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Executive Summary
The internal and external effects on the organisations past, present and future plans were analysed in this report using models such as PESTLE, Cultural Web and Charles Handy’s theory. The main finding in this report is that M&S culture is tall and bureaucratic and that has driven the organisations strategies up till now. The main target for the organisation is still the elderly demographic and this needs to be improved by catering more towards the younger generation and keeping up with the social trends. The emphasis on excellent quality product seems to have demoralised the organisations other core values such as innovation causing in their inability to meet the demands of customers to keep up with the ongoing fashionable trends. 
This report analyses the different aspects of the organisation’s values, beliefs and cultures and how the organisations ethical stance improves its efficiency and the ability to perform. Plan A is the heart of everything they do and can be used as the key message in their marketing campaigns. As such it is recommended that M&S take on an innovative and customer focused plan by making their stores more digitalised to keep up with the social trends and meet the needs of customers. This can be done by constantly developing the organisations internal abilities and using effective market segmentation. 
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Introduction
This report analyses and evaluates the culture and context of the workplace and how individuals’ beliefs, values and attitude fit in with those of the organisations. Workplace culture comprises of values, beliefs, attitudes and behaviors which contributes to the social and emotional atmosphere of the workplace. Culture performs a powerful part in determining satisfaction at work, relations and development. An optimistic workplace culture helps develop good communication, motivation with a boost to improve performance at work. (Agarwal, P. 2018).
The organisation chosen for this report is Marks and Spencer. M&S was formed in Leeds in 1884 as a penny bazar. In 1894 Marks went into  partnership with Thomas Spencer and since then the organisation has established itself on the high streets not only in the UK but all over the world. The workplace culture of M&S is very collaborative and they have four company values that they follow to ensure that it is a great place for their employees. (Marks and Spencer, 2019).











Findings 

Task 1 PESTLE Analysis 
Francis J Aguilar in 1967 came up with PESTLE which is a theory and a tool used by organisations to analyse the different factors present such as Political, Economical, Social, Technological, Legal and Environmental factors. The tool assists organisations to achieve their goals by considering these factors and helps organisations to completely recognise the wider environment and the challenges. PESTLE can also assist organisations to anticipate the risks and act before any major problems occurs. (Marmol, 2015) & (Aguilar, 1967).
The advantages and disadvantages of PESTLE are:
Advantages 
· Cost effective 
· Deeper understanding of the risks that is involved
· Develop more opportunities  by looking at the broader environment and the challenges involved.  
Disadvantages
· Rapidly changes due to which is has to be reviewed regularly to be operational.
· Subjective as the views of people will be diverse. 
· It only looks at the external factors of an organisation however for an organisation to suceed it needs to look at the internal factors as well. 
             (CIPD, 2018).
PESTLE analysis of Marks and Spencers will provide a distinct overview of the organisations external factors and the threats involved. 
Political: Marks and Spencer’s follow the rules and regulations and the health and safety British standards set by the government. Brexit will have a major effect on the organisation as until the exit terms are determined there will be an uncertainty that exists. The exit of UK from the EU will considerably transform the political environment of all the retailers such as Marks and Spencer’s. The decline of sterling has reduced the revenues besides effecting the customers expenses. 
M&S is one of the first retailers to go down the route of fair trade. The fair-trade policy applied by M&S has led to significant decrease in obtaining costs which includes healthier foods with less fat and salt, recyclable packaging and animal welfare protection. 





Economical: According to Marks and Spencer their policy is to change the organisation into an international retailer and decrease their reliance on the UK economic cycle. (Marks and Spencer , 2012). Brexit is having an adverse effect on all the major retailers as well as Marks and Spencers who are facing a financial crisis as customers are extra conscious of the prices and prefer quality and value for money. This has caused M&S to close down 14 stores due to which there has been 500 job cuts according to The Telegraph. (Armstrong, & Torrance, 2018). M&S would need to move with the flow of the market inorder to have continuous sales. 
Social: The economic decline has affected the activities of customers as they now seek for low price products that are value for money. This has prompted retailers like M&S to initiate campaigns, promotions and reductions on items to attract customers. To attract these customers marks and spencer’s have launched several campaigns such as the ‘Dress for less ‘which is focussed on items which can be accessorised in different ways which can provide value for money. (Retail Week , 2009). Dine in two for £10 campaign has also been introduced to attract customers where they get a selection of meals including mains, sides, dessert and a drink. (SOCIAL AND TECHNOLOGICAL FACTORS AFFECTING MARKS & SPENCER, 2009).
Technological: Continuous development in technology assists organisations to perform efficiently. Having modern technology helps raise productivity and reduce costs. Part of the five-year transformation plan M&S has announced ‘Technology Transformation Programme’ which will allow them to develop into a digital organisation and convey that through their customer service. It is intended to provide a faster technology function which will assist the organisation in their growth. Steve Rowe stated that M&S are dedicated to transform the organisation through their digital services operating in stores and online according to the needs of the customers, colleagues and shareholder. The ‘Technology Transformation Programme’ will assist the organisation to be faster, simpler and dedicated on accomplishing a smooth customer experience. This will be all done through Tata Consultancy Services who M&S have appointed as the main technology partner and they will be in control of the day to day association and project management of Marks and Spencer’s. (M&S, 2018).









Legal: According to the Gov.UK Marks and Spencer has joined the campaign ‘Think, Act, Report’. M&S has constantly eliminated obstacles to familiarise flexible working above legal requirements. The organisation in 2001 has eliminated the default retirement age by 10 years ahead of the government legislation due to the fact that employees and managers want to keep knowledgeable people. The organisation has also introduced the right to request flexible working in 2003 where 73% were female employees who were working part time and 83% over 50s. In 2006 M&S came up with flexible retirement where employees were allowed to take their pension benefits and remain employed. (GOV.UK: Government Equalities Office, 2013).M&S comply with the health and safety legislation Act 1974 as well as following their own policies regarding health and safety. (M&S, 2019). 
[bookmark: _Hlk4865441]Environmental: Marks and spencer’s have taken the path of the fair-trade policy where the organisation offers an extensive variety of products that are sustainably sourced. According to the Fairtrade foundation M&S follow the Plan A which is an ethical and environmental sustainability programme. M&S believe in lower prices, good working conditions, reasonable terms of trade for workers working for them overseas. (Fairtrade Foundation , 2018). The Plan A features incorporates Fairtrade, free range and eco factory. In 2013/14 M&S included their bouquets which are now delivered in ‘water free packaging’ which helps to keep the product fresh. M&S believe by associating the organisation with the social and environmental activities and campaigns they will be able to provide better value and develop the organisation into one of the most sustainable retailers. (M&S, 2014). 
Analysing M&S using the PESTLE framework the main decline they are facing is in the clothing industry. The organisation is still to update the social and fashion trends to keep up with the current market and the younger generation.  

Task 2 Cultural Web 
Corporate culture can have a vast effect on the organisations productivity. The cultural web was introduced by Gerry Johnson and Kevan Scholes and it outlines the structure of altering an organisations culture. It is a useful tool to help recognise the cultural features of an organisation. (Mullins, 2016). 
The Cultural web classifies of six parts which is called the Paradigm. The Paradigm helps to analyse the organisation and helps recognise what works and what needs to be changed.  (Mind Tools, 2019).







Stories: These are the past events that are spoken about internally and externally about the organisation the positive and the negative stories. 
The stories of M&S from starting off as a penny bazar in 1884 to a successful British retailer who then went to open up a food department in 1930 where they sold canned food and fresh produce. The stories of achievement motivate and reflects people’s opinions of what is considered to be a significant aspect of the culture. (M&S:Marks in time, 2019). Whereas the negative stories regarding the organisations decline worsened the impact on the performance of the organisation such as stores closing down and due to which hundreds of jobs are at risk. Steve Rowe has stated that the closures of the stores are happening since M&S are trying to adapt to its customers changing shopping habits. (BBC News, 2017).
Symbols: Symbols are a depiction of the nature of a company the optical image of the organisation. 
M&S has a hierarchal structure as the management would have more privileges than the employees in lower positions. The St Michaels logo which was owned by M&S since 1950 and was used in all their products. (BBC News, 2000). Traditions and customs are also a symbol that is appreciated in M&S.
Rituals and Routines: The act and performance of people in given circumstances that is valued by the organisation. The rituals and routines instilled into M&S culture is very important. All the employees have a sense of freedom and flexibility such as the sharebuy and sharesave scheme. The store ambiance is familiarised by the employees. The organisation is engrossed in the everyday activities. (M&S Careers, 2019).
Power Structure: The real powers of the organisation have the utmost power on choices, processes and decisions. M&S has a hierarchal structure where management take decisions and everyone else follow. 
[bookmark: _Hlk4623581]Organisational Structure: The structure of the organisation that specifies the contributions that are mostly appreciated. Although M&S is a systematic, bureaucratic and top-down hierarchal organisation however M&S now has a flatter structure as there are less authorities which means employees have more responsibility to take quick decisions. 
Control System: The ways that the organisation is regulated.  M&S has a top down bureaucratic culture this created a control system over their suppliers, products and store. (BBC News, 2016).
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Charles Handy Model
Charles Handy in his book Understanding Organisations has linked organisational structure to organisational culture. The culture of the organisation defines the way employees interact with each other as not all organisations have the same culture. Handy’s model identifies four different types of culture: Power Culture, Role Culture, Task Culture and Person Culture. (Cacciattolo, K. 2014, p-2&3)
Marks and Spencer fits into the role culture as it is a defined structured organisation where culture is based on the role of the individual. It is characterised by a high grade of control. In M&S power is determined by the role in the hierarchy, it 
is a hierarchical bureaucratic organisation. The decisions taken are by the management and employees have little to no control but to follow. Everyone in the organisation knows their roles and responsibilities. 
According to the European Scientific Journal “Organisations with role cultures are slow in recognising the need for change, and if the need is recognised, it takes a long time for change to be implemented”.  (Cacciattolo, K. 2014, p-2&3).


Organisational Efficiency
The culture of Marks and Spencer’s is customer driven where effort is put into market research, training and the needs of customers. The organisation is dynamic where there are self-motivated people who are always looking for ideas to improve their services and the way they are portraying themselves to their customers. 
Marks and spencer are a hierarchical bureaucratic organisation which means it has a tall structure as there are higher management and authorities who take certain decisions. Employees below the management understand their responsibilities and where needed take quick decisions this helps to increase productivity and organisational efficiency. In M&S employees are motivated by given the opportunity to be promoted to higher ranks where new skills and knowledge of the employee contributes to the achievement of the organisation. (BBC News, 2016).
According to M&S the organisation is dedicated to a programme of transformation to ensure that they can achieve the potential of the brand and provide sustainability to the stakeholders. Leadership and collaboration lead to effective governance which is practiced in the organisation. According to Archie Norman the chairman of M&S her role is to ensure culture of constant development in values and the performance throughout the organisation which contributes to organisational efficiency. (M&S, 2019).

Task 3 Organisations Ethical Stance
The ethical code of M&S frames the principles, values and performance which assists to strengthen the culture and assist the organisation in taking decisions. The main aim of the organisation is to ensure transparency and integrity are maintained. (M&S. 2019). M&S  have developed a good relationship with their customers which is a part of their business ethics as this relationship is based on trust and commitment. 
[bookmark: _Hlk4258760]M&S are committed to the core values of the organisations which are “Inspiration, Innovation, Integrity and Intouch”. The values are the key to the way the organisation interacts with the customers, colleagues and suppliers. The code of ethics outlines the values and performance which helps to form and strengthen the culture of the organisation. (M&S, 2019). 
An example of M&S ethical practice is the Plan A programme which has helped develop an important part of the organisation and the brand. The Plan A entails a lot of commitments to become a sustainable retailer. (Young, 2014).



According to the article on The Guardian it was stated that M&S constantly inform and update the customers regarding the Plan A, trust an ethics is very much part of that research. M&S consider Plan A and the existence of being a fair partner essential for the organisation. (Siegle, 2013).
The organisation partnered with several other organisations to share information, come up with solutions and support causes. For instance, M&S has been working with WWF since 2004 to acknowledge the need to guard and sustain natural resources from around the world. The main aim of both organisations has been to develop and try out methods that can be implemented by other organisations. The partnership launched in 2007 where WWF helps support Plan A. (WWF, 2019). 
M&S has also partnered with Oxfam in 2008 to helps raise money by public donating their unwanted clothes. Since their partnership over 28 million clothes have been donated which is worth an estimation of £19 million that has been raised for oxfam. (Oxfam, 2019).
M&S in 2014 has been ranked on the first tier in “The Business Benchmark on Farm Animal Welfare” report for its policy on the ‘Farm Animal Health and Welfare’. The organisation was supposed to deliver a combined and structured account of their approach to the welfare of the farm animals. (Sullivan & Amos. The Business Benchmark on Farm Animal Welfare 2014 Report, 2014). 
However according to The Grocer Magazine in 2016  M&S had acknowledged to failings in the supply chain as one of the organisations dairy suppliers had supposedly broken the law of animal welfare by keeping calves in an overcrowded condition. ‘The vegan pressure group Animal Equality UK’ has disclosed that 6-month-old calves were kept in the pens designed for animal up to 8 weeks at the M&S supplier Grange Diary who are based in Dorset. To that statement M&S has stated that they would not sever ties with the farm due to this as they believe that it was a one-off mistake and no harm was done to the animals. The organisation has assured that all of its dairy farms would be inspected to meet the standards of RSPCA Assured in the future. (White, 2016).
CSR: The intention of CSR is to ensure all organisations perform in an ethical way taking the social, environmental and economical factors in consideration. (University of Edinburgh, 2017).
According to the website M&S have stated that “We’ve progressed from philanthropy to community investment and onto corporate social responsibility, we launched Plan A in 2007 to move away from CSR”. (M&S, 2019). M&S realised that the organisation needed to work systematically to make it more sustainable by tackling the social and environmental issues which were impacting their business due to which they launched the Plan A in 2007. (Calver & Barry. 2009)


Task 4 Values, Beliefs and Attitudes
M&S realise the significance of ‘Inspiration, being In Touch, Integrity & Innovation’ which are the values the organization follows in everything they do. Through continuous innovation M&S tailor their products to meet the requirements of the customers. (Marks and Spencer London, 2019).
The organization is dedicated to establish a sustainable business which is socially and environmentally responsible. M&S believe in reduced costs, safe working condition, diversity and reasonable terms of trade for workers working for them overseas. They believe in having an organisational culture which encourages diversity, individual growth and value. (M&S, 2019).
Values and beliefs of M&S define the attitude and vision of the organisation towards their colleagues, customers and suppliers. 
According to Huczynski and Buchanan an organisations culture emphasis on the beliefs, values and the significance used by its members to understand how uniqueness evolves and operates. (Buchanan & Huczynski. 2007).
M&S recruit people for the organisation according to their values. According to their website M&S has a people’s principle policy which they follow when recruiting. They recruit people with compatible values and people who are able to demonstrate those values in the day to day activities. As M&S have established themselves worldwide employing people in different countries means abiding by different cultural and social norms as well as following the laws and legislation of that country. M&S train people to develop the values and communicate the values clearly to their employees through training and meetings. (M&S Peoples Principle, 2019).
To fit in with cultural norms people who want to work with marks and spencer need to be innovative, reliable and honest. The workplace culture is relaxed and to fit in with that an optimistic approach towards the job role is essential. To be successful an employee needs to be taking initiative and responsibility, having excellent work ethics and the ability to be a good team player. 







Task 5 Comparison of M&S & H&M Culture
[image: ]
(The H&M Way, 2019), (Hammett, 2018).

By analysing the comparison between both the organisations H&M believe in teamwork, new concepts and innovative ideas. H&M follow the social trends and their products are designed for people of all shapes, sizes and age whereas M&S products are mostly catered according to the needs of people over the age of 30. As M&S structure is tall and bureaucratic there are certain people in the management who have authority over the decisions that can be taken and due to that the decisions are delayed whereas the structure of H&M is flat which means there are few managements and the decisions are taken by the employees with Immediate action.  







Conclusion
Workplace culture is the character and personality of an organisation which defines its values, beliefs and traditions. It sums up the whole organisation and its purpose. This report has critically analysed the different aspects of an organisation by using models that are applicable. Values, beliefs and attitude sums up the purpose of an organisation and its goals. Overall this report critically assesses the organisation cultural and ethical stance and how that helps improve organisational efficiency as well as fitting in with the cultural norms of an organisation.














Recommendations

· Social trends and ethical companies are what customers look for so M&S should think about communicating their work on a greater scale considering to use it as a key message in the organisations promotion and advertising campaigns to let consumers know more about the sustainable and ethical practice. 
· M&S should improve their organisational structure as it is a tall structure and not agile enough. There are too many roles that lack responsibility that needs to be simplified to make a change. 
· M&S believes that they want to move to a digital first culture it is recommended that they be more innovative in their stores which promotes the digitalisation of their products this can be done by developing methods that can satisfy customer trends. 
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CEO of Marks and Improve the Within 4 This can be done by dist sing | £15,000.00
Spencerandthe | organisational months | some of the management
management Structure oles that is not needed and
giving more authority to their
employees.
Marks and Spencer’s | Be more innovative. Within12 | By introducing holograpl
and Tata Introduce digitalisation | months | greeters, in store tablets,
Consultancy Services | in stores to keep up mobile payments and kiosks in [
with the social trends. store.
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