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A Critical Analysis of Organisational Culture 
	






Organisation Overview


FEI Foods Ltd is a national company supplying the UK’s largest supermarkets with microwavable pouches containing a variety of flavours of rice. These include, Basmati, Pilau and Mexican just to name a few. The business is currently in a good state of growth with them owning three sites across South Wales, two in Swansea and one in Llantrisant. The business employs over 350 people within the factories, who of which are from a number of different countries. This means that there may be a large amount of different cultures within the business. 


Introduction


This briefing paper will discuss culture as well as organisational culture and what impact it has on organisations such as FEI Foods. The importance of culture to the business, organisational behaviours and common human behaviours will be discussed and linked to theory. Additionally, the paper will focus on how much impact organisational cultures may be having on the engagement of FEI Foods’ employees and the benefits of having a positive culture within the business. 

Once all of the above has been discussed, the paper will outline recommendations to FEI Foods on how to improve their organisational culture.

	What is Culture and Why is it Important?



Culture for a group of employees can be defined as “a pattern of shared basic assumptions learned by a group as it solved its problems of external adaptation and internal integration” (Schein, 2010, P.18). This has been thought to be successful and can be introduced to new employees as the “correct way to perceive, think and feel” (Schein, 2010, P.18). This is just one way that culture can be defined. It is often considered to be “unclear and difficult to define” (CIPD, 2023), which can also mean that it can be relatively challenging to measure. 

Culture is important as it plays a significant part in the way employees experience work and behave within the workplace. This is because it has relation to “deep social and collective aspects of organisational life” (CIPD, 2023). “Culture matters because it offers a way for employees to understand their organisation, to voice their views and to develop connections and common purpose” (Young, 2022). Creating and maintaining a strong culture within a business can be seen to increase engagement for employees and therefore productivity, improve wellbeing throughout the organisation, as well as reducing staff turnover (Saner, 2022). However, issues can arise if a poor culture is not addressed soon enough. For example, poor attitudes can often be replicated throughout the organisation if not dealt with. New recruits to the business can be influenced by others and adopt the same poor culture as the current employees (Saner, 2022).


	Culture and Organisational Behaviour at FEI Foods Ltd. 


As previously touched on, FEI Foods employ a large amount of employees that originate from a number of varying countries, meaning there may be numerous cultures being echoed around the business. The Three levels of Culture model, designed by Edgar Schein is just one model that can be used to analyse culture and organisational behaviour. This model consists of three levels, Artefacts, Espoused Beliefs and Values and Basic Underlying Assumptions (Schein, 2010).

To begin with, the Artefacts level of the model relate to characteristics of the business that can be viewed easily by employees (Schein, 2010). In relation to FEI Foods, the dress code for employees within the office environment creates a specific culture as all employees must dress formally as opposed to casually. Hogue & McHugh (2015) explain in their research how “dress codes that emphasize professionalism and conformity can reinforce values of conformity, discipline, and adherence to rules.” One of the ways in which FEI Foods have attempted to use dress code to drive a positive impact on company culture is by providing each employee with branded attire with their initials embroidered on. Though not a mandatory part of an employee’s attire, providing them with the opportunity to wear clothing with company branding makes it more likely that they will “feel a sense of loyalty and commitment to the organization” (Kim, Park, & Kwon, 2018), making them feel like they are part of one team working towards the same objective. 

There is, of course, also a risk that the implementation of such a strict dress code can have a negative impact on culture, with employees perhaps feeling overly restricted by the required attire or being of the opinion that the dress code is unnecessary (Hogue & McHugh, 2015). There is also a risk of junior members of staff, or those who do not work in roles where formal attire is required or appropriate, feeling disassociated with their superiors, creating a sense of hierarchy which, while often appropriate, can breed a negative atmosphere among managers and their subordinates (Kwon & Kim, 2019). 
 
The layout of the offices can be considered another artefact within Schein’s three levels of culture as senior members of management such as the Operations Manager, General Manager, Financial Director and Managing Director all have their own office space to work from. This structure can reinforce the idea that senior members of staff are more valued than other employees, creating a culture of inequality and undermine any effort that has gone into attempting to generate a co-operative and collaborative working environment. As explained by Edgar Schein (2010, p. 256), office layout shows “who is on the in-group and who is on the out-group, who has access to the important information and who is likely to be excluded.”

Aside from those deemed senior employees, other members of staff have shared offices which allows for collaborative working, linking into the value of teamwork within the organisation. However, with senior members of management being separated into different offices, it may give the impression of superiority to other employees, making them feel intimidated by them (Todd, 2023). Overall, the implementation of physical barriers, in the form of private offices and workspaces, between senior staff and other employees at FEI Foods could be having an overall negative impact on the way in which employees communicate and work together to achieve organisational success (Bernstein, 2019). 

With FEI Foods having both factory and office employees, they have provided separate facilities based on the distance between the factory entrance and the office entrance. However, the facilities for the factory staff are outdated compared to the office facilities. A study by Heracleous and Klaering (2004, p. 159) suggests that organisational culture is impacted by the physical environment in which employees have to conduct their work: "the physical environment of an organization can be a powerful means of communicating cultural values, such as the importance of teamwork, collaboration, or hierarchy". Outdated facilities can give employees the impression that their work is not valued or respected, which can quickly lead to them becoming disengaged with both their own roles and the company’s overall mission. This type of culture is negative and can be harmful to the health of the organisation (Blomstrom, 2019). 

The language barrier between employees within the factory can fall into the artefacts level of the culture model as this clearly affects the way in which employees behave around each other. This can alter the culture within the business as employees may feel uncomfortable speaking with certain individuals within the working environment and it may cause misunderstandings, potentially resulting in frustration or sometimes offence (Buarqoub, 2019). While FEI Foods employ people from all over the world, it has been seen that there is a language barrier between some employees. The business values respect and wants to create an inclusive and diverse environment for all employees, encouraging them to treat one another as such. Some employees who come from the same country like to communicate in their first language to one another, causing a change in the behaviours of others. New employees joining the business may adopt the same way of working as opposed to considering the employees that do not speak that language and continue communicating in their own language. 


	Decision Making Theory


Although it may seem simplistic, the theory behind decision making takes into consideration a range of factors including motivational, cognitive and emotional factors. Taking a more structured and reflective approach to decision making within an organisation is a key way in which companies can maximise the effectiveness of the decisions that are made at every stage of the organisation’s hierarchy (Elowitz et al., 1978). 

Within the manufacturing industry, decision making theory can be applied in a number of ways, such as when deciding upon suppliers, planning production, as well as quality control. For example, with regards to planning production, the planning team is required to plan which product will run on what machine and for how long. Decision-making theory can help to decide the most effective production plan that maximises the output of goods while also minimising costs (Jafari & Jafari, 2014). As mentioned, quality control is another aspect where decision making theory is significant within FEI Foods. If this is not done correctly, it can cause the business to receive complaints and potentially obtain a poor reputation which is why it is vital that the quality team are particular about which products are released from the factory. It is also important to reference that the food manufacturing industry is subject to food safety and quality regulations. Quality control helps ensure that the products produced by FEI Foods meet requirements and avoid any legal issues that may occur due to non-compliance (Ortega-Rivas, 2016).

Decision making theory within a business such as FEI Foods is a crucial aspect of human behaviours as the consequences of certain decisions can be detrimental. Poorly made decisions may lead to FEI Foods recalling products resulting in customers losing trust for the company and taking their custom elsewhere.

As discussed briefly, the role of cognitive bias is another important aspect of decision making theory within the food industry. Discussing the role of cognitive bias and heuristics in ‘Heuristic Decision Making’, Gigerenzer & Gaissmaer (2011) suggest that “people often rely on heuristics, but they would be better off in terms of accuracy if they did not.” To reduce the impact of these biases, businesses such as FEI Foods can use decision making tools like risk assessments to analyse the potential risks to the business and decide upon the best way forward. By using risk assessments, it allows the decision maker to ensure they are making informed decisions about next steps to better adhere to all stakeholders (Kahneman & Tvwesky, 1979).

The management team within the factory environment play a significant role where their emotions are usually monitored by the employees they work with. Depending on the individual’s emotions can determine which decision they choose, for example if the line manager was apprehensive around making decision, it may deter them from making a certain decision as they are fearful of the consequences. This may mean they do not take the best course of action based on their emotions getting the better of them (Lerner et al., 2015). 

	Organisational Factors Affecting Employee Engagement


Macey & Schneider (2008, p.3) say that the meaning of employee engagement within an organisation is “ambiguous”, while also revealing the concept of employee engagement to be ‘relatively new’.  Despite this, employee engagement may be defined in numerous ways, meaning it can be understood differently by each individual. Agarwal (2019) states that different organisations have their own variations of how employee engagement is defined, including vocabulary such as ‘job satisfaction’ and ‘emotional commitment’ as potential ideas to what the real meaning is. 

Employee voice plays a huge part in the engagement of employees at work. If they feel they have the opportunities to speak up and raise issues and concerns to their line manager of the senior team, it is argued that they are more than likely to demonstrate an improvement in attitude along with higher performance levels. This is argued to be due to the employer – employee relationship getting stronger with the business developing a higher trust levels from it’s employees (Rees et al., 2013). This enabler has also been linked to performance management as its objective is to realign employee’s focus within the business to pinpoint and work towards achieving the business’ targets and goals (Conway et al., 2016). 

Guest & Conway (2004) discuss in a report for CIPD the importance of employee voice in promoting a health work environment. FEI Foods Ltd are encouraging employee voice within the organisation by offering their employees the opportunity to speak with their line manager and members of the senior team through a monthly staff forum. This allows employee representatives to raise any problems or concerns within their role and on behalf of their shifts. By doing this, the business can look to act upon the issues and increase trust between employee and employer. 

Even though they may be encouraging employee voice to increase employee engagement, there are other factors that may be affecting their employees. For example, individual experiences such as support from line managers or progression opportunities may have an impact on the engagement of the workforce (Engage for Success, 2023). In relation to FEI Foods, employees may be frustrated at the opportunities to progress based on the limited number of vacancies available, meaning they may have longer to wait before being trained in a different area. This may cause their attitudes to change and become less engaged with their role (Zhu & Akhtar, 2014). They may also feel let down by their line manager as they would not have aided the employee to progress based on the lack of vacancies. 

Engage for Success, (2023) also suggests that engagement can be affected by the alignment of behaviour and values. Staff may feel their colleagues or line managers may not be behaving in a way that relates to the company values. Some employees may not be familiar with the values at FEI Foods and therefore their colleagues’ behaviours are likely to have little effect on engagement. However, it is argued that a line manager’s behaviour will have more of an effect on employee engagement based on their position within the company and the relationship they will have with their employees. This is opposed to senior management relationship with employees within the factory environment (Newman, Donohue & Eva, 2017).


	Driving an Inclusive Culture & its Benefits for Wellbeing and Performance


When thinking about culture within an organisation like FEI Foods, the words inclusivity and diversity spring to mind. Diversity can be described as “the representation of multiple identity groups and their cultures in a particular organisation or workgroup” (Ferdman, 2013, P.3) where inclusion, links with diversity but “Inclusion involves how well organisations and their members full connect with, engage and utilise people across all types of differences” (Ferdman, 2013, P.4)

By encouraging a diverse and inclusive culture within FEI Foods, it is likely that they will see a correlation between employee wellbeing and performance. This type of culture can make employees feel involved and desired in their roles and improve their engagement (Lu & Lu, 2014). Having a culture that is positive in the workplace has a few benefits. For example, teamwork within the organisation will improve, morale will be higher amongst the employees which will ultimately increase the efficiency of the workers as well as productivity for the business (Agarwal, 2018). The importance of a good organisational culture can help boost productivity within the factory at FEI Foods, meaning targets will be exceeded. By exceeding targets, FEI Foods are likely to gain more custom and therefore be making more money.

Atcheson (2019) argues that there are four key elements to creating an inclusive culture. They consist of listening, providing action, valuing all input and forming a two-way communication between line managers, senior management and employees. Atcheson's (2019) four key elements to creating an inclusive culture are highly applicable to FEI Foods. By listening to its employees, providing action, valuing employee opinion, and facilitating two-way communication, FEI Foods can create a more collaborative working environment which benefits employees and leads to a more profitable business.

Emotional intelligence should play a significant part of the line managers’ roles and conversations within a business. Emotional Intelligence can be defined as “a form of social intelligence that involves the ability to monitor one’s own and other’s feelings and emotions, to discriminate among them, and to use this information to guide one’s thinking and action” (Salovey & Mayer, 1990, P. 189). This is a skill and is used to encourage line managers within a business to acknowledge their employees’ requirements. This will also indicate to the employee that the business is supportive, with the management team creating a safe and motivating working environment (Njoroge & Yazdanifard, 2014).



	Conclusion


In conclusion, the culture within FEI Foods needs improvement based on the attitudes and high staff turnover within the factory environment. A positive workplace culture has been seen to boost morale of staff, and increase productivity, all of which are benefits to FEI Foods from a retention perspective as well as target and sales. 

Below are some recommendations as to how FEI Foods can improve their culture to achieve those results.

	Recommendations



One recommendation to improve culture at FEI Foods would be that the business needs to invest in the facilities to ensure they are more modern and are aligned with the office employee’s facilities. This would mean an upgraded canteen area as well as other facilities such as walkways and toilets. While understanding this is a relatively large project and will come at a significant cost to the business, it goes without saying that this renovation is a step in the right direction to improving the culture. If the renovation is well received by the employees and increases their positive attitudes, then it is likely they will be more efficient and productive when carrying out their roles (Cappstone Inc. 2021).

Without having the exact costings based on the need to obtain quotes from contractors regarding the renovation it is difficult to pin a specific price on this recommendation. However, with the amount of upgrading that will need to be carried out, it is likely to cost the business around £80,000 minimum based on new canteen seating areas, toilet facilities, new flooring, painting etc. This is an estimated quote from discussions with several of the engineering team. Despite the significant cost, this could be repaid with a motivated, productive workforce that are retained within the business. 

The second recommendation would be that the business could arrange English lessons for employees that only have basic level English within the workforce. This will begin to introduce the more inclusive employer that FEI Foods wants to be as it gives the employees the opportunity to feel more included in business communications (Mcintire, 2014). Each manager of each shift will need to identify employees that require English lessons within the business. Once the relevant numbers are in place, the business can look at implementing the lessons. They can either look at introducing this online, where management will need to free people up from production to spend time completing their courses on a regular basis, or the business can pay an external English teacher to come in and provide the relevant teaching. 

With regards to cost – depending on which option they choose – the business’ main cost will be for the lessons themselves if external teacher is provided, as well as the production costs to release several employees from the factory on a weekly basis. This should make employees feel more at ease with engaging with each other, while creating a more inclusive working environment at FEI Foods. 

Another option for the business, which would be cheaper would be to invest in several handheld tablets for the employees to be able to carry out their language lessons. The business can create each employee an account on a language learning site called Duolingo and can track and save their progress every week. Therefore, the cost for that option would be £3690 for 10 64GB iPads (Apple, 2023), the electricity cost to charge the iPads and the production cost to release these employees off shift for 2 hours once a week.

The final recommendation that can be made to FEI Foods to improve culture is that with Emotional intelligence being a vital part of creating a positive culture within the working environment, their management team will need to be equipped enough to deal with their employees in the correct manner. 

Each shift manager and their supervisors should complete an emotional intelligence test to establish how emotionally intelligent they are. This will also provide them with suggestions on how to improve to create a better environment for their employees. These tests can be found online and are free so would not cost the business in terms of obtaining the tests. Some tests are less lengthy, but some can take around 30/45 minutes to complete. This means that there would be a cost of time to FEI Foods as they would need to free up all four shift managers and their supervisors to complete the test. Despite this, with all management team more emotionally intelligent, it creates a more positive culture and can reduce staff turnover. This will save the business money in the long term as they will have reduced recruitment costs with regards to the time of the recruitment officer, as well as advertisement costs.  
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