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[bookmark: _Toc5360893]Executive Summary
This report presents an analysis of M & S strategic development history from 1990 to present. The external and internal influences on the company’s past, present and future. Strategies were identified using various models like Pestle, SWOT and potters five forces framework as well as the Cultural web and resourced based views and theory. According to Crainer, (2013, p.69) management is active, not theoretical but management is nothing without ideas. Every organization uses management theory whatever the value in the study of different approaches, a knowledge and understanding of management theory will help with awareness and understanding of the complexities of modern work organization. No matter how small or big your company or organization is culture, values and ethics are important in workplace to Promote Positive personal and interpersonal skills as well as professionalism. M & S needs to follow the steps of Netflix to sustain and build on their success and focus on recruiting innovative employees and engage more with the help of meetings and feedbacks. 






[bookmark: _Toc5264601][bookmark: _Toc5265224][bookmark: _Toc5360894]Introduction
M & S was founded by Micheal Marks who opened a penny bazaar in Leeds market stall 1884, ten years later he was joined by Tom Spencer and they went into partnership and the company grew into the company we know. The company was built on the foundation of principle of quality, value, service, innovation and trust. (coporate.marksandspencer.com, 2019). 
Marks & Spencer have always been trustworthy and taken responsibility towards their customers, employees, suppliers and local communities seriously. They believe doing business in a responsible way with provide a platform to give recognition of their values, quality, service, innovation and trust. M & S are on a journey to make their business more sustainable, in the past it has stood still, moving from community investment then to corporate social responsibility (CRS). ) (corporate.marksandspencer.com, 2019).

[bookmark: _Toc5360895]
Task 1
[bookmark: _Toc5264602][bookmark: _Toc5265225][bookmark: _Toc5360896]Pestle Analysis
‘’According to Worthington and Britton refer to the complexity of the external environment’’. (Mullins, & Christy, 2016, p.77). Most organisation will not have a great deal of problems in analysing their task environment, they know their customers, suppliers and competitor.
 The general environment is rather more complex, using brainstorming all the various environmental factors which seem to impact the organization this will be a start but will need help to progress further and necessary to classify these influences. Pestle analysis which is one of the most effective frameworks available for understanding the big picture, the external faxtor. Pestle is an analytical tool used to identify key drivers of change in the strategic environment, which affects the environment of an organization, which is important to be identified in order to aid company so they can achieve optimum performance. Pestle is divided in 6 main categories, the letters stand for Political, Economic, Social, Technological, Legal and Environmental. 
[bookmark: _Toc5264603][bookmark: _Toc5265226](Kew, J. Stredwick, 2008, p.5).




	Political



	One of Britain’s most unlikely exports to France M & S sandwich which will no longer be sent across the channel if Brexit leads to complicated new border arrangements. The two political factors that affecting the company are political stability and VAT. By Brexit taking place a major drop in sales and prices is not allowing M & S make profit margins as expected to. (Marks & Spencer, 2015). 

	Economic

	The rise in the inflation rate of economy would affect the way M & S price in their products and services. In 2016 the company has also become completely transparent about its supply chain by publishing a map of where the company sources its products (Marks & Spencer, 2015). 

	Social

	M &S take care of every element very seriously and has responsibility towards society be it charity or climate changes, health for people and ethical trading. In M & S the two main external factors of social that affect the retailer include changing values in the population and a generation shift – with the Baby Boomer generation retiring, the company has to redirect its attention to Generation X and the Millennials.  (Experian.com, 2015).

	Technological
	M & S environment would be the fast moving new innovation being introduced which requires quick and flexible reactions of managers to better adapt and to survive in turbulent competitive environment. M & S has also launched big data projects such as predictive analytics system and allocation replenishment (Thomson, 2014), adapted its digital strategy using the ‘mobile first approach’ answering the needs of consumers who are increasingly accessing the latest trends via mobiles (Marks & Spencer, 2016). 

	Legal

	M & S Technological factors affecting the environment would be the fast moving new innovation being introduced which requires quick and flexible reactions of managers to better adapt and to survive in turbulent competitive environment. M & S has also launched big data projects such as predictive analytics system and allocation replenishment (Thomson, 2014), adapted its digital strategy using the ‘mobile first approach’ answering the needs of consumers who are increasingly accessing the latest trends via mobile. A dedicated digital lab team of 150 in-house software engineers is working to make sure the company stays at the forefront of technological developments (Marks & Spencer, 2016).

	Environmental


	According to ‘’BBC News ” Marks & Spencer have established their own Green Policy which they call “Plan A” The chief executive of Marks & Spencer says it is called this because there is no “Plan B. M & S are the first retailer to source fresh milk from RSPCA assured dairy farms with the highest animal welfare standards. The standards include and assures cow welfare, accommodation, health planning, feeding and grazing. M & S produce their product with integrity ensuring good value which is backed by Plan A making sure to meet required formalities set. 
M&S business structure is being conducted internally and externally, the company always tries to stay ahead of sourcing responsibly, reducing waste and helping stakeholder communities. Marks & Spencer was one of the first Major retailers reducing in sourcing costs due to the free trade policy, and one of the first Major retailers to go down the path of fair trade path of both clothing and food. By implementing fair trade policy within M & S has led substantial reduction in souring costs benefiting M & S. The policy includes reduction in salt in food and recycling packaging and animal welfare protection. Marks & Spencer Chief Stuart Rose stated, “Customers want good value, but they care more than ever how food and clothing products are made’’. (Independent.uk.com, 2019). 



[bookmark: _Toc5264610][bookmark: _Toc5265233][bookmark: _Toc5356557][bookmark: _Toc5356639][bookmark: _Toc5356662][bookmark: _Toc5360897]Outcome of Pestle in M & S 
Results to the pestle are evident that M & S need to progress on all factors as they where slow to adapt to the changes in the market and the delay to recognising the external issues, has made them more proactive to keep up and work harder to bring changes to the fast moving market. But the main factor would be to work more towards technology as this is a very important factor and keeps bringing innovations which need to be adapted and implemented which takes time but can be proved to be helpful, quicker and convinie nt once adapted. 
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[bookmark: _Toc5360898]SWOT Analysis
SWOT is an extremely useful tool for decision making and understanding all sorts of situation in business and organization. It is the acronym for Strength, Weaknesses, Opportunities and Threat. Which is a framework and provides insight to reviewing strategy, position, and direction of the company. (businessball.com, 02.04.19). 
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[bookmark: _Toc5360899]SWOT on M & S 

	Strength
	M & S Have invested on IT system and they are becoming multichannel retailers reaching to customers by mobile devices and websites as well as M & S stores. 

	Weaknesses
	M & S has a habit of following old techniques and are slow to adapting to new techniques which will bring broader progress to the needs and demands in the market.

	Opportunities
	M & S have announced the extension as it has opened the largest store to date in India and how it works with joint scheme with local player Reliance Retail.

	Threats
	M & S has increased competition, Zara, Next, Asda, Tesco and Sainsbury as they all are fast moving orgainsation and quick to adapt to changes.




[bookmark: _Toc5360900]Task 2
[bookmark: _Toc5264613][bookmark: _Toc5265236][bookmark: _Toc5360901]Culture of M & S
M & S is very collaborative and holds corporate culture which was inflexible to changes as they are a successful organisation and they felt there was no need to change. M & S was late acknowledging that the old culture was unable to cope with the changing demands of the market place. The top management decided to undertake a major revamp. M & S has four company values to help them make the company work efficiently. The four values are inspiration, innovation, integrity and in touch. M & S has been using these values from the start since it was founded in 1884, these values provide the direction and sense of common purpose that ensures they are doing the right things in the right manner. The code applies to everyone who works for M & S no matter where they are located. Marks & S work placement program helps people with difficulty and trouble getting into work, it provided coaching and a two/four-week work placement in store. M&S employee get equal importance in the culture and their work must be appreciated with rewards. The culture of M&S has put their customers and employees first. Multichannel is important now for M&S as they need to make sure it is working accurately for a successful future with a positive cultural effect, It is very important for M&S culture to match with the customers so that they can improve in their market share. 
(corporatemarksandspencer.com, 2019).


[bookmark: _Toc5264614][bookmark: _Toc5265237]

[bookmark: _Toc5360902]Organisational culture 
According to Williams et al, 1993 Culture is recognized as stable beliefs, attitudes, and values that exist within the organization. Culture is in everyday life, by sharing the same values, goals, attitudes and practices, which can be applied within an organization. (Buchanan. D.A and A.A. Huczynski, 2010, p100).  
Charles Handy on M & S
M & S follow role culture from Charles Handy’s Organisational Culture, role culture is given to employee to follow, roles and responsibility. Customer driven culture is when employee make more effort to improve customer service, this has impact on the staff and managerial communication.
[image: ] (Accounting College, 2019)


[bookmark: _Toc5264615][bookmark: _Toc5265238]
Culture
Edgar Schein’s (2004) model of culture is widely accepted and considers organizational culture in terms of three levels, manifestation, organizational, basic assumptions. (Buchhanan. D. A, Huczynski. A. A, 2010, p.101) 
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[bookmark: _Toc5264616][bookmark: _Toc5265239][bookmark: _Toc5360903]Cultural web

Cultural web is a key tool to map the culture of an organisation and influences that effect the organisation and the existing culture, which can be implemented to plan for the future. 

[image: Image result for cultural web johnson]
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[bookmark: _Toc5264617][bookmark: _Toc5265240][bookmark: _Toc5360904]              Element of cultural web
· Stories; The inside and outs of the organisation values and behaviour.
· Rituals and Routines; Behaviour and action of employees. 
· Symbols; A visual logo to representation of an organisation.
· Organisation Structure; structure of organisation influences and power in contributing toward valued.
· Control System; Organisation control the strategic, financial and rewards.
· [bookmark: top]Power Structure; Involve the executive to greater amount of decision, operation, strategic direction and influence


[bookmark: _Toc5360905]Analysis of M & S culture using the cultural web
[bookmark: _Toc5264619][bookmark: _Toc5265242][bookmark: _Toc5360906]Rituals and routines
M & S need to keep Rituals and follow routines in order to perform within the company, and keep things on track. Ritual they had only worked in the early years and gave them growing success but in the fast moving world of competitors and innovation has put stress on M & S ways of rituals and routines that they carried. Which has being reformed with the help of Plan A. (corporate.marksandspencer.com, 2019).
[bookmark: _Toc5264620][bookmark: _Toc5265243][bookmark: _Toc5360907]Symbols 
M & S Symbols replicate quality and attention to detail in every product placed in the market and is very important to them as it gives them the recognition and helps promote their products keeping to classic fashion image. (news.bbc.co.uk, 2019).
[bookmark: _Toc5264621][bookmark: _Toc5265244][bookmark: _Toc5360908]Control systems
M & S control system is Top-down, bureaucratic, rigid system control, and has no decision making power given to store managers and all decision making is controlled by head office. (corporate.marksandspencer.com, 2019).

[bookmark: _Toc5264622][bookmark: _Toc5265245][bookmark: _Toc5360909]Organisational structures
M & S structure was dominated by hierarchical top-down system supported by its power structure. All decision where made by the top dominated and control systems. Absence of brainstorming and meetings was quite evident. (corporate.marksandspencer.com, 2019).

[bookmark: _Toc5264623][bookmark: _Toc5265246][bookmark: _Toc5360910]Power structures
M & S the roles of CEO and the Chairman was filled with the same individual so there was fewer layers of hierarchy and decisions could be implemented quickly. (academia.education.com, 2019).
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[bookmark: _Toc5360911] Task 3
[bookmark: _Toc5360912] Marks & Spencer Ethics
According to ‘’marksandspencer.com’’ M & S has been one of the brands leading towards a move to high ethical standards on the high street. The famous Plan A commitments have seen them trying to tackle everything from low wages to animal welfare in the company extensive supply chain. By introducing the Plan A commitments, which focuses on involving the customers, they are also putting in place a long time term foundation to build a sustainable business. M & S has strong ethical trading relationship across the world. It corporates all cultures, nationality, races, religions.
(P. Visser, D. Matten. D, M. Pohl, N. Tolhurst, 2010, p.107).
According Seel, (2000, p.29) changing the paradigm is not easy but can adapt to changes and be modified. M & S failed to notice the fact that market had changed and static way of doing business has out dated and the way of doing business had become out of sync with the requirements needed and to keep pace with the changing environment. (Johnson, 2011, p158).
[bookmark: _Toc5264626][bookmark: _Toc5265249]
[bookmark: _Toc5360913]Ethical stance in M & S
According to Corporate.com, 2019, M & S are portraying to be ethical in their business and are committed to reducing waste and improving the environment. One area they have taken action on is microbeads in beauty products. By keeping products standards there aim is to improve things for the better, they work closely with the suppliers to bring high quality and innovation products that is only available to them. Suppliers are required to meet a range of quality, safety, environmental and social standards. M & S claim not to be using solid plastic microbeads in their own personal brands of care products and are also working with suppliers to remove from other branded products sold in the their stores. The also announced that by the end of 2017 all such products sold in M & S will be microbeads free. (corporate.marksandspencer.com, 03.04.19). 





[bookmark: _Toc5360914]Task 4
[bookmark: _Toc5264627][bookmark: _Toc5265250][bookmark: _Toc5360915]Individual and the organization match
M & S value team work and takes it very seriously by providing training program called Yammer, which is a Network that helps bring workers together as well as congratulate them for hard work. M & S introduced innovative recognition methods to the workplace so they can acknowledge any colleagues who are displaying great work and are sharing this with the rest of the team, M & S also offers staff performance incentives to keep them engaged with co-workers to keep up the good work. 
(employeebenefits.co.uk, 03.04.19).
The writer has all the qualities and experiences needed to work for M & S in teamwork, the writer is very creative and likes working in teams, sharing ideas and thoughts and also gets along with different people. The writer has done teamwork in previous jobs and enjoyed doing it and was recognized as a good team leader with lots of potential. 
If the values, belief and attitudes are the same as the organization you work in, will bring progress and success to the business as you will feel motivated and go that extra mile to get things done. (cipd.co.uk, n.d, 2019)
[bookmark: _Toc5360916]
Task 5
[bookmark: _Toc5264628][bookmark: _Toc5265251][bookmark: _Toc5360917]Organisation to Organisation

Netflix
[bookmark: _Toc5264629][bookmark: _Toc5265252]Netflix follows the culture and organisational efficiency which leads them to great success for their culture with the employees as well as customers. 
According to Croitor, (2017), the CEO of Netflix; Reed Hastings state ‘that working together as a team is better than working individually.’ Netflix follows Charles Handy’s task culture which includes the employees to work as a team to achieve more and work more efficiently. Netflix is surrounded talented people the try to work with them to achieve the goal. Netflix is always looking for ways to improve and expand the business with the help of employees. Netflix believe that all employees should value the culture of the business.
According to Netflix, (2018) the organisation has a dream team; this is a team where all staff are extraordinary at what they do and are highly effective collaborators. The value and culture of a dream team in incredible. The reason to netflix dream team is to have common goals and to work as team where employees can learn the best, perform the best work, improve different techniques and mainly have fun. The organisation motivates the employees to work together and to share values. A dream team is not about individuality, it is more about pushing each other to bring the best out.  

The gap between M & S are not so big as both are leading company in their own way, and work very hard to achieve the best. M & S was very successful and did not want to change their ways and failed to recognized the market demand of customers in a later stage which was bringing the company down and losing business, soon acknowledging the market, acting fast by coming up with a program called Plan A.
Which gave them a turn over to how the business was running and what was needed to be implemented. M & S need to follow Netflix and take in new ideas and adapt to innovations to keep up with competitors as well as taking in consideration of employee engagement and get rid of the top-down hierarchical system in the organization which will in return will narrow the gap and provide gaining competitive advantage.


[bookmark: _Toc5360918][bookmark: _Toc5264630][bookmark: _Toc5265253]Task 6
[bookmark: _Toc5360919]Conclusion
As a long standing UK business M & S who are ethical and holds culture within the business and they believe in their in values, belief and attitudes. M & S has quality and value in their business and had success but failed to recognized the demand in the market, they must not only cater for specific customer needs but for all customer needs this will provide a bigger field of business and not losing to competitors who already recognized the market demand. The value of innovation is core to any organization, which needs to be implemented by M & S and refocus their efforts to become more innovative, customer oriented business with specific emphasis on introducing new products services, and new ways to interact with the customers. 
According to’’ BBC News’’ M & S has been found that their ethical stance meets up with the way they are portraying themselves, also from evidence of feedbacks and reviews from customers has been proven to match up with their claim of not to use plastic within the environment. Marks & S work placement program has been found implemented within stores already by reviews and matches to what the organization are portraying. 


[bookmark: _Toc5360920][bookmark: _Toc5264631][bookmark: _Toc5265254]Task 7
[bookmark: _Toc5360921]Recommendation
To maintain the best culture in an organization it is very important to compare with other successful organisation to find out how they operate and do business. M & S can improve their culture by maintaining their relationships with employees and existing customers. If the employees are satisfied with the structure and ethics of the organization they will be motivated and work harder and get more work done which is very important for the success of an organisation. M & S are lacking to work as teams and this is causing work to slow down. If they followed Handy’s task culture will provide more progress as some people work hard and better in a team. 
M & S needs to revamp and take more employee interaction and engagement in to account which will in return provide fresh ideas and concepts that can be incorporated in the business. Both M & S and Netflix are successful organisation to bring more improvements and innovation to M & S culture would be to adapt to Netflix and the way they work and engage with their employees and new innovation to bring success to their organization. Netflix believe in team culture who follows Handy’s task culture which includes employees to work as teams and achieve more and work efficiently. 
The recommendation for M & S would be to improve their approach to ethical business moving forward and to work on the culture so improvements are made within the organization to be more sustainable. They can improve certain brand products and do a market research on the current competition in the UK. They can use Zara’s concept of communicating with the stakeholders through media. 
The market is demanding fashionable clothing, M & s has to step forward toward the meeting demands to achieve competitive advantages, this can include advertising to build brand image on fashion to support innovation and value. The external challenges of increased competition for M & S is to bring technological improvements, and to continually develop and rely on their internal resources competencies to achieve advantages. Compared to Netflix, M & S needs to sustain and build on their success they should focus recruitment for innovated employees, and provide more training programs that help existing employees to improve their abilities and knowledge to work more confidently and bring more ideas which can bring changes within the organization. 




	Who
	what
	when
	how
	cost

	Department manager
	Recruit people innovative ideas.
	Instant action
04.04.19
	Recruitment process
Training program.
	Time

	Supervisors



	Providing one to one help.
	When needed
04.04.19
	Feedbacks and meetings.
	Time
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