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Introduction
[image: ]The purpose of this report is to evaluate how do broader external environmental factors along with actual Covid-19 pandemic situation, affect organizational culture and its performance. It will present a combination of theoretically defined concepts and their direct application within the chosen company. The report will explain the concept of culture and the role of norms and values from theory viewpoint.  Mary Kay Inc company is the target point of this report, because it is the writer’s main business activities for many years. So, this paperwork will provide Mary Kay Inc background and will assess its workplace culture as well.  Models like PESTEL, Hofstede and Porter’s Five Forces will underpin this report and will serve as organizational analysis techniques. This report will critically evaluate the extent to which Mary Kay Inc present cultural and ethical standards and the personal ethical standards, values and beliefs of most employees are sustainable and can help the organization to achieve its corporate objectives and social responsibilities.     
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1. Mary Kay Inc Background
Mary Kay Inc company was founded by Mary kay Ash in 1963 in Dallas, Texas, USA. It operates based on a multilevel network marketing through direct selling model at sales force level, a matrix system divided into functional departments at corporate level and a divisional structure at the subsidiary level. It is a DSA (direct selling agency) member as well. Mary Kay Inc spread its branches in nearly 40 countries worldwide (Corporate Site Homepage | Mary Kay, 2020). Mary Kay Ltd UK opened in UK and Ireland in 1993. 
Its main industry is personal cosmetic products for men and women in six categories: facial skin care, make-up cosmetics, fragrances, body care, sun protection, nail care. Other industries are: 
· Providing Business opportunities
· Advertising Marketing
· Hospitals & Patient Services
· Scientific development

The products are distributed from manufacturing plants from Dallas, China and Switzerland to various subsidiaries.
According to Direct Selling News, Mary Kay was the sixth largest network marketing company in the world in 2018, with a wholesale volume of US$3.25 billion and $4 billion global sales in 2019 (Direct Selling News. 2020).
Mary Kay Inc employees’ number is about 10000 people. Mary Kay Inc has 3.5 million Independent Beauty Consultants (IBC), 39,000 Independent Sales Directors (ISD), and 600 Independent National Sales Directors (NSD) worldwide (appendix 1 – Mary Kay Inc background).   





2. Concept of Culture and Role of Norms and Values
A whole series of elements contribute to the creation of the concept of culture. Values, principles, beliefs, attitudes, religion, economic and social environment, place of residence on the globe, ethnicity, human race, evolution over time, technology, migration, gender (female or male), genetic (Rebecca, Stoneking, and Wilson, 1987) climate, languages (Wells, 2002) are factors that influence the formation of an individual's culture. Then the culture of an individual defines the culture of a group of individuals (Jandt, 2012). The word culture comes from Latin with the original “colo” and infinitive “colere” that means ‘to tend,’ ‘to cultivate,’ and ‘to till,’ (Tucker 1931 IN Sagepub.com. 2019). In 19th century the definition of culture was the association with the Western Civilization, as it was marked by the idea of moving from “wildness” to “barbarism” and progressing to western “civilization”. Todays definition of culture is perceived as life experience, as thoughts of behaviors set-up in the family, in schools and further over the generations, as norms for conduct. However, Talcott Parsons had stated that ‘culture’ is a value-orientated system whose generalized action-orientated symbols were problem-solving of double contingency in social systems (Parsons/Shils 1951 IN Baecker, 2015). Similarly, Geert Hofstede arrange the components of ‘culture’ (thoughts; experiences; behaviour typology, concepts and values; life assumptions) in four groups: symbols, habits, principles, and heroes. Symbols are the verbal and nonverbal language. Habits are the group activities of a culture. Principles are the hidden feelings of different discussion topics in a culture like what is good or bad, beautiful or ugly, normal or abnormal. Heroes are the real or imaginary people which serve as examples worth following (Hofstede, 1994, IN Sagepub.com. 2019).
Organizational culture (OC) is the culture of a group of individuals who lead with that organization and who define the vision, mission, goals and objectives as well as the tactics and strategies for achieving them. Organizational culture has as many presumptions and definitions as the culture itself (Kalaichelvi, U., et. al., 2017). 
The level of culture that the organization enhances depends on how it treats its employees, customers and community, depends on the freedom it offers in making decisions, coming up with new ideas, with own opinions, depends on the way information is delivered within its departments and how engaged are its employees in achieving common goals (Gochhayat, Giri, and Suar, 2017).
 The Norms and Values of an organization determine the quality of its culture (Kalaichelvi, U., et. al., 2017) and is directly related to developing and maintaining the sustainability and performance of the organization (Watkins, 2019). “Culture is the organization’s immune system.” — Michael Watkins, while “Quality” and “Productivity” are organization’s main areas of concern. One of the key points that determines the quality of organizational culture is the culture of “learning how to learn” which implies either "the power to resist to changes", or "human nature", or "poor/strong leadership". The latter being influenced by the three internal cultures of the organization, namely the culture at the operational level, at the tactical or technological level and at the strategic or executive level (appendix 2 - Mary Kay Inc Official board CEO). The main components of a quality culture are:
· The perception of being together – involve the company, the providers, the customers.
· The perception of being open and honest – require listening skills.
· The perception of being accessible – open leadership to share information and plans for future goals.
· The perception of development (upgrade) – think positive, work on the problem, step on improvement.
· The perception of winner – receive every process as a learning experience.

2.1 Analyzing Mary Kay Inc Culture and Values
“Because our company is grounded in a solid foundation of specific values and principles, its continuance no longer depends upon any single person” – Mary Kay Ash. 
Mary Kay Inc is a people-oriented company. It is mostly a company for women (Ash, 2003). Male vs. female or masculinity versus femininity, one of the 6 cultural dimensions developed by Dutch management researcher Geert Hofstede in 1980 (Corporate Finance Institute. 2015), stands out in the organizational culture of Mary Kay Inc. Mary kay Ash, was probably unconscious on the wave of this cultural dimension, until she laid the foundations of her dream company "A company for women" and manifested the so-called "feminine logic" more driven by intuition, emotions and enthusiasm, when her pension savings calculated by her accountant did not correspond to the development of a dream and success company for women. In this consensus, the female cultural dimension of Mary Kay Ash has broken many records to date in the business sphere (Ash, 2003). The internal culture of Mary Kay Ash corporation is distinguished by a managerial concept that replaces the “dog eat dog” competition with “through a sensitivity for the needs of others” (Ash, 1985). A unique managerial concept that allows fairness to flourish in business encompasses Mary Kay Ash human values and principles:
· Golden Rule Management.
· You Build with People.
· “MAKE ME FEEL IMPORTANT!” – message-rule to working with people.
· Appreciate People Performance – and they will do better and better.
· Learn the Art of Listening – and the benefit will be double sided: you learn out the information you need, and the other person feels important.
· Criticize the Act not the Person.
· Be a Reliable Person.
· Enthusiasm Moves Mountains!
· The Leader’s Tempo determines the Team’s Tempo.
· People will Always Support What They Have Built.
· An Open-Door Philosophy – “At Mary Kay Cosmetics corporate headquarters there are no titles on executives’ doors, and there is ready access to all management levels. Everyone within the company – from mailroom clerk to chairman of the board – is a human being and is treated accordingly”.
· Help Others to Get What they Want, and You Will Be Rewarded by Getting What You Want.
· Stick to Your Principles.
· Make People Feel Pride When Associated with the Company! Make People Being Engaged!
· Keep on Progressing on Self-Development!  
· Venturing out! Take Risks!
· Enjoy Your Work!
· Fully Support the Selling Effort! – Nothing happens until somebody sells something.
· Do not Give Yourself the Air of All Knowing. Be Your-Own!
· Involve Yourself in Problem-Solving!
· Create a Stress-Free Working Environment!
· Develop and Promote People Inside the Company!
· Make the Golden Rule Your Lifestyle!

3. Mary Kay Inc Environment
3.1 PESTEL Analysis
PESTEL analysis is a framework to scan the external environment for possible risks or opportunities for business development (HO, 2014). The groups to be analyzed are: Political, Economic, Social, Technological, Environmental, Legal.
Political – Legal (P - L) is about laws, environmental regulations, trade agreements, monetary policy, etc. for business activities (HO, 2014). Mary Kay Inc implemented all necessary legal policies regarding customers’ safety and harm avoidance as is stipulated by the Control of Drugs and Cosmetics Regulations 1984 under Sale of Drugs Act 1952 whose goal is to motivate manufacturers to be aware and responsible for the ingredients used in cosmetics (revised 2006. Zakaria, 2012 IN Tiing, 2020). Thus, Mary Kay Inc. has developed over 800 patents (Mary Kay Newsroom, 2019) for complex ingredients via 500000 tests annually as part of Mary Kay commitment to provide safety products and efficacy, among them can be listed: Lucentrix® Complex (Wiseman, 2007), aiming to brighten skin tone (Essence, 2021); Volu-Firm™ Complex – simulates the plant stem cells and special peptides; Botanical Effects® formula set, Age Minimise™ 3D Complex, TimeWise Repair™ set, Indulge® Complex, etc. (Patents.justia.com. 2019, Marykay.co.uk).
Another key legal point to business operation is the DSA contract stipulated by Mary Kay Inc for every new contractor – independent beauty consultants (IBC) when the IBC sign the agreement with a subsidiary. A DSA agreement engage the IBC to follow the code of business conduct while running his/her own business with Mary Kay company. This includes scope and definitions, recruitment, presenting business opportunities, investments, resources, advertising, contract and payments, training, privacy, intermediate traders and their direct sellers, etc (Dsa.org.uk. 2016).
 However, even if it looks like Mary Kay Inc acquired a certain stability, it should keep on analysing the future forecast to adapt to new challenges and changes. Because, under the leadership of Biden, USA foreign policy will move from Trump’s protectionist style to “America First” approach (Okun, 2020). As a global corporation mary kay Inc should look for the four foreign policies notices: the US will now engage multilaterally; incorporate sustainability; move to a pro-democratic direction; short-term transactionally trade. 
Economical (E). Market price, currency, level of economic development are external economic factors (HO, 2014) that will affect either in a positive or negative way on sales and income depending on the country where the Mary Kay branch is located (figure 1). Also, different categories of products will be requested depending on the market demand of the country. For example, TimeWise Miracle Set 3D boosts facial care sales across all major markets while moisturizers and treatments skin care sales decreased by 5.9% in 2018 in China. However, 78% of colour cosmetics sales mark US, Mexico and China on the top three market. Eye make-up has market demand in Mexico as well. Nevertheless, Mary Kay Inc had to exit Australia and New Zeeland in March 2020 due to market economy of those countries (BFH, 2020). “It is a decision Mary Kay has not taken lightly,” the statement read. “A combination of market conditions across Australia and New Zealand are such that the business does not see a sustainable future in either markets. Mary Kay will be focusing on its core growth markets across the globe.”, said David Holl, the CEO of Mary Kay Inc.   
Figure 1.
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Social factors (S). Consumer tastes competitors’ trends, the public included in a certain sphere of commerce, language, education and living levels, gender roles are the social external factors (HO, 2014) and influence the business development. When it comes to religion and beliefs, Mary Kay survived and developed well in Europe and America. The trends for fashion, quality products and services, the ratio quality: price are obvious; the multicultural nations and beliefs in these areas are adapted to the new era development and this is what Mary Kay Ltd UK provides. As for Australia and new Zeeland it had to exist, even if it was operating on their markets since 1971. In 2005 Mary Kay Ltd MD was thriving when the population Republic of Moldova was about 4 million people, but in 2018 when about 2 million people left the country and went abroad to live and work. Mary Kay Ltd Moldova sales decreased by 50% (www.marykay.md). After ecommerce exploded in China the direct selling was not more efficient. So, Mary Kay China adjusted its business model to more social and direct selling networks. They also considered the lifestyle and behaviors like nutrition and cosmetic products in their stores. So, Mary Kay introduces an amazing innovative technology – Skin Analyzer that magnifies the skin by 50 times. It measures skin moisture, dexterity, and transfer the results to the cloud where an algorithm will analyze the condition of the skin. Based on these analyses, the machine develops a list of recommended products and optimize the selection of those that the customer can pay for and have them delivered. This is a technology that solved a social issue. “The biggest lesson he wanted us to learn was that companies need to adapt to local culture if they ever want to be successful in a culturally unique location” - KK Chua (SALLOUM, 2019).     
Technological factors (T). In step with technology, Mary Kay also brings digitalized breakthrough and innovative solutions (HO, 2014) for clients and sales force. One of the most fantastic innovations of Mary Kay is the Skin Analyzer described above in social factors along with Mirror Me™ App and eCatalog App, where customer can browse the favorite cosmetics and create make-up looks in real time. The Independent Beauty Consultants have the privilege to develop their own business activity easy via business apps like The Mary Kay®Great Start App™ for beginners, Mary Kay Intouch App, Link & Learn App and Mary Kay eCollege, where the new IBC can start step by step learning, practicing and developing the business (www.mkmobileapp.com/my). 
Environmental (E). Mary Kay Inc commitment “Sustaining the Earth for Future Generations” is a powerful business asset when speaking about eliminating the waste (figure 2. www.marykay.com). It includes the following campaigns:
· Pink Doing GreenSM - to preserve the Earth’s resources, to develop sustainable business practices by partnering globally with organizations that have the same mission.
· One Million Trees Planted Around the World.
· Worldwide Recycling Program.
· Sustainable Program Packaging.
· Zero Landfill Status.
· 100% Biodegradable Packaging Materials.
· 100% Renewable Energy.
Figure 2.
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3.2 Hofstede
If the PESTEL model helped assess external environment in which the company operates, then the 6 dimensions of culture according to Hofstede's (1980) model, aim to measure the dimensions of the culture of the organization in which it operates, implements them and is opened to collaborate to make changes for improvements (Hofstede and Milosevic, 2018). Since Mary Kay Inc operates globally in different countries on different continents, it comes across a wide variety of people with different backgrounds from various nationalities and cultures, which makes the globalization of culture within the corporation. In this context the implementation of Hofstede’s model is more than necessary. Hofstede’s 6 dimensions of culture are: Power Distance, Individualism/Collectivism, Masculinity/Femininity, Uncertainty Avoidance, Long-term/Short-term Orientation and Restraint/Indulgence. 
Power Distance – shows to which extent, people with less influence in a society will be treated unequally (B2U - Business-to-you.com. 2017). Usually, subordinate employees at the operational level of the organization would expect less or not at all that their opinions or ideas on a project or problem solving, would be important for their superiors or for those at the tactical levels and executive. At this point Mary Kay Ash principles described in the second section, like “The Open - Door”, “Make Me Feel Important” meet the expectations of the less powerful members (Ash, 1985).
Individualism/Collectivism – is about the extent to which people are integrated into groups and when speaking about organizations, it is the extent to which colleagues are integrated into teams and are engaged with company’s objectives (Hofstede and Milosevic, 2018).  Mary Kay Ash covers this culture dimension by applying the principle “Build with People”.
Masculinity/Femininity – distribution of values between the genders. A “Dream Company for Women” – Mary Kay Inc arose as a result of a background experience in a company where men were paid higher than women, just because they were men and had to support their families, even if they brought less income to the organization than women and no matter that there were women who had to support financially their families as well, because they were widows (Ash, 2003).  
Uncertainty Avoidance – is short, clear and comprehensive described by Mary Kay principle “Create a Stress-Free Working Environment” (Ash, 1985).
Long-term/Short-term Orientation – it is like a software of the mind (Hofstede 1991 IN Hofstede and Milosevic, 2018) which should be periodically updated and upgraded to the new version. Stability, perseverance and “Stick to Your Principles” (Ash, 1985) led to a long-term sustainable business.
Restraint/Indulgence – “Enjoy Your Work!”,” Enthusiasm Moves Mountains!”, “Behave to Others the way you would like the Others to Behave to You!” (Ash, 1985), positivism and enthusiasm for happiness is what Mary kay Ash implemented and passed on as an inheritance in her company and for future generations and describes this culture dimension as well. 
Although, the above dimensions are more deducted and elaborated for people in society, they also can be applied in organizational life. However, along with the above 6 dimensions, there can be used other applications for the organizational paradigm like process-oriented versus results-oriented, job-oriented versus employee-oriented, professional versus parochial, open versus closed systems, tight versus loose control, pragmatic versus normative. These dimensions technical, operational, functional oriented while the above-described dimensions are people-oriented (Hofstede and Milosevic, 2018).

3.3 Porter’s Five Forces
Having analyzed the external environment and the culture of the company, Porter’s five forces model aims to provide the industrial competitive environment analysis of Mary Kay Inc. “It is based on the assumptions that the attractiveness of an industry is determined by the market structure, because, the market structure affect the behaviour of market participants” (figure 3. Dӓlken, 2014 IN Moore, 2015). Porter’s Five Forces are: Threat of Competitive Rivalry, Treat od Substitutes, Treat of New Competitors, Bargaining Power of Customers, Bargaining Power of Suppliers.
Threat of Competitive Rivalry forecast is high. The top Mary Kay Inc rivalries are Oriflame, Rituals, Gabbiano and L’OCCITANE. Though, when speaking about USA and Europe it fights among the main once L’Oréal, Proctor & Gamble, Unilever, Beiersdorf, Avon, Estee Lauder, Shiseido, Kao, Johnson & Johnson, Henkel, Koty, Limited Brands, Natura, Alticore (Adamkasi, 2017). However, it is less competitiveness in underdeveloped countries for example, Mary Kay Moldova (MD), because the brands with lower prices than Mary Kay cosmetics provide poor product and service quality and those with the same quality as Mary Kay cosmetics provide much higher prices than Mary Kay Ltd MD (www.marykay.com).   
Figure 3.
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Treat od Substitutes is very low. The main substitutes might be home remedies and cosmetics made in home conditions from food ingredients usually in rural areas. Though this approach to skin care is old fashioned and not very efficient.
 Treat of New Competitors for Mary Kay Inc is high, because the cosmetic and skin care industry enjoys a great market demand in the era of information technologies, when the “y” and “z” (last) generations are more and more in search of "youth without old age" – as much flawless face skin as possible, a new oneself version as much impressive as possible, the perfect stardom at the highest level, etc. (Adamkasi, 2017).
 Bargaining Power of Customers is high. According to Mary Kay Ash statistic (Ash, 1985) from 6 women who attended a MK party, 2 of them are on their wave, 2 of them will be thinking about buying or not, but they will organize another party inviting their friends or relatives and the last 2 will become customers who will recommend to others. Since the client was served at a high level at a product presentation, was offered to test the products, his skin type and problems were determined individually, and the list of cosmetics was recommended according to needs and according to budget, in addition to this all-spent time at the meeting was in a relaxed, sincere and friendly atmosphere, then surely this client will remain loyal for long-term time.
 Bargaining Power of Suppliers. This power is very low. MK has its own laboratories and factories to produce its cosmetics. As far as the raw material is concerned, of course, they are provided based on legalized agreements so that all the points stipulated in the contract, including the price, are convenient, otherwise the contract is terminated and transferred to another supplier.

3.4 Covid-19 Impact
The impact of this pandemic is obvious. In addition to the fact that many of the companies, organizations and institutions have had to adapt to the new challenges and introduce certain changes, many other businesses, especially the small and medium ones, have gone bankrupt or closed voluntarily in order not to enter liability (BBC News, 2020).  The “door-to-door” and “face-to-face” Mary Kay meeting strategies were replaced by Zoom Meeting Conferences among business groups units as well as in the branches.
“Mary Kay Inc. continues its support of female entrepreneurship, empowerment and thought leadership as a premier sponsor for the 2020 International Women's Forum (IWF) Virtual Cornerstone Conference…..due to the COVID-19 pandemic…..the…content….will be broadcast globally in a series of virtual sessions…” Carolyn Passey, the General Manager of Mary Kay Ltd UK and Ireland (Mary Kay Newsroom, 2020).

4. Critically Evaluate Mary Kay Inc Sustainability
The multitude of values and principles cultivated and implemented over the years make the MK company remain sustainable and over 50 years of activity.
The strategies such as Marketing Mix, Direct Selling, Digital Marketing, Hosting Event, Network Marketing (Tiing, 2020) have served to achieve the objectives, to create profit, sales, market share, financial security, development and expansion of the corporation both at the beginning of its career, as well as in its modernization, digitalization and globalization later on and today (Post, 2019). 
Mary Kay Animal Testing Policy is another important principle. Even though some governments require by law that any foreign company that wants to open its subsidiary in that country must test its products on animals, MK still struggles to overcome this problem and reach a consensus (figure 4. ethical elephant, 2020).
Figure 4.
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Mary Kay own laboratory and factories with ophthalmologists, dermatologists, perfumers, etc. to deliver the best quality is a strong point for customers credibility along with the modern technologies to develop new formulas and designs according to customer needs and fashion trends. Company globalisation and Complete digitization to facilitate access to everything related to a beauty salon at home, the correct choice of products and their optimization depending on the price.
Tax-free due to charity campaigns, environmental support and huge financial savings in the company's budget due to the elimination of waste, recycling, reuse and biodegradable materials. All of these together represent a “cocktail of values meant to found sustainability over the years.
The Mary Kay lifestyle values and beliefs is legalized and passed on as an inheritance to employees, consultants, the sales force and through all of them and to clients.
“Well-managed businesses will survive any change at the top. … I believe our greatest strength…is our people. … we are not only in the cosmetics business – we are in the people business. … as a people-oriented company our primary goal is to offer women career opportunities. … our whole reason for existence is to give people the opportunity to enrich their lives. …. a company remains strong because of its philosophy…”.  Mary Kay Ash (figure 5. Ash, 2003, p. 173).
Figure 5.Mary Kay Inc Philosophy:
· Mission – “Enriching women lives”
· Golden rule – “Go give”
· Priorities – “Faith. Family. Career”
· Service – “Test it before you buy it”
· Philosophy – “Behave to others the way you want them to behave to you”.




 

 


	


“It is hard to beat Mary Kay Cosmetics, which rewards its top salespeople with pink Cadillacs, diamonds and other gifts in an annual awards ceremony that rivals the crowning of Miss America. … thousands of Mary Kay sales consultants from around the world give tearful testimonials about how the company changed their lives…”. Sigal Barsade, Wharton University professor (Knowledge@Wharton. 2005).  
Prove of the above stated is Mary Kay business portfolio that includes innovations, policies, patents, partnerships, environmental campaigns, charitable funds, reward programs, etc. Mary Kay Inc business model and culture is taught at Harvard University, is published regularly in Forbes and Fortune magazines (figure 6. Forbes. 2020.and Hbs.edu. 1981).
Figure 6.
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The statistic forecast in figure 7 offers a very encouraging picture of Mary Kay Inc future sustainability (Brits, 2015).
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. 
5. Conclusion
Organizational culture starts from a group of people who lead it.  The ability to learn, to be open to new changes and new challenges, to get involved and integrate, to adapt to different cultures builds a bridge to a sustainable future of business.
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MARY KAY’S CRUELTY-FREE CLAIMS

Mary Kay does not conduct animal testing on our products or
ingredients. Nevertheless, there are still some governments that
conduct animal testing before they will allow certain products to be sold
in their country. Mary Kay is committed to the elimination of animal
testing and is a strong advocate of utilizing alternative methods to
substantiate the safety of our ingredients and products. For almost
three decades, we have been a global leader in helping to develop
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alternative testing methods to ensure product safety, and we will not
rest until we convince all governments that alternative methods are a
better way to ensure cosmetic product safety. Our commitment
continues in partnership with global regulatory agencies that manage
cosmetic safety, with animal advocacy groups and with leading animal
alternative researchers.
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Kay Inc promises to women and commitment to sustaining earth to create and maintain sustainable business
practices as well as partnering with other organization aiming the same mission; more than 1400 patents MK
holds for products, technologies, and packaging designs; 200+ cosmetic products are in MK production line.
These resources qualify the company involvement in scientific research to obtain and develop new
technologies and innovations. Mary Kay conducts an average of 300,000 tests on their products per year to
ensure quality, safety, and performance. Mary Kay does not support animal testing. Its scientists are
committed to eliminating animal testing and encourage the utilization of alternative testing methods. To
elaborate the new antioxidant powerhouse skin regimen, MK scientists conducted more than 200 consumer,
clinical and safety studies while evaluating over 150 formulas. Mary Kay s the key sponsor for the prestigious
International Investigative Dermatology (1ID) symposium held May 16-19, 2018 in Orlando, Florida (Mary Kay
Launches a Breakthrough in Innovation with Three-Dimensional Approach to Skin Aging, 2020).

Mary Kay Company provides consumer privacy policy, global privacy policy, personal web site privacy policy,
independent beauty consultant privacy policy, retum policy, environmental policy (Mary Kay Privacy Policies,
2020).
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