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1.0- Introduction

This report was requested by Julie Thomas, in this report, the researcher will give a brief background on the history of Marks and Spencer and look at the explanation of the PESTLE tool and look at the look at Political factors and Economic factors affecting M&S. The researcher will then look at the definition of organisational culture. Following on looking at the Charles Handy model and looking into detail its four main types of culture roles. Investigating the advantages and disadvantages of the four cultures and the transformation M&S made due to the pandemic. The researcher will look at the definition of business ethics/ corporate social responsibility and investigating whether the company have a statement of modern slavery, how they look after their employees, environment and community. Will also be analysing the skills, knowledge and behaviour an employee needs to perform well at the organisation. Finally, the researcher will recommend a way in which M&S could improve its culture by implementing changes. 






















2.0 Findings

1.1- Brief background to Marks and Spencer-
Marks and Spencer are one of the largest retailers in the UK, it has nearly 300 company-owned M&S stores in its home market. Stores selling clothes, furnishings, footwear, gifts and food., with most items sold under M&S private-label St Michaels brand. Marks and Spencer also own and operates over 100 additional M&S stores in Europe, Hong Kong, and Canada, and franchises 85 Marks and Spencer stores in Europe. The successful growing company M&S financial services unit offers its customers credit cards, personal loans, life insurance, and savings, investment, and pension plans. Almost 17% of Marks and Spencer’s revenues are generated outside the United States. In 1894 Michael Marks, born in 1859 set foot into a partnership with Tom Spencer, born in Skipton, Yorkshire, in 1851, with Tom Spencer paying £300 for his half-share. M&S is a leading British retailer bringing quality, great food, clothing and home where millions of customers across the world enjoy. M&S food is known for its quality, freshness and innovation credentials. Marks and Spencer’s main stakeholders are their customers, employees, suppliers and the owners, all other stakeholders do not influence as they are not direct. M&S operates both internationally and across the UK. Before the Covid-19 impact, both businesses were making good progress in implementing the transformation programme. However, the damage caused by the pandemic motivated their colleagues to secure the future of the business with the “Never the same again” programme. Overall Marks and Spencer are at a profit on food sales but at a loss with clothing with the challenges of the past year. 

Explanation of PESTLE tool
A PESTLE is a tool to analyse the key factors Political, Economic, Sociological, Technological, Legal and Environmental. It made up of a framework, influencing an organisation from the outside. It offers workers professionals an insight into the external factors impacting their organisation. The framework is flexible, so organisations can use it in a range of different plans. People and senior managers can use the results to guide strategic decision-making. By analysing those factors, organisations can gain insight into the external influences which may impact their strategy and business decisions. It allows HR and senior managers to assess any risks specific to their industry and organisation and use that knowledge to inform their decisions.





Explanation of two external factors affecting M&S
Political- One of the most positive locations of modern-day politics is the free trade that had been established between a mass of countries. M&S, which chiefly operates in the UK, also locations abroad, benefits to a great extent from this. Political Factors play an important role in determining the factors that can impact Marks and Spencer’s long term profit margin in a certain country or market. While M&S operates in retail in over 10 countries and exposes itself to the different political environment and political system risks. The performance success in such a dynamic retail industry across various countries is to transform the structured risks of the political environment.   
Economic- Price has always been a big factor in the retail industry, but the last few years have seen several budget retailers pop up in the UK. From budget supermarkets to budget clothing stores, these competitors are taking away market share from more premium brand like M&S, by motivating people to enjoy similar products at much cheaper prices. In 1999 M&S decided to switch to using foreign suppliers which were probably powered by their discount competitors. The Macro environment such as- inflation, saving rates, foreign exchange rate and economic cycle determine the mixture of demand a mixed investment in an economy. While environmental factors such as competition norm impact the competitive advantage of the organisation.

Definition of organisational culture
“Culture is the environment that surrounds us all the time. A workplace culture is the shared values, belief systems, attitudes and the set of assumptions that people in a workplace share”. (www.forbes.com.2021).

“Culture is the systems of knowledge shared by a relatively large group of people”. (People.tamu.edu.2021).


1.2- Charles Hand’s Model

Charles Handy Model is structured in 4 main types, role, task, power and personal culture, M&S has been struggling with ever-changing market dynamics. By researching the company it is clear to see that they fit in very well with ‘role culture. By using a model like Charles Handy M&S can overcome the difficulties of the power culture by praising the organisation's culture where communication comes directly between top level and bottom level, getting suggestions and feedback from clients from bottom levels quicker. 

Power culture- In some organisations power remains in the hands of only a few people and only they can make the decisions. They are the ones who enjoy the special benefits at the workplace. At the workplace, these people are the most important ones and are the ones making the crucial decisions. These people further represent importance to the other employees. In this type of culture, the assistant has no option but to strictly follow their manager's instructions. The employees do not have the freedom to communicate their views or share ideas in a meeting and to follow what their managers say. The managers in this type of culture sometimes can be partial to someone or the other leading to crucial troubles, among others. 

Task culture- Organisations where teams are made to accomplish the targets or to solve important problems follow the task culture. In many organisations’ employees with common interests and in-depth study come together to form a team. There are usually around 4 to 5 members per team. In this kind of culture, the team member must give equally and accomplish tasks in the most advanced way. 

Person culture- There are specific organisations where the employees feel they are more important than the organisation. This kind follows a culture known as person culture. In an organisation with a personal culture, people are more anxious about themselves rather than the organisation. A culture like this takes a back seat and, in the end, suffers. Employees only go to work for the sake of money and never get attached to it. They are rarely loyal to the management and never decide in the organisation's favour. 

Role culture- Role culture is where every employee is given roles and responsibility to their speciality, qualifications and interests to bring out the best of them. In the role, culture employees decide what best they can do and happily accept the challenges. Every person is responsible for something or the other and must take possession of the work given to them.

One example of people culture at M&S, Steve Rowe, Chief executive, said: “if there’s one thing that’s been learnt in my 30 years at Marks and Spencer its that we have an amazing team of colleagues who are very passionate about making M&S successful” (corpotate.marksandspencer.com.2021). 
The company need all employees to play a part with 81,000 passionate members of the team who know the company more than anyone only results in incredible business success. 




Advantages and Disadvantages 
Power Culture- Power in an organisation shifts the company’s growth. Being able to manage every detail becomes increasingly difficult as the organisation grows, so management must allow power structures to adapt. If not, a company can do not progress and improve. Power shifts in an organisation are never easy for long time employees, this only results in some friction, especially at the beginning. Some employees may resent the advancement of a new manager. They may not mind taking orders from who they know but taking orders from whom they are not familiar with is a different matter. 

Task Culture- Task work in an organisation offers a chance for employees to relate to each other and make good bonds that make the workplace more pleasant and help it to run better. Solving problems as a team encourages a spirit of good teamwork. However, the disadvantage to this is that sometimes the individual’s achievements and presents go unrecognised and unrewarded. This resulting in dissatisfaction among team members. Task groups usually encourage themselves, while a co-worker may lead the team, or the team may take an elected approach and ask all members to lead at different times. This helping the employees feel important, improving morale and productivity. However, absent management in the team can lead to competition between leadership positions, and this can encourage disagreements and conflict that will slow down the task- solving process. The advantage of decision making in groups is that the decision has already been approved by all other members, resulting in reduced resistance among staff to the decision that has been made. 

Person Culture- People culture typically being found in professionals’ partnership. The professionals who lead the business is the main boss. Some advantages to an organisation with people culture are that individuals have great power, while decisions are by shared agreements. The role an individual plays depend on the person's expertise. The disadvantage of a person culture is organisations are often powerless to removes such individuals., employees with this attitude are not easy to manage. Mechanisms of control are impossible to implement except by mutual consent. 

Role Culture- Role culture is highly political with detailed rules about how their people and departments link to each other, customers and employees. The advantages of a role culture in an organisation are that they will provide individuals with a lot of stability, confidence and progress, however, the advantage to role culture is that they may have trouble adapting to, producing, change. Every change in the workplace must be carefully considered, the effect weighed and documented, and employees must then be trained to the changes. 

Due to the pandemic and multiple lockdowns, M&S came up with an amazing transformation programme ‘Never the same again, never the same again has impacted the shape and ways of working across all M&S’s family, focusing on delivering a faster more streamlined digital multichannel business, including a reinforced central leadership team with the arrival of many new brands and directors. The successful makeover to provide M&S products to Ocado retail from 1st September and the amazing performance of M&S products on the programme since launch. These big culture changes, collaborating with continued transformation of the underlying business only leave M&S well-positioned to leave the crisis in a stringer, learner and more focused position. 


2.3 Define business ethics/ corporate social responsibility- 

Ethics goes past the legal requirements for a business and is seen to be about discretionary decisions and behaviours guided by values. Business ethics mentions the standards for right and wrong conduct in an organisation. Business ethics increases the law by outlining justifiable behaviours beyond government control. 
Corporate social responsibility is about organisations playing their responsible part in society and giving back to society and being involved in fundraising events for worthy causes. Customers, businesses and communities can and should thrive together. For a lot of CRS’s grants, an opportunity for an organisation to strengthen relations with stakeholders at a higher level has become an essential part of developing organisational strategies and partnerships. 

Modern slavery statement at M&S
M&S seeks a sector-leading approach to modern slavery, with well-communicated and appropriate policies, a due diligence programme based on risk assessment and successful follow up a relevant level of employee and supplier training, and strong importance in combined partnerships, transparency, stakeholder and dialogue. 
Marks and Spencer are devoted to driving a sustainable business that is both commercially successful and socially and environmentally responsible. This involves providing all employees in the UK and abroad with a safe and healthy workplace environment and having an organisational culture that encourages difference, fulness, personal development and respect. M&S knowing it is the employees who make M&S successful. Marks and Spencer want their people to enjoy coming to work and for the work environment to be free from, victimisation, harassment and discrimination. Employees at M&S from different countries means responding to different cultural and social norms, different commercial considerations and employment law. However, wherever employees work or what their job role is, M&S want everyone to be treated with dignity and respect and to have pride in their brand.
Marks and Spencer look after their community by listening to the customers and employees, always making sure they understand the changing needs and helping the community deal with issues such as unemployment, poverty and more to improve health and well-being. M&S are committed to supporting social cohesion, profit-making prosperity and comprehensive growth-by being suitable in the local communities worldwide, whether it is in the UK, Mumbai or Shanghai. The company want to be a brand that people are proud to work for and that customers, shareholders can trust.
Marks and Spencer help the environment by being fully carbon neutral, reducing energy usage by 28% through well-structured refrigeration, counting renewable energy and offsetting. M&S also recycle 100% of its waste.

2.4 Analysis on M&S skills knowledge needed
The online grocer, Ocado has reported a 40% rise in sales in the last three months and has said it shall ease the “dramatic and permanent shift” to shopping online over the past year. Ocado said that profits had increased by 39.7% to £599m in only 13 weeks to 28 February, with orders rising a week on an average of 25% to 329,000. (www.theguardian.com.2021).
Marks and Spencer are not falling, it owns over a thousand stores, mainly in prime high street sites, last year the company made more than 600m profit. Its profits are big: over 10bn being compatible with the GPD of a country the size of Malta. So, there is plenty of life left in the company yet. However, it is damaged and trying to restore, it is turning out to be harder than ever the chief executive, Marc Bolland expected. (www.theguardians.com.2021).

Marks and Spencer’s culture encourage their employees to behave ethically by always being committed to doing the right thing, the right way, for its customers, colleagues, stakeholders, suppliers, local communities and the environment. M&S code of ethics and behaviours shapes the standards and behaviours that the company develop as an organisation and anywhere in the country, to ensure there are always high standards of honesty and integrity. The code provides a guide to the values, ways of Woking, behaviours which are essential to M&S and employees who are responsible for upholding as an employee. Employees who follow the code of ethic and behaviours abide by M&S’s long heled values of quality, service, innovation and trust change in the products and services.

Analysis of employee performing well at M&S
For an employee to perform well at M&S their values must align with the company’s values, some of M&S’s values are, integrity, innovation, excellent communication skills, understanding what is important to all stakeholders and inspiration. To work at a company like M&S employees need energy, creativity and care, skills from another retail job is also a bonus but willingness to go further. The person will perform better if able to embrace changes.


3.0 Recommendations
In this, report the researcher, will be looking at the culture change in M&S, which is one of the world’s largest well-known successful businesses. I have chosen Marks and Spencer as the company are big for customer-driven culture, where all employees make the effort in improving customer service, employing the right people, market research and training. The company is also known for its ethical/corporate taking aside all the stakeholders and suppliers the work with and the sustainability of the product and services as well as its contributions to the local community and environment. However, the reason for this report is to take a closer look at M&Ss culture, what culture category do they fall into and recommend a change to help ever-changing culture change. M&S could look at introducing an additional health service t employee including healthy eating, mental health awareness and promoting exercise may be offering as an incentive of good work, employees get a day pass to a gym facility. To keep staff engaged and motivated M&S could bring in a something life employees receiving a gift unexpectedly for recognised hard work.



















4.0 Conclusion
In this report, the researcher has looked at Marks and Spencer’s culture, what is PESTLE and what the two most important external factors are affecting the organisation. The researcher will research two different quotes on the definition of organizational culture, and how a model like Charles Handy can improve the culture, investigating what culture role M&S fit into, looking into ways M&S can overcome some of these difficulties by using Charlies Hendy’s cultures. The researcher will be looking at the advantages as well as the disadvantages of the four Handsy culture roles. Also investigating the amazing transformation M&S has come to overcome the multiple lockdowns, due to the pandemic. The researcher will then be looking into what business ethics/corporate responsibility is and whether M&S have a modern slavery statement, what they do to look after their employees, environment and community. What skills and knowledge do an employee need to perform well at this organisation. Looking at what type of employee performs well at M&S with having the same values, integrity, innovation and having excellent communication skills.
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