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Executive Summary
This report has looked into Uber’s Operations and how Uber is able to maintain its competitive edge over rivals, the report has taken advantage of using tools such as, Porter’s Five Forces and McKinsey 7S. the report has made some recommendations on how to improve the image of Uber.

Introduction
This assignment will focus on the workplace culture within the business and the external factors that can affect the business being highlighted in this report. This assignment will focus on a Ride-hailing Service called Uber. Uber are a huge company which employs hundreds of thousands of staff worldwide and they pride themselves on excellent service and value for money. In any organisation, large or small, it is vital to use tools that can help the business to survive, thrive and deal with competition from competitors, using the right tools will help Uber to keep up to date with all the relevant local and central government guidelines as well as making them aware of threats and opportunities in the current climate. This assignment will also draw similarities and differences in workplace culture between a major rival company.
External Environmental Analysis
External Environmental Analysis consists of the outside influences or factors that have an impact on the running of a business. The business has to act and sometimes react to keep the business running smoothly. This assignment will use the ‘Porter’s Five Forces’ model to analyse the external environment and how it affects operations at Uber.
 “Porter’s Five Forces is a model that identifies and analyses five competitive forces that shape every industry and helps determine an industry's weaknesses and strengths. Five Forces analysis is frequently used to identify an industry's structure to determine corporate strategy. Porter's model can be applied to any segment of the economy to understand the level of competition within the industry and enhance a company's long-term profitability”. (Chappelow, 2019).
Porter’s Five Forces
Supplier Bargaining Power- what is it?
This is determined by the level of ease the suppliers can increase the prices or impose conditions, how important or unique is their product or service. Licensed drivers are the main suppliers to the transportation industry, as uber don’t own any of the vehicles among their fleet, they are heavily dependent on owner drivers. Due to the very stringent checks and requirements to be hired by uber, this group of suppliers does not have a very high concentration. Uber subcontracts drivers who meet their criteria and allows them use of their web application, the ‘Uber Partner’ App. Uber allows its drivers the freedom to choose between uber and its rivals, this allows drivers to negotiate for better deals. This set of suppliers has a lot of power and ability to have an impact on Uber’s performance.
Buyer Bargaining Power
Uber’s customers are very aware of it’s rivals and alternatives which makes it difficult for Uber to increase prices. As the ride hailing market gets bigger, the number of rivals offering customers more benefits also increases, for example, free introductory rides and discounts. “Goldman estimated the base case for the market by focusing on San Francisco, the hometown of Uber and Lyft, where they say ride-hailing is more than four times the size of the taxi market. As ride-hailing companies like Uber Technologies Inc. and Lyft Inc. continue to grow, they expect other top tier cities, including New York, London and Tokyo, to reach San Francisco’s level of ride-hailing usage by 2030.That should boost the overall ride-hailing market to $285 billion in the next 13 years, while the taxi market shrinks to a little as a quarter of the size” (Huston, 2017). Uber customers can easily download competitor Apps on their mobile phones, these apps are free and only require client registration. The number of people owning private cars continues to increase each year, this can be seen as an alternative to Uber and resulting in lower demand.
Competitive Rivalry
This section concentrates on the level of competition that an organization faces, distinguish the main competitors and their strengths, how similar are the products or services. Uber has many competitors globally in its ride-hailing side of operations, although there are major rivals such as Didi and Curb, Lyft has to be the main competitor for Uber. In fact, in certain areas of the United States, Lyft has a bigger market share than Uber. Lyft and Uber have very similar ideas in business and their procedures are very similar to one another, they are both competing fiercely for a share of the market as well as competing for the suppliers. Here in the UK, OLA Cabs is an emerging competitor for Uber. “Founded in India in 2011, Ola now serves more than 125 million customers across 110 cities and 4 countries as the world’s 3rd largest ride-hailing app. Ola launched in the UK in 2018 across South Wales and the South West of England as the UK’s first ride-hailing app for both private hire vehicles and metered taxis. Within 6 months, we’ve travelled the equivalent of more than 500 times the length of the UK with the help of passionate, local drivers who take riders where they need to be, happily and safely” (OLA 2019). Ola continues to grow across the UK at a steady pace, their prices are lower than Uber which makes it difficult for Uber to increase its prices.
Threat of Substitutes
A substitute is a similar product/service available on the market to the consumer and is easily accessible. For example, in the transportation industry there are many companies that can quickly provide a substitute, this can be in the form of rival ride-hailing companies or public transport, i.e. buses, trains etc. With the type of service that Uber provide to its customers, taxis are the closest to providing a substitute from all the traditional forms of transport. It should be noted that even a small increase in prices can have a damaging effect on Uber, customers will be free to choose the services of rivals and other modes of transport. With the availability of public transport and privately-owned cars, there is always a major threat to Uber from substitutes, therefore this can be seen as a weakness for Uber.
Threat of New Entrants
There is a constant threat from new entrants for most businesses and it is no different for Uber. This market requires a high amount of capital initially to start up as was the case when Uber operations started, the founders of Uber invested a lot of money. New entrants are using less capital to start up and make their way into the market. Uber has faced many problems in recent years in various cities around the world, the problems have ranged from legal issues to negative reporting in the press and data security breaches which have resulted in heavy fines by local and central governments. According to an article on the BBC News website, “Uber has been fined £385,000 for letting hackers steal data on 2.7 million UK customers. The full names addresses, and phone numbers of users went astray in the 2016 attack. The data had been stolen thanks to "avoidable data security flaws", said the Information Commissioner's Office. Uber has also been fined 600,000 euros (£532,000) by data regulators in Holland over the same breach, as it also affected 174,000 Dutch customers” (BBC News, November 2018).These problems have made it more difficult for new entrants because potential new entrants will be worried about addressing the possible problems they could face. The problems Uber have had to deal with may have reduced the threat of new entrants, albeit for a short time.
Analysis of The Internal Context
An internal analysis identifies an organization’s strengths and weaknesses within the organization, there are tools which can be used to identify these. This assignment will use the McKinsey 7s Framework. In the late 70s Mckinsey 7s was developed by Tom Peters and Robert Waterman, they were once consultants at McKinsey & Company. They identified seven elements in a company which need to be in line for the company to become successful. (2019)
Mckinsey 7S Framework-Uber
Strategy
A business strategy is a combination of moves and actions used by businesses to attract customers, Uber’s business strategy is based on 3 main factors.
1. Services- Uber has a wide range of services to meet the needs of customers and providing it with a competitive edge over rivals. Customers can choose from a budget ride on Uber X to a more relaxing and luxurious ride on Uber Executive or Uber XL to cater for up to 6 passengers.
2. Convenience- Uber offers convenience to its customers at various levels of a customer’s ride experience, customers can simply tap ‘request Uber’ on their mobile phones and get picked up within a few minutes, traditional Private Hire firms would give you false arrival times and place you in a queue. Moreover, disputes between driver and customer are settled efficiently and professionally.
3. Cost Saving- The convenience to customers which have been described in this section, come at very little cost to Uber mainly thanks to the technology in the App which gets updated frequently with added new features. Through innovation Uber is able to keep costs low and maintain its advantage as the first internet-based ride-hailing service, this provides Uber with a competitive edge.
Structure
A structure is how a company is organised, who reports to whom and how teams and departments are structured.
Traditionally Uber’s structure has been hierarchical with co-founder and former CEO Travis Kalanick gaining a lot of power within the company. Kalanick resigned after a series of scandals including bullying, workplace discrimination and harassment of a sexual nature. In 2017 Dara Khosrowshahi was appointed new CEO and has started making changes to Uber’s structure.
Mr Khosrowshahi will be attempting to fix Uber’s culture as part of his big plans to turn the fortunes of the company around. Accordingly, it may be necessary to make organizational changes. De-layering of organization culture could be introduced. Flat organizational structure will result in speedier communication between the top and floor-level employees. (2018) [image: Uber Organizational Structure]
                                            Figure: Research Methodology 2019
Systems
Type of systems used by companies to complete daily activities and tasks and make sure the job is done right. Uber has a very comprehensive range of systems in place to increase its prospects of growth for the long-term. Some of the systems in place include employee selection and recruitment, development of teams, efficiently process transactions, customer care system and the most important being the Uber app. The Uber app is a winning formula both for the customer and driver, the app is very easy to navigate and is very effective when either party needs to communicate with the hierarchy. 
Shared Values
Shared values is when a company has values which are shared by everyone, right from the top level to ground level employees. Uber has many values which are shared by all involved with uber, amongst the top values is that of safety for drivers and customers alike, providing the opportunity to maximise earnings for drivers whilst keeping costs low for the customers. Freedom to work whenever drivers feel like working and at the same time limiting the time they are allowed to drive continuously. 
Skills 
Uber employees have a range of skills ranging from knowing all the local shortcuts to the popular hot spots, this includes bars, clubs, schools and transport stations. The main skill is for a driver to be able to drive a customer to their chosen destination safely and efficiently in a relaxed environment.
Style
Uber has a unique style whereby a potential customer does not have to make a phone call to despatch in order to get picked up, the customer simply opens the Uber app on their mobile device and starts the search for nearby drivers, upon locating a driver nearby the app will notify the customer of the estimated fare and estimated arrival time, upon arrival of the driver, the customer will automatically be notified that driver has arrived. Uber also has a unique style of paying the drivers by transferring money into the chosen bank account of the driver on a fixed day of the week, except bank holidays. Uber offers its drivers private healthcare whilst they are associated with Uber at a very low cost which is very beneficial to the drivers.
Staff
The overwhelming majority of staff at Uber worldwide consists of drivers, there are only a few staff in other departments in this context, mainly consisting of promotional staff and recruitment officers. Uber drivers have very high expectations of them in all areas, for example, drivers are expected to know the shortest or the quickest route from pick up to drop off, drivers are also trained on how to best diffuse an awkward situation which could arise during a ride, especially if the customer has consumed excessive alcohol. The drivers are also trained not to engage in certain types of conversations which could potentially disturb the peace, such as religion and politics.
Organization’s Ethical Stance
“The way an organization should respond to external environment refers to organization ethics. Organization ethics includes various guidelines and principles which decide the way individuals should behave at the workplace. It also refers to the code of conduct of the individuals working in a particular organization” (2019).
Uber has an unwanted attachment to a history of unethical stances of which, some are listed below in this report.
1. passenger safety- Around the world there has been many cases of Uber drivers being charged with sexual harassment, including rape. Uber was temporarily suspended in some Indian cities because of constant complaints of unwanted sexual attention form drivers, occasionally resulting in all pout rape.
2. Driver-safety Although uber aims to ensure the safety of drivers and passengers alike and other road users, there has been some unwanted complaints by Uber’s own affiliated staff. Complaints from drivers have steadily increased in the last 18 months, ranging from passengers soiling in the vehicle to threatening behaviour towards the driver. The number of unsolved complaints from drivers continues to increase as drivers are not awarded damages towards damage to vehicles by way of soiling or kicking the doors as a result of a disagreement of any sort.
“Uber is accused of following unethical recruitment and unethical behaviour of its employees. UBER has hired some employees as brand ambassadors and provided them with credit cards in order to create a duplicate account with its competitors and to lure their drivers. This program is termed as SLOG (Supplying Long-term Operations Growth) by Uber” (2019).
Comparison between Uber and Ola (Organizational Culture Comparison)
Organizational Culture is a group of internal values and behaviours in an organization. It includes experiences, ways of thinking, beliefs and future expectations. It is also intuitive, with repetitive habits and emotional responses. We also call it Corporate Culture. Organizational Culture is the result of a perception within the company that its employees all share (2019).
Uber is a market leader in the industry and has many companies trying their level best to imitate its technology and provide convenience for their customers in the same way Uber is able to do so. Ola is one of Uber’s major competitors in the UK market as of 2019, Ola is operating in a handful of cities in the UK whilst Uber is operating in most major cities of the world. Uber has a much, more user-friendly app than Ola, Uber always has more drivers and customers available, whereas Ola hardly has any, especially during busy periods. The Uber app offers the driver and customer more than Ola does; Uber’s app is of a professional nature whereas in comparison the Ola app is like a broken kid’s toy, Uber pays weekly whereas Ola pays the drivers on a daily basis which can be useful sometimes. On the Uber app estimated prices are displayed before the trip is accepted but are not on the Ola app. Overall, the Uber app is a lot more professional and easier to navigate than the Ola app.
Recommendations
Uber needs to establish good working relationships with local and national governments in various parts of the world in order to be able to provide the services it wishes to offer; Uber needs to avoid constant legal battles in courtrooms around the globe. Uber can also benefit from coming to some sort of peaceful agreement with local taxi firms in the towns and cities they wish to operate in by offering them some sort of incentive to join the Uber platform, this action could avoid Uber receiving negative press feeds. According to an article in Reuters which reported from San Francisco, Uber Technologies Inc is working to mend its relationship with regulators as pressure mounts for the company to improve its business practices and temper Chief Executive Travis Kalanick’s aggressive leadership style (2017)
Conclusion
This report has highlighted the importance of tools like the Porter’s Five Forces and Mckinsey 7S, these tools can help any organisation or service to recognise its faults and strengths, these tools can help a business to further strengthen its position in the industry and help to rectify any shortcomings that may be restricting the growth of the business. By using the above named tools, this report has identified some strengths which make Uber a very difficult force to compete with in the business world and highlighted some shortcomings which Uber needs to address in order to maintain its position as an industry leader.
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