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Executive Summary
The COVID 19 has resulted in various changes in the organisation, including the culture and workplace. This report mainly reflects on the external factors, including COVID 19 and ethical dilemmas that affect the organisational culture and performance of Marks & Spencer. It gives an insight into the external factors that influence and impact organisational culture by using organisational analysis tools like PESTEL and Porter's Five Forces. The report has also identified the key drivers for the change in the business environment related to Marks & Spencer. It also incorporated a critical analysis of Marks & Spencer culture using the cultural web and evaluated the organisation's performance in achieving its financial and non-financial achievements concerning its culture. Finally, the report highlights ethical dilemmas faced by the organisation and discusses the choice of action for resolving ethical issues. 
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[bookmark: _Toc79505055]"How do broader external environmental factors along with COVID-19 and ethical dilemmas affect organisational culture and its performance."
[bookmark: _Toc79505056]Introduction
In the face of the pandemic, work-life has also changed drastically along with the external environmental factors. The workplace has become empty, and houses have become the new workplaces. The COVID 19 has posed a threat to the corporate culture and conduct and opened a whole new gate of opportunities. Keeping in view the new normal and the notion that we now have to adapt to the change for a long time, the organisational leaders now have to shift from a crisis management mind set to developing an organisational culture that enables change. An inability to do so can result in risks and difficulties, including low staff morale, poor conduct, and weak future performance. 
On that notice, this report has focused on the broader external environmental factors, along with COVID 19 pandemic and ethical dilemmas that affect the organisational culture and its performance. In addition, it discusses the key environmental factors leading towards the change and the key drivers of change in the business environment. The first section has provided an overview of the chosen organisation, which is Marks & Spencer. The second section has provided a brief introduction of the key environmental scanning and analytical tools used in the essay. These analytical tools will include PESTEL analysis and Porter's Five Forces Model.
The third section has applied the analysis tool to the chosen organisation to evaluate the organisation within its broader environment and identified the key drivers of change. Finally, the fourth section has critically assessed the workplace culture of the organisation, whereas the last part has evaluated the organisational culture of the chosen organisation in achieving financial and non-financial performance and identified the ethical dilemmas faced by the organisation. Connolly et al. (2017) define organisational culture as a shared set of expectations, values, and practices that governs and guides the actions of the employees working in the organisation. A good culture fosters positive actions that contribute to increased performance, whereas a dysfunctional culture develops behaviours that hinder the success of the organisation. 
[bookmark: _Toc79505057]Organisation's Overview
Marks & Spencer Group was founded in 1967 as a major British retailer. The company has its headquarter established in England and London. The company specialises in selling its own-label products, including home products, clothing, and food products. Marks & Spencer has built on core values of providing service, quality, value, trust, and innovation to its customer. In addition, the brand has aimed to provide aspirational quality to all through its range of products and services. The company has forty-four websites and 1,519 outlets worldwide (Marks, & Spencer, 2021). 
[bookmark: _Toc79505058]Key Environmental Analysis Tool
PESTEL analysis and Porter's Five Forces Model are the key environmental scanning and analysis tools used to analyse the organisation within its broader external environment, including the COVID 19 pandemic and the ethical dilemmas.
The PESTEL analysis is a tool or framework used by business analysts to monitor and analyse the external environmental factors and their impact on the organisational culture. PESTEL analysis comprises six key factors, including Political, Environmental, Social, Technological, Economical, and Legal (Perera, 2017).  Similarly, Porter's Five Forces model is a framework developed to analyse and identify the five forces directly involved in the organisation's profitability and help determine its strengths and weaknesses. The Five Forces discussed in Porter's model include potential new market suppliers, entrants, customers, suppliers, and competitive rivals (Bruijl, 2018). Business experts constantly use these five forces to identify the organisation's structure and determine its organisational strategy. 
[bookmark: _Toc79505059]

Applying the Key Environmental Screening and Analysis Tool
[bookmark: _Toc79505060]PESTEL ANALYSIS
[bookmark: _Toc79505061]Political Factors
Free-Trade: The essential political factor benefitting Marks & Spencer is the free trade policy established between various countries. Marks & Spencer has approximately 1500 outlets worldwide, and free trade saves them from many tax charges. In addition, it allows the company to import products from abroad and sell them in their outlet at minimum prices while earning a healthy profit margin. COVID 19 had a disrupting effect on international trade, and the retail industry trade is calculated to have decreased by 20%. The free trade policy has been there for quite a long time; however, the UK decision of leaving the European Union might affect the company in the long run (Wellner, & Lakota, 2020). 
Brexit: The Union Kingdom's decision to leave the European Union is an essential political factor that would seriously impact the operation of Marks & Spencer. All the regulations and tariffs regarding trade will now be implemented on the company. The most severely impacted will be the outlets in the European region of the world. Exiting from the European Union means loss of free trade policies which will eventually increase the cost of the product for the consumers (Dhingra et al., 2018). 
[bookmark: _Toc79505062]Economic Factors
Discount Competitors: The industry in which Marks & Spencer operates has always faced price as the main factor. However, in the last few years, the retail industry has witnessed the entry of competitors in the UK, especially during the COVID 19, where several new entrants captured the market with budget-friendly products. From budget supermarkets to budget clothing stores, these new entrants steal the market and give tough competition to brands like Marks & Spencer by offering similar quality products at a more affordable price. (Fullwood, & Rowley, 2017). 
Financial Crisis: COVID 19 has brought about major financial crises worldwide, and the UK is no exception. These financial crises have decreased the demand for high-end products by the consumers due to the low disposable incomes, which reduces their ability to buy clothing or luxurious products. Marks & Spencer had to let go of their 70,000 employees from the outlets worldwide in the face of these crises. Also, the economic recession has decreased the brands' ability to offer a discount to its consumers as the company couldn't offer the 20% discount this year that it usually offers during Christmas (Bini et al., 2018). 
[bookmark: _Toc79505063]Social Factors
Non-Trendy: Marks & Spencer has been in the industry for as long as we can remember, which has made the brand a recognised one in the United Kingdom. This recognition has caused the consumers to stay loyal to the brand; however, this long-standing name has caused disadvantages in the long run since the customers have started associating the brand with the past. During COVID, 19 new brands came in with trendy masks and other essentials of the pandemic to attract customers. Moreover, the emergence of the new pop brands that are catching up with the new trends has made Marks & Spencer a less trendy option for the customers, hence decreasing the demand for their products among the younger consumers (Dessart et al., 2019). 
Income Level: The increase in inflation and an increase in the rate of unemployment place the population at a disadvantage where people were not focusing on the luxuries and high-end products, decreasing the organisation's profitability. (DeSilva, 2020).
[bookmark: _Toc79505064]Technological Factors
Online Shopping: COVID 19 has made a new way for the technological specialists, from Zoom and pings to e-scooters and online shopping. Brad Smith has claimed that the technological innovation of two years took place in two months (BBC, 2021c). These advancement has proved to be especially beneficial for the retail stores like Mark & Spencer; they are now utilising "scan, pay, & go" options for their consumers for an amazing e-commerce experience. This saves the organisation extra money and time by reducing the need for staff and checkout (Bulturbayevich, & Jurayevich, 2020). 
[bookmark: _Toc79505065]

Environmental Factors
Sustainable Products: Marks & Spencer, as a renowned luxury brand, has always focused on environmental sustainability. It regulated various environmental factors such as clothing, deforesting of the land, and carbon emissions. The company has formed its own Green Policy, which they call "Plan A". This policy has been adopted by the company to ensure the wellbeing of the community and the planet (Diamantidis & Chatzoglou, 2019). 
[bookmark: _Toc79505066]Legal Factors
The government has implemented various serious measures to combat the COVID-19 pandemic. However, the government has compelled all the retail stores to stick to the legislative conditions in order to open their physical stores. These conditions include implementing labour laws like the Taxation laws and the Employment Law of 1996. The legal factors have been quite challenging for the organisations like Marks & Spencer since they have their existence in various countries and provide their products and services online, which requires them to abide by their laws, including data and copyright laws. The organisation is also compelled to follow the Equality Act (2010) that requires employers to provide every individual with equal employment opportunities irrespective of age, gender, race, ethnicity, etc. (Crick, & Crick, 2020). 
[bookmark: _Toc79505067]Porter's Five-Factor Model
[bookmark: _Toc79505068]Threats of New Entrants (High)
With every new entrant, there comes new products, new technology and new ways of doing things which imposes pressure on the existing brands such as Mark & Spencer. New entrants offer reduced costs, lower prices strategy, new products and new value propositions to the consumer. So Marks & Spencer needs to build effective barriers and manage challenges to safeguard its position in the market, especially in the pandemic era where people give more importance to the safety measures and guidelines provided by the government. Moreover, with easy access to the market through e-commerce, many small retail firms were opened during the COVID 19 lockdown era. So the threat of new entrants is high (Tokatli et al., 2008). 
[bookmark: _Toc79505069]Bargaining Power of the Suppliers (High)
Most of the companies in the retail sector buy their goods from various suppliers. The dominant position of the supplier decreases the profit margins of the organisations like Marks & Spencer group. A powerful supplier in the retail sector uses its position to negotiate value and demand higher prices from the company. A high priced raw material means low profitability for the company, which can impact the financial growth of Marks & Spencer. The threat of bargaining power of the suppliers has increased in the COVID 19 pandemic because companies do not have many options regarding the buying of the raw material (Prasad, 2011)
[bookmark: _Toc79505070]Bargaining Power of the Buyers (High)
Buyers are the prime focus of every organisation. Buyers want to buy the best product the market has to offer at the minimum price possible. The high bargaining power during the COVID 19 has posed a high threat to Marks & Spencer. The powerful and smaller the customer base, the higher their bargaining power, which causes organisations to offer them discounts and lower prices to preserve the consumers (Fung, 2014). 
[bookmark: _Toc79505071]Threats of New Services or Products (Moderate)
When a new entrant offers new services or products that meet the consumer's needs, the profitability of the organisation suffers. The threat of a substitute and a more powerful product or service decreases companies' value proposition like Marks & Spencer and increases the customer's chance of buying a new industry offering. However, the COVID 19 pandemic has limited the innovations in the market, so the threat of new services and products are medium (Khurram et al., 2020). 
[bookmark: _Toc79505072]Rivalry among the Competitors (High)
If there is a strong rivalry between the companies within the same industry, it results in significant decreases in the prices, which leads to a major decrease in the profitability of the industry. Marks & Spencer operates in the industry with an increased competitive nature, which can affect the organisation's overall profitability, especially during the COVID 19 pandemic (Ensoimeme, 2020). 
[bookmark: _Toc79505073]Key Drivers of Change 
Change in the organisational culture can be brought about by utilising several approaches. However, to obtain actual transformation within the culture, Marks & Spencer needs to provide something unique, adopt new behaviours, change the way they interact and communicate with their employees, and solve problems (Alvesson, 2012). 
[bookmark: _Toc79505074]Behavioural Changes to Increase Employees Motivation 
In most of the organisations, the values and missions are written beautifully on the websites and the whiteboards present in the meeting rooms, which is not enough. Any statement that is not backed by actions become obsolete. During the COVID 19, in order to increase productivity and decrease distraction, leaders of Marks and Spencer need to employ behaviours that present them as being attentive towards the job. There increased focus on the work, timely submission and allocation of the tasks, timely decisions and timely communication will deliver a message to the employees that nothing has changed and they still need to work with the same diligence (Mullins, 2016). 
[bookmark: _Toc79505075]Engagement with Leaders
The key influencers for any employee are the leader of the organisations; they are looked up to by the employees. Employees in the organisation follow their leaders in terms of behaviours and values and try to be like them to create a sense of belongingness. They manifest that behaviour to become successful and fit in the job environment (Alvesson, 2012). During these hard times of working from home and giving more time to the business, leaders of Marks and Spencer need to employ strategies that keep the motivational level of the employees high. One of the most effective strategies is to actively communicate with the employees to identify their needs. 
[bookmark: _Toc79505076]Reward and Compensation Systems
Systems are more related to the processes that take place in the organisation. Systems deal with questions like how success is defined in the organisation, how compensation is defined, the budget allocated, and what drivers are essential for the bonus scheme. COVID 19 has posed a challenge on the organisations to develop a system that addresses the needs of the employees during the pandemic. The reward and compensation system should now be more effective than ever since the work motivation of the employees are low, and there is a severe mental burden they are facing (Browaeys, 2011). If employees do not feel rewarded and motivated, the work efficiency will decrease, substantially affecting the organisation's profitability. Leaders should be more actively engaged with the employees during these pandemic times and understand their expectations of the reward and compensation systems and bring about changes in the system that would help the organisation flourish during these difficult times. 
[bookmark: _Toc79505077]Assessing the Workplace Culture 
Marks & Spencer has a flat organisational structure. Handy (1993) defines flat organisational structure as having limited management level between the administration and the employees. Iasmina (2019) proposed that a flat organisational structure encourages staff to participate in the decision making process. However, Simpson (2017) argued that such an organisational structure limits productivity and increases power struggles between the employees resulting in decreased efficiency and profitability. Marks & Spencer utilise such workplace structure to decrease bureaucracy and empower employees, and less communication gap between the front-line employees and the management to bring rapid changes and problem solutions. 
[image: ]
Figure 1: Cultural Web of Marks & Spencer (Doherty, & Stephens, 2020)
Marks & Spencer has a customer-driven culture, where everyone makes an effort to improve market research and customer service by employing the right people and providing them with the right training (Grayson, 2011). To further critically assess the Marks & spencer work culture, the cultural web model is used. The cultural web is a framework used to assess the organisational culture. It provides a way of looking at and understanding different forces that have an impact on organisational culture and is used to map the existing and future culture of the organisation (Doherty, & Stephens, 2020). The cultural web can be divided into two parts- the human-created aspects and the intangible aspects. The human-created aspect includes the power structure, control systems and organisational structure in place, whereas the intangible aspects are the symbols, stories, rituals and routines. 
Stories and Myths: Spear and Roper (2016) proposes that stories programmes the culture in the organisation. The stories shared in the organisation reinforces the assumptions and underlying beliefs that help shape the culture. For example, the stories shared in Marks & Spencer are those of the good things there used to be and how the difficulties in the past have shaped the organisation now. The story of Simon Marks, who revolutionised Marks & Spenser into a successful company today. These stories reflect the important aspects of the culture. Successful stories of the past motivate the staff, whereas negative stories impact the performance of the employees. Allcorn and Stein (2016) argued that organisation stories are not the key driver of culture because they don't impact every person. 
Symbols: Symbols are one of the most essential aspects of organisational culture. Symbols are objects that are meaningful for the employees but are not necessarily physical. Marks & Spencer have plenty of symbols in the organisation due to the hierarchal structure it follows. At Marks & Spencer, the top management has the prime positioned company cars, parking spaces and other benefits that demonstrate their influence and power. They also employ traditions to symbolise what is valued by the organisation. Most of the CEOs in Mark & Spencer were either family members or were promoted internally, which shows that the company is protective over and values its traditional culture. Fielding (2006) argued that traditional culture reduces communication effectiveness and authority is contained centrally, reducing employee effectiveness. CEOs and Simon marks are viewed as father figures in the organisation. 
Rituals & Routine: These are the daily activities and behaviours of the employee that signals acceptable behaviour within an organisation (Ward, 2003). Marks & spencer have several routines and rituals where every employee knows his or her place and the store layout. As a result, people are well aware of the atmosphere and working environment there. 
Power Structures: Power structure is the group of people who have authority over the organisation and decision-making. Simon Marks founded the power structure at Marks & Spencer in the early days of the organisation. The company follows a hierarchal structure where power lies with the top management that is dominated by most male employees. The dominant male organisation gives an impression of gender biasness which is against the law, according to the Equality act of 2010 (Ward, 2003). 
Organisation Structures: Organisational structure refers to the system that determines how activities are carried out in the organisation to achieve common goals. At Marks & Spencer, the organisational structure is hierarchal, where the control and authority lie with the top management and employees work at their order. Suman and Srivastava (2012) presented that hierarchal organisational structure demonstrates clear lines for authority and fosters a clear understanding of employee roles and responsibilities. At the same time, Radevic (2021) argued that a hierarchal organisational structure slows the decision-making process and hinders the employees' creativity. 
Control Systems: Control system in an organisation enables the executive to track the organisation's performance, identify areas of weakness, and address the concerns. Marks and Spencer employs an autocratic leadership style at the top management, and the hierarchal structure promoted a control system based on specific procedures and is centralised over stores, products and suppliers. The company gives great emphasis on conformity. Andersen and Jakobsen (2018) suggests that conformity in the organisation promotes harmony, increases cooperation, and provide the basis of recognition. However, Syakhroza (2018) argued that conformity reduces creativity and promotes workplace exclusion. 
[bookmark: _Toc79505078]Organisational Culture in Achieving Financial and Non-financial Outcomes 
	Organisational culture is found to greatly influence the performance of the firms (Oh, & Han, 2020). For example, Mark & Spencer, as analysed in the above section, has a hierarchal organisational culture that is founded on control and structure. Research supports that hierarchy culture has an impact on the financial performance of the organisation (Handy, 1985). Hierarchy, culture where the power lies with the top management promotes increased understanding of the employees' roles and responsibilities, which allow them to set clear targets and develop an action plan that helps them achieve the targets. As a result, achieving sales, marketing, and other targets of the organisation increases its financial performance, which in turn increases the overall organisations' productivity. 
[image: ]
Figure 2: Financial Position of Marks & Spencer
Companies like Marks & Spencer, with a strong organisational culture, incorporate employees working in the organisation in an intense way, which helps achieve financial and non-financial outcomes. The company focuses greatly on employee satisfaction too by employing relevant systems for reward and compensation and by giving value to their ideas and performances. Also, the customer-driven culture at Marks & Spencer requires employees working at any level of the organisation to work in a way that increases customer satisfaction by establishing a strong relationship with the customers. 
[bookmark: _Toc79505079]Ethical Dilemmas
Ethical dilemmas can be identified as a situation where individuals are faced with two different choices to solve a problem, and neither of them follows proper ethical guidelines (Robert et al., 2020). For example, Mark & Spencer refers to themselves as an ethical organisation that produce sustainable products and services. However, a few of the ethical dilemmas identified in the organisation includes human rights, environmental issues, animal rights and political affairs. 
[bookmark: _Toc79505080]Human Rights 
During the COVID 19 pandemic, Marks & Spencer had to lay off 7000 workers in order to sustain itself. The company faced a recession during the pandemic due to a decrease in demand. The employees were fired without any prior notice and without any compensation, which is an ethical violation. There have also been complaints about unethical practices with the labours, including harassment, forced overtime, underage labour, and firing of pregnant women. The Pregnancy Discrimination Act (1978) prohibits any employer from firing a woman because of her pregnancy (Eaton, 2019). Furthermore, the Act requires employers to make arrangements for the work of the women and allow them maternity leaves. 
[bookmark: _Toc79505081]Environmental Issues
The retail industry contributes significantly to environmental pollution. Despite Plan A proposed by Marks & Spencer, the company is involved in significant environmental pollution through carbon emission, solid wastes, emission of greenhouse gases and carbon dioxide. In addition, the company has been accused of breaking its commitment to selling sustainable fish. In 2017, the company sold wild fish that's was not certified by the MSc (Eaton, 2019). 
[bookmark: _Toc79505082]

Animal Protection
Marks & Spencer have a very mixed approach on the animal right. The company was considered to be highly ethical in terms of Farm Animal Welfare and its policy on Farm Animal health and welfare, along with its approach towards supplier engagement. In addition, the company claims to provide an organised and consolidated account of their ways of dealing with farm animals. However, the company also sells products like silk, merino wool, and leather (Rudy et al., 2019). 
Furthermore, in 2016 a magazine reported that the Authorities of Marks & Spencer admitted to being failing in its supply chain after one of their suppliers are found to be allegedly breaking the animal welfare laws by keeping claves in deteriorating conditions. The Animal Equality UK group revealed that the suppliers of the company are found to keep six-month-old calves into a pen designed for an eight-week-old animal. 
[bookmark: _Toc79505083]Choice of Action for Resolving Ethical Dilemmas
Organisations need to make their ethical ground strong in order to achieve maximum customer loyalty. Due to increased movements and awareness for human, environmental and animal welfare, customers are now focusing on how organisations go out of their way to achieve ethical standards while dealing with humans and animals.
Marks & spencer need to compensate the employees that are fired due to the deteriorating financial situations during the COVID 19. The moment a company establishes some financial stability, they should rehire the employees if they haven't found a job or offer them compensation for termination without prior notice (Davis, & Simpson, 2017). Also, the company should put a strong emphasis on implementing governmental policies regarding human rights and acts, including the equality act of 2010 and the pregnancy discrimination act. Arrangements should be made for pregnant women and disabled individuals so they can work. The employment of individuals from diverse backgrounds not only gives the company an ethical advantage but also fosters creativity in the organisation (Davis, & Simpson, 2017). 


Furthermore, increased supervision of suppliers who deal with the animals is required. There must be appropriate animal handling training provided to the staff and workers who come in direct contact with the animal. Animals must be handled with great care and consideration and according to laws implemented by the government, including the Animal Welfare Act of 2006. 
[bookmark: _Toc79505084]Conclusion
The report has discussed the impact of the external environments, including the COVID 19 pandemic and ethical dilemmas, on the organisational culture. Organisational culture is defined as a shared set of expectations, values, and practices that governs and guides the employees' actions working in the organisation. A good culture fosters positive actions that contribute to increased performance, whereas a dysfunctional culture develops behaviours that hinder the success of the organisation. For example, Marks & Spencer Group was founded in 1967 as a major British retailer. The company specialises in selling its own-label products, including home products, clothing, and food products. The PESTEL analysis and Porter's five forces model have identified the external business environment of the companies and identified the high, low and medium threats to the business. Moreover, a cultural analysis of the company has been performed by using the cultural web model. Furthermore, ethical dilemmas faced by the companies are identified, and a choice of action is proposed to deal with the issues. 


Task 2: REFLECTION
This reflective essay demonstrated the acquired skills and learning that I have gained during the module. Writing a report is not always easy, especially when it requires you to apply the learning in real-life settings or implement it in a well-established organisation. However, such assignments and modules allow students to apply their knowledge to a wider environment and assess their strengths and identify areas that require work. This report writing has developed my critical thinking and decision making skills. Also, it has helped me develop several skills that will be beneficial for me in my employment, requiring the exercise of personal responsibility and decision making. 
Almost many of us have been through it; when you reach out for a job or go to attend the interviews, the employer asks is to give certain examples of what skills you obtained through your tenure as a student in the university. Of course, you can always tell them a list of skills you obtained through your report writing and essay writing. Some of the skills that I have planned of reporting in my CV, my job interviews or during my placement include excellent writing skills, research skills, communication skills, analytical skills, problem solving skills, and IT skills. These skills are particularly beneficial in getting a job in any organisation. Almost every profession and every organisation require their employers to have excellent communication and writing skills, which I learned throughout this module. 
Whichever profession I choose, I know I will have to write a report or have to communicate with the client or the leader effectively. The report or communication could be about my area of expertise or something that I am not well aware of. Having learned from this module and this assessment, I will be able to do reports and understand the organisation's culture in a better way to write a report that effectively communicates the values and propositions of the company. The module will also help me perform tasks of the job that require personal responsibility, such as presenting financial analysis and supervising a junior. When you are writing reports, doing an assignment, or preparing a presentation, an individual is required to analyse information, plan methodically, develop ideas and then reach a conclusion. These kinds of tasks help in developing analytical and problem solving skills which a graduate student must possess. 
Understanding the module and the relevant application of the knowledge required during the module in the assignment allows the student to understand the layout and style of writing and develop an understanding of the real-world scenario. In addition, the module allowed me to research information and find facts, prepare documents according to specific guidelines, use professional vocabulary and language, fact finding skills, IT skills, and problem solving skills. All these skills are relevant to getting the employment in any organisation irrespective of the domain. All in all, I have learned a lot from the module that will help me in getting a chance on employment in any organisation of my choice. 
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