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[bookmark: _Toc80658325]Executive Summary
The goal of any business entity is to perform and gain a market share over its competitors (Mullins, 2013). However, not all companies are “lucky” enough to be successful in the competitive market environment. Organisations strive to understand their own weaknesses, maximising their strengths, and exploiting the available opportunities. The first step in realising the company’s weaknesses and strengths is by evaluating its structure and culture. The company’s structure and culture can influence the performance of employees in the organisation and the overall organisation performance (Armstrong and Taylor, 2017). This paper aims to analyse and evaluate the influence of organisational structure and culture over the organisation. In the paper the topic will be discussed in regards to the British retailer Marks & Spencer's and its performance. 
Since organisations are made up of individuals with different needs, this paper includes a discussion factors that influence individual employee’s behaviour. 
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[bookmark: _Toc80658326]Introduction
The success of an organisation is depending on the organisational structure and culture. According to Mullins (2013) the organisation structure is the grouping of people in an organisation on how they carry out their roles and whom they report to. It is about the flow of information and activities in the organisation based on the set goals and objectives of the company. In other words, an organisational structure defines the role of each category of employees in line with the company’s mission and vision. On the other hand, organisational culture is about the norms, behaviours, and values focused on making a company successful in achieving its objectives and goals (Morcos, 2018). In the case of  Marks & Spencer the vision is to be the standard company in the industry where competitors can look upon regarding customer experience, care for the community and environment, and employees’ working environment. 
[bookmark: _Toc80658327]Overview of the Retailer
Marks and Spencer (M&S) is a British multinational retailer headquartered in London. It is more than a century old as it was founded in 1884. The company has over 1519 stores globally, with 959 of them being in the UK. M&S has been exclusively own label selling clothing and food and home products, but from 2008 it started selling brand products from other companies. As of 2021, the retailer had 70,000 employees (Marks and Spencer. 2021). Despite being the first retailer to make over £1billion pre-tax profit in 1998, the following years experienced a decrease in market share. The brand has been trying to regain its glory through restructuring its culture. This is captured by the company’s board admission in 2018 (Marks and Spencer, 2019) that M&S needs to face reality and change its organisational structure and culture.
[bookmark: _Toc80658328]Organisational structure
Currently, M&S has a flat organisational structure away from the traditional vertical hierarchical structure. According to Rishipal (2014) in the modern competitive market environment, organisations need to change from classic vertical organisational structures and adopt flat structures that enhance company performance and reduce cuts cost, therefore saving capital. Moreover, a flat organisational structure can combine other structures such as functional and divisional but with few layers. This is contrary to the tall organisational structure with many layers in the management hierarchy, thus creating a long distance between the CEO and the frontline employees (Rishipal, 2014). In addition, in a tall vertical structure, managers have a wide span of control, which can compromise the performance of the organisation (Rishipal, 2014). Therefore, for these reasons that M&S decided to adopt a flat organisational structure as part of its transformation programme as outlined by the CEO, Mr Steve Rowe. 
The company reduced its main division to three; clothing & home, food, and international. The corporate marketing function was removed from the general structure and incorporated into Food and Clothing & Home divisions (Marks and Spencer, 2018). This means that each division will have its marketing team. The poor performance of the company might have driven this change since 2008. The poor performance was mostly seen in the clothing section, where the organisation did not adapt quick enough to the changing customer preferences and demographics; however, the tall and rigid traditional structure took long for the top management to realise what was happening on the “ground.” As part of the restructuring, the company transferred more than 160 roles of its IT function to a partner company, TCS, thus removing the span of control for the managers (Marks and Spencer, 2019). Also, the company closed down several of its international branches and instead went for a franchise model in the international market (Marks and Spencer, 2018). 
According to the company, it reduced about 1800 roles in that initial phase of restructuring. The top leadership was changed as the board, through the new CEO, replaced some board members and heads of divisions with others. In the year that followed (2019), though the company did not perform as expected, the CEO said that there was some improvement (Marks and Spencer, 2019). He also added that the turnaround journey is not simple, but there is a hope of regaining the glory of M&S. Furthermore, it is noted that the old M&S organisational culture was bureaucratic. The communication between layers of the organisation was slow and ineffective in a changing market environment (Marks and Spencer, 2019). The new flat organisational structure being implemented Mr. Rowe is has seen some improvement in communication and employees’ voices can be heard. 
[bookmark: _Toc80658329]Organisational culture
Organisation culture includes the behaviours, norms, values, and practices that define an organisation (Mullins, 2013). It is not created through policies and reports, but it is cultivated over time. Mullins (2013) describes organisational culture as what is learned within an organisation over a time period as it deals with its external environment and its internal integration problems. Since organisational culture is intangible, it can only be seen through organisation’s members’ actions and behaviours (Morcos, 2018). Organisational culture have a significant influence on an organisation’s performance. At M&S, the organisational culture has had its foundation from the company founders. It has usually been a family-like organisation where colleagues live like one big family. From bottom to top, everyone felt valued, and there was smooth communication among the organisation’s members regardless of their ranks and positions (Marks and Spencer, 2019). It means that the employees have always been highly engaged, and their voices could be heard. The top management would listen to get the information about customers by having open communication with the frontline employees. 
However, according to Mr. Rowe, along the way, the organisation lost its strong family culture. It became more hierarchical and bureaucratic, characterised by defensiveness and boardroom decisions rather than data (Marks and Spencer, 2019). There was a disconnection between the bottom level and top members of the organisation. When the market environment was changing and became more competitive, the company was slow to change due to that culture, which contributed significantly to its decreased performance in this century. Now, the company is trying to restore its foundational family culture. At the same time, the company is encouraging innovation and open communication among its employees. Employees are encouraged to be innovative in their engagement with customers and sharing their ideas with the top management (Marks and Spencer, 2019). The company has started collecting business improvement suggestions from its employees, and already some of them are being implemented (Marks and Spencer, 2017). This shows that the M&S is embracing the culture of including all employees in the organisational decision-making. Also, from the managements' own admission of the company’s failure and openly saying that M&S needs to change, it is advocating a culture of being honest and willing to change. Moreover, leadership plays the most critical role in shaping organisational culture; thus, M&S top leadership led by the CEO and board chairman had to take the bull by the horns by leading by example. It means that it is the function of the management of lead organisational members in the appropriate direction to improve its performance. 
[bookmark: _Toc80658330]A behavioural approach to management
Behavioural approach is based on the idea that human beings are complex beings. It means that different workers may behave differently, and thus, it is vitally important that the organisation’s leadership understand the behaviours of its different categories of workers.  When managers have a better understanding of the human element to employees, they put great value on them as critical assets for achieving the organisational goals and objectives. Furthermore, through behavioural approach, management understands ways to achieve employee satisfaction and working environment, and so increasing individual employee productivity and leading to good organisational performance (Sarker, Rafiul, and Khan, 2013). 
If we use the case of M&S the management should apply the behavioural approach to understand better factors that influence their employees' behaviours, as the company is implementing its turnaround plan. 
Several theorists have been involved in the development of the behaviourist approach. These include Ivan Pavlov and Skinner, who founded classical and operant conditioning, respectively. What is common about the two theories is that behaviours are learned and that external environment motives are what govern people’s responses and actions (Akpan, 2020). Therefore, individuals can be trained to act in a certain way through proper conditioning. In an organisation, the management can understand that the employees behave in a certain way because the organisation has conditioned them as such. This has been the case in M&S as CEO Rowe identified that since the entry of the 21st century, people have been “rewarded” for non-performance, and thus, the company needed to train its people a new culture for the purpose of its performance. However, the best behavioural approach to understand the individual employee’s behaviours going forward is Maslow’s hierarchy of needs. Maslow’s theory has five categories of needs started from the lowest- psychological, safety, social, self-esteem/ego, and self-fulfilment (Rakic and Zivkovic, 2017). 
In a workplace context, these categories represent factors that influence individual employee behaviours. The psychological needs are the basic factors for survival; they include food, shelter, and clothing. At very basic, an employee needs remuneration that can satisfy his or her basic life; this is why employees with poor payment are likely to have poor performance or even quit the workplace within a short period (Rakic and Zivkovic, 2017). Regarding safety needs, an employee will work with confidence, knowing that his employment is secure and his health. In the case of M&S, the frequent closure of stores may make employees feel a sense of employment insecurity, thus affecting their performance. The management should continue with open communication and constant reassurance to the employees for them to remain productive despite the restructuring. Also, benefits such as medical insurance would motivate employees to perform better. The other factor is social needs; an employee needs to have a sense of belonging and being loved (Rakic and Zivkovic, 2017). Although there are natural introverts and have no problem staying alone, most employees would feel motivated when they are treated as a family in the organisation, allowed to join trade unions, and given a chance to have time with their families through leaves and day-offs. The ego factors are about esteem. Employees desire recognition for their achievement; they need to feel proud of their contribution and status (Rakic and Zivkovic, 2017). In this, the management should reward employees for their contribution both intrinsically and extrinsically. Moreover, self-fulfilment means an employee can feel demotivated or even seek opportunities elsewhere if they feel that the company is not giving them room to grow or achieve their career dreams. Therefore, the company should offer the employees an opportunity to grow through promotions and training opportunities. 
[bookmark: _Toc80658331]Conclusion
It is being shown through the report how organisational structure and culture are very influential for an organisation. Moreover the leadership and management approaches are vital for the way the organisation is ruled. Through the example of the British retailer Marks and Spencer that significance has been illustrated.
Marks & Spencer remains a strong British brand, but its performance has been decreasing in recent years. This is mostly attributed to the rigid organisational structure and culture. The structure has been tall and bureaucratic, which lead to disjointed communication between frontline employees and senior management. Similarly, the culture had grown from the original family and open communication culture to one characterised by defensiveness and poor communication. However, as shown, the company is trying to redeem its spot through restructuring and reviewing the culture. It has adopted a flatter structure by removing some layers in the hierarchy and eliminating some roles. Besides, it is trying to promote an innovative and honest culture characterised by strong employees’ engagement. Although it is yet to regain its former glory, there are indications that it is on the right path. Furthermore, it does not take overnight to build a culture; thus, it may take some time before the organisational members adapt to the new culture and structure. At the same time, the M&S management should continue catering to the different categories of employees’ needs to keep them motivated and eventually achieve good organisational performance.   
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