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1. [bookmark: _Toc45045775]Introduction
This report analyses the importance of workplace culture. Workplace culture is what defines an organisation and this report analyses different elements of workplace culture and the important role this can play in business and the success of it. The industry the report focuses on is law firms, in particular Bevan Brittan (BB).
This report is split into three categories; the first part explores the PESTEL framework, both generally but also in the context of BB as a law form. Different factors of the PESTEL are explored and how each factor affects this organisation both positively and negatively. 
The Cultural Web analyses is carried out for which a definition is given along with the six elements of the cultural web; symbols, power structure, organisational structure, control systems, rituals and routines, which are known as the paradigm. Effects of technology on the culture at this organisation have also been explored in detail.
Some ethical dilemmas are considered on the management of BB and examples have been used that may affect BB along with positive and negative impact this could have on an organisation.
The report ends with conclusion and recommendations.

2. PESTEL Analysis
For the purposes of this report PESTEL analysis has been used to identify external forces that can affect BB. PESTEL is an acronym that stands for Political, Economic, Social, Technological, Environmental and Legal. Below is a table with general meaning for each factor. 
[bookmark: _Toc45045776]Table 1: PESTEL Framework
	[bookmark: _Toc45045777]Political
	· Government Policies
· Political stability/instability
· Foreign trade policy
· Labour laws
· Terrorism and military considerations
· Environmental laws
· Funding grants and initiatives
· Trade Restrictions
· Financial Policies

	[bookmark: _Toc45045778]Economic
	· Economic growth
· Interest rates
· Exchange rates
· Inflation
· Consumer disposable income
· Taxation
· Wages rates
· Financial capabilities

	Social
	· Population growth
· Age distribution
· Health consciousness
· Career attitudes
· Customer buying trends
· Cultural trends
· Demographics
· Industrial reviews and consumer confidence
· Organisational image

	Technological
	· Providing goods and services
· Emerging technologies
· Technological maturity
· Target market communication
· Potential copyright infringements
· Increased training
· Potential return on investment

	Environmental
	· Decline of new materials
· Pollution and greenhouse gas emission
· Promoting positive business ethics and sustainability
· Reduction of carbon footprint
· Climate and weather
· Environmental legislation
· Geographical location

	Legal
	· Health and safety
· Equal opportunities
· Advertising standards
· Product labelling
· Product safety
· Safety standards
· Labour laws
· Future legislation
· Competitive legislation



(Source: Thiele 2018)
Not all of the above elements of each factor will affect the law firm BB but each one will have some impact at certain level. Each factor is analysed below for BB.
[bookmark: _Toc45045779]Political
The political factors that could affect BB are government policies, for example, laws on immigration, especially now due to Brexit, law firms will need to be up to date on what these requirements are and ensure lawyers are trained and up to date with the ever changing policies in government. Fudge (2018) discusses the gap between legality and legitimacy with regards to illegal working. Law firms such as BB need to ensure their organisation is equipped to deal with such cases. 
Political stability or instability can also affect the organisation as if the government is stable companies will feel more confident, however if the government is not stable then organisations will lose confidence within the government.
Recently due to COVID-19 the government has had to make many changes, for instance, introducing the furlough scheme, which not many people had even heard of before now. Many businesses have taken advantage of this scheme including law firms to assist them to keep their employees until some stability resumes.
[bookmark: _Toc45045780]Economic
Certain elements of the economic factor have a direct impact on the law industry, for example, wages, interest rates, inflation, taxation, economic growth, exchange rates. In the Travelex Whitepaper it states that due to the impact of COVID-19 law firms who operate globally have seen a deficit due to the pricing strategy and the notional exchange rate failed to protect them against market volatility. 
[bookmark: _Toc45045781]Social
Career attitudes is probably one of the main social impacts that face law firms. Law firms vie with one another to get the best talent in for their graduate recruitment programmes in order to train up the best lawyers for their organisations. 
In an article by Walsh (2012), it was stated that all female lawyers interviewed felt career progression to partner level at law firms was constrained due to the nature of a law firm’s work/family balance. This study would dissuade many talented female candidates who wished to choose a career in law but also to have a family, as the nature of the work is such that it places heavy demands on your time, as would raising a family.
BB prides itself in corporate social responsibility. They have initiatives that support local charities in all the four UK regions. The key areas of focus are charity and pro-bono, community engagement and diversity and equality. (Bevan Brittan, 2020)
[bookmark: _Toc45045782]Technological
Law firms have had to adapt the way they work and increase the use of technology. BB has kept on top of this factor by setting up an IT department that dealt with all training and provision of new technology. 
Mannion (2019) describes that lawyers have found that not only new technology improved communication between clients but it has also improved time management and reduced costs. Although there are many benefits of technology, it also has its drawbacks such as increase of fraudulent activity, hacking, privacy issues, internet issues. Although security is becoming robust there is always a loophole somewhere down the line putting confidential information at risk.

[bookmark: _Toc45045783]Environmental
Some of the environmental factors that impact law firms are geographical location, business ethics and sustainability, production of materials and climate and weather. Although a lot is done online and so geographical location may not be too much of an issue, however there are times when it is essential to have face to face meetings or sign documentation. If a client lives quite a distant from the location of a law firm, it would not be convenient to choose a firm at such a distance. 
Law firms are continuing to improve green practices by reducing paper and using more digital devices. Some firms have adapted practices where they use biodegradable materials for cutlery and cups as opposed to plastic. All these changes will help in the firm’s sustainability efforts. Law firms tend to manage sustainability by dealing with paper and energy uses and working with building management as opposed to discharge of hazard chemicals or reducing water usage. (Tripoli, 2012)

[bookmark: _Toc45045784]Legal
Almost all the legal factors have an impact on law firms. Health and safety is essential to ensure staff do not injure themselves at work. For example, at BB, a health assessment is carried out for legal secretaries to ensure they are sitting correctly and they have the right training and equipment to undertake their work, to protect them from issues such as RSA due to continuous typing.
Equal opportunities is at the heart of most law firms, especially with regards to firms such as BB who have an employment law department, advising clients on equal opportunities, it is important that they themselves adhere to policies that protect individuals from discrimination. However, a study done by Flint (2017) concluded that inequalities become more apparent in the legal sector higher up the chain. It suggests opportunities are stifled for young lawyers, as well as women, individuals from BAME communities and more can be done to increase promotion for these groups to avoid inequalities.

[bookmark: _Toc45045785]PESTEL Conclusion
The PESTEL analysis shows that each sector of the PESTEL has some impact upon the law industry with some factors having more impact than others. For example nearly all of the Legal factors apply to law firms, whereas the environmental factors may not have such huge impacts on legal firms. This analysis is useful for law firms when considering strategies and focusing on areas that need improvement or a change in running of the business.

3. [bookmark: _Toc45045786]Detailed Analysis using Cultural Web
Before going into the detailed analysis of BB, it is first important to understand the structure of the organisation. An organisational structure is a system that outlines how certain activities are directed to achieve its goals. It is important to have a structure for the purposes of guidance, flexibility, growth and management of an organisation. Nene and Pillay (2019) describe organisational structure as the single, most critical part for ensuring that an organisation meets its objectives. Pitts and James. (2008) further define organisation structure as a framework of reporting relationships in an organisation but this can be formal or informal.
There are a variety of organisational structures which Pitts and James have discussed. These are functional, product, customer, geographic, divisional, matrix, amorphous and hybrid. There is also a simple structure which smaller organisations or start-ups are likely to adopt.
There are various factors that will determine what type of structure an organisation will have such as technology, what types of equipment is available, the tasks, the talent and so on. Size also plays a part in shaping the structure of an organisation. Span of control, for example, the number of people reporting to a supervisor is another factor to shape the structure of an organisation. Other factors to be considered are staffing, unity of command, for example managers in agreement with each other, and line versus staff, where decision making can be done both ways. (ibid)
Details of the various structures can be found at Appendix A but for the purposes of this report, the functional structure is the one used by BB and that is what is discussed here.


[bookmark: _Toc45045787]Fig 1. Functional Structure


The functional structure is for organisations that groups together related specialties. This type of structure makes it easier for outsiders to know who to call for the relevant queries. 
Functional structures can be problematic as departments tend to stay within their own remit and not interact much with other departments, hence making each department feel as if it was an organisation of its own, not part of a bigger company. Sometimes this can be overcome by arranging regular get togethers and allowing staff to mingle with each other on a more regular basis.

[bookmark: _Toc45045788]Cultural Web
A cultural web analysis is used to understand the culture of an organisation in order to see how behaviours influence the organisation and to implement strategy. Johnson and Schole’s Cultural Web has six elements which all constitute the paradigm. These elements are stories, symbols, power structure, organisational structure, control systems and rituals and routines. (McDonald and Foster, 2013)
Furthermore Handscombe (2003) states that if there are concerns in an organisation a detailed analysis is necessary and the cultural web analysis will help with gaining an understanding of the goals of the organisation and undertake quicker and more effective decision making processes.

[bookmark: _Toc45045789]Fig 2. Cultural Web

(Source: Author)
[bookmark: _Toc45045790]Stories/Symbols
Stories are past events and the organisation’s history that give details of the values of an organisation and how it came to being. With regards to BB the values that are at the heart of the organisation are commitment, people centric, passion for excellence, collegiality and teamwork, integrity and creating value. These values are derived from experience over the years and what the organisation felt was key to their success. (Bevan Brittan 2020)
Symbols are used to define an organisation using certain colours or styles. Below is the logo for BB which is imprinted on all their literature and website. Symbols can also be the types of offices and dress code, be it formal or informal. According to Sun (2008) symbols are part of the culture of an organisation by which it is identified.
[image: Bevan Brittan LLP | Training contracts, vacation schemes and ...]
Although stories and symbols are an important part of an organisation’s identity, painting a positive picture,  there can be some negative aspects experienced by certain clients or employees which can leave an unwanted mark on an organisation’s identity.
[bookmark: _Toc45045791]Power/Organisational Structures
The power structure involves a few key people or departments in an organisation that influence decisions. With regards to BB the key decision makers will be executive board which consists of the managing partner, directors and other partners. Although it is beneficial for the firm to have decision makers who are the head of the firm, this can sometimes have a negative impact on employees down the line if they have not had any interaction with them with regards to any changes that are due to take place. However with regards to BB when they made the decision to move offices, they asked each and every employee for their input into the layout of the new offices, so everyone felt included and satisfied about the move.
An organisational structure is beneficial in that employees know what they are doing, what their job role is in order for the firm to reach its objectives. However, organisations should be ready to make changes to structures when necessary, as did BB when the firm decided to demerge in 2004 and split from Ashfords. (Law Gazette 2004)
[bookmark: _Toc45045792]Control Systems
Control systems of an organisation are systems which are in place for the smooth running of an organisation. For example, financial system, IT system, quality control, rewards and benefits. BB have control systems such as quality control, IT systems, financial system, benefits and rewards, recruitment. Each control system is run by individuals hired for that particular function for the smooth running of the organisation. 
Some issues with control systems are they can impinge on one’s career progression if an individual is not given time or resources to explore other areas. The purpose of the control systems is to ensure everything is running smoothly and the firm’s goals are met, so therefore this can put individuals at risk of leaving the organisation if they find that they cannot develop any further within the organisation. 
[bookmark: _Toc45045793]Rituals and Routines
Rituals and routines are those behaviours undertaken by individuals on a day to day basis. Employees are aware what is acceptable behaviour and what is not acceptable. With regards to BB those who go above and beyond the norm are rewarded and those who participate in activities not acceptable by the organisation will be punished by way of warning or dismissal.

4. [bookmark: _Toc45045794]Effects of Change in Technology on the Legal Industry
Law firms have had to make drastic changes in the way they run. Traditionally everything was paper based, files were stored in cabinets in alphabetical order with all the relevant documentation printed. However, as can be seen in recent times due to the COVID-19 pandemic almost all business have had to rely heavily on technology. This has enabled them to carry on business, maybe not as usual, but at least stay in touch with their clients and colleagues using social media platforms.
Byrne (2016) from The Lawyer Magazine writes that although a lot of law firms have adopted AI (artificial intelligence) the question of cost effectiveness still remains. Although it has become the norm in most large law firms to adopt new technology, the investment aspect and the benefit of new technology needs to be taken into consideration. 

5. [bookmark: _Toc45045795]Three Ethical Dilemmas faced by BB/Legal Industry
Ethical dilemmas are when there is the option of making more than one choice in a given situation. Pohling (2016) describes ethical dilemmas as the understanding of key organisation’s managers with regards to moral issues which are then followed by moral judgment and actions. 
Some of the ethical dilemmas faced by BB are diversity in management, sustainability and the extent to which social media is used.
5.1 Diversity in Management
With regards to diversity in management, having reviewed the board members it would appear over 90% are from white backgrounds and mostly male. There appear to be a few females on the board and no member appears to be from the BAME community. The firm needs to analyse why this is the case and ensure it does everything possible to make sure everyone is dealt with equally when it comes to progressing careers and accepting a more diverse panel of members for its board. 
Organisations may need to adopt blind recruiting for identification information is removed from people’s CVs at the time of recruitment to ensure a more diverse workforce is employed to begin with, as suggested by Braff (2018). 
To improve the diversity at the leadership level BB can adopt the Beers Model, silent barriers to strategy. Michael Beer is a Professor of administration at the Harvard Business School (Beer and Eisenstat; 2000). Beer’s six barriers of change are:
1. Conflicting priorities, unclear strategies and values.
2. Ineffective leadership team.
3. Top down or Laissez-faire management style.
4. Poor coordination across businesses and functions.
5. Inadequate leadership/management skills.
6. Closed vertical communication.

Beer and Eisenstat (2000) grouped the first three barriers as ineffective leadership style, two barriers are related to implementation, number four and five, and the sixth is related to poor communication amongst leaders.
By identifying the above barriers legal firms such as BB can address some of the issues they are facing by being honest and open at the leadership level to ensure everyone is clear about strategies and goals of the businesses and can deal with issues in an open and honest fashion.
5.2 Sustainability 
Sustainability is another issue faced by law firms such as BB. BB have tried various methods to remain sustainable, the most recent one being supporting sustainable construction. Within the workplace they have previously introduced schemes such as ‘the bike scheme’ which was a scheme to help employees purchase bikes at affordable prices to enable them to ride to work to reduce carbon emissions. 
Beers model can again be used to improve sustainability within the workforce for BB, taking into consideration all the barriers that prevent it.

5.3 Social Media
Social Media has many benefits for both organisations and personal use. Communication is a lot faster and mass messages can be sent out instantly. However, there is a risk of using social media at such a large scale in that confidentiality is at stake. For instance, according to Lackey and Minta (2012) by putting stuff on YouTube or Twitter you can risk providing valuable witness information to opposing parties. In addition, there is also the problem that employees spend too much time on social media when it is not necessary and therefore that is affecting the quality of work.
Hannan and Freeman’s model can help with dealing with environmental changes, societal changes and how firms can adapt to deal with such changes, including changes in technology. The model is based on understanding the forces that shape the structure of an organisation. According to Hannan and Freeman’s (1989) theory, there are four factors that affect performance of an organisation; constraints, adaptation, inertia and selection. A full narrative of these factors can be found at Appendix B.
BB can use Hannan and Freeman’s theory to have an effective social media policy that will enable them to adapt to the constant changes in the market. Although they already have very good policies in place, taking a deeper look into this will only improve the situation.

7. [bookmark: _Toc45045796]Recommendations/Conclusions
Having considered all the aspects that affect workplace culture in the context of BB, including the PESTEL analysis and the Cultural Web analysis the conclusion is that BB on the whole is going in the right direction. The firm’s culture is quite diverse, although improvements can be made at the senior leadership level with regards to more diversification. Their IT systems are in line with today’s requirements, although more robust measures can be implemented with regards to use of social media.
The structure of BB has always been a functional one and due to the nature of the business needs to remain the same to ensure smooth and effective running of the business. Theories such as the Beer’s Model and Hannan and Freeman’s can help the business evaluate itself further to make improvements especially due to the current crisis the world is facing. 
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[bookmark: _Toc45045799]Fig 1. Function Structure
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[bookmark: _Toc45045801]Fig 2. Divisional Structure


A divisional structure is made up of separate semiautonomous units or divisions. This structure is designed so units can be interdependent. For instance one division in a manufacturing plant may be making components different to other divisions and can be independent in that regard, however things in common with other divisions with regards to the methods used for manufacturing. The disadvantage of this structure is that it is complicated and can lead to disadvantage to a customer should one division shut down.

[bookmark: _Toc45045802]Fig3 Matrix Structure





The matrix structure is useful for organisations which produce complex products and need a variety of different departments and different bosses. However, this structure can be costly trying to maintain different sites.
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