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 Introduction
Culture is a unification rituals, value, norms, ethics, silent rules, and practices that defines the ways an organization performs its functions. In a very simple sense, a culture is nothing but an identity for an organization. A culture is formed, when individuals are brought to gather in a closed environment and live together or work together, for a significant time period. As human being is social animal, so they easily form societies and hence the cultures in that condition. Specially, for an organization or a business, a culture can bring down the business or may boost towards success. Therefore, for the top management and the leadership in the organization must analyze the organizational culture, to know the dos and don’ts of the organizational functions, and redesign the cultural model and structure of the organization to align the culture with business goals. For an organization it is also necessary that how it reacts with the situations. Usually, the reactions of the companies are based on the environment of organization inside and outside (Warrick, 2017). How it effectively manages the workforce and the culture to align with business goals. Managing the culture is as important as the strategy of the business, because it has power to boost or undermine the performance. Therefore, building a positive culture in the workplace, is more important because; a strong, and well-defined organizational culture can attract the potential talent to the organization that fits to the organizational aims (Meng, et al., 2016). It also helps to retain the workforce (Anitha, 2016). Moreover, the study of Riyanto, and Panggabean, (2020) shows that organizational culture is linked to jobs employee satisfaction and happiness. Dubey et al., (2019), say, organizational Culture if is strong, the business can easily outperform their competitors financially and become more successful. 
For an organization it is very important to get best from the employees to achieve the goals.  True success of the organization lies in managing workforce, culture and satisfy their customer. Marks & Spencer (M&S) over the course of more than one century is doing it successfully. Where the organizational culture, motivates the innovative and the talented and employees to give their maximum to the organization.  
The aim of this assignment is to establish the understanding of organizational culture in the context of M&S, which will improve and enhance the skills and abilities to perform better in the any organization. 


Overview of Marks and Spencer (M&S)

Marks & spencer originally established in the United Kingdom in1884. M&S have specialized retail stores of clothing, food, home and other retail business in about 57 countries. The company has covered this journey with its own business model. The brand is known for its great value for money. M&S have 1,463 stores globally, of which 1000 are UK based and rest in the international markets, with more than 78,000 employees of which 72 percent are female. The Company is serving customers more than 32 million. According to the annual report of 2018, M&S has earned the total revenue of 10.7Bn British pound, of which 9.61bn British pounds were from the major customers of the UK. The company has a very successful record of 144 years. Its brand success is driven by its British origin, which have helped the company to sustain in the fashion world.
This report is structured in three major portions, first portion is about the importance of the organizational culture and overview of the organization M&S. Second part analyses the outside environment of the company using the PESTEL, then Culture of the organization is analysed using cultural web. In addition, the report also identifies and explain the ethical dilemma on the Management of the M&S. In the last section report ends with drawing conclusions and making recommendations.
Task -1- External environmental analysis of the Marks and Spencer

For any business, external environment of the organization greatly impacts it activities and operations (Atkinson, 2017). Therefore, the analysis of these factors is necessary for an organization, with respect to political, economic, social, technological and legal etc. is also needed.
PESTEL Analysis
PESTEL analysis is a tool which helps the business to know about the external environment of the organization, which has the direct impact on the business. PESTEL is P-Political, E-Economical, S-Social, T-Technological, E–Environmental, and L-Legal
P-Political Factors
The political elements that affect the organizations are the, stability of the politics, military invasion risk, unstable tax rates, corruption level, price regulations, wage laws etc. Political stability is under threat after the Brexit issue, (M&S, 2017). The main cause of this instability is the hampering of the between EU countries. Another issue is the recent decline of hourly wages in UK. (Department for Work and Pensions UK, 2018). 
UK has increased its points in corruption index by 82 in 2017, an increasing corruption have negative impact on the business (Transparency International, 2018). 
Tax rates in the UK for the corporate sector has been decreased by years and reached to 19 percent (ONS UK, 2019). For the M&S, lower the tax rate higher will be the net income and better will be the position in the market.
E-Economic Factors
Economic factor that affect the organizations are interest rate, growth rate of Economy, rate of unemployment, and inflation of the country 
From 2015 the GDP is declining in the UK, and Brexit issue is root cause of this decline (ONS UK, 2018). The declining GDP shows that the activities within the organization has been decreased and hence decrease in the performance of M&S in the UK. Inflation rate, on the other hand, has been declining, which shows that people are buying more, and M&S will make more sales. Increasing employment rate in UK is also indicator for more sales.  Contrary, increasing debt rates will negatively impact the large-scale buyers (Bank of England, 2018). Because of this large-scale sales will be influenced. 
Social Factors
Today, consumer have more power to change the landscape for the business. World Economic Forum have reported the competitive index as 5.51 points in 2018 for the UK. (World Economic Forum, 2018). The main stimuli behind this competitiveness the sensitivity in the price. M&S has come to know that it is more important to align the product with fashion and the trend. As M&S I well known and old fashion studio, therefore, to keep name in the market M&S must decrease the prices to capture maximum customers. In the UK, women can buy longer as they earn longer (ONS UK, 2018). It also has good impact on the business of M&S. Similarly, youth are becoming more independent, as their employment rate has increases. So, the youth line production will make more sales. 
Technological Factors
The most important advantage that the retail sector got from the technological improvement is the online media sectors. Efficient use of technological advancements in the organizations is important to facilitate market expansion for Mark and Spencer. The Social Media platforms are too important for Mark and Spencer to create trends for fashion products, create a consciousness of health for selling food and nutrition product etc. In the upcoming years, the technological advancements will facilitate the business more for its growth. 
 
Due to technological advancement, the capacity utilization has increased to 83 points in the UK which means UK businesses use the state-of-the-art technology in the production and operation (ECFIN, 2018). The productivity of the organizations has also increased due to increased capacity utilization. So, increasing the adoption of technological advancements in the organization will also positively influence the productivity and business operations of Marks and Spencer.
Environmental Factors
The environmental factors include the demographics, tourism, and culture. The demographics of the UK is a positive contributor to the business in UK. As reported by National Statistics, that 40.55 percent of the population is youngster and are under 25-54 years. People pf this age will earn more and will purchase more. This huge share from the market will impact positively on the business of M&S. Besides this, the people are demanding more eco-friendly goods, so introducing green concept M&S can attract more customers.
Legal Factors
The legal factors that impact the organization are the laws and legislation for the employee and wage management. Therefore, for M&S it is necessary to comply all these rules and laws.  Being in the retail industry, M&S also need to comply with Safety and Health law because, M&S is also dealing in food retailing, so it must follow the food safety act. (Marks and Spencer, 2017). In the UK, price regulations have led to diminished price competition for M&S. According to the report by insolvency service, those businesses who do not comply with government laws and regulations will go to bankruptcy (The Insolvency Service, 2018).
On the other hand. If M&S comply with all laws and regulations will get more benefits. 
Task -2- Cultural Web and its Importance
The Cultural Web is an instrument to design the organizational culture, it also provides the way to look the factors that affect the culture of an organization. A culture web helps the organization: to surface about why and how the things are done.
To identify the impedances and the alignments by notifying the points of sickness and factors that support; and to plan for Changes in the current culture and mapping for the future culture. 
Cultural Web of the M&S
The Paradigm
M&S, it cores competency is to provide the high quality "British" products at affordable prices like giving value for money. The culture now at the M&S is no more top Top-down management control system, bureaucratic culture, the culture is redesigned as the flat structure to reduce the bureaucracy & give employees more authority to enhance skills by encouraging them to make decisions. Before, 2000 all the top executives were like the family. But later for the first time in 2000 at M&S someone was appointed from the outside of the company on the Chairman’s position.
  	Stories
In 1880, Michel marks first set up his "penny stalls". Later Cashier of the supplier of Marks and Tom Spencer became partners and since then M&S grew rapidly. It is famous for the quality,and in 1990 first time earned the top profit of £1bn.

Symbols   
'It is headquartered in London 'St Michael’ logo and M&S' Brand as a sign of quality      Executives have high prestige and the status. Stores are in mist of the high streets of the UK.
Power Structures  
M&S has central power structure and all the powers are with the head office. It has the power to design stores, train staff, plan the logistics, audit and fiancé and quality standards, etc. Richard Greenbury and Simon Marks both leaders have the autocratic leadership style.
Control Systems: 
Management system at M&S is Top-down, Prize system by encouragement life employees to become executives, and managers.  Very often the outsiders are being appointed in top management positions.
Rituals and Routines  
Specialist purchasers in head office choose clothes varieties instead of getting response from store managers. “Livened up” employee boldness. Procuring quality products, British, for sensible price. The rituals and practices involved in the M&S culture were very influential. Especially in the mid-90s, when the routine took root and led the organization to focus on day-to-day activities. As M&S is an established organization, it is imperative that a specific way of working is developed.

Organisational Structures
Had a Hierarchical and centralised structure, but now changed to flatter organizational structure. The organizational and power structure of M&S began in the early years when Simon Marx took over the management of the business. As a strong leader and personality, he built up a series of structures where decisions and control were made by top leaders and everyone worked on different “commands”. This structure strongly influenced M&S culture until the late 1990s.
With the rapidly changing technology, M&S has also the many plans to go parallel with world. They have plans for going digital. Organizational culture has been more improved by the aid of technology, All the employees of M&S around the world feels like the same home culture, They are digitally connected and each of them knows the practices and organizational actives of the other stores, The culture has become unified with the aid of technology..
 
Task 3 - Ethical Dilemma
An ethical dilemma / Moral dilemma or (ethical paradox) is an issue, arises when making a decision of choosing between to available options, but from ethical point of view both are not acceptable (Shapiro, and Stefkovich, 2016). An individual in the course of life faces many moral and ethical problems, usually many of them have the simple and straightforward solutions. Contrary, ethical or moral dilemma is not so simple and cannot be solved in such easy way. Therefore, it is not such an easy task for everyone to find out the solution. Each individual may face these ethical dilemmas in personal, in social, personal and professional life (Lemoine, Hartnell, and Leroy, 2019).
From the point of view of the business, Ethical dilemma is very significant in professional life, and in organizational environment where it occurs most often. There are some organizations which comply with their own ethical standards or the codes of conduct. Violation of these codes of ethic may lead to disciplinary sanctions.
In the organization, most often all the aspects can become the ground for ethical dilemmas. Such as relationship with management, co-workers, business partners, and the customers. When the managers in the organization are unable to find the optimal way, it may have severe impact on the business. Strict ethical standards are needed to solve the ethical problems, in the organizations. It is necessary for the business to demonstrate the concerns regarding the ethical issues in the organization. Ethical trainings to the employees may be provided to reduce these problems 
Here are some example of the Ethical dilemma in the business; Unsafe, workplace, in the business ethics establishing and ideal working condition is major issue. Everyone wants to work in an ideal situation, which is risk and hazards free. However, development of such systems takes a lot cost. But companies do not do that and save cost providing an inefficient and unsecure workplace. 
Discrimination is another example of the ethical dilemma. In ideal situation world is free of discrimination, but in real situation discrimination is present. In the business setting people are not hired or hired on the basis of other aspects regardless of qualification.
Other examples are Espionage, falsification, Breach of privacy, nondisclosure. Improper use of social media. Corporate Research violation, bad accounting practices. 
Ethics and code of Conduct at M&S
At M&S the code of ethics and the behaviors of the employees is “Enhancing Lives, Every Day”. This line reflects the ethics and standard of the M&S, which are used to establish and maintain the Organizational culture of the M&S. Regardless of their position, every employee of the M&S is expected to ensure the ethical and morally acceptable working practices (McCabe et al., 2016). In the national as well as the international market, M&S has upheld the highest business standards. Policy of the firm emphasis every individual to ensure the integrity and the honesty in every business operation. Company inspires and motivates their employees to get their best. Company also welcome innovation and that help the company bring new ethical and standard business methods. 
Ethical Dilemma at M&S

In the business world, for an organization it is most difficult to comply each and every code of ethics all the time. When any business operates beyond the borders, it would become more complicated and more difficult.  Here are the evidences that shows the ethical dilemma of the M&S. In a report by campaign group Labour Behind The Label (LBTL), with the title “Do We Buy It?”, exposed that workers at many production facilities in under developing countries were below the living wages, as well as they were in not good health at most of the time. Although M&S is known for ‘Britain’s Most Ethical High Street Retailer for Clothing’, yet workers in India, Sri Lanka and, Bangladesh factories, these factories produce the clothes for M&S, but they are not still paid full amount equal to living wage, in addition the workers are urge to work for up to 100 hours of overtime per month to fulfil the order quota. Here M&S in order to cut the cost of production, unethically choose the option of reducing the salaries, and also getting the more overtime from the workers both of these actions are the violation of ethical code of conduct (Gallaghe, 2018). Here the two ethical dilemmas were, first the in cutting cost, violating the Minimum wage laws, and on the same time the workers are being forced to work overtime up to 100 hours, this is the violation of health, safety and welfare act 2005.
Third Ethical Dilemma is the avoidance from the tax and have made tax avoidance strategies. Ethical consumer’s survey has found that M&S have a Hong Kong bases holding company, with subsidiaries in Hong Kong, Cambodia, Macao. Another holding company with a subsidiary in India is based in Singapore. There 6 more Germany based companies, even more, seven and six in Jersey and Singapore respectively. 
The advantages behind these three ethical dilemmas for the M&S is to cut the production cost and taxes to earn more net profit. Cons of these unethical dilemma are many worse, the violation of state and human laws, the company may face severe problems in the long run for these practices. Consumers are aware of these unethical practices and will consequently not prefer to purchase at M&S.
Conclusion and Recommendations
Organizational culture in any organization is more important and a well-designed culture may improve the organizational efficiency, by encouraging and engaging the employees in the cultural web. M&S has a well-structured and more centralized structure. Where all the powers lie with the head office. Being a retail firm S&M have complied with most of the policies and regulations in their all national and international operations.
It is now recommended to M&S that unethical dilemmas that have been pointed above, may have adverse impact on the efficiency of the organization in the long term. They will bring the brand image down if not adhered on the time. More centralized structure will also a threat to lower level employee's growth and innovative culture will not get boost in this structure, there decentralization at departmental level is highly recommended with a chromatic leadership style. 
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