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[bookmark: _Toc18524180]Introduction 

In this paper I will be discussing the organization that I work for focusing on the organization's history, missions and values, approach and ways of working.  I will be demonstrating a PESTLE and SWOT analysis to outline the external and internal factors that impact my organization and finding ways to improve on any issues within the organization. I will demonstrate a stakeholder's analysis and outline what the organization means to its stakeholders in relation to the commissioners, customers and employees. I will then discuss the culture and ethics within my workplace and how different personal cultures clashes with management culture and organizational cultures using models and concepts to find solutions to any intercultural communication problems.

[bookmark: _Toc18524181]Case Study 

“Look Ahead supports thousands of people across London and the South East with a diverse range of needs from homelessness to learning disabilities, helping them to make individual choices, achieve goals and take control of their own lives by providing tailor-made support, care and accommodation services.” Look Ahead Care, Support and Housing (n.d) 
[bookmark: _Toc18524182]History
Founded in 1973 by a retired civil servant named Mary Jones, Look Ahead Housing Association was created in order to provide affordable, good quality accommodation to single individuals on low incomes. After registering with the housing corporation in 1974, Look Ahead acquired their first property in 1975 in Westminster named Victoria Hostel with many hostels following year after year. By 1988 Look Ahead provided around 1,000 homes across London and some out of London boroughs, following closely in 1990’s providing services to the street homeless following the rough sleeping crisis. By 1991 Look Ahead expanded and opened their first mental health service then their first learning disability service in 1995. Look Ahead decided to launch an apprenticeship scheme in 2008 and supported over 100 apprentices to join the company. Sensing that customers needed some recognition, Look Ahead held their first customer celebration in 2013 where customer's achievements were recognized and since launched has been an annual celebration along with the staff awards. 
[bookmark: _Toc18524183]Missions and Values
Look Ahead works collectively with staff, customers, families and carers to create their missions and values. Their mission is to work with individuals to achieve their goals and take control of their lives through great support, carers and accommodation. Look Ahead works based on four values the first being Excellence in which Look Ahead state that they are committed to and measure by the success and outcomes of the individuals that use the services and the consistency of a high level of working. The second value is Aspiration in which they have high aspirations for both staff and customers and strive to face challenges and have recognition for their customers and staff.  This is done by creating staff and customers awards that openly celebrate the achievements and the accomplishments of staff and customers which boost morale and enables individuals to strive to reach their personal goals. The next value is Partnership in which Look Ahead believe in working with customers, staff, families and external agencies in order to produce and develop great results. The last Value is Trust in which Look Ahead believe that the element of trust is an important factor and strive to be trusted by commissioners and funders to do what they say they will as well as customers and families. Look Ahead states that they work with integrity and trans parity insuring nothing is concealed from the individuals that they work in partnership with.
[bookmark: _Toc18524184]Approach 
Look Ahead had four sections to their approach the first being; 
Co-Production – Look Ahead offers the opportunity for staff and customers to work together to provide a better service.
Aspirational Support – Look Ahead encourages customers to establish their abilities aspirations and skills whilst providing a strength-based support. The teams at Look Ahead encourage people to recognize and carry out their full potential
Personalized Service – The teams at Look Ahead provide a person-centered support adapting to what each individual needs.  It is also promoted that individuals make their own decisions and choices leading them to greater independence. 
Partnerships with health – Look Ahead deliver a combined service with the NHS, housing and social service in order to work together to provide the best care, this also relieves the pressure from in – patient services which reduces costs.
Look Ahead strive to produce a genuinely inclusive workplace with a culture where customers and colleagues feel they belong and are valued and respected. This is reflected in the range of staff and customers that are within the organization. Look Ahead are also required to publish the details of any gender pay gap and are looking at bridging any gaps in their findings. Look Ahead encourage work with staff with lived experiences of using the services as well as a disability awareness network and a lesbian, gay, bisexual and transgender network. Another inclusive factor about Look Ahead is that it encourages staff and customers with experience to be trainers, for example, if a staff member has a particular life experience such as homelessness they are encouraged to become a “Trainer by experience” and they train staff members about what customers may be feeling or have experienced.

[bookmark: _Toc18524185]PESTLE Analysis 

I will be using PESTLE analysis to demonstrate the effect that external forces may have on my organization.  
Political – Brexit may have an impact on my organization due to the loss of EU workers that we currently have in the workplace. “The latest figures are that there are currently 2.1 million European immigrants working in the UK and are said to be filling gaps where there is lack of skills, EU immigrants contribute greatly to the healthcare sector in terms of employment. Thus, the UK’s ability to recruit international talent could be at stake” Market-inspector.co.uk (2019) within my workplace there are very skilled support workers with nursing and social care backgrounds from the EU who bring a great work ethic and experience. The UK leaving the EU may cause European workers to leave the UK and as stated above would result in a loss of skilled workers within my organization.

Economic- Although staff are paid above minimum wage the increases will cause the organization to review the employee's pay in order to maintain regular staff members. The current national is £8.21 and is reported to increase to £8.62 in 2020 GOV.uk (2018) this may affect the organization due to having to pay out increased wages to employees causing a decrease in their annual turn around.
The current un-employment rate is 3.9% Office for National Statistics (2019) and last year it was 4.2% GOV.uk (2018) which means there has been a decrease of unemployment.  Although this is great for the economy it may impact the number of customers we support due to them being in employment and not needing support.

Sociological- Sociological factors would more favor the organization than be against it. The fact that the organization is helping those in need and providing housing for the homeless will always be an interest and a need. One of the ways that it may affect the organization is if there was a view that the customers we support were being mistreated, they are not benefiting from the services or there is no longer a need for support which I do not believe will be an issue. 

Technological- Technology is changing rapidly and it's often advised that businesses improve their technology to meet the current needs of the market. The need for convenient services is in demand and my organization is slightly out of date. My organization does not have any apps for our customer or provide a platform for customers to pay their rent online. The lack of technological systems can cause the organization to be less favorable amongst customers therefore losing business.  

Legal- Look Ahead already has taken up gender pay gap reporting and it is available to view online. The “Good Work Plan” was introduced in December 2018 with a fine of £5,000 but since 6th April 2019 has increased to a maximum £20,000.  This is for employers that frequently breach their lawful obligations. This could impose charges to the organization if matters of employees are not dealt with efficiently. CIPD (2019)

Environmental- In relation to the employee's work environment things such as humidity can cause employees to feel sluggish at work but also the cold makes the working environment difficult to be in. Within the service that I work in, the temperature control is always an issue. “A recent study showed that 50% of offices are too hot and 52% are too cold during the winter. Work Mind (N.D) Although there are no actual legal requirements to the minimum temperatures within the workplace, employers are still legally responsible for providing reasonable temperatures for employees to work in. This could become an issue especially with climate change within the UK. 
[bookmark: _Toc18524186]SWOT Analysis 
[bookmark: _Toc18524187]Strengths

· Competitive contract prices in order to be chosen by our stakeholders over competing companies. 
· Well known established company since 1973 so brand is recognized by a variety of customers  
· Variety of employees from different cultural backgrounds enabling more in-depth relation to customers. 
· Reviewed gender pay gap to fall in line with recent legislations.
· Person centered care and partnership working with customers 
· Partnership working with NHS and social workers making the company more favorable to work with 
.
Weakness 
· Multi-cultural staff causing miscommunication and misunderstandings in the workplace 
· Lack of up to date technology such as revised customer management systems and business apps.
· Increased employee turnover, causing inconsistencies in the services. 
· High rate of employee sickness due to stresses of the job.

Opportunity
· Technology becoming more popular, now would be the time for innovation.
· Population is increasing therefore may be more individuals to support.


Threat
· Customer rent arrears affecting profits of the business
· Possible loss of professional EU workers due to Brexit  
· “Good Work Plan” increased maximum fine of £20,000 if organization does not fulfil legal obligations to employees. 

[bookmark: _Toc18524188]Stakeholders Analysis 

A stakeholder can be defined as person, organization or a group that has an interest in an organization they can be investors, employees, suppliers, prospective customers, interest groups or customers. A stakeholder analysis can be described as the starting point in stakeholder's management which is a process used to gain support from other parties. Thompson (n.d) I will be focusing on my organization's key stakeholders within my service who are the commissioners, customers and employees.  
Figure 1: Power/Interest Grid for Stakeholder Prioritization
[image: ]
Adapted from Mendelow, A.L. (1981). 'Environmental Scanning - The Impact of the Stakeholder Concept,' ICIS 1981 Proceedings, 20. Retrieved from Mindtools.com “Stakeholder analysis”
I will be using the above tool to support my notion that the commissioners, employees and customers are key stakeholders within my service. 
Look Ahead is a charitable organization whose stakeholders are the commissioners and partners that they work with as well as the variety of customers and employees. The commissioners often derive from the local councils and grant contracts to the company in order to support the local constituencies in need.  To them they need the organization in order to reduce homelessness in the boroughs. The commissioners can also be referred to as shareholders as they invest a lot of time and money in the organization and choose suitable organizations based on price and working ethics. The commissioners trust in my organization to provide quality sustainable support and enable individuals to move on to live independently. There is substantial reporting that has to be presented to the commissioners such as our “Key Performance Indicators” this report shows the successfulness of the service in relations to customer move on, void rooms, customers engaging with alcohol and drug service, customers who gained employment, customers in education and training and the activities provided by the service. This demonstrates to the commissioners that the service is working and enables them to believe that we are being productive. These stakeholders have a high power and are highly interested therefore my service must manage them closely. 

The customer stakeholders are often referred to us by the commissioner's team and believe that we will support them as individuals as well as provide temporary accommodation eventually supporting them to live alone in the community. Our customers come from varied backgrounds but are all commonly homeless, most of the customers are interested in the service and are in desperate need of support and housing. Our customers shape everything that we do and are needed to run the organization, to them this service provides them with stability, change and hope as well as the ability to socialize. These stakeholders also have a high power as they shape everything that we do, and they have a high interest as they need our support meaning that the organization must manage them closely. 
The Employee stakeholders choose to work in the supporting field and often have an interest in working with the homeless or supporting those that are ex-offenders, are addicted to drugs or alcohol or have complex needs. The decisions made by the organization will impact the employees, whether it be changes or frequency of wages Lewis (2019) 
[bookmark: _Toc18524189]Culture and Organizational Culture 

Culture can be defined as a way of life in relation to one's customs, beliefs, attitudes norms and values. There is no right and wrong with culture and it often reflects how an individual views themselves within society. Organizational Culture embodies the values and behaviors that contribute to the psychological and social aspects of an organization. Business Dictionary (N.D) Organizational culture can reflect the beliefs of a company, its ethics, the working environment and working methods of the company. My organization has more of a bureaucratic culture as employees are governed by rules and have policies and procedures. 
[image: ]
Toolshero “Organizational Culture Model” (Schein) 
Edgar Schien constructed an organizational culture model also known as the “Onion Model "to make culture more visible within an organization. He also outlined what steps needed to be taken in order to bring out cultural change. Toolshero (n.d) Schien believes there are three different levels to organizational culture. 
Artefacts and Symbols – These are the visible elements of an organization such as uniforms, logos, color codes etc. Look Ahead does not have a set uniform but has a recognizable logo and associates with the colors blue and green. This makes the company recognizable to employees and customers.  
Espoused Values – These are the values of the organization, code of conduct, mission and aims. These are displayed on the Look Ahead website and are included in posters that are put up around the organization. 
Basic Underlying Assumptions - These are deeply ingrained into the organization's culture and is often experienced from external parties but are hard to identify within the organization. 
From the view of the onion model the outer layer which is Artefacts and Symbols is easier to change and the deeper the layer goes the harder it is to change. Toolshero (n.d) Schien's Organizational Cultural Model also refers to creating cultural change and states that it is important to discuss with employees aspects of organizational culture. Schien believed that behavior must be first unlearned before new behavior is learned in its place. Toolshero (n.d) This is an interesting point as the variety of cultures within the workplace need to adapt to the organizational culture but must first unlearn some of the norms that they believe apply within the workplace. It would be difficult to adapt an individual to the organizational culture and there may be some dispute as to whether they are being swayed against their own person culture, norms and values.  
Within the hostel that I manage we have a range of staff members from different social and cultural backgrounds, which in hindsight is great but produces many issues within the workplace due to miscommunication and misunderstanding of the organizations culture. Issues like code of conduct often present challenges within the workplace due to each employee's own view of the meaning. For example, within the organization the service that I work in does not have a set uniform, but staff are expected to dress appropriately for work. My view of appropriate dress and other employees' views of appropriate dress may greatly differ due to our difference in culture, beliefs and norms. I often must speak with staff about wearing shorts and short skirts to work due to the nature of the clients that we support. Since this became an issue, the code of conduct policy had to be revised to specify which items of clothing would be considered inappropriate for work. This example would be the artifacts and symbols stage and would be easy to change from simply speaking with staff. 
[bookmark: _GoBack]The miscommunication within the organization is an issue that affects the daily running of the service I work within; it usually stems from the misunderstanding and miscommunication between employees. I am the manager of the service and take an adaptable management approach to each employee by trying to understand how they will perceive and receive information. This way (n.d) stated that language and communication barriers are evidently present in businesses that have a diverse workforce. With English not being many employees' first language, it can be difficult for management and employees to get their message across effectively. This way (n.d) also discusses the differences in ethnic and cultures which often presents in prejudices. Different beliefs also play a role in disputes amongst employees and management, but it should always be determined that individuals' beliefs should not impact the workplace. An example that often arises is in relation to verbal and written intercultural communication. I have often explained to employees that there will be a meeting at our service and provided the time to later find out that the employee thought it was another day. This is my error in not ensuring that the employee understood and received the information correctly. Some staff do not double check information when receiving it but that is down to their general beliefs and norms as they think that I will perceive them as incompetent or think that they did not listen to what was being said. It is important that management assure staff that they reaffirm anything that they are unsure of to ensure that communication is effective. 
[bookmark: _Toc18524190]Recommendation 

[bookmark: _Toc18524191]Intercultural Communication 

Intercultural communication is one of the biggest issues within my organization and management as well as employees need to work together in order to ensure effective communication within the workplace.  Communication itself can be difficult within the workplace or even within personal lives but intercultural communication enhances the problems but understanding the barriers could be the first in solving this issue. Farnen (2017) identified “Six Barriers to Intercultural Communication” 
Language Differences – Individuals from different backgrounds that have English as their second language often find it difficult to communicate and vice versa.  Within my organization we have a lot of Italian workers who have difficulties in communicating with staff due to the translation of words from Italian to English. Their words often have different meanings when translated causing a breakdown in the communication. Perhaps having English programs for staff may help to diffuse the issue. 
Body Language – Body language can be taken in different ways to different cultures and individuals take offence due to the misunderstanding of an individual's culture. For example, individuals from south Europe use more eye contact than a British person. Farnen (2017) this would tend to make a British individual uncomfortable. Teaching staff knowledge on different cultures may enable them to understand different types of body languages which will cause there to be less tension within the workplace. 
Level of Context - English people have an “no means no” attitude and are low context where other cultures may say “Maybe” when they mean no this could be the lack of bluntness and not wanting to outright refuse something. 
Value of Time – Different cultures value and honor time differently for example in Ghana a meeting set for 10am would mean that there is a meeting sometime in that day whereas in Britain a meeting set for 10am would be at 10am and anyone that comes after that would be regarded as arriving late. 
Negative Stereotypes and Prejudices - Prejudices within different cultures and stereotypes is common and individuals often believe that their culture or faith is better than another's this could lead to mistreatment. It is important that when in work different beliefs and faiths are accepted and there is no discrimination or prejudices shown.  
Feelings and Emotions – British individuals often control their emotions whereas the French and Italians express them openly. In my workplace individuals often from the African culture speak quite loudly and emotionally which sometimes embarrasses other British staff members. 
Overall understanding different cultures is key and I believe more education should be done within multi-cultural organizations to enable staff to be able to work with each other productively. 
[image: ]
Week 9 lectures – Browaeys and Price, Understanding Cross-Cultural Management
The above model of communication illustrates how communication between employees and management should be undertaken in order to be effective. 
Frame of Reference – Does the intended recipient of the message have the knowledge of the message being sent and what is their experience within the company? Would their norms or values effect the message in any way and what would be their assumptions of the message being sent. 
In this it's important to consider the type of language used if its verbal will the recipient understand what's being said, is it clear and concise, no jargon used. If verbally speaking, it's important to speak clearly and have a good tone so the recipient of the message can understand. Understanding the relationship is also important for example if I am speaking with an employee that I manage I would speak differently to them than my manager as we have a different relationship. Using this model may help with intercultural communication but understanding what an individual thinks and feels is very difficult. As a manager I think it would be important for me to understand and discuss with staff their understandings and views on situations in order to adapt my communication with them in the future. 

[bookmark: _Toc18524192]Conclusion 

The organization that I work for is name Look Ahead Care Support and they support a range of individuals to become more independent. Look Ahead is a diverse organization with multicultural staff and customers. From the PESTLE analysis it was determined that the cultural aspect of Look Ahead could be affected due to Brexit, causing the company to lose trained professionals with a great work ethic. With an estimated 2.1 million Europeans working in the UK it is said to put a big professional gap in the market if these individuals migrate back to their countries. Market-inspector.co.uk (2019) The national minimum wage increasing will also affect my organization as they would have to revise pay in order to keep staff from moving to competitor companies. The technological factor is something that my organization needs to improve on by upgrading to new systems and investing in a business app. When demonstrating the SWOT analysis, it was identified that my organization is a recognized company and is favored by the commissioners who are the shareholders due to competitive prices and the work ethics of the company.  One of the weaknesses was the multicultural factor and the breakdown in communication between employees as well as management but on the other hand the loss of multicultural employees was also a threat due to the loss of professionally trained staff members. I spoke about the stakeholders and analyzed that the most important stakeholders were the commissioners who are also shareholders, customers and employees as their interest and Power was at the higher end of the scale therefor having to manage them closely. I discussed culture and organizational culture and discussed the Organizational Culture module also known as the Onion Module created by Edgar Schien in which there were three identified stages to the module artefacts and symbols, Espoused Values and basic underlying assumptions. From the view of the onion model the outer layer which is Artefacts and Symbols is easier to change and the deeper the layer goes the harder it is to change. Toolshero (n.d). I discussed intercultural communication within the workplace and identified six barriers to communication created by Farnen (2017) this gave an insight of what needs to be understood about different cultures in order to improve the communicative relationship within the workplace. I included the communication model to illustrate ways in which communications are received. To conclude understanding the different cultures within the workplace is important as it enables individuals to have an insight of how different culture behave. Educating staff regarding this may reduce prejudices and breakdown of communication with the workplace which is important. 
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