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Executive summary


The purpose of the report is to demonstrate the ability to examine an organisations culture and context using appropriate models and management skills in an academic manner. To conduct the analysis research and put it into practice, knowledge and understanding of the workplace will need to be applied, and as an example the ASDA organisation will be used. The report will be structured in clauses titled Introduction, Findings, Conclusion, Recommendations and Reference list which will outline different elements so that each section can be identified easily.
In the introduction there are basic assumptions about organisational culture and definitions, which are backed up by references, followed by a short overview on the ASDA organisation to produce a clear image about ASDA history. Furthermore, the second clause will array the findings which is structured in three sections, each one with different views because organisational culture is so complex and there is a need for a larger scaled analysis. In the first part the report will attempt to explain the internal and external context of an organisation and as an example will be apply the ASDA organisation using appropriate models and tools such as Cultural Web Model and SWOT Analysis Model. These tools are vital for analysis as they play a significant role in the development of organisational culture. In the second clause will be presented an analysis of an organisation’s ethical stance and whether or not employee or management behaviour matches their rhetoric, using ASDA organisation as an example. The best way to define the ethics of business operation were considering Schein and Handy’s models because it clearly shows values and beliefs of an organisation. The third part of the findings will implement a description of the skills, knowledge and behaviour of an employee to perform well at the organisation. On this occasion the Deal and Kennedy model will be applied focuses on understanding and rules that control everyday behaviour in the workplace.



In conclusion workplace culture can be summarised to see which aspects emphasise organisational efficiency and which do not, allowing a fair conduction of the analysis of workplace culture in an organisation.
No matter how well structured an organisation is, there will always be a flaw of some sort, even if it is insignificant, it still can and must be addressed in order for the organisation to continue to develop all aspects of itself, and because of this the report will put forward two or more recommendations.
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1. Introduction

As stated by Association For Project Management (2020) an organisation is defined as “the management structure applicable to the project, programme or portfolio and the organisational environment in which it operates” and according to Zimmermann (2017) culture is “the characteristics and knowledge of a particular group of people or an organisation incorporating beliefs, values, goals, and behaviours”.
According to Cancialosi (2017) the definition of organisational culture is “the underlying beliefs, assumptions, values and ways of interacting that contribute to the unique social and psychological environment of an organization”. Often other phrases may be used to reference to organisational culture such as “corporate culture”, “workplace culture” and “business culture”.
All the assumptions that emphasise organisational culture by putting together forms the organisations workplace. There are some theories that help organisations to understand organisational culture, the team, and the business as a whole. To conduct an internal and external analysis of an organisation will need to take place an observation by using appropriate models and as an example the ASDA organisation will be used.

1.1 A short overview on organisational structure of ASDA
One of the largest supermarkets in the United Kingdom (UK), founded in 1949 was Associated Dairies and Farm Group, which was later shortened to ASDA Group in 1965. Compared to the most popular supermarkets in the UK, ASDA comes in as the second largest supermarket, just before Tesco. ASDA’s main sales point is food, but later it introduced more products such as clothing, electronics, toys home furnishings and general merchandise. In more recent years, ASDA also started offering a range of online services because it is a more convenient market for customers. (Asda, 2020) 

ASDA now has more than 145,000 dedicated staff serving more than 18 million customers who shop every week in ASDA Superstores, Super-centres, Petrol filling Stations and also has an online service that people shop and can be accessed by www.asda.com. (ASDA 2020)
According to Zoe (2016) ASDA has a hierarchical structure that looks like a pyramid, in general it is for large companies, and it includes different levels within organisation usually starting from chief executive at the top of the pyramid, followed by management team, leaders and employees.














2. Findings
[bookmark: _GoBack]
2.1 An analysis of the internal and external of the organisation (ASDA)
According to E-Management (2010) organisations are complex systems which are firstly based upon a group of people who desire to accomplish the same goals. The more the result is visible, the more it says about how efficient the company is being with their resources. Organisations must be recognised as functioning in an environment, as organisations are considered self-sufficient and they exchange resources upon external environment. 
Organisations operate in two areas: internal and external contexts. Both areas affect the way that the organisation is managed in terms of providing services to their clients. If the manager and the employees do not have a clear vision over internal and external areas, and over the impact of their operations, their work is wasted. 


[image: Image result for internal and external organisation]

(Vision-Management, 2014)

According to Stojanovic (2020) the Internal context of an organisation is the conditions in which it strives to achieve its goals. The approach to governance, contractual relationships with clients, and stakeholders incorporates internal context. Things that need to be addressed relate to culture such as beliefs, values or principles within an organisation, as well as complexity of processes and organisational structure. All the aspects which establishes the internal environment are influenced by the external environment. Asda internal organisation structure formed from different stores such as Superstores, Supercentres, Supermarkets, Asda Living, George Stores, Asda Essential and Asda Petrol filling station. Followed by shareholders, board of directors, employees, marketing, accounts, human resource. (Corporate Watch, 2005)

As ISO Update (2018) reports that External context refers to all things that are environmental, technological social, legal, economic, ethical and political. For example, changes in government regulations, arising competition and advancements in technology are all examples of external contexts in an organisation, things they are not able to fully control. Asda external organisation context provide both an opportunity and a threat to a business and may include stakeholders, customers, competitors, suppliers of services, regulatory bodies, recruitment agency.

An analysis of ASDA internal and external organisation ca be displayed by using an appropriate model; The Cultural Web.
According to Leadership Centre (2020) the Cultural Web is seen as a tool for identifying certain aspects in the organisational culture. The first aspect is to observe how the organisational culture is at this moment, the second aspect is orientated toward how the organisational culture should be, and the third aspect plays the role of identifying the difference between the two.


According to Mind Tools (2020) The Cultural Web was designed by Gerry Johnson and Kevan Scholes (1992), the model displays an approach for examining and adjusting the organisations culture using six elements which are: Stories, Rituals and Routines, Symbols, Organisational Structure, Control Systems, Power Structures. (see figure below)
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a. Stories explains by definition by past events that people talk inside the company. The advantages it brings to Asda by telling stories is to motivate the employees, to keep the loyal customers, and to create an image that reflects the important aspects of the organisational culture. (Asda, 2020)

b. Rituals and routines are multiple sequence of actions regularly followed within the organisation. Asda is an organisation that emphasises its team, can ensures that has the best employees who adhere to the principles and beliefs that Asda respects and relies on its success to be able to maintain its position as a leading employer with an excellent reputation. (Asda, 2018)




c. Symbols are the way a company is represented, including but not limited to logos, employee dress code, the cleanliness of the of store, ethics and values of the organisational culture. Asda has a strong hierarchal structure; Asda symbols is more word-marks than an image and has changed during his evolution. (1000 Logos, 2016-2019)

d. Organisational structure includes both the way organisation is structured defined by the organisation chart, and the way that indicate whose contributions is most valued. The concept that Asda established to help built an organisational culture during these years started from the fact that if the employees are proud to work for the organisation, the external stakeholders are treated with respect, the customers will have a pleasant experience to buy from that organisation. (Zoe, 2016)

e. Control system is seen as the way that an organisation is controlled; including financial system, quality system, and rewards. As stated by Asda (2020) the financial system is led by a Chief Financial Officer, and the accounts, which includes the financial activities of all Asda stores, shows that financial year from 1st January 2018 to 31st December 2018 have increased by 1,6% compared to financial year 2017. The management system is to control and monitor to maintain at all times the high standards of quality that Asda requires.

f. Power structure it is the whole group of key people who have a great influence in making decisions, operations, and strategic coordination. Asda has a hierarchical structure and is beneficial to its success because it makes things clear. The leadership team hold the same values and beliefs to offer to its Asda customers the very best value. (Asda, 2020)



An analysis of ASDA internal and external organisation can be displayed by using SWOT model.
According to Kenton (2020) a management system cannot function without a well-structured process, it cannot function without the people backing it up with rules, roles and responsibilities. Through an organisational structure it can be understood as a system that represents how certain project and actions are managed and controlled in order to accomplish the goals in an organisation. The benefit of having an organisational structure brings to ASDA to function more efficient and more effective.
ASDA SWOT analysis
According to Parsons (2018) SWOT analysis is an efficient tool of assisting an organisation to develop its strategies regardless of how big or small the business is. The abbreviation SWOT stands for Strengths, Weaknesses, Opportunities and Threats. Strengths and Weaknesses are considered internal aspects of an organisation and Opportunities and Threats are external aspects that influence an organisation. (See the figure below)
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(Shewan, 2020)


Strengths – all the positives that reflects off an organisation from internal factors. The strengths that ASDA withholds in comparison with other competitors is that ASDA owns numerous stores throughout the United Kingdom and that allows ASDA to become a large brand, it has a good reputation for value for money and the wide range of products all in one store.
Weaknesses – all the negatives that reflects off an organisation which they need to improve from internal factors. ASDA’s weakness is that they have issues with running their online store, they have been identified for being the worst supermarket for online delivery (Nazir, 2019)

Opportunities – the external factors that contributes to an organisation’s success. The opportunity that should be considered in the future from ASDA would be to expand its retail productivity in other European countries as well.
Threats – the external factors that cannot be controlled in the organisation. Other competitors that already exist on the market, such as Aldi, Lidl and Moriston can be a threat for ASDA.

2.2 An analysis of the organisation’s ethical stance and whether or not employee or management behaviour matches their rhetoric.
As Tarver (2019) mentions, Corporate culture refers to beliefs and behaviours that determine how a company’s employees and management interact and handle outside business transactions. Organisational structure cannot function without a culture because they are both closely linked to assist the company achieve its purpose. Organisational culture often influences the way people behave and it assist employees define the organisation they are working for, if an employee acts a certain way it will reflect back on the organisation. (Watkins, 2013)



Organisational culture also exists for work productivity because if everyone acts motivated and inspired, it will help employees achieve their goals. This behavioural structure guarantees higher gratification when an employee achieves a goal by getting help from a leader, because they will feel valued and it will feel more rewarding. (Lim, 1995)
According to The Herald (2013) the best way to define the ethics on business operation and to provide a good measurement of ethics process is through employee surveys, interviews and trainee feedback. With the information gathered through this process it can be measured actual behaviour of employees, job satisfaction, job moral, and determine its ethics. By setting the stage for ethical behaviour, organisation must consider the daily ethical that their managers and employees face and give them the tools to make good choices, this action involves regular checking in to ensure that codes of conduct are clearly articulated and upheld, and imposing consequences on there are not. (Bailey and Shantz, 2018)
The ethics can be defined like a code of morals that sets the standard for what is good and what is bad, right or wrong in the conduct of individuals and which guides the behaviour of a group or a person. For example the behaviour of an employee who does not fulfil his job duties during the set time, making personal phone calls during work using the organisations phone, to request medical leave without being ill, all of these actions given as an example are not considered illegal actions, but can be considered unethical actions.

Schein Model of organisational culture.
According to Juneja (2015) in Schein’s vision organisational culture refers to values and beliefs of an organisation, and Schein proposes a model of organisational culture consisting from three levels: Artefacts, Values and Basic Assumptions.

[image: Innovation Cultural Models: Review and Proposal for Next Steps]
(Morente, 2017)

Artefacts
According to Business Ball (2019) Artefacts refers to dress code of the employees, office furniture, facilities, employee’ behaviour, mission and vision of the organisation. As stated by Business Case Studies (2019) Asda mission statement is ‘‘to be Britain’s best values retailer by exceeding customers’ needs every day’’, and the propose of Asda mission statement is to help stakeholders to understand why the business exist by ‘’making goods and services more affordable for everyone’’.
Values
Based on DeGarmo (2020) Values are the backbone behind organisational culture because values provide a direct structure that drives performance and behaviour. The core values are shared with their employees, customers, community in which the company provide its services. Since ASDA has been in service, it has built up a series of values that helps the company’s beliefs to determine the decision and actions to take place in the market.  ASDA’s values are: respect for the individual, strive for excellence, service to their customers. (Business Case Study, 2019)


Basic assumptions
Burkus (2014) explains that basic assumption is the essence of culture with beliefs and behaviours, where the employees that share strong beliefs among with an outstanding service will reflect in loyal customers for the organisation. The diversity of functions and rules that Asda has can creates conflicts among employees and a bad working environment for the organisation. The employee’s behaviour can vary manly if involves a reword system. The reword system of Asda include an employee recognition scheme, ‘Asda Star’, also a ‘nominate colleague of the month’ then the most popular reword is ‘Asda Gift Card’. (Silvera, 2013)
Within an organisational culture there are beliefs about how the work should be organised, how the management should be exercised, and retributed to the staff. From a top to bottom approach to the concept of organisational culture a model is needed to allow the proposed analysis.
Handy model of organisational culture
According to Caccciatollo (2014) Charles Handy’s model identified four types of culture such as Power Culture, Role Culture, Task Culture and Person Culture.
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[bookmark: _Hlk36495265]According to Handy (1993) Power Culture is usually found in small organisations and the control is exercised through a key person chosen according to a large constraint of rules and procedures with bureaucracy, few decisions being made on a balance of forces. To create an inclusive power culture, Asda make sure that have a healthy environment workplace for their employees, they caring about their employees and family’s wellbeing, and all ASDA employees have the confidence in themselves. (ASDA, 2020)
According to Handy (1993) Role Culture is characterised by strong specialised functional sectors, for example the financial marketing sector who’s activities are conducted through very precise procedures and rules, each position is well defined with the communication and the authority related to the personnel, is well selected according to the fulfilment of its role, in this type of culture the hierarchical position is the main power.
According to Handy (1993) Task Culture is a type of culture which is orientated towards the executions of a project or more complex personal tasks. This type of culture is important when the organisation needs to adapt quickly to market and environmental conditions. Most managers tend to work between task culture that emphasise the group, the mindset of a leader, and on the reward granted for the results obtained.
According to Handy (1993) Person Culture has an open structure with the role of serving individuals promoting their interest.

2.3 An analysis of skills, knowledge and behaviour of an employee who is likely to perform well at the organisation, with reference to the organisation’s values.
Skills, knowledge and behaviour are three important elements that an employee is likely to have to perform well at the organisation. All organisations oblige a form of coordination between people, purpose and structures. In order to achieve the objectives, the organisations carry out a series of activities that put into practice the ability and skills of those employees to meet the objectives of the organisations creating a system of activity. The activity in the organisation is established according to the size of the organisation, the hierarchical level, the number of functional areas and the complexity of the activity. The balance of the origination as a system depends largely on the behaviour of the members of the organisation. Human resources play an important role in organisations because it deals with the process of establishing the personnel requirements according to professions, qualifications, competencies and experience required.
According to ASDA (2020) human resources management at ASDA are always looking for candidates with solid experience, new ideas and good perspective. “ASDA to meet their commitment employ people with ethics to ensure continues progress towards their goals”.
The way people act is influenced by from a series of needs, desires and preference which in a certain environment causes things to go one way or another to obtain the desired results. One of the most recognised theories is Maslow’s Hierarchy of Needs which developed a theory about motivation which considers an employee’s dependence on the factors of satisfactions and productivity.

[image: ]
(McLeod, 2020)


According to Doyle (2019) the skills that make an employee valuable to an organisation are communication, interpersonal skills, mindset and good behaviour. 

Deal and Kennedy Model of organisational culture
Deal and Kennedy defines organisational culture as being a set of presumptions, understandings and rules that control everyday behaviour in the workplace.
According to Mind Tools (2020) Deal and Kennedy’s (1982) model are best on two dimensions:
- the degree of risk associated with the company activities and their employees,
- get feedback on the decisions or strategies are successful.
Deal and Kennedy model in connections with these two dimensions identified four different types of culture: Work Hard / Play Hard, Tough Guy / Macho, Process, Bet-Your-Company.
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The tough-guy/macho can be explained as employees that take high risks on their action and get fast feedback;
The work hard/play hard represents retailer organisations that impute for high quality customers service, and employees take few risks but receive a fast feedback;
In a bet-your- company the decision is taken, whether are right or wrong, and the results is after long period of time. An example ca be address to construction organisation where the results came after long period of years;
The process reflects organisations that take no risk, low feedback and employees are more concerned about how the work is done rather the results. Usually the company that adopt this culture are the public service with high bureaucracy. (Deal and Kennedy, 2000)













3. Conclusion

To conclude, it can refer to the fact that organisations are confronted with how to choose competent employees, how organisational culture can positively or negatively influence the behaviour of the employees, therefore having a strong culture can be an advantage over the organisations and could bring many benefits to the company. Applying theories such as Deal and Kennedy Model, Handy Model, Schein Model or Cultural Web Model will assist the organisation in achieving efficiency in the workplace, while also having the workplace culture reflect back on the company making them stand out to customers.
















4. Recommendations

It is recommended that ASDA company needs to take social environmental and ethical factors in to account so that sustainability is encouraged.
It is recommended that ASDA leaders must come to problems with a “mindset” and looking at ways in which an organisation can benefit from ethical approach rather than one that relies on cost cutting or consent.
It is recommended that ASDA non-executive directors should act as superintendent of sustainability with the particular duty of ensuring that their executive colleagues are establishing a sustainable business. 
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