. Among the topics covered are LGBTQ+, Culture & Heritage, Gender Equality, Menopause, Family & Carers, Veterans, and Buddy Networks (Smith, P., 2022).
[bookmark: _Toc102577389]Business Environmental Analysis Tools
This report will use some analysis tools and techniques. The first tool will be PESTEL analysis. By using this tool, it will be easy to identify the factors that affected M&S during COVID-19, Political factor, Economic factor, Social factor, Technological factor, Environmental factor, and Legal factor. 
[bookmark: _Toc102577390]PESTEL Analysis for M&S
[bookmark: _Toc102577391]Political factor
The lockdown was the factor that had the greatest impact on M&S during the COVID-19 pandemic, but the retailer did not suffer as badly as other retailers from shop closures because many of their stores are combined food, clothing, and home stores, allowing them to sell all clothing and home products while en route to the foodhall area. For example, in the M&S Camberley store, the first level (home items, towels, linens, etc.) had to be closed, but the ground floor could remain open because the foodhall was on the ground floor. Another political factor that has affected M&S during lockdown was Brexit. The cost of produce and imported products were higher.
[bookmark: _Toc102577392]Economic factor
 Marks and Spencer experienced some direct Covid expenditures, including:
- £63.2 million for door hosts and hygiene,
-  28.5 million in incentives for working through the pandemic for non-furloughed colleagues
- £3.9 million in reduced colleague holiday hours.
Furthermore, a £147.6 million reduction in business rates somewhat compensated them for the significant loss of off-trade from proximity in the clothes, home, hospitality industries, and franchise businesses in the food industry. 
Finally, there were £131.5 million in government grants for furlough income, which were more than offset by £181.8 million in compensation expenditures for furloughed colleagues (Gov.uk, 2021).
[bookmark: _Toc102577393]Social factor
 M&S has taken the following steps to ensure that they are adequately monitoring the suppliers' safety and compliance during Covid-19:
Engaging with suppliers from the start to identify risk, mitigations, and responses to the shifting circumstances, including putting in place provisions for vulnerable workers (e.g. migrant, seasonal, and agency workers) and tracking the absence and self-isolation of employees. They have provided best practices when applicable, and they have built and maintained regular contact to show where they could help and keep track of the situation's progress.
Sourcing and delivering visors as needed by their suppliers for sites and depots.
Constant communication with suppliers, including weekly calls requesting information and providing photographic evidence of measures in place if needed.
Providing clear instructions to suppliers, ensuring that they remain proactive in managing health and safety in factories, packhouses, and farms, monitoring and adhering to government rules as they change.
Sharing best practices among suppliers to highlight actions that go above minimum health and safety requirements.
Holding virtual health and safety audits instead of traditional food safety checks. Due to the inability to conduct virtual audits, no ethical audits have occurred (Marks and Spencer, 2020).
[bookmark: _Toc102577394]Technological factor
The expansion is the next stage in M&S's expedited implementation of the technology as part of its Never the Same Again campaign, which aims to create digitally connected stores suited for the new world. This includes providing a great digital shopping experience in-store, which includes everything from good customer Wi-Fi to a well-located Click & Collect desk to helpful services like Mobile Pay-Go (now called "Mobile Scan and Shop"), which allows customers to shop without having to go through the checkout process up to the value of £30 (now increased to £45).  During the Covid-19 outbreak, M&S saw a dramatic shift toward contact-free buying via Mobile Pay-Go (Marks and Spencer,2020).
[bookmark: _Toc102577395]Environmental factor
It is worth mentioning, that M&S has taken precautions to ensure that none of their safe, unsold apparel is thrown away. Unsold M&S clothes from Spring/Summer 2020 have been stored for the purpose of reselling in Spring/Summer 2021. All excess inventory is eventually sold or donated to charitable organisations.
[bookmark: _Toc102577396]Legal factor
They pledged to take the necessary actions to protect the well-being of supply chain workers. They were aware that shutting down manufacturing or closing a factor could have unintended implications, especially if done quickly, as with Covid-19. Closure and disengagement of factories/workers should be approached with defined norms, policies, and promises based on: 
Compliance – with national laws, international labour standards, and the conditions of any collective bargaining agreements in force
M&S urged all stakeholders to collaborate in order to minimise the negative impacts. Workers should, for example, be paid their legal entitlements, such as social security, pensions, and severance pay (Marks and Spencer, 2020).

Porter’s 5 forces will be a model used to identify the industry environment of M&S. Porter's Five Forces analysis is a framework for determining how competitive a particular industry is. It is advantageous when starting a new business or entering a new industry. According to this notion, competition does not arise entirely from competitors. Instead, the threat of new entrants, supplier negotiating strength, buyer bargaining power, the threat of replacement products or services, and existing industry rivalry all influence the status of competition in a given business. The sum of these factors determines an industry's profit potential and, as a result, its attractiveness (Bruin, L.de, 2016).
[bookmark: _Toc102577397]Porter’s five model for Marks and Spencer
[bookmark: _Toc102577398]The threat of new entrants
Marks and Spencer has a high level of brand loyalty, which is common among established industry participants. This market is developed to a vast extent, which indicates that competitors want to keep their market share rather than lose it. Furthermore, establishing a large-scale retail chain like Marks & Spencer requires a considerable capital investment, a long time to achieve a high number of loyal customers. Another barrier for new entrants will be the lack of expertise, and it will take a very long time to obtain a good reputation. However, this is not enough to ensure a high level of sales. It is achievable thanks to the 138-year-old brand equity that Marks & Spencer has developed. Because of the considerations mentioned above, the threat of new entrants is high on the web but low in the physical store.
[bookmark: _Toc102577399]Threat of substitutes 
Marks & Spencer is a retailer that sells food, clothing and homeware. All of these are essential for every human being. The mentioned above cannot be substituted, they are essential, and people are in continuous need of them. They can be replaced by-products from other companies, and the cost may be less. Marks & Spencer is an expert in the clothing business, they are very confident in their power, and they have built their reputation in the clothing industry over the years. However, it is easy to copy designs from the competitors and continue selling the trending clothes. 
There are also some competitors for Marks & Spencer's in the food industry and clothing, such as Waitrose. However, during the COVID-19 pandemic, Marks and Spencer could use the opportunity to have the foodhall and clothing or homeware articles on the same floor, which helped them continue selling not only the food articles but also the apparel. Waitrose and John Lewis could not do that because Waitrose and John Lewis are in separate locations in almost all cases. Considering all of the factors listed, we may deduce that the threat of substitutes is medium to high.
[bookmark: _Toc102577400]Bargaining power of customers 

The nature of the retail industry is very competitive, and its customers are always looking for outstanding quality to match the best price. It is tough to retain a customer; a good strategy and a unique approach to each consumer are needed. The number of customers is very high, and they have many options to pick from. Competitors on the market offer similar products, but they also have different products. The alternatives on the market have various options, from access to high independence of customer needs. Customers have many options available, and he has access to them, which means they have much-negotiating power. 
One of the risks that M&S has is not being attractive to younger generations who would normally shop in Primark or in Next., M&S should address this by ensuring clotheslines are what younger generations seek.
In August 2019, Marks & Spencer (M&S) and Ocado Group became joint owners of Ocado Retail, with an equal 50:50 stake in the company. Ocado Retail began selling M&S products on Ocado.com on September 1st, 2020, marking a significant milestone.
The M&S debut raised the average order size by five items per basket, and M&S products had a higher proportion than Ocado items than prior partner Waitrose.
Ocado Retail's revenue increased by 27% in the first half of 2020, with sales increasing by almost 40% in the second quarter due to the COVID-19 pandemic's increased demand for online groceries (Blanley, P., 2021).
Finally, customers have various options available to them with small switching costs, which means they have much-negotiating power.
[bookmark: _Toc102577401]Bargaining Power of Suppliers
Marks & Spencer obtains their goods and products from their suppliers, for example, the food industry from the farmers. Marks & Spencer is a company that operates internationally, and it has many stores abroad. It is a well-known company with a good reputation. The company gets the ingredients and the materials from their suppliers. The company produces their goods rather than buying them, giving them priority over its competitors. The sales could be much lower if Marks & Spencer had bought the ready product and not produced it. In addition, is not much space for the new competitors. 
Since the beginning of the pandemic in March 2020, they have been in constant contact with their suppliers to ensure that they adequately address the needs of workers in our supply chains and manage the supply so that they can continue to operate when the pandemic is over (Marks and Spencer, 2020).
Marks and Spencer are committed to supporting fair wages for workers by listening to and interacting with workers across their supply chain, closely monitoring significant safety and compliance issues, and collaborating with other businesses (Marks and Spencer, 2020).
Because of the massive size at which M&S acquires from suppliers, it may demand lower margins. Considering all of the criteria mentioned above, we can conclude that suppliers' bargaining power is limited. 
[bookmark: _Toc102577402]Competitive rivalry
[bookmark: _Toc102577403]As mentioned previously, the food and clothing industry competition are very high. Are so many companies on the market, and the asking is also significant, but the customer is susceptible. There is a wide range to choose from, from low cost to expensive, and they are ready to offer good quality at the best price. This competition has worsened because so many retailers are now on the market, and the variety on the web is also extensive. Marks & Spencer is a high-quality brand, and it offers value for money for the food industry and the clothing industry. Marks and Spencer have increased its sales by improving its website, but many things still need improvement. Marks & Spencer has created a loyalty card, and in this way, they attract their customer by offering them exclusive offers and incredible deals that will beat the market price. Concluding the mentioned above we can say that the competitive rivalry is high.
WEB Model
[bookmark: _Hlk102420063]For the organisational culture, it will be used the WEB model. This model will underpin the following: Stories (What are core principles reflected in stories?), Routines and Rituals (What are the key rituals and which routines are highlighted), Control systems (What is being watched more closely?), Symbols (Are there any symbols that represent the organisation?), Power structure (How is power dispersed inside the company?) and Organisational structures (What is the structure's mechanistic/organic ratio?).
[bookmark: _Toc102577404]Stories
M&S is proud of its solid long-term connections with all of its suppliers. Respecting human rights and standing up for our workers across the UK and the global supply networks has always been a top focus for the organisation, and Covid-19 has been no exception.
Marks & Spencer has clear roles and responsibilities for protecting human rights at all levels of our organisation, which have been unchanged throughout the pandemic. The CEO of Marks and Spencer, Steve Rowe, is in charge of the Human Rights department and supports the M&S Human Rights Policy.
He has the support of the M&S Board and Executive Committee, which are in charge of ensuring that everyone in the company understands their responsibilities to protect human rights (Marks and Spencer, 2020).
[bookmark: _Toc102577405]Routines and rituals
The routines and the rituals for M&S during the COVID-19 pandemic were very similar to the other companies. To keep their customers and their employees safe, the social distancing and the face coverings were some of the routines in place. Also, hand sanitisers were a must in each store, and not only at the store entrance but also in each department. An extra cleaning was in place every day, to ensure customers and employees are very well looked after.
[bookmark: _Toc102577406]Control System
Marks and Spencer have done everything possible to support suppliers during these unprecedented times, from expanding the funding platform to allowing smaller food suppliers to receive immediate payments to customer marketing channels to support 10,000 British farmers who have faced enormous challenges. Marks and Spencer continue to engage with each supplier and do virtual site audits and ethical checks to ensure that the standards are always met, and supply chain workers are treated fairly (Marks and Spencer.com).
[bookmark: _Toc102577407]Symbols
M&S has grown to become one of the most well-known stores in the United Kingdom, selling everything from homeware to food to clothing to the general public. One of the characteristics that distinguish this company as a typically British brand is that it has remained almost adamantly faithful to its brand positioning.
Even as other competitors lowered their prices, the Marks & Spencer brand was refusing to be persuaded about maintaining its price premium for the UK high street through difficult times. When Marks & Spencer first started working together, they set out to build a vision for their business that focused on offering excellence to British consumers. M&S is committed to persuading customers that they are a company worth paying more for.
[bookmark: _Toc102577408]Power structure
The Executive Committee, or the top leadership team, is in charge of meeting the primary sustainability goals and annual objectives. It also guarantees that regulatory rules and industry best practices are followed.
Individually, company managing directors are responsible for developing sustainability strategies and targets for the activities and teams they oversee. They were instrumental in the revitalization of Plan A, proposing new strategic priorities that our Executive Committee later consolidated into a Group structure.(Marks & Spencer, 2021).
[bookmark: _Toc102577409]Organisational structures
The Strategy of Marks and Spencer is an environmental strategy is a comprehensive plan that considers economic, social, and environmental factors. It recently implemented a sustainable learning store strategy to develop, capture, and disseminate learning before, during, and after construction to transfer learning to future projects. The strategy, in particular, did not rely on "conventional" learning organisation notions; instead, it devised its bottom-up approach for identifying key learning areas. The learning store practices were then evaluated against a learning organisation framework (P. Wilson, J. and Beard, C., 2014).

[bookmark: _Toc102577410]Ethical dilemma
The term "dilemma" may appear to be a negative term that managers should avoid. However, dilemmas should not be viewed as unavoidable evils of the organisation but rather as natural consequences of the organisation, as challenges that must be overcome in order for the organisation to survive and change. The llamas could even be considered a requirement for organising. A dilemma pushes organisational actors to reconsider the foundations of how they organise and the consequences of doing so. As a result, dilemmas may prompt contemplation and learning, and once choices are made, they serve as a framework for understanding subsequent actions and decisions (Garsten, C. & Hernes, T., 2008).
[bookmark: _Toc102577411]Human rights
M&S has known that standard ethical auditing in its ability to identify, avoid, account for, and rectify human rights consequences across the supply chain. As a result, M&S has taken initiatives to go beyond compliance to help address the company's chronic human rights challenges. M&S, on the other hand, cannot afford to be complacent, and over the last few years, they have been examining their approach to human rights.
M&S is in the process of shifting its approach to one that keeps the best of what they have done but improves on it to reflect the present operating environment better and changing business landscape. They recognise the importance of strengthening human rights in supply chains and throughout the entire business operations, and M&S CEO Steve Rowe has taken on a leadership position as a co-sponsor of the Consumer Goods Forum's Coalition on Forced Labour and Human Rights as part of this (Marks & Spencer).
[bookmark: _Toc102577412]Covid-19 
Covid-19's enormous impact on the apparel industry has been felt by both retailers and suppliers worldwide. However, it has no holding on M&S' commitment to the Global Sourcing Principles or its commitment to transparency and collaboration.
M&S acted quickly, paying for all sent items before manufacturing was temporarily halted, paying for made-to-order clothing that could not be dispatched, and offering vendor finance, allowing suppliers to get cash ahead of schedule regardless of payment terms. We took steps to adopt safeguarding measures such as social distance, sanitising processes, and providing proper protective equipment once work resumed (Marks & Spencer, 2020).

[bookmark: _Toc102577413]Recommendations
It is recommended to continue to support their employees and respect human rights. In operations and business partnerships, develop more and better techniques to assess which initiatives to reduce human rights abuses are succeeding and which are failing. Listen, respond, learn, and collaborate to ensure that employees' opinions are heard and taken into account.
Covid-19 has brought very much 'work from home' culture, and it is recommended to allow people to work from home as long as their approach to their tasks is on the same level as in the office. 
To keep the sanitising station in stores, continue supporting employees financially, and offer mental health support if needed.
[bookmark: _Toc102577414]Conclusion
Marks and Spencer is a well-known retailer with an excellent reputation for selling high-quality goods. During the Covid-19 outbreak, the organisation picked a sound strategy by partnering with Ocado and growing their food business sales. All safety procedures were in place, and they supported their consumers and suppliers. We may deduce from this study that M&S has a healthy organisational culture in which every employee is heard, and every suggestion is considered. They are concentrating on attracting, developing, and rewarding talent to ensure that M&S has the best people at all levels to propel the company forward.























[bookmark: _Toc102577415]Part 2 – Reflective essay 
Our first class was very enhancing, we met our lecturer, Mr Nadeem Mirza, and we introduced ourselves. It was a little bit worrying; I had to meet my new classmate, but at the same time, it was exciting; a new chapter had started. 
Our lecturer took us into the first topic about Workplace Culture and its impact on the organisation. The first given question was about what an organisation is. The subject was not new to me, and I knew the answer to the question, but I have decided to wait for my colleagues to answer, and if nobody has answered, I had my reply ready.
The topic was not new to me, but at the same time, I could get more information on the top of the one I knew before. We have discussed the tools that can be used to analyse the environment, and I was so pleased to realise that I was already familiar with all these tools; I had used them on my previous assignments. 
In the next week, our lecturer took us deeper into Porter’s five forces analysis, discussing its importance in analysing industry structure. Each subpoint was discussed in detail, and we had a perfect opportunity to listen to all the information; at that point, I realised that the way I used this tool in my previous assignment was wrong, but I was happy that I could understand it so good now. I was sure it would be straightforward for me to apply it in the future.
I have outlined how important it is to use this tool in an organisation, understand the factors that affect your company, and know your competitors better. In this way, the company can become very successful by knowing its competitors and creating an excellent strategy to become unique in the market. This is the key to running a successful business, and I deeply regret that I did not use it when I was running my own business; I think this is the main reason my business failed. The next step was a case study about Costa coffee; we had to read it carefully and apply Porter’s five forces; it was so helpful; now, it was even clearer how to apply this tool in an organisation.
The next week, our lecture started with a short recapitulation of what we learned in the previous week, and after that, we moved to the next subject: What is an organisational structure?We had a look at some structures, and the next step was a class activity: to draw our university structure. It has been such an excellent practical exercise, at least for me; I had to do some research, and I could find much more information about my university.
Further in the class, we have discussed some other types of organisational structures; almost all of them were new to me. However, it has been beneficial to find out that the organisational structures were not only traditional but also many other types.
The next topic was Organisational culture. Using a credible source, we used the library to identify what organisational culture is. We identified the elements of organisational culture, and it was so valuable for me to understand that so many aspects help an organisation create a healthy culture. 
Next was a class activity, and we had to apply our knowledge about the topic we had been discussing and identify the elements of each culture. The practical part I liked the most; using all the knowledge I have practically got from the class was the key to remembering all these elements and understanding how to use this knowledge at my workplace by identifying if my organisation has a healthy culture.
The next subject was ethical culture. I have outlined how important it is to have an ethical culture in your organisation. For the position I  am aiming for, this subject was essential. As a manager, I will be the person who is responsible for creating an ethical culture, and the first step for me will be to become a role model for my team. I was reflecting on the last position I held in a company, and I have realised the mistakes I made: I was expecting significant steps from my team by not acting as a role model, and I did not offer them enough support. I was thinking how some ethical training and seminars would have helped them, but I did nothing for my team at that time. After this class, the decision and the plans in my head have been made: I need to become a role model to create an ethical culture, communicate ethical expectations, and provide ethical training.
On the next week , we have discussed the internal factors that affect an organisation, McKinsey's 7’s framework and the Cultural Web structure. The topic was very actual for me; knowing that this will help me a lot in the future, I tried to take as much information as I could, but at the same time, I was thinking about how important it is to know how to create a cultural WEB structure. I have outlined that this is the starting point in working for an organisation, analysing and knowing everything about a company, its stories, routine, rituals, symbols, and the organisational culture. In my future job, I will make sure that I have enough knowledge about the internal factors in an organisation because, in my opinion, this will affect future values and attitudes in the workplace.
This module was beneficial for my previous mistakes, my actual knowledge, and the future job I aspire for. It helped me reflect on my mistakes, identify my values and beliefs and change my attitude.
I have a clear plan; I know how to create a healthy organisational culture and how to create a successful business.
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