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   The purpose of this report is to demonstrate knowledge and critical understanding of the concepts learned in this module by applying academic management models, methods, and theories. Assessing the workplace culture of an organisation in this challenging time, in my case Mark and Spencer, and describing the impact of all of these, including Covid-19 over the organisation's efficiency.
1. INTRODUCTION
    Mark and Spencer is one of the retailer companies that is well known for their success and trading. There are currently 700 retail stores in the United Kingdom and 300 in other countries. Its activities are spread through more than 40 countries across the world. M&S began the Leeds business by selling high-quality and moderate-price clothing. Michael Marks and Thomas Spencer, who began selling in small town markets in Northern England, laid the foundation for marks and Spencer back in 1884. Marks & Spencer is the largest retailer in the UK with four primary divisions: Marks & Spencer's target market is middle-class and high-class customers in major cities. From 1914 onwards, the company made a lot of technical innovations and Marks & Spencer soon associated quality and value with its consumers because of its high quality and medium prices.
  They now have businesses dealing with food, clothes and retail goods. They are well known because of their model of quality and management. It was once the blueprint for all of Europe's retailers. In its successful growth, Mark and Spencer generated £ 1bn pre-tax profits. So, Mark and Spencer (M&S) was described as a western world managerial giant (Drunker, 1974).
      2. MARK & SPENCER INTERNAL EMPHASIS
   Marks and Spencer's are known for their value, support, creativity and confidence in terms of quality. The company's goal is to create a 'sustainable market' through steady, successful growth and to ensure that clients and broader stakeholders can always trust the company.' The goal of Marks and Spencer is to do the right thing in the correct way.
  M&S needs to be seen as selling products of very high quality at a very reasonable price, which in turn contributes to good value for money for the customer. The consistency of their goods is the main priority of Marks and Spencer. Since the first quarter of the last century until today, the company's guiding principle is consistency, with which the name of Marks & Spencer is first associated. Why do goods from Marks & Spencer have such high quality? Since the business manufactures them on the basis of high-quality semi-finished materials and is subject to various research and tests before sale. In addition, the organization also pays attention to apparel continuity. This is possible because of the lifting strength of materials produced by Marks & Spencer Technologies. The business spends so much time and energy preparing and testing its food. Growing healthy food is an important goal at that level of industry. To accomplish this, Marks & Spencer is focusing on removing unhealthy fats, extra salt and sugar from its food preservatives.
Marks and Spencer is actively developing innovative technology in the manufacture of their products and new materials in order to fulfill consumer demands. In addition to the quality and advancement of emerging technology, the Marks & Spencer brand is also concerned with the climate, fair trade, sustainable goods and the promotion of healthier lifestyles. Marks and Spencer's brand picture is shaped by all these events. Thanks to this market, it is recognized as a company that sells high quality goods with good quality, persistence and environmental concerns in mind. 
Many companies are looking up and weighing themselves against M&S, helping their company to improve and retain more customers. In an increasingly competitive retail climate, their primary objective is to constantly consider and meet customers' desires. Marks and Spencer placed real focus on the creation of a workplace that supports and rewards colleagues properly. They want the workforce to reflect the diversity of shoppers from Marks and Spencer. The Corporate Social Responsibility strategy underpins their commitment to quality, value, service, innovation and confidence (which is very important to Marks and Spencer).
2.1 Organisational Structure & Culture
   The culture plays an important role in the success or failure of an organization. The organizational culture refers to the set of values, beliefs, attitudes practiced inside an organization and the way things have been done in that organization. 
  Creating a well-defined organizational framework and culture delivers the company's priorities and objectives more efficiently and effectively. The structure primarily notes the flow of reporting by line managers and middle level managers to the senior manager. According to the scale, place, policies and aim of the company, this flow can be organized in various ways. Most of the business in one implementation did not create a framework. 
The team that works for a particular reason will be the divisions and decision-makers that form the manager layer and control methods for senior management.
Four primary variables influence the development of the structure of the company. These can be, according to Stewart J & McGoldrick J (1996), as follows:
1) Company size;
2) Used Technologies;
3) Access to supplies or feedstock;
4) Client venue.
These variables also specify various types of structures. In the case of Mark and Spencer, the organisation had an old system that was very hierarchical and split into too many sub-branches. But this structure completely changed into a new form after the arrival of leaders like Stuart Rose.This is very similar to a bureaucratically form of structure and they call it as a flatter structure. In this new type, workers, in particular supervisors, have more responsibilities and decision power.
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2.2 People & Culture
  Mark & Spencer set up a community a year ago that they intend to build as part of the transition, building on the ideals of the past in a modern way to create a workplace that is refreshed and revitalized. They were explicit that they would like to make M&S the most engaging, with a fast-moving, inspired organization and flat organizational structure, involving a place to work in UK retail. M&S strategy was focused on:
· Transforming the organizational design into a family of responsible companies to drive ownership, speed and commerciality;
·  Build motivated leaders who are close to the frontline, sensitive and commercial;
· Returning the voice of the stores to the core of the organization; 
· Creating a plain-speaking society. Moving away from hierarchy to an organization that embraces debates and challenges and equally acknowledges all coworkers.



2.3  Good Leadership Practice & Transformation Progres
   M&S halved the number of central offices in London and Manchester and shifted to segmental reporting for each business unit in line with a model of accountable business units sponsored by a smaller corporate hub, transforming the organizational architecture over the past year. M&S has continued to recruit world-class talent and developed a strong team over the past year to build a team of motivated, sensitive and commercial leaders. These new leaders make up about 40 percent of the leadership team, having varied expertise and overseeing transitions, viewing and tracking the completion of tasks. This year, after extensive collaboration with colleagues, M&S introduced fresh, simple habits, an interactive, engaging culture where everyone can get on. They are "talk straight," "own it and get it done," "make every penny count," and "all for the consumer." 
  Talk really resonated deeply, showing the need to promote plain speech, and the voice's business sound has begun to become more direct. The PLC Board and Operating Committee regularly attended the M&S representative body BIG (Business Engagement Group) and provided a link between the corporation and the frontline. The structure and culture of BIG has, however, been too formal, considering its strengths. BIG has started to evolve over the past six months so that it can properly engage and involve peers and collaborate with the organization in its transformation. M&S has moved from an annual survey of colleagues to a monthly digital pulse to better track opinion. The findings are discussed within the organization with employees and provide a daily reading of morality.   Ownership has moved from HR to executives, and an easy-to-use online framework for action planning has been built to help managers respond to results and incorporate action plan tracking for performance management. M&S has made initial strides in developing a broader management team, switching from a 'senior leadership group' to a 'transition leadership team,' but they have more to do to change transparency and build a sense of common purpose. Putting the store's voice at the forefront of the business trade areas of the group has begun to work more closely with the stores. Daily calls from buyers and sellers are now being made where store and commercial teams review the previous week's trading and build action plans, and a weekly store input call on how to land plans. Business-wide initiatives now start in stores instead of being centrally developed. The Vangarde supply chain's efficiency software is named after the York store where it was built before being implemented by operators themselves in a test and learn process. Teams were launched across all UK stores and 800 digital champions were trained to assist workers in the transformation. In order to develop vital technical skills and courses to promote behavioral and leadership skills such as resilience and emotional intelligence, academies were initiated by the food industry. Progress, however, has been too patchy and more needs to be done to standardize their approach and improve it. M&S has proceeded with the Marks & Start program, which has supported 20,000 people on their journey to work. It supports us in many ways, including the diversity of workers with a disability of 25 percent of participants and a BAME population of 20 percent.
M&S was the first UK retailer this year to bring sunflower lanyards to all shops, supporting today's consumers and staff with concealed disabilities. The reputation for fostering gender equality as a Times Top 50 Employer for Women was sustained. M&S, however, needs to do more to approach diversity and inclusion, and this is an area on which they focus.

3. COVID - 19 IMPACT on MARK & SPENCER CULTURE AND ITS PERFORMANCE
  When it hit Covid -19, Mark & Spencer had to be even closer to its customers so as to create a safe environment for buyers, so they complied and comply with anti-covid sanitary rules in accordance with the law.
  Moreover, M&S has found a way to create a range of products, contributing to and supporting the NHS during the pandemic. Therefore, the M&S designers came up with the model ready in 24 hours, replenished the stock, sent it to the printers and launched it on the web in a week. Holly Willoughby launched the campaign and t-shirts sold at a rate of one per second. 
   Mark & Spencer showed ingenuity when it came up with a new challenge to support isolated customers who could not buy in the store, so they launched the first box of food online in less than two weeks. They offered customers a range of eight essentials up to fresh meat and vegetables, as well as convenient ready-made meals and made-without versions. The first boxes were targeted at customers over the age of 70 identified through the Sparks loyalty program. They used the capacity in the distribution network for clothing and home to help increase volumes and send them later.
As improvements in selection, value and consumer contact came into practice, the UK Food sector outperformed the industry, raising sales of UK Food by 2.1 percent.
Similar output, including an approximate gain of 0.3 percent from the effects of Covid-19 in March, increased by 1.9 percent and increased throughout the year. Before changing products, operating profit increased by 11.2 percent.

3.1 Covid -19 on Food Impact

   The grocery industry restored growth of 2.7 percent for the 52 weeks ended 22 March 2020 to rise to £ 117.6bn (Source: Kantar), with Covid-19 impacting consumer spending in Q4. Home delivery and online maintained its position as the UK's fastest growing platform at 5.5 percent year-on-year rise, versus 2.5 percent in store (Source Kantar). M&S retained a market share of 3.4 percent during the year, with the four major supermarkets having a 59.6 percent share together, discount stores attracting 11.4 percent and Ocado Retail at 1.2 percent. The growth of consumer preference and purchasing inspired by environmental awareness included key market trends, with their own research showing that 75 percent of consumers were actively seeking to reduce their use of plastic packaging. M&S tested a refillable grocery program in response, which was well received by consumers. Vegan food has also continued to become a more popular choice among UK customers, with 86 percent of plant-based meals consumed by non-vegans. The impact of Covid-19 March 2020 was the highest month on record for grocery sales (Source: Kantar) because before the lockdown on 22 March began in the UK, the impact of Covid-19 drove consumers to increase grocery spending. As consumers followed advice to stay close to home, immediately after the government's measures, expenditure and the number of visits dropped. The industry faced unprecedented levels of demand for online grocery deliveries at the height of the crisis with the nation impacted by lockdown, and retailers needed to be increasingly agile in introducing and integrating online food delivery in a limited period of time. In the absence of an online offer, M&S has launched several fast solutions, including online food box delivery and a temporary partnership with Deliveroo, to help isolated customers access vital essentials. They expected the crisis-driven shift in consumer habits such as the rapid adoption of online grocery shopping and fewer, larger shopping trips to continue at least as long as the Covid-19 crisis continues as M&S looks ahead. The move from September 2020 of M&S goods to Ocado Retail's platform would mean that M&S is competitively placed in the UK's fastest growing grocery channel to satisfy accelerating demand.

3.2 Clothing & Home Market

   For the 52 weeks to 05 April 2020, the apparel industry decreased by 5.7 percent year-on-year to a total volume of £ 33.3 billion for the 52 weeks to 05 April 2020 (Source: Kantar). Throughout the year, customers spent less on apparel, with discretionary expenditure concentrated instead on experience. As a result, the industry has been shifting towards spending on activewear and athleisure, reflecting a change in customer dressing to casual dressing and concentrating on healthier daily lifestyles. In order to access this growing trend, which produced promising results, M&S introduced Goodmove, a new athleisure line. Online continued to be the fastest growing channel against declining offline purchases, growing 2 percent points to account for 29.9 percent of total clothing sales across the market (Source: Kantar), with the largest online laptop purchasing channel and the fastest growing mobile purchases, particularly in spending on womenswear. In the United Kingdom, M&S continues to be the biggest clothing retailer, retaining the leading market share in Womenswear and Menswear, closely followed by Next and Primark. The FY19/20 headwinds and spending trends faced by the clothing industry were quickly accentuated by the effect of Covid-19. In response to government policies, including outlet stores and C&H sections of larger stores, bricks and mortar retailers were forced to shut down stores and activities, leading to higher levels of online transactions by consumers. In addition, consumer spending was focused on different categories, such as loungewear, babywear, and bedding products, reflecting home life and changing preferences, and away from formal and acceptable ones. The market reacted widely to the closure of UK stores by vigorously discounting items, peaking on 29 March when more than half of the UK online clothing market was discounted, the largest proportion for at least eight years outside of Black Friday in 2019. As robust social distancing programs were implemented to help keep employees well, online operations for M&S continued to trade, and clients continued to purchase essential products required throughout this time (see Clothing & Home section on page 12). The outlook for the UK apparel industry remains uncertain at present, but M&S fully expects consumer behavior to follow the trends recently generated and limit customer appetite for the coming months ahead. Online shopping activity will only continue to increase, and the impact of social distancing is likely to remain.

4.  MARK & SPENCER PERFORMANCE 

M&S unveiled a far-reaching strategy in 2018 to safeguard the magic of M&S Food, industry-leading quality, sourcing standards, convenience and creativity, while modernizing the rest of the operations to build and restore growth to a more productive food sector.
M&S said they would do this by means of:
· Driving store frequency and broadening reach through trusted value, more applicable creativity and family-focused marketing outside special occasions;
· Modernization of the food supply chain for margin enhancement and waste reduction;
· Building more strategic supplier relationships to buy better and reduce costs, while retaining quality, to invest in enhanced value;

· Enabling more consumers to shop the full range through the creation of larger, cheaper, fresher grocery stores with a refreshed experience in the store and through the Ocado partnership.
   As improvements to selection, value and consumer contact took place, the UK Food company outperformed the industry, raising sales of UK Food by 2.1 percent. Like-for-like output improved by 1.9 percent and enhanced during the year, including an approximate gain of 0.3 percent from Covid-19's impact in March. Operating profit rose 11.2 percent before changing goods. The Vangarde supply chain program demonstrates the potential to reset the store's operating model and decrease waste and increase availability. In August, M&S completed its 50 percent Ocado Retail investment, which will include a profitable, scalable online grocery presence for M&S starting in September 2020.
  They worked throughout the year to make M&S Food more competitive in terms of price and improved perception of value, without losing the point of difference of quality. M&S has cut expenses on more than 500 lines, focusing on staple products, such as reducing our Super Soft Vitamin D White Loaf from £ 1.15 to 65p. Fresh Market Specials were introduced in June to show great value for fresh produce, meat and seafood, and featured items saw substantial sales uplifts. This investment partly compensated for the reduction of complex, multi-buy promotions and cost savings. As a result, M&S Food has now been inexpensive at its peak price for several years; a basket of similar lines is consistently cheaper than major competitors, leading to better expectations of costs. They also started to build a more commercial pipeline of creativity and spread the appeal to a wider range of shoppers. The M&S-awarded Plant Kitchen range helped draw a significant number of new customers. In September, they introduced the Cook With range with convenient ingredients and meal solutions to help busy families cook fresh meals easily.
  This year's marketing was more family-focused, with a stronger sense of contact. In November, M&S launched Re-Marks-able Value, a new way of talking about daily high value prices where featured goods are price-benchmarked against key rivals while maintaining M&S's renowned quality. Each week, their sponsorship of ITV's Got Talent UK took M&S Food into more than eight million homes, while the Little Shop campaign helped attract more family customers in July. They opened five 'test and learn' renewal stores across different formats in order to encourage larger basket shops by presenting more of the M&S Food offer. Within each supermarket, M&S increased the square footage of the food trading room and created a fresh market feeling, with greater value focus, and the categories that complement a fuller family shop, such as frozen, bakery and household goods. Early success has been promising with strong sales, and they are now refining the concept to promote further roll-out with a more effective model for renewal. Vangarde's end-to-end supply chain software has been rolled out to 90 stores and the team has shown scope for reducing waste, rising availability and operating stores more effectively.
Since completion in August, M&S has worked closely with Ocado Retail to build a one-business mentality and, even through the crisis, has continued to focus on laser preparations for launch in September 2020 to drive faster growth.
M&S has completed a detailed line-by-line review of the existing c.4,000 Waitrose products and M&S will launch a compelling range of over 6,000 M&S lines from 1 September, complementing the 55,000 Ocado and branded products, leveraging unique sourcing and new capabilities for product development.
4.1 Actions in Response to Covid -19: Helping to Feed the Nation

During the crisis, M&S took constructive action to mitigate supply chain instability, respond to changes in consumer purchasing behavior, assist vulnerable workers and health and social care workers, and play a role in feeding individuals. The food company experienced strong trade in independent Simply Food stores, especially those with car parking, but this was offset by the closure of cafés and shops in travel hubs. Responding to shifting customer shopping behaviors: customers embraced a 'local buy' attitude in compliance with government legislation, and M&S briefly closed franchise stores in travel areas and a small number of owned stores, and redeployed M&S employees to busier grocery stores. Local social media interaction led by the store manager helped highlight the introduction of M&S Foodhalls to serve their area by reserved shopping hours with social distance programs in place and support for customers in need. Range change and security of supply: In response to market demand, M&S increased quantities of groceries, cooking ingredients and household cleaning products. Initially, M&S developed some lines and, where possible, temporarily introduced branded goods in areas such as pasta and rice in order to allow suppliers to focus on high-demand products, while temporarily enforcing restrictions on the purchasing of a small number of products. Food supply improved very strongly after a challenging initial time, and utilizing good supplier relationships.
5. CONCLUSION
    In conclusion, Mark & Spencer was rightly on managing the impact of Covid-19 on workers, customers and communities – particularly the most vulnerable and healthcare workers – through the pandemic. Their approach supports the formulation of culturally sensitive strategies by asking questions which enable employees to communicate directly with and through their employers in a way which works for them and is at their level of understanding even in this challenging time. Mark & Spencer approach  helped establishing empathy and respect for a diversity of values in relation to group norms in an organisation. This made to increases the strength and rigour of an employee’s communication strategies, whilst reducing the risk of 'workarounds' for diverse organisations. The project also investigated the potential advantages of exploring personal psychological change with regard to cultural sensitivity in relation to organisation leadership. Mark & Spencer project team worked alongside Senior Management  to develop a new cultural strategy. This new strategy focussed on the key role that employees play in maintaining an inclusive and respectful culture. The strategy included a leadership commitment to address cultural differences, employees working together to understand and provide assistance to colleagues struggling with cultural differences, and a clear reminder to staff that respectful behaviour needs to be encouraged and rewarded. The new strategy was developed to support the Marks & Spencer vision of creating a 'best-in-class' organisation that delivers for its customers and shareholders. The plan included a management commitment to reviewing the culture of the business and adopting policies to ensure that it is delivered in a respectful way, and employees receive the support they need to live it. Targets were set with respect to the implementation of the new cultural strategy. The new strategy has proven very successful with positive results. 
Future Goals include in developing a resource which is able to assist the leader of an organisation in creating a cultural strategy supporting a multinational manufacturer in having a dialogue with employees to ensure they have a clear understanding of the standards which are expected in corporate, social and cultural interactions and in the cultural sensitivity required in their role. Using Mark & Spencer approach, the leader would be able to provide guidance and guidance to employees, in order to encourage respectful and inclusive behaviour from the front line developing a process to ensure that all stakeholders in the workplace have a view on best practice on cultural awareness and sensitivity. The aim is to promote positive learning within an organisation,  and empower employees with the skills to be able to influence the process of change. The key aim of Mark & Spencer approach is to be flexible in order to apply the cultural strategy to real-life situations. A key part of Mark & Spencer approach is the idea of allowing individuals to co-create their own strategies and help improve the culture in the workplace.
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