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Task 01
[bookmark: _Toc78563441]Introduction 
This assignment is intended to critically assess the cultural as well as the contextual aspect of the chosen organisation in order to evaluate the operational principle of the organisation on the basis of its broader environmental and organisational domains. This study will also utilise some of the essential tools to analyse the efficiency of the organisation to assess its organisational and environmental strategies. Lastly, the study will critically appraise the ethical as well as cultural behaviour of the higher entities while comparing it with one of the potential competitors. In order to acquire the settled goals of the study, this report will focus on the renowned café in the UK. As per the recent updates, the COSTA coffee has been under the harsh influence of the coronavirus outbreak. In September 2020, COSTA coffee announced cutting around 1500 jobs while losing approximately 3,000 employees and shutting 30 outlets of COSTA Coffee to condense their budget (James, 2020). The author of this study will incorporate some of the potential tools to evaluate the strengths and weaknesses of COSTA via Porter’s five force model (Sarsby, 2016). While assessing the political, sociological, economical, technological, legal and environmental aspects of the selected organisation, this report will administer PESTLE Analysis (Perera, 2017). In compliance with these assessment tools, the author of this report will propose an adequately evident conclusion discussing the recent status of the selected company as well as portraying the influence of coronavirus outbreaks globally. This report will discuss the preventive measures taken by the company to sustain the potential damage caused by the sudden outbreak of novel viral strain. Furthermore, on the basis of comparative analysis with the potential competitor of COSTA Coffee, i.e. Starbucks and Tea Garden, this essay will suggest some of the potential measures that COSTA Coffee would have adopted to minimise the adverse effect of the global pandemic.  

[bookmark: _Toc78563442]Business environmental scanning and analytical tools 
PESTLE analysis is typically considered as a formally developed framework used to critically evaluate key factors, i.e. the macro factors influencing an industry. As the term itself represents, PESTLE indicates political, economic, social, technological, legal and environmental factors (Perera, 2017). This specified tool facilitates the companies to develop a formal impression of highly influenced factors that may directly or indirectly affect the performance of the business (Sarsby, 2016). As far as the use of PESTLE analysis is concerned, the tool is evidently efficient to analyse strategic as well as systematic aspects of a particular business and evaluate the prospects, opportunities and risks within a justified setting. However, while comparing the PESTLE analysis tool to the SWOT analysis, SWOT helps to evaluate internal processes while PESTLE effectively facilitates the evaluation of external factors and their impact on the progression of the company in the longer term (James, 2020). The tool under consideration, i.e. PESTLE analysis, can easily be used for small as well as large scale businesses and even projects independently. 
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Figure 1 Elements of PESTLE analysis
The next essential tool that will be used is Porter's five forces. The model, in particular, can be elaborated as the precisely designed model that can efficiently identify as well as evaluate five highly influencing forces that are evidently altering the industry each day. Precise evaluation of those specified forces eventually helps to determine the potential strengths and weaknesses, which may directly or in collaboration with other factors affect the progression and performance of the industry or business. Discussing the use of analytical tools, (Perera 2017)stated that the use of the specialised tool is essentially effective against the identification of the core structure of the industry as well as to know the strategies of targeting corporates. The five force model proposed by Porter is easy to administer over any segment of the economy, with intend to identify and understand potential competitors and rivals within similar industries. The use of five porter forces and results generated by the model is evidently essential for the long term progress and profitability of the concerned company. As per (James, 2020) Porter’s five force has been used widely to study and evaluate the internal structure of the targeted industry.  Forces identified within porter’s model are all essentially undeniable forces that are heavily altering and forming industries and markets globally. 
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Figure 2 Porter's five force model
It is expected that the identified forces can eventually help the businesses to grow and prosper via elevated profits and sale production (Tan, 2016). However, the companies and brands are supposed to monitor and evaluate all of the essential influences periodically in order to adapt to the recent changes and to administer essential measures.  
[bookmark: _Toc78563443]PESTLE Analysis 
The PESTLE analysis for the brand COSTA Coffee is as follow:
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Figure 3 PESTLE Analysis of the coffee industry
[bookmark: _Toc78563444]1. Political factors
The brand COSTA coffee stands among the leading internationally recognised brand across the world. Despite international acknowledgement, the political factors influence the brand's performance that political influence tends to vary from country to country. As per the facts presented within the official website of the company, the brand operates its outlets across 32 countries, where each of the outlets is supposed to obey the rules and regulations settled by the government of that particular country (CIPD, 2020). In the case of an efficient and friendly government, the corporate-related taxations would be appropriate as well as the brand would be facing leniency and least restrictions. Moreover, it would be easier for the brand to acquire a working licensee. However, if the situation gets altered, the process to operate their outlet would be a lot more difficult (Grundy, 2016). For instance, the working policies and regulations in China are quite cheaper, with intend to attract customers. However, if the situation shuffles, the focus of government diverts towards the people, then working within the region of China would be a lot more difficult. 
[bookmark: _Toc78563445]2. Economic factors
However, the brand under consideration tends to expand its business globally, eventually encountering an extensive range of economic policies. However, the working grounds in developing countries are more likely to open various opportunities for the business to expand its roots while generating healthy revenue. Ferro (2014) stated that developing countries like China are considered among the premium grounds for the company, so they may generate healthy revenue. As evident, COSTA Coffee is functioning efficiently in China, as they are expecting to expand their network up to 1200 stores by the year 2022.
[bookmark: _Toc78563446]3. Social factors
Social trends and the environment tends to change rapidly than any other factor. As far as COSTA Coffee is concerned, the social trends affect the company drastically. The changes enforced by social aspects are more likely to disrupt the flow of income or alter the preferences of the potential buyers. Social factors are considered as the opportunities as well as a threat for the company, as it allows the company to make space for themselves by offering and altering preferences of the buyer (COSTA, 2021). On the other hand, it also threatens the brand to divert their potential customers away. It is evident that in developing countries, the rise in income tends to alter the preference of the consumers, eventually opening a new opportunity for the company. For instance, consumers from China and India have switched towards snacks, food and coffee, preferably dining out. Where a greater chunk of the middle-class community prefers to hang out at cafes, creating a premium opportunity for the brand COSTA Coffee to expand their business (Matos, 2018), on the other hand, the increased influence of healthy food and the go-green concept has made it a lot difficult for the brand to sustain their productivity with a positive tag. 
[bookmark: _Toc78563447]4. Technological factors
Companies across the world are investing heavily to sustain the ongoing evolution of advanced technological trends in order to survive this cutthroat competition of technology. As per Zeller (2020), the company has invested a handsome amount into their core systems, such as HR and payroll procedures. The brand under consideration has also been investing a lot to contain a healthy pace with this advanced technology-based race. As evident from Grundy (2016), the brand COSTA Coffee are effectively utilising "Ceridian's Dayforce Workforce Management Technology” to manage the schedule of their staff as well as to manage the schedule of the delivery and purchase of essential products as well as for timely dispatch of the salaries of around 18000 employees. The management tool is also efficiently handling their retail business, COSTA Express and support centre. 
[bookmark: _Toc78563448]5. Legal factors
For local as well as internationally acknowledged companies, it is essentially important for their optimum productivity to comply efficiently with the legal framework settled by the governing sectors and judicial bodies. For instance, the legal legislation to treat the labourers with equity and the regulations concerning the basic human rights of the workers are among the challenging tasks for the brand (COSTA, 2021). However, as per the complaint launched by the employees of COSTA Coffee, the company is not following the rules and regulations enforced by the government of that particular region. The company fails to adhere to the optimum working hours and appropriate pay scale. 
[bookmark: _Toc78563449]6. Environmental factors
As the public is much more aware of climate change and healthy life practices, it has become a huge responsibility for the companies, specifically for the internationally acknowledged brands, to customise their service towards the sustainable one (Matos, 2018). COSTA Coffee has also invested and adapted towards healthy choices in order to contribute to the betterment of the environment.  To name a few, the brand has decided to practice recycling adequate volume takeaway cups to minimise the total waste and landfill.  
[bookmark: _Toc78563450]Porter’s Five Forces Model 
The companies, specifically the café, are in serious competition from their competitive rivals such as Starbucks.  According to Ferro (2014), the only way to achieve a competitive advantage is to utilise efficient measures and strategies to attract potential customers. In accordance with porter's five force model, there are the following aspects that need to get explored in order to retain customers. 
[bookmark: _Toc78563451]1. Threat of new entrants 
As per Matos (2018), brand awareness has a strong influence over the progression of the company, eventually casting a great threat to the brands within a similar industry. As the scale of the economy increases, the threat of new entrants increases exponentially over a waste range of brands, including coffee. Additionally, the knowledge, awareness and expertise over the operational functioning of the coffee and technology associated with it also impact the brand performance (Chatain, 2010). The factor of awareness, understanding and expertise is essentially considered as the opportunity as well as threat. Moreover, the low force of capital is among the essential factor for the companies. As far as COSTA Coffee is concerned, the force of the threat of new entrants is quite low, as the company has managed to develop and evolve on the basis of technologies and advancement. COSTA Coffee, over the period of affectivity, have efficiently evolved in all of the essential dynamics sectors along with trained (COSTA, 2021). The highly trained and expert staff members have managed to sustain efficient management of each outlet along with active operations. In addition, the band have also adapted towards the effective mechanism for better brand recognition and awareness among the targeted audience.
[bookmark: _Toc78563452]2. Rivalry among existing Competitors
Healthily stiff competition within the industry is considered highly incurred regarding the determination of the product price within a selected market. A great count of companies tends to enhance competition that eventually elevates the competition within the market (Chatain, 2010). Therefore, it is effective to consider that this force is significantly strong for the concerned brand, i.e. COSTA Coffee. As evidence, the company is in stiff competition with potential rivals such as Nero and Starbucks (COSTA, 2021).
[bookmark: _Toc78563453]3. Bargain power of supplier
The supplier's bargaining power is considered a strong force for the brand under consideration, as the force includes the bargaining power and its rate being noticed to be significantly low as a result of improved production of coffee beans in Brazil and Indonesia. 
[bookmark: _Toc78563454]4. Bargain power of supplier
As far as the power of buyer is concerned, the porter in his five force model considers the power of the buyer as the strongest force influencing the business. The force is considered to be essentially strong due to the influence of the decreased pattern of buying, where the buyer would only be buying limited to no products from the brand (CIPD, 2020). On the contrary, a decline within the pattern of cost can heavily influence the power of the buyers. 
[bookmark: _Toc78563455]5. Threat of substitute
 The threat of the potential substitute is among the strong force identified by the porter within his five force model. The force is considered strong for the brand as there are several factors that may influence and alter the preference of the customers. In the case of COSTA Coffee, the increasing preference of consumers towards hot chocolate and tea rather than coffee would be a great threat to the brand. It is also possible when the potential customers decide to switch or prefer any other product or brand (Tan, 2016).  
[bookmark: _Toc78563456]Critical evaluation of workplace culture 
As the structure of the organisation, cultural management is also important for the corporates. According to James (2020), organisational culture tends to explain the actions and protocols adapted and practices by the internal structure of organisations. However, it is believed that the organisational culture doesn't ever develop at once; it is a long process that takes time and effort and can easily be influenced by external as well as internal factors, including values, leadership and ethics etc. For effective management, even the human resource department largely depends upon the personalised attributes of the organisation and its cultural norms. For instance, in the case of COSTA Coffee, their values such as highly precise selection of coffee beans, emphasise sustainability, approaches towards minimum to zero wastage, customer service etc., have essentially significant impact on their performance and organisational culture, including their employees and customers (Ferro, 2014). As per the statements extracted from the official website of COSTA Coffee, the company is more likely to advocate for attributes such as diversity, passion, inclusion and acknowledgement towards the skilled and passionate individuals irrespective of any sort of bias. This cultural practice and value in practices by not only the upper management but by the entire team of COSTA Coffee, including staff members, management and board members. At COSTA Coffee, it is evident that they encourage and supports communities.
Concerning the quality and quality management within the cultural practices of the company, it is discussed by Zeller (2020) that the production of quality products and delivery of quality service is of utmost importance for the progression and reputation of the companies. Sustaining high quality can be highly beneficial for brand recognition as well as for the progress of the company. As far as COSTA Coffee is concerned, the brand has always been highly conscious regarding the quality of the products, as it is the pioneer factor for the brand to maintain a great reputation among the customers (Jennifer, 2021). At COSTA Coffee, customers have reported preferring COSTA over other brands due to its quality and sustainability. However, quality control is considered among one of the pioneering values of the COSTA Coffee, where the quality control for COSTA Coffee refers to the internal audits, preventive and effective measures and the cultural values embedded within the internal procedures, and the practice used to eradicate errors in production and delivery of service. Elaborating on the performance of the company, the brand itself has administered several measures related to the surety of the quality of the products at the premium quality of coffee. According to Grundy (2016), the company COSTA Coffee has always been eager to sustain the quality and values of the brand in order to maintain competitiveness and to sustain a positive brand image. It is believed by the members of the brand, to continue the prosperity and progression of the company, it is necessary to sustain the quality of product, service as well as values (Matos, 2018). COSTA Coffee, with intend to maintain its brand image and elevate the values, implement several measures starting from skill training to its employees as well as sessions to ensure the quality of organisational culture and production. 
It is observed and reported by Zeller (2020) at COSTA Coffee, the brand have been striving and doing pretty well to sustain a healthy organisational structure, values as well as maintain the quality of their products and service while the employees at COSTA Coffee are highly trained and skilled. The optimum selection and appropriate training of the employees have successfully allowed the company to maintain the quality of their performance (Chatain, 2010). As per the investigation presented by Jennifer (2021), the employees, skilled persons and experts at COSTA Coffee are genuinely trained to an optimum level, where they all are well aware of their mutual goal and core value of the company. The practice mentioned earlier is evidently effective for the company to create an essential brand image as well as to offer a wide range of opportunities of competitive advantage for the company. It is believed that the management of COSTA Coffee is also in the hands of skilled persons who have an appropriate grip over the values that are eventually facilitating the company to ensure quality (James, 2020). As the advanced world of bossiness is significantly dynamic, it is the need for time for the organisation and employees to elevate their efficiency and dynamics in order to sustain an equal pace. The organisations are required to improve their performance and structural practices to elevate their performance and productivity.
[bookmark: _Toc78563457]Parson’s AGIL model
For optimum performance and for the adequate survival of the organisation, Matos (2018) suggested taking good use of Parson's AGIL model. As far as Parson's AGIL model is concerned, it has four essential components, i.e. Adaptation, goal attainment, integration and latency. 
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Figure 4 Parson’s AGIL model
Where the Adaptation refers to the capacity of the organisation to interact and associate with the environmental aspects as well as an amendment the organisation can make to adapt effectively with the environmental aspects collected or extracted via evidentially reliable resources (Matos, 2018), secondly, Goal attainment is the ability of the brand to settle effective goals, make necessary changes and implement essential actions or measures to acquire settled goals. Thirdly, Integration or, in other words, harmonisation is an attempt to converge a bunch of settled values and norms as per the need. Finally, latency is intended for the acquisition of challenges towards the integrated procedures while adapting towards appropriate and essential measures (Chatain, 2010). For the management of COSTA Coffee, it would be highly essential to incorporate the essential factors of Parson's AGIL model in order to sustain adequate quality and to maintain the competitive advantage as well as the reputation of the brand within the industry. 
[bookmark: _Toc78563458]Levels of Organisational culture 
In order to summarise the discussion regarding organisational culture, there are prominently three layers of the formal structure of any organisation. Where the outermost is an artefact, the middle one is valued, while the innermost is called underlying assumptions (CIPD, 2020). Discussing the organisational culture of COSTA Coffee concisely, there are the following layers:
[bookmark: _Toc78563459]Artefacts of COSTA Coffee
As far as COSTA Coffee, their artefacts are the tangible and apparent aspects that include their open-door policy, infrastructure or layout, officially practices dress code for the employees (COSTA, 2021). These attributes of the outermost layer are easily apparent for the observers to identify. 
Values of COSTA Coffee 
This layer is not so apparent and requires in-depth study and observation to locate. The core values of COSTA Coffee include shared goals, standards and principles, diversity, collaboration, accountability, quality, integrity, leadership and passion. The company itself evidently understands the importance of communication and shared values with its essential members for optimum performance (COSTA, 2021). These widely spread values and specifically communicated morals and practices facilitate the management and staff members to alter their behavioural practices accordingly. 
[bookmark: _Toc78563460]Assumptions of COSTA Coffee
Assumptions are considered as the highly embedded ideologies and philosophical grounds of the brand that act as the core foundation for the brand COSTA Coffee. However, despite having highly shared values and practices, employees are mostly unaware of internal assumptions of the company yet conditionally or unconditionally contribute heavily for the acquisition of internal objectives.  
[bookmark: _Toc78563461]Ethical Dilemmas
As per Jennifer (2021), next to crude oil, the coffee industry is the second-highest industry in terms of earning across the world. The coffee industry is considered among progressive industries, generating millions of revenue every year via trade and sustainability. Despite being one of the essentially important industries, corruption and ethical dilemmas remain constant (Grundy, 2016). There are apparently five essentially big ethical issues identified within the coffee industry. 
[bookmark: _Toc78563462]Actual price vs retail price
As per the data revealed by Northeast Organic Farming Association (NOMAFASS),  the general ratio between the actual bean price and the retail price was around 1:3 back in 2017, while the ratio has managed to exceeded and is recorded to be 1:8 or in some cases 1:10. While in-depth, despite the cost of the process of coffee preparation starting from harvesting till the shipment of the roasted beans has increased exponentially, the cost of a single cup of coffee has not changed much (Zeller, 2020). Even if the prices increased a little bit at least, the prices are not expected to be passed to the actual growers.
[bookmark: _Toc78563463]Fair Trade Certificate
It is evident that there is nothing like a "fair trade certificate", not at the local or international level. However, there are around 1226 certified producers across the globe but the actual criteria of ethically appropriate and fair trade in still unknown or least explained (James, 2020). 
Fair or direct trade
Direct trade referred to the mutually decided production of coffee beans producers with the coffee roaster, so they may mutually settle the price, quality and quantity of the coffee beans. However, fair trade is based on standardised production and the purchase of coffee beans (COSTA, 2021). In industry, the coffee roasters have vocally showcased their distrust over fair trade and prefer to get involved in direct trade for optimum quality.
[bookmark: _Toc78563464]Environmental influence and sustainability
There are several factors and events that act as the barrier or hurdle for the industry. For instance, heavy downpours, deforestation and flooding, these natural events have been resulting in the form of significant socio-ecological concerns for local communities. 
[bookmark: _Toc78563465]Education and awareness 
In most of the local and underprivileged areas, the communities are severely suffering and at a great disadvantage. It is identified that education and awareness for the farmer community is one of the potential concerns for farmers as well as for their families. 
As far as COSTA Coffee is concerned, at the "Allegra Coffee symposium" in Warsaw, all of the independent coffee growers were gathered from all over Europe (CIPD, 2020). Where COSTA Coffee was announced as the "Most ethical Brand". The results were generated on the basis of the votes of approximately 500 trade experts. On the basis of strong and effectively legit contenders, as an independent coffee grower within the entire coffee industry, COSTA Coffee managed to outperform various levels to finally win the title (Matos, 2018). The brand managed to get the badge of being one of the favourite coffee brands of the United Kingdom due to their impactful, sustainable and ambitious programs and performance that is called "Force for Good". However, considering the ongoing situation of the COVID-19, renowned coffee brand COSTA Coffee has been under the influence of an ongoing global pandemic. In 2020, the company had to make difficult decisions to ensure the sustainability and progression of the brand. The brand COSTA Coffee closed around 2700 stores across the United Kingdom for approximately six to seven-week in early 2020 (COSTA, 2021). By the month of May 2020, the out 2700 2400 stores were back to their operation with appropriate SOPs. To retain their customer's loyalty and association, the brand initiated the "Eat out to help out" scheme to sustain their performance and customer engagement (COSTA, 2021). However, despite taking essential measures, the company still needs to make a necessary decision in order to maintain their productivity, the decision that can go well in favour of the company as well as its employees.  
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This essay was primarily intended to critically study the cultural context of an organisation; for that purpose, I selected to critically study the internationally renowned coffee brand, i.e. COSTA Coffee. During the course of the study, I, as an author of this study, evaluated the organisational structure of the brand on the basis of its broader external environmental factors as well as conducted organisational analysis via different reliable analysis tools. Moreover, this study also included the critical appraisal ethical and cultural behaviour of the subjected organisation. In order to fulfil the criteria of this assignment, this essay is subdivided into essential fragments, or you can say sections. Firstly, the study presents an introduction of the organisation as well as a brief account of the tools and approaches that will be used in further sections for the critical appraisal of the organisation. Secondly, I administered PESTLE analysis to critically and precisely analyse the political, economic, social, technological, legal and environmental aspects of the organisation. Later on, Porter five force models were used to evaluate the forces influencing the performance of the company. The technically conducted analysis revealed that the company, although it has been doing great for a longer period, the ongoing situations have tightened the ground for the brand. Moreover, despite having a relatively lower phase, the brand is in the hands of expert management, where the managing bodies are essentially aware of their roles and the importance of their core values. 
The second half of the study is based on the critical appraisal of the organisational culture and structure of COSTA Coffee. In accordance with adequate, reliable resources and evidence, the subject section of the study has discussed the positive and weaker aspects of the brand. Moreover, with the help of Parson’s AGIL model, I studied the organisational culture and its structure adequately while making essential suggestions for the betterment of the company, with reference to reliable and credible studies.  Finally, the last section was totally about the ethical dilemmas the coffee industry is facing for a longer period, as well as the dilemma and concerns faced by COSTA Coffee itself. However, concerning the ongoing situation, it is obvious from the previous and existing practices of the company that the managing bodies are essentially great at their work. Despite the fact that the managing bodies are highly capable, it would be better if the company continues to utilise their efficient online portals to deal with their customers and utilise their essential training practices to ensure that their staff are trained enough to work SOPs appropriately. Moreover, the managing bodies might also reduce the number of outlets by expanding the range of services provided by one outlet, so they may use their manpower to serve via delivery service instead of dine-in service. The study has been essentially effective to build understanding regarding the organisational structure and the impact of their values and cultural practices over their productivity and performance. 
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