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[bookmark: _Toc80809404]Introduction
Organisational performance is influenced by the prevailing culture and structure of an organisation. According to Christiansen & Chandan, (2017), culture offers a way to employees to perform, understand and develop unique ways through which organisations evolve with sustainable competitive advantage. Secondly, structure influences the approaches used by the management and employees in decision making and delegation which is crucial for a fair growth within the firm. Individual behaviour is often challenged with external stimuli and responses have a tremendous effect on performance (Smith, et al., 2020). In the retail sector, structures and cultures are witnessing massive change and growth and so the external stimuli experienced by the employees. The report involves analysing the impact of culture and structure on performance of M&S, one of the leading retail brands of the UK. It also offers a literature backed understanding on how external stimuli and its responses shape organisational performance.

[bookmark: _Toc80809405]Task-1
[bookmark: _Toc80809406]1 Impact of organisational culture and structure on organisational performance
[bookmark: _Toc80809407]1.1 Organisational culture 

According to Eze, et al., (2017), the culture of an organisation is vigorously impacted by the norms, beliefs and value system of the employees through the attitudes reflected in the communication. Organisational culture is defined as the system of common attitudes and value system which designs the behaviour and response of employees in the organisation. (Ilham, 2018).  According to Marks & Spencer, (2019) in the year 2018, the CEO of M&S reported that the firm culture is cumbersome and bureaucratic and in the same year it reported the closure of outlets to embrace digitalisation and e-commerce. A system with half digital and same compartmental culture the firm is struggling to deliver the great outcomes that it once held in the retailing segment. 

According to the perspectives of Ilham, (2018), based on the visibility of the culture levels in an organisation makes the different degrees of impact it creates on the performance. The organisational culture of the organisation falls under the artefacts level, where the structure, processes and systems are visibly available but tough to decipher. The olden cumbersome processes of the firm stay highly irrelevant for the current times and it impacts productivity and growth. As per the views of Christiansen, et al., (2017), culture is an outcome of how the human resources perceive the business and how the thinking, act is translated into performance. 

The data from the strategic report of M&S says that, culture of the firm is dated back to 135 years ago and today wishes to see the reincarnated ways of the same core beliefs system guarded by people, product and value for money (Marks & Spencer, 2019). Today, the cultural level at the artefact stage suffers to strike the balance between the modern day needs and its core value system and making it as a suffocating culture that truly hides the actual meaning and makes it hard to decipher. 

[bookmark: _Toc80809408]1.2 Hofstede cultural model of Marks and Spencer

Hofstede culture model is used to picture the cultural differences across the nations. It effectively applies 6 cultural dimensions to grasp the impact of societal values on members and their behaviour.  The power distance at Marks and Spencer is minimised by changing the approaches from the past. Engaging the customer assistants is one of the competent initiatives taken by the firm to increase communication and eliminate power-based polarisation. “Operator knows best” policy of the firm helped to create a fact-driven culture (Marks & Spencer, 2019). The second most important dimension of individualism refers to the intensity of interdependence exhibited by the employees in task accomplishments. Although the firm offers rigorous training to employees, they are not developed or supported to emerge as leaders. This shows that there is a strong interdependence in decision making and opportunities to learn and grow.







Dimensions of culture
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Figure 1: Source: Adapted from (Paais & Pattiruhu, 2020)

 Masculinity refers to the drive for achievement among the people of the firm. M&S exhibit high masculinity, as the firm supports performance-based rewards. Uncertainty avoidance refers to the ability of the people to feel stable even under unexpected situations (Smith, et al., 2020). At Marks and Spencer, the leadership has infused extensive communication modes by scrapping the top-down approach and amending it to matrix form of structure. This increases collaboration and thus there is enough coordination to eliminate uncertainties. 

A normal score of 50 for the long-term orientation states that the firm is highly cumbersome due to its old policies and it has implications for the present and future. At an average score of 67 for the dimension of indulgence, employees at M&S are trying to evade their needs and want to avoid issues.

Leadership at M&S is well aware of the issues due to the transition times. Changes in the policies, approaches and systems are aimed at improving the performance of the employees. Increased collaboration and communication due to the “Business Involvement Group” formed by the firm augmented a thriving culture that led to quintessential performances. 

[bookmark: _Toc80809409]1.3 Organisational structure and its impact on organisational performance

An organisational structure is defined as the process of guiding the required activities towards the task accomplishment (Nene & Pillay, 2019). A defined structure in the organisation stays as a gatekeeper to various activities like flow of communication, decision making, planning, coordination, supervision and controlling. Functional, divisional, matrix and flat are the four major types of organisational structure. According to the perspectives of Nene & Pillay, (2019) an organisation with a well-structured control mechanism will not face many roadblocks to success.

 M&S is aiming to create a vibrant energetic structure that ensures free role play to the employees at all the levels of the organisation. Being a 135-year-old firm, it is necessary to understand the structural evolution of the organisation. Starting by, the firm had a top-down functional structure where the powers are centralised and no options were given to think, plan or execute (Evans, et al., 2021). In recent years, during the boom of E-Commerce, the firm has experienced relentless losses and closures of many outlets across the globe. The firm suggests that, it is an outcome of lack of performance from all the levels, lack of collaboration fuelled by outdated organisational structure (Marks & Spencer, 2019). Thus, the firm transformed it as a matrix firm, where a dual control was given and it shaped performances of employees; however, there was no room for creativity.

 For the year 2021, the firm has a new transformation plan where the firm intends to increase collaboration and creative outcomes. It emphasises maximum engagement and employee well-being and considers adopting a flat structure (Evans, et al., 2021). According to the perspectives of Nene & Pillay, (2019), a flat structure helps organisations to elevate responsibility and eliminates unwanted managerial roles. Direct, sensible coordination and collaboration is possible to win the competition in the retail sector. The firm expects its people would develop as creators who can add more value to the firm. 





[bookmark: _Toc80809410]Task-2
[bookmark: _Toc80809411]2 Factors impacting individual behaviour at workplace
[bookmark: _Toc80809412]2.1 Behavioural approach

Behavioural approach is an interesting area of study which observes the scientific responses given to the external determinants. A response to the various environment stimuli is scientifically noted, reflected to define the reasons. According to Han, et al., (2019) the individual conditioning stays as the primary reasons why a similar type of response is witnessed. In order to develop the responses given by an employee to a task, it is important to understand the factors triggering them to act in a certain way (Wood & Butler, 2018). Differences in personality, self-image, individual traits and core aim are the staggering reasons that force an individual to behave in different tonality.

[bookmark: _Toc80809413]2.2 Types of individual work behaviour

Task performance is one of the important types of work behaviour exhibited by individuals at work. Here the individuals help the organisation to transform materials into finished products. Considering the performance dimensions and inputs given is more important to determine the behavioural exhibit (Christiansen & Chandan, 2017). Organisational citizenship behaviour expects employees to be more polarised towards the work and be more attached to the work with importance for the stable growth of the firm. 

Counterproductive work behaviour is another behavioural type which impacts the overall image of the firm. Some individuals behave very rudely and insensibly which affects overall performance. A stable workforce behaviour and retention is surely an imminent need for any firm. But at times, a short period is taken by an individual to devise a response to the external environment. At Marks and Spencer, 83% of the employees feel they are empowered and 81% feel engaged (Marks & Spencer, 2019). It is also important to look at the fact that 81% of the employees felt enabled to perform the work well. The facts identified reported that the firm has employee behaviour that leads to organisational citizenship behaviour. 
[bookmark: _Toc80809414]2.3 Factors influencing the individual work behaviour

Personal factors
According to McShane, et al., (2018), individual behaviour at an organisation is a valid outcome of the internal conditioning offered to the individual.  M&S employs more than 10000 employees who have come from different conditioning and learned characteristics. For instance, marital status of an employee will determine the need for a stable career to run a family and thus the individual behaviour will see differences from one who is still single and of young age. At Marks and Spencer, the employees are termed to be as an asset who works for a long time and their sense of attachment to the firm is changed and they transform into organisational citizenship behaviour (Marks & Spencer, 2019). The learned characteristics like perception, belief and personality are the formation of various learning across the time in education, work experience and nature.

Environmental factors
Environment refers to the national level systems, organisational culture, systems, social factors and economical aspects changes the way how the employee perceives things. For instance, employment level refers to the individual level at the job market (McShane, et al., 2018). If the position is of a better growth, the idea of being at the same work will fascinate the employee else he would look for others. At Marks and Spencer, the employment level plays a vital role as it holds more power than rule-based ownership. If a company pays better wages and better learning opportunities, employees will feel stuck to the firm with a counterproductive reaction. The political system prevailing is linked to how the individual behaviour changes, since changes in minimum wages can impact the benefit enjoyed by the employees and it will impact on how individuals perceive the situation and lead to a unique behaviour. 

Organisational factors
Above all the factors, an individual's work behaviour is highly impacted by the organisational factors. Organisational culture and climate are an integral part of how individuals perceive organisational activities (McShane, et al., 2018). For instance, the reward system of the organisation with a fair purview could offer a positive image to the firm which will increase the commitment and engagement level of the employees. Similarly, the structure and design of the firm has a valid proportion of impact on how the individual behaviour turns. The more room for communication and collaboration helps the firm to open to new levels of cooperation and growth. 
Recommendation

From the analysis, M&S is having a supportive culture and organisational structure that effectively looks after the needs of people that leads to performance. However, the analysis identified a vague transformation to a new organisational structure which needs proper understanding. Offering extensive learning and training programs to meet the digital developments in the organisation is crucial for the firm. It is also imminent to stay to the matrix structure with new digitisation and resource development processes to ensure a fair organisational culture and structure that augment performance in the tough times like digital gap in the retail segment of the firm. Improving the importance for long term orientation and masculinity with improved competitive and reward systems will increase productivity. 

[bookmark: _Toc80809415]Conclusion
Marks and Spencer is having a tough time transitioning from a different organisational structure amidst a big gap of digital developments. The ineffective cultural and structural transition in the past has created havoc to the firm with more than 100 closures of stores in the UK. Thus, the firm requires transitioning effectively to augment people with a proper performance foundation to emerge as a committed organisational citizenship type of behaviour. 
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