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Executive Summary

This report is based on marks and spencer. The purpose of this report is to examine the workplace culture and its impact on organisational efficiency. Marks and Spencer have some really good points but there is still room for improvement in some areas.
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1.0 Introduction
This reported was requested by Julie Thomas. The report was compiled by Stacey Evans. The date of submission is 01/04/2021. This report is a detailed understanding of workplace culture and context of Marks and Spencer. It will include external factors that are affecting the organisation, a critical analysis of Marks and Spencer using PESTLE, a critical analysis of the culture elements and the organisation ethical stance and the skills, knowledge, and behaviour of an employee. The research has been undertaking using secondary information including textbooks, journals, and websites. 























2.0 Main Findings 

Marks and spencer started in 1884, in Leeds, Yorkshire. It started off as a stall in an open market. Currently its main business activities are clothing, high quality food, homeware, M&S energy, M&S banking including credit cards, current accounts, and savings. The 4 main stakeholder of marks and spencer are their customers, employees, suppliers, and the owners. There are over 300 stores in some 40 overseas they operate on an international basis and across the United Kingdom. Marks and Spencer name came from the surnames of Michael Marks and Tom Spencer.
According to Britannica (2014) ‘Marks and Spencer started as an open market in leads known as Marks Penny Bazaar. It was a business of a Jewish refugee from Poland named Michael Marks.’ 

2.1 Pestle
There are various tools to analyse external environment including: PESTLE, SWOT, Porter’s Five Forces Model. The one that’s been chosen is PESTLE. PESTLE tool is a framework used to analyse the macro environmental factors that may impact an organisation. It is a framework to analyse key factors. There are a few disadvantages of Pestle these include: factors can change quickly, most data isn’t found and there is a risk of mishandling information.
Mindtool (2021) PESTLE is a widely tool that helps to analyse the Political, Economic, Social, Technology, Legal and Environment. It helps to understand the big picture. 
Rastogi N, Trivedi M (2016) ‘There are a number of advantages of using pestle these are: The tool is easy and convenient to apprehend and use, it helps to understand the business, it encourages the improvement of strategic thinking and it helps to minimize the impact of future business.’
The pandemic has influenced different parts of the PESTLE and these are Legal and Technology 
Legal- Due to the current pandemic, marks and Spencer have faced its first ever loss after clothing sales collapsed. 
The Guardian (2020) ‘M&S clothing sales have dropped to 60% during the pandemic.’
Haine A (2020) ‘M&S said it would cut 7,000 jobs over three months and the company is also closing 100 stores as it tackles the high-street downturn. Sales for the group slid 15.8 per cent to £4.09bn, outperforming the company’s Covid-19 expectations of a 22.8-per-cent decline.’
‘Food, on the other hand, was up 1.9 percent, despite the fact that M&S may not have done as well as its supermarket rivals during the Covid-19 peak. However, with income down £52 million in March due to the virus and expenses and stock write-downs expected to be £212 million as a result of the outbreak, one could be forgiven for thinking that things are looking pretty bleak for chief executive, Steve Rowe.’ Busby A (2020) 
Technology- people that are isolating due to the pandemic must order online. Almost all their goods including food, home products, clothing you can order online. However, Mark and Spencer do not deliver unlike some big supermarkets in the UK.
BBC NEWS (2020) ‘Marks and spencer’s have picked up on online and the online sales are stronger than they have ever been. But that in no way covers the amount of sales loss they've covered this year.
By this Pestle the legal side shows that Marks and Spencer have had a huge loss due to their clothing section being blocked off due to the pandemic. From the technology side it shows they have picked up on their online sales, but they will do even better if Marks and Spencer delivered.

2.2 Culture 
Culture is a word for the ‘way of life’. It’s a pattern of human belief, behaviour, and knowledge. It is made up of shared values, beliefs, and assumption about how people should behave and interact. The main benefit of the model is in its straightforwardness on providing a clear picture of the cultural elements.
Laura N (2021) ‘Johnson’s Cultural Web is a theoretically distinct framework that takes into account different cultural elements as key factors in shaping organisational culture.’ 
According to Traver E (2021) ‘Culture refers to the beliefs and behaviour that determine how an organisation employees and management handle outside business transactions.’ 
There are varies models to analysis culture including:
culture web- which is a tool used to map the culture of an organisation. It can be used to map existing culture and it can also be used to map future.
Handy’s model- Handy’s model has four types of organisational culture. Power which is held by just a few individuals such as managers. Role culture which is based on rules and everyone in the organisation knowing what their roles and responsibilities are. Task culture this is when teams in an organisation are formed to address problems or progress projects and the last one is person- in organisations with person cultures, individuals very much see themselves as unique.
Deal and Kennedy- Deal and Kennedy present these factors in a 2 by 2 (2x2) matrix that identifies the four culture types. Teamwork is not highly valued in the culture, and it’s a difficult environment for people who blossom slowly. 
Edgar Schein- There are three layers of organisational cultures. These are artifacts, espoused values and underlying assumption.
The one that is recommended is the cultural web for marks and spencer because its is a comprehensive model and it covers six aspects of culture and these are stories, symbols, power structure, organisational structure, Control systems and Rituals and routines.
McDonald, et al (2013) ‘Johnson’s Cultural Web (1992) is a theoretically diverse and inclusive framework for the study of culture in organisations. In this model, six cultural elements (power structures, organisational structures, control systems, stories, rituals & routines, and symbols) are depicted as contributing to, and perpetuating, an organisational cultural paradigm.’
Stories- Marks and Spencer are known for quality and they work closely with their suppliers to ensure this. 
M&S (2021) ‘We work closely with our suppliers to deliver high quality products and innovative products that are only available at marks and spencer.’ 
However, According to Site jabber (2018) ‘If you like dark colour clothes do not get them from M&S. Within a couple of washes, they will turn colour. Their quality has gone downhill. 
TripAdvisor (2015) ‘The store contains all necessary items that are good quality. The management and the service is great.’ 
Hopton L (2021) ‘We are proud to work closely with a health programme in Bangladesh. We provided training and health services to 50,000 workers across 18 factories. We have signed the call to action on human rights abuses and we have also requested from Oxfam to help identify the action we can take to further improve our supply chain.’
Symbols- Marks and spencer have a custom cut geometric font and have also added ‘Est. 1884’ which remind customers of the company’s pedigree. The brand is likely to have an eye on competitors with smarter identities. The bold writing makes the logo stand out.
LoooLogos (2021) ‘Marks and Spencer logo is traditional, and it has a retro feel. This impression is emphasized by the lettering ‘Est. 1884’. The font is bold with a more pronounced flat vertices at the top of the letter ‘M’. The simple colour scheme emphasizes the history and experience of Marks and Spencer.
Power structure- Head office has the power of training staff, sorting finances, and making sure quality standards are met throughout the organisation.
M&S (2021) ‘We need to become more cost efficient. We must take more risks but, in the meantime, we need to keep our employees’ faithfulness and pride. We need to drive our business- wide cultural transformation and faster change is the only option.’ 
Organisational structure- Marks and spencer has a flat organisational structure this structure is to encourage employees in more decision-making process and to move the organisation closer to its customers. 
According to Bitesize (2021) ‘Flat structure leads to better communication and more responsibility for the employees, but it is higher workloads for managers and may limit long- term growth of an organisation.’ 
Control systems- Marks and Spencer have a top- down management system. They work closely with their suppliers 
M&S (2021) ‘Our suppliers rigorous quality management. We aspect our suppliers to meet a range of safety, quality, environmental and social standards. Since 2021 we have been a member of the sustainable clothing action plan known as SCAP. It is a UK based initiative with a mission to reduce the use of resources across the clothing industry. Our aim is to improve things for the better.’
Rituals and Routines- Marks and Spencer have a number of rituals and routine where every employee knows their place and role. 
Indeed (2017) ‘I had a number of roles within the company and was working in three different stores across Swansea. I liked the fact i was always on the move and doing new things constantly.’
By analysing the cultural web at Marks and Spencer it is found that there are some very good points. They are known for their quality of products although there are 1 or 2 bad reviews but on a whole there are mostly good. The Organisation structure makes the environment better for employees as they have better communication and responsibility which can lead the employees to have better motivation. Everyone knows their role within the organisation. They have a customer driven culture, there’s a lot of effort given in the business to give an overall success. This brings out a positive culture. The advantage of this type of culture is that the organisation will continue to deliver high standards and sell quality products through times of success. 
According to Ashworth (2015) ‘A strong culture can improve business performance by motivating employees and coordinating their behaviour towards a vision and specific performance goals that benefit the company.’ 


2.3 Ethics 
Ethics are good behaviour because it is based on values, law. If the organisation is not ethical this can reduce customers as customers what to go to a shop where people are ethical. If a business is not ethical or sustainable this can have a bad name on the organisation.  Ethics involves a discipline that examines good or bad behaviour within the context of a moral duty. The behaviour that we would judge as an organisation whether that behaviour is right or wrong this is what we call moral code. This is not law but it’s what the outside think of the individual or the organisation. Behaviours that are good or bad can be formalised through rules and regulations. Different people use different ethical criteria to demine whether a practise is good or bad. Employees will have better motivation if they know the workplace is ethical behaviour. It will enable your workers to feel strong alignment between their values and the business. 
According to BBC (2021) ‘Businesses can choose to work in a way that profits only the owners or in ways that benefit the community. Working ethically means acting in ways that are fair and honest.  
‘Employees will feel more comfortable working if the business behaviour is ethical. A company that has a strong ethical culture will motivate everyone to speak and act with integrity and honesty. It can help bring in more customers because customers will feel happy knowing they are buying from an honest company’. Eisenstein L (2019) 
M&S (2021) states that ‘Our customers can be confident that our clothes are made with respect for people, communities and the planet. We want to play our part in creating a more sustainable fashion industry and as the UK’s largest clothing retailer, we know that we really can make a difference. We are also working towards reducing water in the finishing process meaning our jeans are now made with 86% less water compared to the industry standard.’
According to ethical consumer (2021) ‘There several ethical issues with Marks and Spencer and we have awarded them negative marks in a number of categories on our scoring system, including for climate change, human rights, workers' rights, animal rights, factory farming, irresponsible marketing, anti-social finance, controversial technologies and political activities.’ 
Marks & Spencer (2020) ‘We are continuously reviewing and improving our polices. We have a few polices in place that are relevant to modern slavery, these are all signed off at director level. This includes our human rights policy, code of ethics and behaviours, confidential reporting procedures and global sourcing principles.’
According to The Guardian (2021) ‘Marks and Spencer say its sustainability vision is ‘supply chain dependent’. Marks and Spencer want to create fair workplaces and achieve step changes in environmental performance. Marks and Spencer go on to say their progress has been overwhelmingly. The company has improved energy efficiency (25%) and cut waste (34%) and we have also developed healthy product range. We have taken its work on ethical trade to a new level’. 
Triple bottom line uses the power of three and these are planet, people, and animal this helps measure the health and quality of a business impact. The Triple bottom line helps a business grow and it helps to understand its current position in the economy and its ability to survive in the future. Suitability measures the ability to be in business based on the relationship with the community, impact on the environment and the contribution to with the economy.
Planet: When considering our most precious resource, water. Marks and Spencer have shown their commitment to our planet by implementing water reduction initiatives. However, Marks and Spencer let us down by not providing any targets. They see plastic as a last resort, and they design plastic and replace it with planet friendly alternatives whenever they can. 
People: Marks and spencer have received a good for their labour rating. The brand SEDEX MEMBERS ETHICAL TRADE AUDIT looks at human rights in business practices. 
Animals: Marks and spencer animal rating is the lowest. The brand uses leather, down and cashmere without being transparent about its sources.
Marks and Spencer have shown their commitment to our planet by implementing water reduction initiatives. However, Marks and Spencer let us down by not providing any targets. They see plastic as a last resort, and they design plastic and replace it with planet friendly alternatives whenever they can. Marks and Spencer present a very strong ethical stance. Some of their clothing is made with 85% less water compared to the industry standard. Marks and spencer received good for their labour rating as they use materials that are eco-friendly but there are some ethical issues as they see plastic as a last resort. Their actions with welfare are good but there is still room for improvement.


2.4 Values 
Marks and Spencer values are trust with their employees and customers and as stated above another one of their values is quality of their products. Marks and Spencer CEO received an overall rating of 77 out of 100 and they came second with an overall culture score of 69 out of 100.
Comparably (2021) ‘Marks and Spencer are in the top 5 of culture dimensions and Marks and Spencer meetings are in the top 5% for all similarly sized companies. 
Campaign (2005) ‘The Marks & Spencer brand is built on core values of quality, value, service, creativity and trust. Overall, the brand's 'mission' is to make aspirational quality available to everyone, through the breadth and variety of its products.’
The skills and knowledge an employee must have to do well in marks and spencer is good communication skills, problem solving, teamwork skills and understanding what’s important to all stakeholders. Employees also need to be happy and feel comfortable working in a team.
M&S (2019) ‘Imprints and Spencer is focused on driving a practical business that is both industrially effective and socially and earth capable. This incorporates giving our workers in the UK and abroad with a protected and solid workspace and having a hierarchical culture which advances variety, inclusivity, self-improvement, and regard. We know it's our people who make Marks and Spencer successful. We need individuals to appreciate coming to work and for the work environment to be liberated from segregation, provocation, and exploitation. Utilizing individuals in various nations implies reacting to various social and accepted practices what's more, extraordinary business law and business contemplations. Nonetheless, paying little mind to where they work or the work they do, we need everybody utilized by Marks and Spencer to be dealt with nobility and regard and have pride in our image.’
Organisation values is what’s important in an organisation. When companies talk about organisational values, they tend to shy away from personal values. Individual values are for us to uncover and organisation values are consciously chosen and pre-set.
Gaiya A (2013) Organisation with high performance align individuals’ values are aligned with organisational values, the individual’s behaviour will reflect the goals of the organisation.’ 




















3.0 Conclusion
Based on the report Marks and spencer they have a customer driven culture meaning the organisation will continue to deliver high standards and sell quality products. As shown above they have made a profit on their food section but are still losing profit on their clothing and home section due to the pandemic. Some of their clothing is made with 85% less water compared to the industry standard. Marks and spencer received good for their labour rating as they use materials that are eco-friendly but there are some ethical issues as they see plastic as a last resort. Their actions with welfare are good but there is still room for improvement especially with animal welfare. 


















4.0 Recommendations
The gaps that are missing with marks and spencer is animal welfare and also plastic being a last resort. To improve this, we recommend working with a company to ensure animals lead to a better life. This can help the journey to more humane and sustainable food and with plastic Instead of seeing it as a last resort try incorporating more recycled materials into products and get these products into the marketplace. Also, Marks and Spencer do not deliver if they started delivering, they won’t be losing as much money on the clothing section.
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