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[bookmark: _Toc101786328]Introduction

This report considers the workplace culture of a large global organisation and how the internal structure, management, policies and external factors can affect the efficient operation of the company.  The report will attempt to analysis the different elements of the organisation using tools such as Pestle, Culture Web and Porter’s Five Forces.  The objective of the report is to examine the organisation and ensure there is a healthy culture in place to reduce any potential impact on the company and its employees.  The report will attempt to identify any potential barriers to an effective and high performing organisation based around Michal Beer’s model.  The analysis will include an explanation of the tools, their origins and outline how the different tools and models are used for this purpose.  The report will use research from reliable sources to assess and will provide comparison with a similar organisation in the same field to show balance.  In concluding the report will suggest actions which could be taken to improve any elements which are found to be below expected levels based on the outcomes of the analyses carried out.
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The MML limited organisation used for this case study is a Human Resource and Professional Services company which is a major player in the field of people and risk strategy.  This is a private limited company which has a divisional structure.  However, when it comes to decision making, this is carried out in a centralised way, i.e. decisions are made at the top by the leadership group and filtered down through the organisation.
[bookmark: _Toc101786330]What is an Organisation

An organisation when referred to in a business sense usually refers to a group of people with a common purpose.  A further definition given by Barnard (2003) describes an organisation as two or more individuals working together in a systematically co-ordinated way.
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Culture is a term which has no true definition since there are many who would use the term in different ways.  Although the term may be described in different ways, it usually refers to a set of beliefs, knowledge, customs and habits which are shared by a group of people. Hofstede (1980) referred to culture as “mental programming” the sources of which lay within their social environments. Similarly, within the workplace, there exists a culture which is shared by the members of that organisation and which sets it apart from other organisations.  This is referred to as “organisational culture”.  The culture of an organisation is made up of elements which govern how the organisation is run and the behaviour of its members such as, the way in which the company attracts and retains business, how it treats employee, ethical policy and behaviour, which can directly impact the efficiency or lack of efficiency within an organisation.

The MML organisation have policies in place which cover the following elements and in which their culture in embedded:

Integrity – complete vigorously and fairly. 
Act and compete ethically
Build strong colleague relationships through collaboration and working together.  Colleagues are encouraged to work across departments to increase their knowledge of the organisation and improve their skillset.
Act responsibly by ensuring any issues regulations and policies are adhered to within the company
Work with transparency by always being clear what each member is working on, who with and the stage which their work is at.
Never alone – all in this together – creating community.  Social activities and ice-breakers for new joiners.  Supporting each other when help  may be needed.
Speak up – empowered to contribute, know your voice matters. Never be silent, speak up when any issues arise or there is something which is obviously wrong.  This also means put an employee can put forward their voice if they believe they have an idea. 
Respect, Trust – treat each other respectfully and professionally, promote Diversity & Inclusion
Safe and healthy workplace, adhere to health and safety policies to keep all employees safe

Due to a large part of the business’ product being concerned with people, it is especially important that this company has a robust and efficient organisational culture.
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Understanding the business environment is important to ensuring an organisation is managed with maximum efficiency.  The business environment is made of up different elements.  The main elements are the internal, (micro) and external, (macro) environments which can be broken down further into several factors. 
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This refers to factors which can be controlled by the company (Oxford College of Marketing, 2014) and each factor will not necessarily be the same as those of another company.  The six factors are competitors; intermediaries – e.g marketing and sales representatives; suppliers; customers; general public.   The internal factors can further be examined using a SWOT – Strength, Weaknesses, Opportunities, Threats (see Appendix I).
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The macro environment

The macro environment pertains to factors which are external to the business organisation and which can impact the efficiency and performance of the company.  These are forces which the organisation will likely have less control over but which will need to be monitored and analysed on a regular basis in order to stay abreast of market trends and other activity which may affect the particular industry.  To establish some of the macro (external) environment and allow the organisation to model scenarios and risk factors which may potentially influence performance, a PESTLE analysis can be carried out.  

PESTLE is an acronym which lists the factors which should be examined.  The first documented use of PESTLE, which is an acronym, was in 1967 by Francis Aguilar which he referred to as “environmental scanning” (correia and Wilson, 1997).  The analysis tool examines the following factors which can affect or influence a business: Political, Economical, Social, Technological, Legal and Environmental.  Each element examines the following;

Political: political factors will impact markets, pricing and the ability to trade
Economic: employment, income, inflation
Social: education, lifestyle, location
Technological: new innovations, new platforms
Legal: government regulations – health, employment
Environmental: energy use, waste disposal, sustainability
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Pestle Analysis

The following PESTLE analysis looks at the MML organisation macro factors:

Political:

War and Conflict:  The existing Russia-Ukraine Crisis can have a detrimental effect on the business.  As a global organisation, relationships between Governments are very important so any war or conflict can lead to restrictions in the ability to employ individuals in certain countries and regions.  Government imposed sanctions which lead to trade being lost in the affected countries and instability which would affect markets and thereby revenue. and instability which would affect markets and thereby revenue. and instability which would affect markets and thereby revenue. and instability which would affect markets and thereby revenue.

The continuing impact of Brexit:  Since the completion of UK exit from the European Union, supply chains have been affected and as a result the ability to trade in Europe, although still allowable, has created further regulation which must be adhered to and this can affect the company in terms of having resource to deal with the extra legal implications.

Economical
Change in interest rates: As a fall out from the war in Ukraine and the affect of the pandemic, interest rates have slowly been rising.  This has affected disposal income for many and will mean clients are now looking to reduce expenditure wherever possible.  This may mean changes in benefit packages and changes to the amounts they are willing to spend in this area.  The MML company is a global benefits provider and therefore any such changes will surely impact their bottom line. 

Change in Exchange Rates: This would mean the cost of purchasing goods outside of the UK and trading across the UK where the MML company carry out a lot of their trade, would increase

Market uncertainty due to the Pandemic: The MML company rely heavily are investing their clients money and getting great returns.  Uncertainty in the markets will no doubt lead to some losses for clients and in some cases, lack of confidence and trust.  Although the same is true for all organisations in this industry, this will increase competition and may mean the loss of business.

Increase in National Insurance: the UK Government have recently announced an increase in National Insurance rates (Financial Times, 2021).  This means less disposable income for employee and therefore a lot more reluctance to spend money on items which, although practical, may not be considered essential.  

	Social

Aging Population: As people live longer, the insurance, protection, pension and health products need to be able to cover individuals for longer, therefore costing the MML company more money to manage.

Impact of Mental Health: There has been an increase in mental health issues since the pandemic (Mind, 2021) and even before this due to people working longer hours, working more at home than in the office and living in an “always on” culture where it seems the norm to be constantly available.  

Changes in location: the strive to live in healthier environments could mean a change in the accessibility of the demographic market.

Technological

The Digital Age: The increase in pace to move to more online and digital working practices mean the MML company must ensure they fast track their move into digital working.  Failure to do this could mean they lose out to competitors who have a digital advantage.  This includes the use of online marketing techniques and the availability of product information in digital formats.

Legal

Consumer Laws: the MML company are selling products which means any lack of compliance with consumer laws and consumer rights to being given accurate information could land them in trouble with regulators resulting in large fines.
Data Protection: Data protection is even more important since Brexit.  Customer information must be protected.  MML company deal with personal information and the security of this information is paramount as again, falling foul of the regulator could result in large fines
Money Laundering: the MML company is essentially dealing with large financial transactions on a daily basis.  Money laundering laws and processes must be adhered to strictly.  Processes such as “Know your Client” must be carried out thoroughly and any issues reported.  Failure to do this can result in not just large fine but also imprisonment.
Employments Laws: Employment laws which protect against discrimination and poor working practices and for a global company, it must be mindful of practices in all regions/countries in which they practice.




Ethical Behaviour and the Cultural Web

The Cultural Web is a framework created by Gerry Johnson and Kevin Scholes (mindtools, 2019).  The framework was created as a tool to examine the elements of an organisation’s culture and to allow them to see where changes may be needed and implement the changes to better align the culture with the company strategy.

The cultural web consists of inter related elements which make up the web:
Stories – The past events and people talked about inside and outside the company. Who and what the company chooses to immortalize says a great deal about what it values, and perceives as great behavior.
Rituals and Routines – The daily behavior and actions of people that signal acceptable behavior. This determines what is expected to happen in given situations, and what is valued by management.
Symbols – The visual representations of the company including logos, how plush the offices are, and the formal or informal dress codes.
Organizational Structure – This includes both the structure defined by the organization chart, and the unwritten lines of power and influence that indicate whose contributions are most valued.
Control Systems – The ways that the organization is controlled. These include financial systems, quality systems, and rewards (including the way they are measured and distributed within the organization).
Power Structures – The pockets of real power in the company. This may involve one or two key senior executives, a whole group of executives, or even a department. The key is that these people have the greatest amount of influence on decisions, operations, and strategic direction.
(mindtools, 2019)

The following is a cultural web created for the MML organisation:

Stories: The organisation is one which is about people, the products it sells are related to people – whether it be their health, wealth or career.  The company focuses on ensuring we are a healthy and wealthy nation who are educated about their choices and know exactly how to put their choices into action.  The organisation frequently reaffirms their culture in this regard.

Symbols: The company image is that of a modern executive structure whose people are given the flexibility to work the hours which allow them to balance their work and life.  The offices are “smart” with separate working areas for team collaboration, individual and client working.  The dress code is informal and this makes for a happier more relaxed workforce.

Organizational Structure: the organisation structure is clear.  The CEO, feeds down to partners, consultants and principles.  However, there are unwritten lines which see the sales teams having some degree of authority.

Control Systems: control systems are in place to ensure everyone follows a process.  Pay is outsourced and centralised.  Human resource elements are also centralised.  When it comes to performance, everyone follows the same process.  Goals are set, performance is measure and financial incentives and merits are awarded dependent on achievement or exceeding the goals set.

Power Structure: The partners and principles hold the power however, it is clear that the consultants and sales teams are the ones who are the very backbone of the company and in many cases they will pay extra to ensure they keep these staff members.  All staff are empowered to feel a part of the organisation and are encouraged to bring their own point of view and speak up regardless of job level.

The MML organisation has a robust system in place and encourages the participation in groups which represent diversity, equity and inclusion both in the workplace and in every day life.  The employees are encouraged to act ethically and treat each other with respect.  There process for reporting anything which affects the work environment or any individual is well defined and easy to access.

Ethical Dilemma

In terms of an ethical dilemma, this would relate to the current conflict in the Ukraine.  As you can imagine, the MML company which operates in several countries around the world has not only employees from Russia but also Ukraine.  They trade in Russia and Ukraine and the surrounding territories.  It has been a difficult time and has the war escalated and sanctions were imposed, it became clear that the organisation would have to cease operating in Russia.  This would impact the employees in that country who also felt that they were suffering as a consequence of the conflict.  

How can it be solved

The organisation took the decision to use neutral terms when referred to the war.  They chose not to refer to it as a war and instead use the term Russia-Ukraine conflict.  Every piece of information released by the company has to be checked legally to ensure these terms are used and in order to avoid the appearance of “blaming” colleagues in Russia for the conflict.
[bookmark: _Toc101786341]Barriers to an effective Organisation

According to Michal Beer, there are six barriers to an efficient organisation (Harvard Business School, 2022).  These are:

Not having a clear strategy, values and conflicting priorities
A management team who do not work well with the members of the organisation
An hierarchical leadership style
Poor or ineffective communication
Weak or ineffective leadership and lack of development opportunities
Poor vertical communication

The MML company has a clear strategy which is communicated to all employees via regular meeting lead by leadership.  Any changes in the interim of these quarterly meetings is communicated via Team Leaders and People Managers.

The management team are also people managers.  They must take regular training and they are encouraged to use 360 feedback so their team are able to feedback any issues which they may experience or any difficulties which may arise in the relationship

The leadership is quite hierarchical however, the leadership do reach out to the colleague population directly via “employee engagement surveys” which everyone is encouraged to complete and which the leadership team use to help guide their strategy for the business and for the people employed there.

Communications are regular and timely.  There can sometimes be an issue with some of the methods of communication as there are many channels and employees can miss things.  However, this is something which is being worked on to apply better governance and best practices.

The management team is strong and everyone is encouraged via the performance review system to take up learning and development opportunities which they feel will benefit them and their path.
Vertical communication is strong and messages are successfully communicated in most instances.

An organisational health check was carried out (see appendix II).  The organisation has all of the expected processes in place to ensure an efficient and culturally effective company.


Conclusion

The report concludes the MML Organisation has strong company values and has put systems in place to ensure these are adhered to, regularly reviewed and maintained.  The employees are onboarded into the company and are helped to understand and become a part of the organisational culture.  Not only this, but they are encouraged to submit ideas for improving or changing anything which a fresh pair of eyes may see as not quite right.
The company has a good organisational health report and there is little that needs to be improved.  However, this does not mean they are complacent as they strive to always be doing things better.  As a result this company has a good reputation and is a company which graduates gravitate towards as interns, apprentices and full time employees once they leave university.  There are training and development schemes in place to ensure everyone can reach their full potential and that promotion and mobility in the workplace is accessible by all.
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Appendix I - SWOT
 
 STRENGTHS​
· Team is attentive, responsive and incredibly competent. Seen as “great partners” and an extension of the client’s team.​
· Reputable, intelligent, responsive and trustworthy.​
· Able to balance sophisticated analysis with practical guidance.​
· The breadth of available resources, access to subject matter experts.​
· A good reputation in the market place

WEAKNESSES​
· Not assertive in letting clients know what we are good at and how we outperform our competitors.​
· Not consistently proactive with clients, interpreting questions, presenting clear strategy.​
· Need to proactively manage project management, increase delegation and cross-training.​
· Team presentations need to create more compelling stories.​

OPPORTUNITIES ​
· Regular meetings to bring forward ideas tied to client’s goals and vision.​
· Lead discussions with client industry information, clients want to know what their competitors are doing.​
· Improving communication and bring information to the client on how the future may look.
· Deliver illustrated value of what we deliver to overcome the perception we are expensive.

THREATS​
· Clients with relationships and other business with competitors.  Potential for these clients to move all their business to these competitors.
· Relationship with clients can be dependent on key persons who are better “known” in the industry.
· Not putting a clear business case to justify the value of the cost of special projects.
· Taking client relationships for granted.
· Reduced budgets affecting “special” projects and potential expansion
.​
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Organisational Health Check
This quick self-assessment has been developed to give you a general idea of the state of your organisation in terms of overall good practice. Going through these questions will help you identify the strengths and weaknesses of your organisation, and to draw up an action or development plan.

	1. Stating our purpose
	No
	Nearly
	Yes

	1.1 We have a mission statement
	
	
	
	
	

	1.2 Our (current) aims (still) comply with our constitution
	
	
	
	
	

	1.3 We ensure that all the people working in our organisation
understand its purpose at an appropriate level (staff and volunteers)
	
	
	

	Notes:



	2. Information on services and promotion of work
	No
	Nearly
	Yes

	2.1 We have an up-to-date leaflet or written information on our services
	
	
	

	2.2 We have a website or webpage with up-to-date information
	
	
	

	2.3 We make information available to users with special needs, on request
	
	
	


	2.4 We produce an annual report
	
	
	

	2.5 We keep our stakeholders (e.g. funders and potential funders, key organisations and groups) informed about our
work such as sending them our annual report or invite to AGM
	
	
	

	2.6 We make use of the media to promote our work (press releases, radio etc.)
	
	
	

	Notes:



	3. Administration and paperwork
	No
	Nearly
	Yes

	3.1 We have a clear administrative system in place
	
	
	

	3.2 All our procedures are documented (so that staff and volunteers know what to do in case of absences or sudden staff changes)
	
	
	

	Notes:





	4. Finances
	No
	Nearly
	Yes

	4.1 We have written financial procedures (for banking, petty cash, cheques etc.)
	
	
	

	4.2 We produce quarterly reports (at least) on accounts
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	4.3 Accounts and financial reports are presented to our
Management Committee for review and planning (at least quarterly)
	
	
	

	4.4 We have a fundraising strategy which seeks funding from a variety of sources
	
	
	

	4.5 We know what level of reserves we need and what we can spend them on
	
	
	

	4.6 We have this amount set aside
	
	
	

	Notes:



	5. Internal Communication
	No
	Nearly
	Yes

	5.1 We hold regular staff meetings (as appropriate)
	
	
	
	
	

	5.2 Volunteers are invited to or represented at staff meetings
	
	
	
	
	

	5.3 The minutes of staff or management meetings are available
to all staff and volunteers
	
	
	

	5.4 We communicate project updates internally on a regular basis
	
	
	

	5.5 We hold an annual ‘away-day’ for teambuilding and/or planning for trustees, staff and volunteers
	
	
	

	Notes:



	6. Governance or Management Committee
	No
	Nearly
	Yes

	6.1 We have a competent management committee and actively seek out people with appropriate skills
	
	
	

	6.2 We offer training and information to trustees on their roles and responsibilities, on legal issues and changes in legislation
	
	
	

	6.3 We have an induction procedure for new Committee members
	
	
	

	6.4 We invite our trustees to teambuilding, planning and social events
	
	
	

	Notes:



	7. Compliance
	No
	Nearly
	Yes

	7.1 We ensure that we comply with the regulatory requirements of our legal structure and submit accounts (where required)
and other required material in a timely manner
	
	
	

	7.2 We comply with statutory regulation and have clear policies in place (including Health and Safety and Data Protection)
	
	
	

	7.3 We are complying with other required regulation applicable to our organisation (e.g. safeguarding)
	
	
	

	Notes:
Regular training and confirmation of compliance with money laundering regulations



 (
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	8. Equal Opportunities
	No
	Nearly
	Yes

	8.1 We have an Equal Opportunities policy that applies to all areas of our work
	
	
	

	8.2 We comply with the Equality Act (2011) legislation,
including for recruitment of staff and volunteers and the provision of services
	
	
	

	8.3 We monitor Equal Opportunities and use this information to develop our services
	
	
	

	8.4 We include Equal Opportunities in our induction and offer
training on equal opportunities to all staff, volunteers and trustees on a regular basis
	
	
	

	Notes:



	9. Staffing
	No
	Nearly
	Yes

	9.1 All staff have an up-to-date contract of employment, job description and terms and conditions
	
	
	

	9.2 We comply with employment and equal opportunities legislation and inform staff of relevant changes
	
	
	

	9.3 All staff receive regular reviews, support and supervision
	
	
	
	
	

	9.4 Al staff are offered training and development activities
	
	
	
	
	

	9.5 There is a personal file with records of review and
supervision sessions and other information tracking personal development
	
	
	

	Notes:



	10. Volunteers
	No
	Nearly
	Yes

	10.1 We have a volunteer induction pack and procedure with information on our organisation and its policy
	
	
	

	10.2 We offer to reimburse our volunteers expenses
	
	
	
	
	

	10.3 Volunteers are covered by our insurance
	
	
	
	
	

	10.4 Volunteers receive a clear task description and their
situation is reviewed informally or formally through regular support and supervision
	
	
	

	10.5 We offer training and development opportunities to all our volunteers
	
	
	

	10.6 We invite volunteers to social events
	
	
	

	10.7 We hold exit interviews with volunteers
	
	
	

	Notes:



	11. Training and Development
	No
	Nearly
	Yes

	11.1 We identify the training needs of staff and volunteers through regular reviews or supervision
	
	
	

	11.2	We	have	an	adequate	budget	for	training	and development
	
	
	

	11.3 We have an IT policy with a code of practice, which includes the use of internet, email and social media
	
	
	

	11.4 We evaluate training for the benefit of the trainee, the team and the organisation
	
	
	

	11.5	We	have	a	written	training	policy	linking	training
expenditure to our development or business plan
	
	
	

	Notes:



	12. Monitoring and Evaluation
	No
	Nearly
	Yes

	12.1 Our services or projects have clearly defined outputs, including those agreed with funders
	
	
	

	12.2 We monitor our activities and collect information on ‘soft outcomes’ (case studies, anecdotal feedback etc.)
	
	
	

	12.3 We evaluate the results of our monitoring activities
	
	
	

	12.4 We measure our performance against indicators or quality standards
	
	
	

	Notes:



	13. Planning our Service Provision
	No
	Nearly
	Yes

	13.1 We use monitoring data and user feedback to plan our services
	
	
	

	13.2 We have a work-plan or development plan and review it regularly (short, medium or long-term, as appropriate)
	
	
	

	13.3 We have a business plan (if applicable) and review it regularly
	
	
	

	13.4 Our planning process involves staff, volunteers (as appropriate) and trustees
	
	
	

	13.5 We involve service users in the planning process
(indirectly,	through	feedback	or	directly,	through representation)
	
	
	

	Notes:



	14. Networking and Partnerships
	No
	Nearly
	Yes

	14.1 We actively network with other organisations
	
	
	
	
	

	14.2 We work in partnership with other organisations
	
	
	
	
	

	14.3 We evaluate our partnership working and include this info
when planning
	
	
	

	Notes:



	15. Resources and Information Technology
	No
	Nearly
	Yes

	15.1 Overall, we have sufficient resources to deliver our services effectively
	
	
	

	15.2 Our premises have been assessed for health and safety
	
	
	

	15.3 We use computers in several areas of our work (not just for typing letters)
	
	
	

	15.4 We back up our work on a regular basis (at least monthly)
	
	
	

	15.5 We have adequate technical knowledge or support, to cope with problems
	
	
	

	Notes:



Please use the space below to list other things in your organisation which you feel are relevant: This could be particular areas that require support/and or issues you feel have not been covered in this Healthcheck.

Organisation Name:  MML HR Limited


Name of person completing this form:	Cathy Gordon


Contact details:



Date:	31 March 2022




