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[bookmark: _Toc1762443816]Introduction
This analysis compares two contrasting organisations within the hospitality sector: a multinational hospitality chain and a small independent restaurant. The multinational chain operates with a global presence, structured hierarchies, and formal systems designed to ensure consistency across diverse markets (Mintzberg, 1993). In contrast, the independent restaurant relies on flat structures, trust-based relationships, and community-driven values to sustain performance and customer loyalty (Alvesson, 2012). The purpose of this analysis is to explore how organisational culture, ethics, and informal networks shape behaviour and decision-making in these settings. Culture typologies, ethical frameworks, and the role of informal relationships are examined to highlight differences and similarities in how each organisation manages challenges and opportunities (Schein, 2017). This comparison is highly relevant to the development of a high-performance culture, as ethical behaviour and trust-based networks are increasingly recognised as critical drivers of resilience, innovation, and long-term success (Cameron & Quinn, 2011). By evaluating both organisations, lessons can be drawn on how culture and ethics influence performance and how each can adapt to strengthen ethical decision-making and organisational outcomes.
[bookmark: _Toc1088762999]Organisational Culture & Context
[bookmark: _Toc709635208]What is Organisational Culture?
Work culture can be understood as the collective values, norms and practices that guide how employees behave and interact within an organisation. It reflects both formal systems, such as leadership and policies and informal aspects, including trust, communication and workplace relationships. A positive work culture fosters collaboration, ethical behaviour and performance, while a negative one can lead to dis-engagement and conflict. Deal & Kennedy (2000), emphasise that culture is expressed through organisational rites and rituals, while Cameron & Quinn (2011) highlight how competing values shape cultural dynamics and performance. Alvesson (2012) further argues that culture is not static but continuously constructed and interpreted by members of the organisation. Ultimately, work culture provides the “social glue” that shapes organisational identity and influences how work is experienced day to day.
[bookmark: _Toc2051429143]Models Defining Organisational Culture
Organisational culture is the set of shared values, beliefs, ideas, behaviours and symbols that affect how people work together, make choices and deal with problems inside and outside the company. The following models show understanding of organisational culture through multiple perspectives:
[bookmark: _Toc727934865]Schein’s Layers of Culture
Edgar Schein (1980) proposed that organisational culture exists at three levels:
· Artifacts: visible elements such as dress code, office layout and rituals. Espoused values: stated principles, strategies and goals.
· Underlying assumptions: deeply ingrained beliefs that unconsciously guide behaviour. 
This model highlights how culture is both visible and hidden, shaping decision-making and interactions. In a large multinational hospitality chain, artifacts may include formal uniforms, structured training programmes and standardised procedures, reflecting stability and compliance. In a small independent restaurant, artifacts might be informal dress codes, flexible routines and personalised customer service, reflecting adaptability and creativity. This shows how context shapes visible practices and deeper assumptions.
[bookmark: _Toc1469380636]Handy’s Culture Types
Charles Handy (1995) identified four organisational culture types:
· Power culture: authority concentrated in a central figure.
· Role culture: structured, rule-based and with clear hierarchies.
· Task culture: teamwork and problem-solving dominate.
· Person culture: individual expertise and autonomy valued. 
This typology shows how organisations differ in control, collaboration and flexibility. A multinational chain often reflects a role culture, with clear hierarchies and defined responsibilities. A small restaurant may lean towards a support or task culture, where teamwork and informal relationships drive performance. This highlights how organisational size and structure influence cultural type.
[bookmark: _Toc204213400]Hofstede’s Cultural Dimensions
Geert Hofstede’s framework (1980, updated 2011) identifies six dimensions of national and organisational culture:
· Power distance (acceptance of hierarchy)
· Individualism vs collectivism
· Masculinity vs femininity (competition vs care)
· Uncertainty avoidance (comfort with risk)
· Long-term vs short-term orientation
· Indulgence vs restraint
Hofstede’s model explains how values shape organisational behaviour through dimensions such as power distance, individualism vs collectivism, and uncertainty avoidance. In a large multinational hospitality chain, high power distance may be evident, with employees accepting hierarchical authority and formal decision-making. In contrast, a small independent restaurant may show lower power distance, where staff interact more equally and rely on informal networks. Collectivism is often stronger in smaller organisations where teamwork and loyalty drive performance, while larger organisations may emphasise individual accountability within structured systems (Hofstede, 2001). Uncertainty avoidance also differs, multinational chains often reduce risk through strict procedures, whereas smaller restaurants may adapt flexibly to changing circumstances. These differences highlight how organisational context shapes culture and ethical behaviour.
[bookmark: _Toc1180895141]Johnson & Scholes’ Cultural Web
Johnson and Scholes (1992) developed the Cultural Web to map organisational culture through six elements:
· Stories (narratives about the organisation)
· Symbols (logos, office design, dress codes)
· Rituals and routines (daily practices)
· Control systems (measurement and reward structures)
· Organisational structures (hierarchy and reporting lines)
· Power structures (who holds influence)
At the centre lies the paradigm - the shared assumptions that define “how things are done.” In a multinational chain, stories may emphasise global success and brand consistency, with rituals centred on formal training and audits. In a small restaurant, stories may focus on local reputation and customer loyalty, with rituals shaped by daily teamwork and informal communication. This illustrates how organisational narratives and routines reinforce different cultural paradigms.
[bookmark: _Toc973723491]Trompenaars’ Corporate Cultures
Trompenaars’ model is a framework for understanding cultural differences, it includes both a model of 4 corporate cultures and 7 dimensions of national culture:
· Family (hierarchical, person-oriented)
· Eiffel Tower (structured, role-oriented)
· Guided Missile (task-focused, all people are equal and deserve equal rights and opportunities)
· Incubator (creative, person-focused)
Trompenaars and Hampden-Turner (1998) outlined seven dimensions of culture:
· Universalism vs particularism (rules vs relationships)
· Individualism vs communitarianism
· Specific vs diffuse (separating vs integrating work/personal life)
· Neutral vs emotional (emotional expression)
· Achievement vs ascription (status by results vs position)
· Sequential vs synchronic time
· Internal vs external control (control over environment vs adapting to it) This model emphasises how cultural differences affect communication and management.
Trompenaars & Hampden-Turner (1998) describe orientations using 7 dimensions and four corporate culture types, that explain how organisations structure relationships, authority and work practices. These cultures highlight differences between organisations and provide a useful framework for comparison. Trompenaars’ model shows how organisational culture influences relationships, trust, and ethical behaviour. In a Family culture, common in small independent restaurants, ethics are shaped by loyalty and personal trust, with informal networks guiding advice and decision-making. In contrast, a large multinational chain often reflects the Eiffel Tower culture, where ethics are formalised through rules, procedures, and hierarchical authority. The Guided Missile culture emphasises equality and task achievement, meaning ethical behaviour is linked to fairness and shared goals, while the Incubator culture values creativity and personal growth, with ethics emerging from individual responsibility and informal collaboration. This comparison highlights that smaller organisations rely more on informal networks to shape ethical behaviour, while larger ones depend on formal systems. Each can learn from the other, structured organisations can benefit from trust-based networks, while smaller firms can strengthen consistency through formal ethical frameworks. According to Jackson (2016) cultural context strongly influences ethical behaviour, with informal networks playing a larger role in smaller, relationship-driven organisations. Schwartz (2013) argues that sustaining an ethical corporate culture requires both formal systems and informal values, showing how larger organisations can learn from trust-based networks, while smaller firms can benefit from structured ethical frameworks.
Culture can be defined as the shared values, assumptions and practices that shape behaviour in organisations. These models provide complementary perspectives: Schein explains layers, Handy categorises types, Hofstede and Trompenaars highlight cross-cultural differences and Johnson & Scholes map cultural influences within organisations. Together, they offer a comprehensive toolkit for analysing and comparing organisational culture. Comparing organisations through these models shows that work culture is context-dependent, large, formal organisations often emphasise structure, hierarchy, and consistency, smaller, informal organisations emphasise flexibility, relationships and adaptability. Each can learn from the other, structured systems can improve reliability in smaller firms, while informal networks can enhance engagement and ethical decision-making in larger organisations.
What is Organisational Context?
Organisational context refers to the internal and external conditions that shape how an organisation functions and develops its culture. These conditions include factors such as industry, size, structure and leadership style, which influence the values, behaviours and practices within the workplace. For example, a highly regulated industry often produces a more formal, rule-based culture, whereas smaller, creative organisations may encourage flexibility and innovation. Leadership style is particularly significant, as it sets behavioural expectations and can either reinforce hierarchical control or promote collaboration (Cameron & Quinn, 2011).
Context shapes culture by providing the environment in which organisational norms and practices emerge. External pressures such as market competition, regulation and social expectations interact with internal dynamics like employee relationships and management systems. Hatch & Cunliffe (2013) argue that organisational culture cannot be separated from its broader context, as culture is continuously influenced by symbolic and structural conditions. Schneider et al (2013) emphasise that organisational climate and culture are products of contextual forces, which determine whether culture evolves towards stability and control or adaptability and innovation.
Organisational context plays a critical role in shaping culture, and differences in industry, size, structure, and leadership style often explain why two organisations develop distinct cultural identities. For example, a large multinational hospitality chain operating in a highly regulated environment may adopt a role-oriented culture with strong formal systems, policies and hierarchical structures. This context encourages consistency, compliance and efficiency, but may limit flexibility. In contrast, a small independent restaurant may operate within a more informal, creative context, where leadership is hands-on and communication flows through trust-based networks. This often produces a support or achievement culture, where collaboration, innovation and personal relationships drive performance.
Cameron and Quinn (2011) argue that organisational culture is shaped by competing values within its context, meaning that external pressures (e.g., regulation, competition) and internal dynamics (e.g., leadership style, staff relationships) interact to determine cultural outcomes. Hatch and Cunliffe (2013) highlight that context provides the symbolic and structural conditions through which culture is interpreted, while Schneider et al (2013) emphasise that organisational climate and culture are inseparable from contextual forces. Alvesson (2012) stresses that culture is continuously constructed and reconstructed through everyday practices, making context central to its evolution. Deal and Kennedy (2000) further illustrate that rituals and routines, shaped by industry and organisational size, reinforce cultural norms. Denison (1990) adds that organisational effectiveness is directly linked to how well culture aligns with contextual demands, such as adaptability in dynamic markets, therefore, differences between organisations are not accidental, but emerge from the environments in which they operate. One organisation can learn from the other by recognising how context influences strengths and weaknesses. For instance, the multinational may benefit from adopting more informal trust-based networks to enhance ethical decision-making and staff engagement, while the smaller business could learn from the structured systems of the larger organisation to ensure consistency and scalability.
[bookmark: _Toc796309883]Critical Assessment of Each Organisation
[bookmark: _Toc1701962656]Multinational Hospitality Chain Organisation
Applying Handy’s culture types, a multinational chain often reflects a Role culture, where authority is defined by position and rules dominate (Handy, 1993). Formal relationships are shaped by hierarchical structures, standard operating procedures, and compliance systems. Informal networks exist but are secondary, often forming around problem-solving or peer support within departments. Denison (1990) says that these kinds of organisations put a lot of stress on stability and consistency, which fits with a bureaucratic culture that values control. Ethical behaviour is reinforced through formal codes of conduct and monitoring systems, which Butterfield et al (1998) argue are essential for sustaining integrity in large, complex organisations.
By applying Trompenaars’ Corporate Cultures such organisations often align with the Eiffel Tower culture, which is structured and role oriented. Authority is based on position, tasks are clearly defined, and efficiency is achieved through rules and systems (Trompenaars & Hampden-Turner, 2012). Rituals include formal training and audits, symbols are global branding and uniforms, and stories emphasise corporate success and consistency.
A large chain typically reflects a role culture, where authority is defined by position and rules dominate (Handy, 1995). This culture is characterised by clear hierarchies, standard operating procedures and strong compliance systems, that ensure consistency across diverse locations. Formal relationships are shaped by reporting lines and structured processes, while informal networks remain secondary. Ethical behaviour in these contexts is usually formalised through codes of conduct and compliance mechanisms, which Kaptein (2008) argues are essential for maintaining integrity in large, complex organisations.
In a large chain, formal relationships are primarily shaped by hierarchical structures, standard operating procedures, and compliance systems. Authority flows through reporting lines, and communication is often centralised to ensure consistency across global operations. This reflects a bureaucratic organisational climate where stability and control dominate (Mintzberg, 1993). Informal relationships, however, still play a role. They often emerge within departments or across teams to solve problems, share advice, or navigate complex processes. Krackhardt & Hanson (1993) highlight informal networks provide the “company behind the chart,” enabling employees to access support and information outside formal structures. These networks complement formal systems but remain secondary in shaping behaviour.
[bookmark: _Toc105467034]Small Independent Restaurant
Using Johnson and Scholes’ Cultural Web, the restaurant’s culture is reinforced through everyday practices and symbols. Rituals include daily teamwork and informal routines that shape how tasks are completed. Symbols are found in personalised service and the restaurant’s local reputation, which represent its identity to both staff and customers. Stories emphasise customer loyalty and creativity, reinforcing values of trust and innovation. The power structures are flat, with leadership being accessible and collaborative, while control systems are minimal, relying on trust rather than rigid procedures. This creates a relational climate where informal networks play a central role in shaping behaviour. 
Applying Hofstede’s Dimensions to the small independent restaurant reflects low power distance, meaning staff interact more equally and leadership is hands-on. Authority is not heavily centralised with employees feeling more comfortable engaging directly with managers. This creates a collaborative environment where communication flows openly across levels. In addition, stronger collectivism is evident, as teamwork and loyalty drive performance. Staff members rely on one another to achieve shared goals, and the emphasis is placed on group success rather than individual achievement (Hofstede, 2001).
A small independent restaurant typically reflects a support culture, where collaboration, trust and shared values drive performance. Leadership is hands-on and accessible, with staff working closely together to achieve shared goals. Formal structures are minimal, and flexibility in roles allows employees to adapt quickly to daily challenges. According to Kotter & Heskett (1992), cultures that emphasise adaptability and shared values are more responsive to change, which suits smaller, dynamic organisations. Informal networks also play a central role in shaping organisational climate, as Cross and Parker (2004) highlight, enabling faster co-ordination and ethical sense making through peer relationships. Research shows that smaller organisations often rely on strong interpersonal relationships and informal networks to sustain performance. Deal and Kennedy (2000) highlight that cultures built on trust and teamwork foster resilience and creativity. Kotter and Heskett (1992) argue that supportive cultures encourage adaptability and customer-focused innovation, which are critical for independent restaurants competing in dynamic markets.
In a small restaurant, formal relationships are minimal, with flat structures and flexible roles. Leadership is hands-on, and communication flows directly between staff and managers. This creates a participative climate where authority is less rigid, and decisions are often made collaboratively (Kotter & Heskett, 1992). Informal relationships dominate, built on trust, daily collaboration and shared responsibility. Staff rely on peer networks for advice, co-ordination and ethical decision-making. Cross and Parker (2004) emphasise that such informal networks are critical in smaller organisations, enabling agility, creativity and resilience with culture reinforced through stories of teamwork and customer loyalty.
[bookmark: _Toc1885737455]Environmental Analysis
SWOT Analysis Humphrey (1960)
	Factor
	Multinational Hospitality Chain
	Small Independent Restaurant

	Strengths
	Global brand recognition; economies of scale; consistent service standards
	Flexibility; personalised service; strong customer loyalty

	Weaknesses
	Bureaucratic structure; high operating costs; limited adaptability
	Limited resources; dependence on local demand; less formal systems

	Opportunities
	Expansion into emerging markets; digital innovation; sustainability initiatives
	Local sourcing; community engagement

	Threats
	Intense global competition; economic downturns; crises (e.g., pandemics)
	Competition from chains; rising costs



[bookmark: _Toc1871884937]PESTLE Analysis Aguilar (1967)
	Factor
	Multinational Hospitality Chain
	Small Independent Restaurant

	Political
	Global operations influenced by government regulations, trade policies, and labour laws; compliance culture reinforced 
	Local council policies, food safety regulations, and community politics shape ethical practices and trust 

	Economic
	Sensitive to global economic cycles, exchange rates and tourism demand; efficiency and cost-control dominate culture 
	Dependent on local economy and customer spending; ethics tied to fair pricing and sustainable sourcing (Kotler & Keller, 2016).

	Social
	Diverse workforce and global customers require inclusive policies; ethics shaped by multicultural awareness (Hofstede et al., 2010).
	Strong community ties and customer loyalty; ethics shaped by personal relationships and local values

	Technological
	Heavy investment in digital booking, CRM and automation; culture emphasises innovation and compliance with data ethics (Porter, 2008).
	Limited resources but use of social media and POS systems; ethics shaped by transparency and customer engagement (Chaffey & Ellis-Chadwick, 2019).

	Legal
	Strict adherence to international labour, health & safety, and corporate governance laws; compliance-driven ethics (Kaptein, 2008).
	Local licensing, food hygiene, and employment law shape culture; ethics reinforced through trust and accountability (Spencer & Waring, 2019).

	Environmental
	Global sustainability pressures (carbon footprint, waste reduction) drive formal CSR programmes; ethics linked to corporate responsibility (Bansal & Song, 2017).
	Local sourcing and waste management practices influence culture; ethics shaped by community sustainability values (Jones et al., 2016).



[bookmark: _Toc422243814]The McKinsey 7S Framework 
This framework helps evaluate whether the seven elements of an organisation are aligned to support culture, ethics, and performance. 
Strategy: Multinational chains focus on global expansion and efficiency, while small restaurants emphasise local differentiation and customer loyalty. Alignment requires strategy to match resources and market scope (Jurevicius, 2025).
Structure: Chains adopt hierarchical structures with clear reporting lines; independents use flat, flexible structures. Structure must align with strategy to avoid inefficiency (Peters & Waterman, 1982).
Systems: Large chains rely on formal systems (compliance, audits, IT platforms), while independents depend on informal routines and direct communication. Systems should reinforce consistency and trust (Harvey, 2020).
Shared Values: Chains emphasise brand standards and corporate responsibility; independents value community, creativity, and loyalty. Shared values guide ethical behaviour and cohesion (Tracey & Blood, 2012).
Style: Leadership in chains is formal and managerial; in independents, it is participative and hands-on. Style must reflect values and support staff engagement (Mintzberg, 1993).
Staff: Chains employ diverse, specialised staff with formal training; independents rely on multi-skilled staff with strong interpersonal ties. Staff alignment ensures capability matches organisational needs (Barney, 1991).
Skills: Chains emphasise technical, managerial, and compliance skills; independents focus on customer service, adaptability, and creativity. Skills must align with strategy and values to sustain performance (Grant, 2019).
This evaluation shows that alignment across the 7S elements is critical. Large chains rely on formal systems and structures, while small restaurants depend on flexibility and shared values. Both must ensure strategy, staff and skills are consistent with their organisational climate.
[bookmark: _Toc609866157]Ethics & Ethical Behaviour
Ethical behaviour in organisations refers to actions and decisions that align with moral principles, fairness and integrity, guiding how employees and leaders interact with stakeholders. Ethical behaviour involves acting responsibly, respecting others and ensuring decisions are consistent with organisational values and societal expectations. It underpins trust, reputation, and long-term success (Ferrell et al., 2019). In practice, this includes honesty, fairness in treatment, compliance with laws and accountability for outcomes (Crane & Matten, 2016).
Consequentialist and Non-consequentialist Perspective
From a consequentialist view, the morality of an action is judged by its outcomes. In organisations, decisions are considered ethical if they maximise positive results, such as profitability, stakeholder satisfaction, or social good (EBSCO, 2024). 
A non-consequentialist view argues that actions are ethical based on duties, principles, or intentions, regardless of outcomes. In organisational settings, this means following rules, respecting rights, and acting with integrity even if results are less favourable (Kamm, 2007). Deontological ethics, for example, emphasises obligations such as honesty and fairness over profit-driven outcomes (Gustafson, 2018).
Factors Shaping Ethical Behaviour
Leadership Style - Leadership strongly influences ethical behaviour. Transformational and participative leaders foster integrity and accountability, while authoritarian styles may prioritise compliance over values (Brown & Treviño, 2006).
Organisational Values and Attitudes - Shared values and cultural attitudes guide decision-making. Organisations with strong ethical climates embed fairness, responsibility, and respect into daily practices.
Communication Norms - Transparent communication supports ethical behaviour by reducing ambiguity and encourages being open. Poor communication can lead to ethical lapses or concealment of misconduct (Christensen et al., 2011).
Informal Networks - Trust, peer influence and advice exchanged through informal networks shape ethical behaviour beyond formal rules. These networks reinforce norms and provide guidance in ambiguous situations (Clegg et al., 2007).
[bookmark: _Toc83371362]Ethical Decision-Making
Informal relationships play a critical role in shaping ethical behaviour. They provide guidance in ambiguous situations, reinforce shared values and often determine whether employees speak up or remain silent about dilemmas (Mayer et al., 2012). Peer networks can encourage ethical conduct by modelling integrity, but they may also enable misconduct if group norms tolerate it (Treviño et al., 2006).
In large chains, ethical dilemmas are typically handled through formal codes of conduct, compliance systems and monitoring. Informal networks exist but are secondary, often used for peer support or navigating complex procedures. Ethical choices are influenced by hierarchical authority and structured reporting, with informal advice helping employees interpret rules in practice (Kaptein, 2011). In small restaurants, ethical dilemmas are often resolved through informal relationships. Trust, loyalty and peer influence dominate, with staff relying on daily collaboration and shared responsibility. Ethical choices are shaped by personal relationships and community values rather than formal codes. Informal networks provide flexibility and quick resolution, but they may lack consistency compared to formal systems (Valentine & Barnett, 2007). In large chains, ethical dilemmas are handled formally, with informal networks offering interpretation and support. In small restaurants, ethical dilemmas resolved informally, with trust and peer influence guiding choices.
[bookmark: _Toc275229200]Developing a High-Performance Culture
Integrating ethical behaviour and trust-based informal networks are essential for building a high-performance culture. When employees act with integrity and rely on peer support, organisations strengthen collaboration, innovation and resilience. Informal networks provide guidance and reinforce shared values, complementing formal systems and helping staff navigate ethical dilemmas. Ethical climates also enhance employee commitment and reduce misconduct, directly supporting organisational performance (Sims, 1992). The strategic recommendations are to align culture with performance goals such as embedding fairness, responsibility and collaboration into everyday practices (Denison, 1990). Strengthening ethical leadership with leaders modelling integrity and encouraging open dialogue to reinforce ethical standards (Ciulla, 2004). Support informal networks by encouraging peer mentoring, trust, and advice-sharing to complement formal systems and improve adaptability (Ibarra, 1993).

[bookmark: _Toc744253859]Conclusion
The comparison between the multinational hospitality chain and the small independent restaurant highlights how culture and ethics shape organisational success in distinct ways. The large chain's role culture relies on hierarchy, formal systems and compliance, ensuring consistency but limiting flexibility. In contrast, the restaurant’s support culture thrives on trust, teamwork and informal networks, fostering adaptability and customer loyalty (Handy, 1995). Ethical behaviour patterns differ, large organisations depend on formal codes and monitoring, while smaller ones rely on personal relationships and community values. Informal networks play a secondary role in chains but are central to independent restaurants, guiding daily collaboration and ethical choices (Kaptein, 2017). These differences stem from environmental pressures, leadership styles and strategic contexts (Johnson et al., 2017). Ultimately, both organisations demonstrate that culture and ethics are critical drivers of performance. High-performance cultures emerge when ethical leadership, shared values and trust-based networks align with strategic goals. Multinational chains can learn to integrate more relational trust, while independents can benefit from adopting light formal systems to reinforce consistency. Success depends on balancing formal structures with ethical climates and informal support systems that sustain resilience and innovation (Denison, 1990).
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