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1. Introduction: This report intends to discuss workplace culture of Birmingham City Council (BCC). The report discusses Birmingham City Council’s overview and structure. PESTLE, SWOT and McKenzie’s 7’s framework tools have been used to examines and evaluates environmental factors influencing BCC’s workplace culture. This report critically appraises how culture promotes employees’ ethical behaviours in the workplace. The report uses Charles Handy’s power culture, Johnson and Scholes cultural web and Edgar Schein’s three level of organisational culture model. Finally, recommendations of change have been made and Kotter’s 8 step model used to implement changes.
1.1 Definition of Culture: Organizational culture is the way organization and its workforce behave with each other and with stakeholders and the way organisation set it up run or operates follow the rules and procedures and most importantly on what beliefs, values, principles and priorities an organisation stands on. “In fact, everything that is constructed according to some underlying rules forms a part of culture (Maund, A. 2018 p371)”.
Schein (1997) offers the most popular definition of organisation culture. He defines “Culture is the deep basic assumptions and beliefs that are shared by the organisational members (Schein, E.H. 1997 Cited in Maund, A. 2018).
Therefore, in simple word organisational culture is “the way things are done around here” (Deal and Kennedy 2000 and Mullings, L. 2005 p891).
2. Overview of Birmingham City Council and its culture:
Birmingham City Council (BCC) is second largest city in UK ( Kerslake, 2014), responsible to manage and governance city of Birmingham in England, UK, available online at: www.birmingham.gov.uk.
BCC is responsible for providing almost all local services to its citizen which includes housing, waste collection and recycling, school and learning services. City Council is a non-profit making public service organisation and hierarchical bureaucratic management structure is in place.
The council led by 101 political members called councillors, who are directly elected by the Birmingham residents (Birmingham City Council 2020a). The current leader of the council is Councillor Ian Ward (Lab) since September 2017 and Clive Heaphy has been appointed as interim chief executive officer (Birmingham City Council 2020b).
BCC is an employer of 12,453 workforce (Birmingham City Council 2018). BCC vision and priorities statement are “Birmingham to be a city of growth where every child, citizen and place matters” and the purpose of making a positive difference on people’s lives every day.
On the value and behaviour statement BCC describes the workforce are empathetic and respectful in everything they do put the citizen first, they are true to their word, they act courageously, and they achieve excellence. All employees work in a vision of 21st-century public servant (Birmingham City Council 2018).
3.  BCC’s Housing department management structure: management structure of BCC’s housing department is attached to the appendix 1. Managers on the top of the chart holds more power and responsibilities.
[bookmark: _Hlk34168515]Apart from the political leadership, management structure consists of chief executives Clive Heaphy. The whole management divided into 6 Directorates. Each directorate are responsible for various services and each service manage by assistant directors. Again, the Department broken down into various section like a) Housing Management b) Homes and Housing options and c) Maintenance and Capital.
Housing Management lead by head of Housing John Jamieson and divided into 3 regional sub-sections East, central West and North and South, led by 3 senior service managers. Every regional office is subdivided into team led by a local team manager such as estate management team, anti-social behaviour team, think family team, letting suite team and older people services. Each team consist of several housing officers, assistant housing officer and clerical personnel. 
4. Model used to describe BBC’s organisational culture:
The following models are explained to described BCC’s organisational culture.
4.1 Charles Handy’s power structure (Hendy, C. 1993; p184)
· Power culture: as mentioned earlier in section 2, BCC is a bureaucratic management organisation; therefore, power culture does not have much impact on the that his power is not concentrating among few.
· Role culture: according to section 3, BCC mainly falls on role culture organisation as it is a hierarchical bureaucratic management structure. The chain of power lies on the top level of authority like as higher managers and gradually cascade to the lower level and the whole method controlled by rules and procedures. Therefore, the change or implementation takes longer time and more cost that is the whole process is slow in comparison with other type of organisation. 
· Task culture and person culture has no influence on BCCs cultural at all. However, some task culture motivates co-workers and encouraged to achieve more in BCC workplace.

4.2 Johnson and Scholes cultural Web model:

[image: Image result for johnson and scholes cultural web]
4.2.1 Diagram 1: Johnson and Scholes cultural Web model (source: toolshero.com)
Gerry Johnson and Keran Scholes develop cultural in 1992 which can use to describe organisational culture (Johnson 2000: p407).
· Stories: stories and past achievements and actions which may influence another workforce. For example, one of the previous manager made the role “no ID no letting” which worked well, however this rule are not valid anymore and not able to follow due to current procedure replaced.
· Symbols: symbols of visual representation like as design, logos used by the organisation and dresses, badges or ID card used by workforce. All BCC employee must use name badge, ID card and smart and modest dress code. Employees feel proud using these and get respect from citizen, at the same time citizen get confidence and protection from fraud and bogus callers.
· Organisational structure: as described in section 3, hierarchical bureaucratic management structure.
· Power structure: as described in section 3. The top of the chart managers holds more power.
· Rituals and routines: most of the system works become ritual and routines as normal procedure. For example, when the new tenant comes to sign up for the property BCC officer must need to see the ID and capture the photo to the BCC file.
· Control system: control system is the overall control of an organisation; democratic and bureaucratic system control exist in BCC.
· Paradigm: the whole purpose of the organisation, its vision, value and employee’s behaviour as a described in section 2.
4.3 Edgar Schein 3 level of organisational culture model:
Edgar Schein (1995) suggests 3 level of view on organisational culture (Schein, E 1995):
· Artefacts: visible and physical attributes of an organisation (William et al. 1993:138).
Including interaction and communication between employees themselves and other stakeholders. BCC’s artefact is council house in Victoria Square, Birmingham is the iconic and historical building as well as all employee of BCC carry ID cards all the times, Some employee has name badge and uniform which includes BCC’s logo. 
· Values: employee’s values reflect on organisational culture through organisation strategies, mission, vision and values statement and the functioning beliefs throughout the organisation (William et al. 1993:139). Employees value turns to beliefs and increase motivation, once start gaining success, which later reflects on employee’s actions and behaviour. BCC’s value expressed on value and behaviour statement as mentioned in Section 2 (culture of BCC) and on equal opportunity practice and procedure. 
· Basic underlying assumptions: these are the implicit or unconscious elements of culture and values between member of organisation which creates an invisible culture of the organisation. Moreover, this level is the basic dynamic element of organisational culture which guide behaviours and determine how members perceive, think and feel about things (Mullings, L. 2005: p892), these may be unexpressed or unspecified rules which employees are unaware of, but deeply rooted and became accustomed. Every employee and management of BCC believe that everyone is the public servant of 21st century to provide highest possible service and respect to all Birmingham citizens.  
5. Factors affecting BCC’s organisational culture:
5.1 External factors: PESTLE, SWOT and McKenzie’s 7’s framework tools have been used below to examines and evaluates external environmental factors influencing BCC’s workplace culture.
[bookmark: _Hlk33863578]5.1.1 PESTLE: PESTLE stands for political, economical, social and cultural, technology, legal and environmental factors. Many researchers use the PESTLE as a tool to establish organisational effectiveness.
Details of analysis are included on appendix 2.
· Summaries of analysis are the leadership and management are weak and less effective, BCC receive reduce funding from central government and BCC reduced the workforce from 20,000 in 2010 (BBC News, 2015) to 12,453. Youngest city 46% population under the age of 30 (Birmingham City Council 2020c). Uneven employment rate, not using modern workplace technologies. However, clean air zone will reduce pollution. Although, BCC provides 1 recycling bin for every household, however, neighbouring local authority Sandwell metropolitan borough council (2020) provides various separate bin for different materials.
5.1.2 SWOT analysis: SWOT stands for Strength, Weakness, Opportunities and Threats. Below SWOT analysed for BCC. Many researchers use the PESTLE as a tool to establish organisational effectiveness.
Details of analysis are included on appendix 3.
Summaries are as follows: strengths: Government organisation less competition, Satisfied and committed workforce, Weakness: less houses than demand, bureaucratic management weak leadership , The recent reports from Sir Bob Kerslake (2014) and from Birmingham independent improvement Panel (BIIP) 2019, recommended necessary changes like leadership and digital technology, opportunities: HS2, commonwealth game and Threats: Young and poor city, technology is not fit for modern workplace, reduce grant from government.
5.2 Internal factors:
5.2.1 McKinsey’s 7’s framework:
McKinsey’s 7’s framework model developed by Robert H Waterman junior and Tom Peters in 1980. There are seven factors in the tools, and they are interrelated with each other and must be aligned together for effectiveness of organisation (David and Amanda, 2005). This is a powerful tool to utilise and determine whether all the factors are working together or not and to implement changes if necessary. This tool has been used by many scholars and researchers to establish their findings for example (Haleem and Jehangir, 2017) to analyse strategic management practice.
McKenzie’s 7’s framework has been used below to analyse BCC’s organisational culture to determine impact of internal and environmental factor on culture.
· Shared value: BCC’s a shared value of best customer service and described in their various statements and as they follow strict guidelines to achieve the goals. BCC is committed to reduce homelessness support for elderly and disabled vulnerable customer, reducing rough sleeper and finally clean air zone (CAZ) and action to prevent climate change. BCC’s “One Council” plan is a sign of shared value.
· Structure: BCC has the well-established organisational structure which was described in section 3.
Previously there was a provision that one third of the councillor’s terms ends each year which seems was not a strong leadership style. Therefore, according to BIIP commendation BCC now dissolve all the councillors re-elect in one go which has been effortful change now.
· Strategy: BCC’s mission, vision, priorities and workforce value and behaviours statement reflects a strong workplace strategy in place which was described in section 2.
· System: the council adopted many modern technologies in the workplace however the IT equipment’s are getting older and need to replace sooner than later. The old-style management system needs to replace with friendly, proactive and practical system. Not all the employee is providing their feedback hence the true picture is not visible.
· Style: the style of culture is a combination of structural and system which are described in points above.
· Staff: BCC staffs are committed and motivated to engage in the workplace and committed to make changes through their efficiency. Most of the employee feel confident and proud working with BCC. However, every year there is a reduction of skilled workers due to financial constraints, as a result the work pressure increasing day by day. 
· Skills: BCC has a lot of skilled workforce as many of the workforce are with BCC for a long time. However due to early retirement a huge number of skill workforce took voluntary redundancy. As organisation is nothing without the workforce and technology is nothing without the capability or skill to utilise it. Therefore, BCC must improve their workforce skills to utilise modern technology in the workplace. 
6. Organisational culture promotes ethical behaviour among employees:
· Definition of ethics: An ethics is the morally acceptable and appropriate behaviours of an employee or employees of an organisation which used to justify and beliefs of what is right or wrong, good or bad or honest and dishonest in the workplace. Ethics are the guiding principles which refrains from any misconduct such as stealing, cheating, lying or misleading. Again, ethics could be fiddling of working time or maybe not providing true opinion to a decision or bias to a conflicting issue. 
· Business ethics are different from personal ethics, business ethics are broad and are the behaviours towards the customers, suppliers, distributors; treatment in regards to employee’s recruitment, pay, rewards, training and promotion etc. how fair obeying the other stakeholders like as local communities, government and beneficiary groups; and how using or abusing the natural environment for example sustainability and climate change purposes.
· In this context a corporate social responsibility (CSR) is the moral and ethical responsibility of the workforce and organisation to sustain businesses and its internal and external stakeholders and environment, although it may not be codified in law. Therefore, CSR includes a positive impact on society and its environment.
·  According to the section 5.1.1 environmental factors, BCC introduced CAZ program and recycling waste product as a part of CSR. 
· Promoting ethical behaviours in the workplace is not as easy as click and go, it takes time and efforts. The first thing to promote critical behaviours in the workplace is to increase employee’s motivation especially, intrinsic motivation. According to Maslow (1954) and Herzberg’s (1957, 1966) theory intrinsic motivational factors and work condition motivate employees for longer period than extrinsic motivation.
· Organisational culture like as organisation’s policy and procedures, vision and mission, value and priorities of work and management and leadership structures is the most important factor to motivate employee intrinsically and promote their ethical behaviours. 
· In terms of BCC as described in section 2, the vision and priorities and the value and behaviour statement has clearly expressed which improves employee’s ethical behaviour. Again, the structure and the communication style and methods are clear and cascaded from the top level of management to the bottom layer of workforce easily, the code of conduct explained frequently to the employee which improve employee’s ethical behaviour.
· Furthermore, BCC is an equal opportunity employer they select and hire ethically motivated employees, giving opportunities of disclosing public interest and interest of conflict, also provided full protection for the whistle blower (Birmingham City Council 2019). 
· Training and development opportunities are available and other facilities like healthy lifestyle opportunities like cycle lane are also factors of improving and promoting ethical behaviours.
According to writer’s own experience, in the workplace the following factors can demoralise employee and promote unethical behaviours:
· Despite of the above opportunities and facts BCC does not treat all the employees fairly this could demotivate employees and make them to use unethical behaviours. For example, there was a provision to pay language allowances for those who use a second language in demand of the service, this allowance has now been scrapped and asked to use the second language without any allowance. 
· When the managers or superior officer promise something but does not keep the promise in practice that can make the employee unethical. 
· Finally, when the employee has given uneven workload or excessive workload which can make them to find a way to do short cut in their work and make them to use unethical behaviours. 
In summarisation organisational culture is the health of an organisation, a healthy culture promotes employees’ ethical behaviours. 
7. Recommendations: The following recommendation made to improve BCC’s culture for effectiveness.
a) Change leadership and leadership style and train leaders and managers effective management.
b) Work in partnership with other organisation for example neighbouring authorities, housing association, voluntary sectors & charitable organisation, NHS and local communities.
c) Top management leader and local managers should work more closely with grassroots level of workforce
d) Change out of date technology into modern workplace appropriate technology
e) Improve and develop digital skills for workforce, especially earlier and older generation of employee by robust training, mentoring, motivating and coaching.
John Kotter (1966) introduced 8 step change model in his “leading change” book which follows by many organisations to implement changes in the workplace. 


8. Kotter’s 8 steps model built on Lewin’s three-step model has been used here to implement the change for the above recommendations (d) below:
Step 1: creating an urgency: -
· the invention of technology is growing fast what is now was not 20 years and what was 20 years ago was not there another 20 years ago. Smartphone is an essential technology to send emails or WhatsApps messages or a group chat. Therefore, this simple message needs to convey to workforce to introduce smart phone technology for effective and cost saving communication purposes.
Step 2: creating a guiding coalition: -
· To establish a project team (PT) of change with a lead person.
· [bookmark: KVWin_undostart]The team will contact and liaison with each section of the workplace to create a subgroup. 
· one person from each subgroup called “change champion” (CC) will represent and liaison with the PT.
Step 3: creating a vision for change: -
· PT will create a written and clear vision and benefit document for the change and CC will cascade this to his or her team.
Step 4: communicate the vision: -
· PT will brief the vision to CC thoroughly and CC will cascade the vision and benefit to individual team members.
· Necessary support will be given to CC by PT at the same time feedback from individual member and from CC will listen carefully and attentively.
· Any improvement from feedback will cascade back to team via CC by appropriate method and to provide opportunity to contribute pro and cons of the smart phone.
Step 5: remove obstacles: -
· find all the obstacles and the reason for the obstacles.
· Find the solutions e.g. if the cost is issue, make sure to inform where is the cost comes from and compare & balance the cost with future benefits. If the skill or training issue explain how to improve the skills and what training will be available. If motivation is a factor of obstruction, find the ways to motivate obstructers.

Step 6: create short term wins: - 
· introduce few samples of smart phone and show the comparative advantage against current running system.
· Facilitate to share the phone by all members of the team in turn.
Step 7: consolidate improvements: - 
· use one team to convince other team who works close and provide opportunity to meet each other.
· Allow generous time to understand benefits from the use of new smart phone at workplace. Slow but steady wins the race.
· Use similar techniques for convincing neighbouring team as well as.
Step 8: anchor new approaches in the culture: -
· Implement agreed changes (use of smartphone) to all section of the workplace.
· Inspect regularly by CC or by PT member.
· Obtain regular feedback and adjust accordingly.
· Establish the culture of change to the whole organisation.
· Change needs to approve by the cabinet meeting and by the leader of council and chief executive.
· Encourage rewards, such as Birmingham Chamberlain Award for those achieve extra miles to make things happen.
9. Conclusion: Birmingham city council is a social organisation with a stable, structural framework. Although bureaucratic hierarchical management is in place, they have clear vision and targeted priorities and values and behaviours statements for the workforce and are well publicise and in practice. BCC made several changes on recommendation of reports from Sir Bob Kerslake (Gov.uk 2014) like leadership and digital technology. Most of the BCC employees admire the BCC’s culture and feel proud to work with BCC.
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11. Appendices:
Appendix 1: Housing Department management structure of BCC(Birmingham city council, 2020):
	Chief Executive - Clive Heaphy




	Neighbourhoods Directorate
Director - Jacque Kennedy




	Assistant Director- Housing
- Robert James 




	Head of Homes and Housing Options
	
	Head of Housing Management
– John Jamieson
	
	Head of Repairs, Maintenance and Capital




	Senior Service Manager 
– East Region

	Senior Service Manager 
- Central West and North  

	Senior Service Manager 
– South Region



	Estate Management Team 

	Estate Management Team 


	Estate Management Team 


	Anti-Social Behaviour Team 
Think Family Team 

	Anti-Social Behaviour Team 
Think Family Team 


	Anti-Social Behaviour Team 
Think Family Team 


	Letting Suite Team

	Letting Suite Team


	Letting Suite Team


	Older People Services Team

	Older People Services Team


	Older People Services Team




Appendix 2: Impact of PESTEL on BCC’s Performance and Culture:
	Factor
	Impact on performance
	Impact on organisational culture

	Political
	Leadership and management style and system is weak and ineffective (Karslake, B. 2014).
Reduction of incentives and grant reduced (BBC News, 2015)
	Staff reduction (BBC News, 2015) and workload increased.
Short vision of leaders.
Lack of training for leaders (Karslake, B. 2014).

	Economic
	Budget cut from central and local government resulted less services provision.
Shortage of council houses where demand is more.
Unaffordable rent or right to buy (RTB) scheme.
HS2 and hosting of commonwealth game will increase business and economy.
	Population increased; household families are overcrowding.
Increase of homelessness and rough sleepers.
RTB scheme reduce council houses.


	Socio-Cultural
	Birmingham is the youngest city (Birmingham City Council 2020c) but poorest children in the UK (Karslake, B. 2014).
Demand for more equal opportunity.
Uncertainty on afterward Brexit issue.


	Culturally diverse population.
Unequal employment rate e.g. Hodge Hill area’s employment rate 46% whereas, Sutton Coldfield 78%.
Brexit may cause less immigrant from EU and hence less demand for housing but shortage of low skills workers.

	Technological
	Insufficient modern technology for efficiency and effectiveness.
Out of date technology costing money and time.
Demand for smartphone for easy communications.
	Limitation of smartphone for easy communications.
Shortage of modern workplace technologies.
Less frequent use of video conferencing meeting due to internet connectivity.

	Environmental
	Road traffic congestions caused journey delays and air pollution.
Public transport expensive, not fast and frequent.
	Introducing Clean Air Zone (CAZ) programme July 2020 will receive health benefit for those live and work in the city.
Cycle lane encouraged more cyclists in the city.

	Legal
	Data Protection Act (DPA) 1998, GDPR 2018, FOI 2010, Equal opportunity 2010 and PIDA 1998 must follow strictly.
Breaches of regulation will incur heavy penalty for BCC.
	Data Protection Act (DPA) 1998, GDPR 2018, FOI 2010, Equal opportunity 2010 and PIDA 1998 protect citizen and employees from misuses.




Appendix 3: BCC’S SWOT analysis chart:
	
Strength:
· Local government authority.
· Non-profit making organisation.
· Receive grant from central government.
· Political stability.
· Satisfied loyal and committed workforce.
· Local city with the global attraction.

	
Weakness:
· Unstable management system.
· The city is too big to operate efficiently.
· Not enough high skilled middle managers.
· Frequent changes of top management, such as, Chief Executive (CE) is in interim position and the previous CE stayed for one year only.
· Less housing assets than demand.
· Lots of criticism by Sir Bob Kerslake report and Birmingham independent improvement panel report.
· Old style bureaucratic management system.
· Too much paperwork or system work than actual field activity.
· Workforce appraisal not regular.


	
Opportunities:
· HS2 is the big initiative which will bring the city one step closer for business attraction.
· Hosting commonwealth game for 2022 will boost the economy.
· 5 main universities attract many students from worldwide.
· No more restriction to reasonable increase of Council tax and rent by central government from 2019.
· Young people will grow soon and can achieve better in the future to boost city’s economy.
	
Threats:
· Management keep changing, current chief executive is interim.
· Central government grant incentives keep shrinking every year.
· Old style computer and laptops exists.
· Cost is high to replace and to introduce modern technology in the workplace
· Limitation to massive increase of council tax and rent.
· Growing population especially the aging population.
· Brexit issue could impact on workforce.
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