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Introduction

Every company has different strategies on how to manage their employees but in most cases, in large organisations, there is a human resources department. Along with their other potential jobs such as managing the payroll, recruitment and general work-related advice for the staff, their work includes developing and implementing new training procedures, with the help of management, that would enhance the prospective success of the business.
This report analysed the British company Marks and Spencer, which specialises in selling food products, clothing and home accessories. During this period of the COVID-19 pandemic, employees have had to deal with personal difficulties, changing shifts and different work patterns and as a result this has caused a growing dissatisfaction in the workforce. Where affected, the management have been unable to meet the demands of the M&S staff coping with these changes, therefore creating discontent and lack of motivation amongst the employees.
The M&S strategic approach is to invest in their workforce by focusing on giving them value, offering training to improve employee performance management and enhancing productivity, in order to be a competitive business inside the marketplace (M&S delivering plan A, 2020).
Indeed, one of the main challenges for the organisation is to keep its employees motivated, maintaining a high performance in the workplace through the help of their training and specific programmes that human resource management arrange; setting progressive goals to achieve with the company (M&S annual report, 2020).
Consequently, M&S think that their staff can benefit from these strategic trainings, because the employees can use them to develop their skills and knowledge and improve their efficiency as a member of the business (Marks and Spencer People Principles, 2019).
The report examined the strategic function of the human resource department in the organisation, the behaviour and culture of the company, an explanation of work design and how M&S is driving a sustainable work environment. In the end, the paper studied some of the training available in the organisation of M&S in order to evaluate the most efficient implementation and development plan to overcome the problem of dissatisfaction. 






Section A 

1) HR Department and its Strategic Function within the Organisation 

One of the most difficult tasks that managers and the human resource department
have to handle, is to identify the causes of problems or gaps within the employees’ work, then respond and help find solutions to these issues such as negative behaviour, poor timekeeping and long-term absence (Armstrong and Taylor, 2014). HR has a strategic function in business, because they have to manage problems that can have an effect on the organisational performance, for example, family issues, societal influence and political disputes (Hossin, 2019).  
The poor performance of the employees can be caused from deviant workplace behaviour, such as working slowly, leaving early, showing favouritism, harassment or abuse (Class lesson, 2021). Concerning their unproductivity, the causal attribution theory suggests, how the people assign the cause of particular situations, which occur from different actions, based on internal and external attributions while, fundamental attribution error, attributes the causes to a personal factor (Class lesson, 2021).
Hence, the human resource team manages policies and practices that organisations and people need, based on understanding the causes and factors that affect their behaviour, providing tools, programmes and specific training, in order to take appropriate actions for the company’s goal (Armstrong and Taylor, 2014). 
Moreover, the performance of the employees is more likely be higher if the organisation respects and takes care of them, making the workforce feel satisfied with their contribution and motivated in their job role (Armstrong and Taylor, 2014). 

2) Organisational Behaviour and Culture

The social system, where managers perform their job, is called an organisation and there they have the role of influencing specific behaviours in a positive way, in order to achieve set performance goals (Armstrong and Taylor, 2014). 
The organisational behaviour is an area continuously in analysis and development, because the impact of the human behaviours in the structure can affect it in a positive or negative way. Thus, the organisation examines these behaviours in order to use the knowledge to improve the efficiency of the business (Taha, 2020). Indeed, there are different behavioural aspects that can exist within the organisation, for example, the nature of people is to build relationships and socialise with other individuals, this interaction can either influence their thoughts positively or negatively. 
Moreover, an organisation is influenced by the society, and other structures, in which it is integrated, as they want to be seen as conforming with the standard social expectations and receive validity from the external community (Taha, 2020). 
In addition, with the organisational behaviour, there coexists an organisational culture that is a combination of normative values, beliefs, attitudes, of which individuals should behave (Armstrong and Taylor, 2014). The leaders of the organisation shape the basis of its culture, but it can be from the development of the working relationships of organisational members that they can determinate new values and expectations. Thus, similarly to the organisational behaviour, the culture of the organisation is influenced by its social environment, which tends to be dynamic (Armstrong and Taylor, 2014).
M&S built its business principles promoting key values such as quality, service, value, inclusivity, respect, innovation and trust, and based on them they have grown a reputation as a first-class employer, demanding high standards but offering constant training and social support (Marks and Spencer, 2010a).
Indeed, regarding the organisational culture, the company, has a strong value in treating its employees with equal respect and introduced, in 1930, the opportunity for employees to have access to chiropody, dentistry and doctors, plus new training schemes, creating a high motivated workforce with professional skills (M&S strategic report, 2020).


Section B  

1) Work Design and Smart Working

Work system design is related on how the job activities required should operate between the employees and the company, and which is the process to undertake, in order to generate a successful outcome for the business (Armstrong and Taylor, 2014). Therefore, as Armstrong and Taylor state (2014), the work system design must understand the needs required to complete the activities, maximising the employees’ involvement and describing the concept of smart working. Indeed, it is significant to develop and manage flexible work, to effectively harness employees’ energy and handle the work environment responsibly, in order to enhance the business to its full capability (Nyhuis and Zoleko, 2009).
M&S, in order to provide smarter working for its employees, has introduced internal apps such as Yammer and Groups. 


Yammer is a communication network tool used to interact with large groups of colleagues to find operational information and new ideas that the store shares with them (M&S corporate, 2016); Groups is utilised by small teams that need to communicate and interact constantly, it also has an extended function of visual planning to help the group collaborate more easily (Cit-sys, 2018).
Developing a digital mindset through its workforce, M&S wanted to encourage employees to be collaborative between colleagues, making their decision-making faster and improving their approach with flexibility. (Cit-sys, 2018). How the website Cit-sys shows (2018), these internal apps help the M&S’ employees to be cooperative and motivated, with the goal to empower individuals within the organisation and increase their productivity. 

2) Sustainable Work Environment

Based on the work design system, a company such as M&S, promotes its approach as a sustainable working environment, which creates a value in preserving the environment, the human capital and financial enrichment (Wales, 2013).
Therefore, M&S is conducting a sustainable and responsible work environment through the selection of the products they are offering, consequently encouraging their employees to support these same values such as respect, inclusivity, diversity and personal development (Marks and Spencer People Principles, 2019). 
To achieve a successful sustainable work environment, the companies should take into account Holland’s Theory of Interests, which is a model that reflects different types of employees’ personalities such as: realistic, investigative, artistic, social, enterprising, conventional. The theory of interests can influence or define preferences in work activities related to the organisation (Armstrong et al., 2008). In fact, it is important to match the employees’ personality, abilities, interests, in order to be able to enhance their engagement and performance with each other (Armstrong et al., 2008). 
Additionally, Schein’s typology of career anchors is a model that describes the difference in personality of career changes and its impact in making a career decision (Steele, 2009). In the Schein theory there are eight anchor categories: technical / functional competence, managerial competence, security and stability, entrepreneurial creativity, autonomy and independence, service and dedication to a cause (Class lesson, 2021). These categories represent what a person is more confident in doing in that particular field, thus, when one is not performing in the right job, they may affect the work assigned, creating a decline of productivity (Steele, 2009). While, if the involvement in it is high, an individual is more likely to be committed and stimulated to learn how to improve one’s skill (Smith, 2006).

3) Important Training Available in the M&S Company

Training and development are at the base of every organisation that wants continuous growth, enhancing the process of learning new or existing knowledge through the employees (Kourtespoulou, 2008).  
Indeed, in a frequently changing environment, companies must keep motivating and updating their staff, in order to maximise employees’ productivity and business profits (Kourtespoulou, 2008). 
Moreover, training the employees’ skills effectively will add value to the company’s services, therefore, the organisation should invest in their human capital, in order to empower them and have a return in investment, resulting in profitability for the business (Reese and Porter, 2015). 
Consequently, the workforce represents the assets of the organisation and their performance in the company plays a fundamental contribution, as they are the key to their success (Armstrong and Taylor, 2014). 
Often, training and development are implemented to fill gaps in the current conduct of the employees and future improvement that the company achieves (Nassazi, 2013). The HR department identifies the needs of the organisation and selects the suitable training or program to improve new knowledge, skills or behaviours amongst the employees, in order to receive expected successful results (Reese and Porter, 2015).
Regarding the programme available at M&S, Plan A represents their commitment to sustainability, following three areas such as mental, social and financial wellbeing on a contemporary, intranet-based Wellbeing Hub, with a selection of activities through the working year (Corporate M&S, 2019). 
The programme determines and reports the employees’ wellness, for example, during the Covid-19 period, access to a service was extended, implementing a program with specialist consultancy to help their staff to develop and maintain healthy standards, especially after the changes this scenario has produced (M&S plan A, 2021). Additionally, the Plan A establishes a target of flexible work, such as flexible time, work remotely and shared jobs (Paterson, 2014).
The programme helps M&S to keep an engagement and commitment within their workforce and build competitive advantage inside the organisation (M&S delivering plan A, 2020).
Therefore, during the pandemic, M&S established a new programme called Never the Same Again (Annual report, 2020) to reinforce its support with their community. 


The COVID-19 pandemic brought changes that required multi-tasking skills and more specific behaviours in their stores, for example, quick decisive action, delegation from supervisory and managerial positions and the direction of activity regardless of hierarchal place; continuous and clear communication from the shop floor (M&S annual report, 2020).
Never the Same Again is a new proposal by the company that will affect 950 roles through the organisation, its aim is to free up the retail teams by developing an updated management structure through more direct digital communication between the business’s hierarchy, removing duplicated roles and allowing more transparent leadership amongst the staff, with the ultimate goal of giving more focus on the customers from the employees on the front-line (M&S corporate, 2020). Consequently, this change will empower store managers by reducing the number of layers in the work structure and through the development of technological skills and better use of insight, each manager will have greater accountability and leadership of their team (M&S corporate, 2020).


Section C

M&S Development Plan and Benefits for the Staff

In the M&S case study, the manager must take measures in order to maintain stability amongst the staff, with the collaboration of the HR office, before to take action on the problem, they should discuss it with the employee, listening and understanding to their difficulties (Armstrong and Taylor, 2014). During the discussion the HR is investigating how the individual feels about work environment, understanding for example, if their tasks are concurrent to their abilities or if there were experiencing difficulties. Additionally, if they are receiving enough support from colleagues and through this approach, they can identify cases and solutions for these problems (Reese and Porter, 2015).
Moreover, the solutions adopted by companies, varies based on which objectives they want to achieve, involving specific training or programmes to be performed by the employees, and in order to have an effective result, they must suit the audience, content and business environment (Reese and Porter, 2015).
In the M&S working environment, the causes of the reasons behind the proposed changes are to modify the attitudes and behaviours of their employees.




People are being required to reconsider their mindsets towards how work is performed and their attitudes in the external environment, through the help of Never the Same Again, which will provide a programme where employees can develop skills in individual leadership qualities, working together as a team and taking more responsibilities, more ways to work with flexibility in the company and training with technological systems that will enhance the employees connection with their supervisors (M&S corporate, 2020).
In order to take remedial action, the human resource department of M&S reinforce their commitment with the employees’ support following the new implementation in Plan A, giving extra assistance for their mental health (M&S delivering plan A, 2020); building a disposition and readiness to changes in regards of timetable or shift modifications and in having to develop new competence, skills and reinforce desired behaviours.
The HR in M&S, during the implementation of this plan, propose to provide continuous feedback on their performance, understanding their worries and doubts through surveys, listening groups, or directly from their line managers (Corporate M&S, 2019). Marks & Spencer highlight their positive approach with the staff, adopting a constant communication and involvement with them, proving information and explanations for these changes, because with an efficient interaction the business can delivering its goal clearly (M&S delivering plan A, 2020). From this implemented training, the employees will have an open channel to use to support their rights, to be free to express their thoughts and be respected and valued in their work; it will benefit the staff in both their working and social lives, creating more control and understanding over their working hours and greater transparency as to what is expected of them within the company.


Conclusion

The human resource department plays an important role in the organisation, as the key to monitoring and preventing behavioural changes in it, contributing to the business’s success. 
The organisation competes with its rival businesses, also with the help of its intellectual capital (Reese and Porter, 2015). Therefore, the HR team will help the company with specific training and develop, in order to improve some new or weak areas of their employees. In the M&S case study, a dissatisfaction of the workforce was identified due to personal problems, which was created over the changing of shifts and general unhappiness within their employees. The report examined the programs that Marks & Spender is currently offering to their employees, analysing some aspects of the Plan A that were suitable in adapting the organisation to the current environmental changes; offering mental health programs and motivational training to overcome these personal problems. 
Utilising the mental health programme in Plan A the employees can be beneficial to solve personal and work environment problems, having the opportunity to interact with a specialist that will help them with any issues they encounter (M&S delivering plan A, 2020). Moreover, with the programme Never the Same Again, the staff will improve their ability in leadership and team-working, develop their knowledge of communication technologies in the company and understand how to be more collaborative and improve the workforce community; this will create a more enjoyable working environment and develop better relationships with the customers (M&S corporate, 2020).
In the end, through the positive approach of the company, they will provide an on-going feedback and informational material, in order to drive this implementation plan forward with transparency and close engagement within their workforce. 
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