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Introduction

This academic report is being produced for the author to critically assess the culture and context of an organization. And to give the reader a clear demonstration of a detailed understanding of the workplace culture and context of the organization being assessed. The organization being assessed in this report is Birchfield Big Local (BBL). The author has opted for this organization, having gained knowledge of the organization through past employment with them. Because of this the author can evaluate the organization within its broader environment by using appropriate environmental and organizational analysis techniques. Thus, enabling the author to critically appraise the cultural and ethical behavior within the organization.
Workplace culture can be defined as a set of guidelines or unwritten rules pertaining to an organization’s beliefs, traditions, values, and leadership. In addition to the attitudes, behaviors, and interactions of its employees. These are contributory factors in defining the emotional environment and culture of the workplace. These factors are important for both employer and employee because they will influence and impact upon staff performance and the way in which an employee does their job.  This will directly affect the organization by way of staff engagement (or lack thereof), productivity, successful recruitment drives leading to staff retention, and more.  Employee engagement is defined as the degree to which individuals are passionate about, motivated by and invested in their work, as well as the company they work for (Forshaw and Fletcher, 2016. People Excellence involves developing everybody that works for your organization – not just the high-fliers.  Workplace culture is the character and personality of an organization.
Good workplace culture involves making sure that every employee is provided with the guidance and support needed to achieve their full potential. This aids them to do their best, every day. Everyone works together to achieve the organization’s objectives as well as meeting their own personal goals. This indicates a collectivist culture which embraces teamwork/groupwork and multi-culturalism. This in turn leads to a good and professional working culture. Such a workplace culture is more likely to create a good working environment.  
This type of workplace culture eliminates uncertainty-avoidance within an organization and increases the probability of employees remaining with the organization for a longer period.  In contrast, there is the potential of a toxic environment being created in a workplace culture which does not incorporate such values. Such workplace cultures promote a culture of individualism. Individualism society-cultures are oriented around the individual being independent of identifying with a group mentality.  The workplace culture that is prevalent in any organization is directly related to the management philosophy of the company. Performance management processes eliminates closed vertical communication and end enables dialogue between managers and team members and promotes forthright discussions between all.  The more we know about the person who demonstrates the kind of excellence we want to emulate, the easier it becomes to follow their way of working (MCDERMOTT, 2021). 
The completion of a PESTEL analysis forms a major part of the overall assessment.  And this has been done to identify the key drivers for changes within the business environment that this organization operates. This will lead to a conclusion as to the attractiveness of the business environment, or otherwise. 
The report also contains a detailed analysis of the culture of the organization, and this has been incorporated using some of the questions surrounding cultural web. An interview guide/questionnaire has been attached in the appendix for the reader’s perusal. There are six inter-related elements of organizational culture that are highlighted by cultural web (power structures, control systems, organizational structure, rituals & routines, symbols and, stories) which will be addressed individually in sub-headed categories. 
A thorough explanation of the term ‘ethical dilemma’ is included in the main body of work, and two such dilemmas have been highlighted within the report. Justification of the selected action(s) implemented to resolve the dilemmas is provided from an ethical point of view.
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PESTEL Analysis

From class discussions it emerges that PESTEL has recently been renamed as PESTELE, with the addition of the category known as ‘ethical’. The complete meaning of the abbreviations in PESTEL are as follows.
P – Political                                              
E – Economic
S – Social  
T – Technological                                          
E – Environmental
L – Legal
E - Ethical (NEW)         
Analyzing the impact of these categories on the business is what will be covered in the following section of this report.
P – Political.
The organization’s marketing strategy must be in-line with existing legislation(s) and be responsive to changes in legislation by making the necessary adjustments when required to do so. For Birchfield Big Local as an organization, it will need to consider things such as labor law, government policies, environmental policies and more. A political factor that is intertwined with government policy is the recent Covid-19 pandemic which has affected every aspect of Big Local’s operation’s because the organization has been unable to deliver its’ services. Because of this the key driver for change in this area of business can only be the government because the organization can only operate within the confines of any stipulations meted out by said government. The laws and legislations that are the guidelines of business operations in this sector are, laws and legislations that can only be implemented by government. Because Big Local is a government funded organization, they are in a privileged position compared to many other businesses because they are guaranteed an annual income irrespective of their actual turnover. The attractiveness of such a business arrangement is clear to see.  Chancellor Rushi Sunak says "There's now light at the end of the tunnel with a roadmap for reopening, so it's only right that we continue to help business and individuals through the challenging months ahead - and beyond." (Furlough has been extended until the end of September — AS Robins LLP, 2021). Political factors and issues will also impact upon short term orientation as this is when business is focused on the present or past and considers them more important than the future.


                                                                           
E – Economics Factors
Economic factors are paramount in any business or organization, especially those that exist purely to make financial profits. These factors will determine the way in which an organization operates. Interest rates, inflation, economic growth, disposable income of service users and/or other businesses are all factors that Birchfield Big Local must factor into its’ business plan to achieve a successful and lasting business model. Again, Big Local are in a more favorable position in comparison to businesses that are not in receipt of government funding. Due to the organization’s location, they are in line to receive a sizeable grant from the government in addition to its’ annual income. This grant is due to be received so that the organization can facilitate additional community activities and programs which are to coincide with the 2022 Commonwealth Games which are being staged at the home of the Birchfield Harriers Athletics club. Because of the organizations’ status it is not imperative that they generate financial profits to be considered as successfully delivering its service(s). As a Business to Consumer (B2C) organization, BBL is heavily impacted by micro-economic factors which focusses on the way in which people spend their money.

S – Social Factors
Social factors affecting BBL are essentially the cultural factors of the local community. In so much as the shared beliefs and attitudes of the population. Because Birchfield is a very diverse community, it is unlikely that there can be a ‘one size fits all’ policy that can be implemented. The age of the population, in addition to the size and health of the population, are factors that will determine the way in which BBL engages with service users and develops an understanding of what motivates the population. the Understanding cross cultural differences at the level of the person is of paramount importance If you are going to do business across cultures. When you have a multicultural team, each member will have different priorities and different processes to achieve the desired outcomes of the organization. An individuals’ priorities and sense of culture will be deep rooted, and it will be difficult to bring everyone round to one point of view. Many of the initiatives currently in place at BBL are aimed at addressing local issues, but these issues will affect different sections of the community in different ways. From class discussions it has been accepted that social behavior tends to be dictated by the attitudes and preferences of individuals. In a business context generally, employees would rather distance themselves from group or teamwork activities. Naturally, this is not an ideal situation for BBL as it is dependent upon good customer relations to ensure future engagements with existing clients and service users.      BBL promotes a culture of social theory which encourages freedom of action for individuals over collective or state control. 'Encouragement’ has been given to individualism, free enterprise, and the pursuit of profit' for both staff and the clients’ that engage with BBL. Consideration is given to cultural differences and these are celebrated by way of community events inclusive of all sections of society.  Despite these continued efforts, the organization knows there will always be the possibility of deeper and less visible cultural differences that staff may encounter. (drucker, n.d.)




T – Technological Factors
The technological landscape changes frequently and how this impacts the way BBL markets its services must incorporate such changes. The organization has utilized the modern technology available to it during the Covid-19 pandemic. By holding regular zoom meetings/parties and other social events such as virtual coffee mornings, BBL managed to continue to engage with both existing service users and new clients.  The organization also managed to offer a brand-new service in response to the lockdowns caused by the pandemic, as it now has a mental wellbeing and a befriending service that individuals can access through various devices. Technological factors affect an organizations marketing strategy and the management of it in three distinctive ways:

1) New ways of producing goods and services
2) New ways of distributing goods and services
3) New ways of communicating with target markets
BBL has managed to develop its business by reviewing its existing management strategy and devising new ways of producing and distributing its services, which naturally employed new ways of communicating with target markets. It is possible that these opportunities would not have arisen if the pandemic had not caused lockdowns. But, because of being forced to not have physical contact with clients, BBL has indeed benefitted from the technological factors that have impacted on most – if not all – organizations. The workplace culture that had been evident at BBL prior to Covid-19 has been replaced by a ‘work-from-home’ culture which has presented new opportunities that the organization has seized.

E – Environmental Factors
There are numerous environmental factors that impact upon an organization and the way it does its business. Depending upon the industry that you are in. Some manufacturers will be affected by environmental issues relating to materials, carbon footprints, pollution targets and others. Due to the nature of its business, BBL are more affected by the factor which addresses doing business as an ethical and sustainable company. To achieve this BBL are continuing to operate as a transparent organization that is inclusive of all sections of society.  A major environmental factor that has had a major impact upon BBL is the previously mentioned Commonwealth games of 2022.  There has been major redevelopment work carried out in the Birchfield ward which has created new jobs, new infrastructure and, new opportunities for the organization to become very much involved in various events and activities surrounding the commonwealth games.
Environmental factors have only really come to the forefront in the last couple of decades or so. They have become important due to the increased demand for raw materials, ozone issues, sustainable planet targets and so forth. These are just some of the issues that organizations are facing within this factor. More and more consumers are demanding that the products they buy are sourced ethically, and where possible, from a sustainable source. 





L - Legal Factors
For an organization operating internationally, there will be many legal implications to consider as different countries have different rules and regulations. For BBL, legal factors it has to consider include product safety (when facilitating community activities and events), consumer rights and laws, health & safety and equal opportunities. BBL is in a position where they are in receipt of government policies and proposals that relates to their industry. As such, it places an even greater emphasis upon the organization to operate legally and trade successfully. Essentially, companies need to know what is legal and what is not. Great emphasis must be placed upon the legal factors relevant to any organization’s successful operation. To do otherwise leaves room for legal proceedings or lawsuits being brought against the organization. Napoleonic plans of tremendous breadth and vision are fine, but Wellington’s attention to detail won the battle of Waterloo (BLACKWELL, 2021).
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The six inter-related elements of cultural web.
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1. Stories
(The past events and people that are revered both inside and outside the organization, including leaders. Who and what the organization chooses to immortalize indicates what the organization values, and perceives as great behavior)?
[bookmark: _Hlk77836570]Birchfield Big Local is an organization that works with Youth & Community groups to provide both public and government services. It is a government organization and therefore receives an allotted budget to carry out the organization’s operations. As such, the business environment in which it operates is not necessarily as competitive as other business environments. That said, the organization does have to justify its’ existence and continued financing from government on an annual basis. The Birchfield Big Local story to date is that the organization has so far been successful in its’ aims to bring together the talents, passions, aspirations, skills & energy of local people to make Birchfield an even better place to live and work. 
2. Rituals & Routines
(The daily behavior and actions of people signals what is considered as acceptable behavior within an organization)
In May 2018 Birchfield became a separate Ward with a single Councilor - Councilor Mahmood Hussain. Birchfield Big Local has been working with the City Council and other groups and organizations in the area to create regular Ward Forums where residents can come together and discuss issues of concern. There will also be a Neighborhood Tasking Group (NTG) meetings every three-months bringing together residents and representatives from key agencies such as the Police, Fire Service, Health Service and City Officers to
respond to local issues. Birchfield Big Local has been instrumental in helping to set up these fora which provide an opportunity for residents to influence statutory services in the local area. Birchfield Big Local retains its original boundaries and comprises about two-thirds of the new Birchfield Ward in terms of population. (2) (2021). 







3. Symbols 
(The visual representations of the organization including logos, the style of office, dress codes)
       [image: Logo, company name

Description automatically generated][image: A picture containing graphical user interface

Description automatically generated] [image: Graphical user interface

Description automatically generated with low confidence] [image: A picture containing logo

Description automatically generated] [image: Logo, company name

Description automatically generated]
The organization’s offices are in the Birchfield area of Birmingham and the organization encourages staff to incorporate a non-formal style of dress to avoid a feeling of ‘them and us’ from service users and clients. An example of the dress code can be seen in the following image.
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The logos adopted by BBL are intentionally minimal in terms of imagery. The organization has chosen to place the emphasis on promoting slogans or phrases as it believes that this can be more effective in gaining people’s attention. It is also done so that an image of the organization is developed and associated with a quality service. It is a part of the Customer Relations Management (CRM) program they have adopted. “Customers who receive service from companies that have successfully implemented CRM technology experience a further form of quality – integrative quality. High integrative quality means that a business’s processes, people and technology complement each other, working efficiently and effectively to deliver excellent customer service.” (buttle, n.d.)
4. Organizational structure
(As defined by the organization chart, and the unwritten lines of power and influence that indicates whose contributions are most valued.)
BBL is one of 150 Big Local organizations nationwide. It is a government-funded operation which is in place to serve the local community.





5. Control Systems 
(The ways that the organization is controlled)
These include financial systems, quality systems, reward systems (inclusive of the way they are measured and distributed within the organization)
6. Power Structures
(These are the pockets of real power within the organization)
This can involve a whole group of senior managers, one or two key senior directors, or even a whole department. These are the people that have the greatest amount of influence on decisions, operations, and strategic direction. (1) (Describing Culture:2021). 
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Ethical Dilemmas
According to Pearce Beaver, ethics is ‘the desire to do what is right and good.’  (The Development of Religion, n.d.) 
An ethical dilemma is a difficult situation that can involve psychological and emotional conflict between moral obligations and moral imperatives. Such dilemmas do not always have a solution that is satisfactory to all affected parties. And in some scenarios, organizational and personal ethical guidelines offer no particularly pleasant options for the person(s) facing the dilemma. Often, those facing the dilemma have been thrust into a situation which requires a course of action. They are left with difficult decisions to make. But they must decide and act. In such instances, non-action (choosing to turn a blind eye) can be construed as an action known as ‘failing to act’. This can lead to repercussions and reprisals for both the employee and employer – the organization.
As mentioned earlier in the report the following section provides details of two ethical dilemmas that have been faced by employees of BBL.
      Ethical Dilemma No 1: Confidentiality
A fifteen-year-old service-user informs a BBL employee that they are aware of an impending ‘gang fight’ which is being planned between rival gangs. None of the gang members are BBL service users themselves, but the fifteen-year-old providing the information does use the service. The fight is due to take place within the Birchfield area and BBL has a mission ‘to make Birchfield an even better place to live and work.’ The fifteen-year-old providing the information does not want to be identified for fear of being labelled an ‘informer’, ‘snitch’ or ‘grass’, because they are fearful of reprisals. 
The employee now faces a choice of doing nothing and hoping that the fight does not occur. Thus, protecting the fifteen-year-old from any potential repercussions. Or the employee has the option of presenting the information to management.  Should this be the course of action they choose, it then places the initiative in the hands of the hierarchy of the organization
There are several implications for the organization if the employee chooses to not act upon the information they have received. Should the fight take place and there are injuries or even fatalities, there is a strong possibility that the organization would be identified in some way or other, and the impact could be irreparable damage to their image and subsequent business ventures. 
Contrarily, it is probable that the organization would have its image and reputation enhanced if it were to be identified as being the organization that provided the intervention which meant that the gang fight did not occur. 
The ethical course of action to be taken here is simply for the staff member to report the information to the relevant authorities. It may not make them the most popular member of staff with the fifteen-year-old and their friends, but at least the actions of the staff member are ethically justifiable when considering that they, and the organization has a duty of care to its service users and the local population. 




Ethical Dilemma No 2: Whistleblowing
Because of childcare arrangements and the distance travelled into work through bad traffic each day, the project manager begins work at 09:30am every day as opposed to 09:00am. It has come to light via the new admin staff team member, whilst processing staff timetables, rosters, and time sheets, that the manager completes their timesheet to reflect a start time of 09:00am rather than 09:30am.  Also, the manager finishes at 16:30 on a Friday afternoon rather than 17:00 as stated on their timesheet. The situation has been ongoing for a considerable period and appeared to be common knowledge amongst the existing staff team. The new admin worker is now torn between doing their job without ‘rocking the boat’ and just ‘carrying on regardless’. As opposed to them ‘doing the right thing’ and making senior management aware of the situation. 
The course of action that demonstrates good workplace ethics is for the admin staff member to inform the manager themselves of their findings. This provides an opportunity for the manager to either ‘come clean’, or to provide information that negates the possibility of any wrongdoing. It is possible that the start/finish times of the manager have been pre-arranged with senior management because of the afore mentioned childcare requirements. Either way, it is in the best interests of all concerned for the information to be presented to senior management.
Conclusion

Considering the examples that have been highlighted in the previous section surrounding ethical dilemmas. The importance of workplace culture cannot be over emphasized. In the first example, the staff member is dealing with degrees of certainty rather than absolutes, and they may be searching for reasons that suggest that the predicted outcome is likely to be true. An important skill that the staff member should employ in this situation is ‘ranking inductive arguments according to how convincing they are.’ (chatfield, n.d.).  Even after doing so, it would be in the organization’s best interests to report the information received to the relevant authorities in line with safeguarding policies and in the interest of their health & safety obligations. One of the key goals in organizational development in the last 10-15 years in both business and not for profit world has been to find a way of creating cultures that are flexible and innovative and where individuals take responsibility for results – moving away from bureaucratic silos where formulaic approaches dominate.
“Culture eats strategy for breakfast” (drucker, n.d.) is a famous quote from legendary management consultant and writer Peter Drucker. To be clear he didn’t mean that strategy was unimportant – rather that a powerful and empowering culture was a surer route to organizational success.
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