Management and Organisational Behaviour

Organisational Culture & Strategic Management
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Last week

What did we discuss last week? wordwall.net/resource/62114537

OO

*Types of Organisational structures
*Centralised vs Decentralised organisations

*The concept of an 'inverted organisation'
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Today’s objectives

Part1 Part2

To define and analyse To understand the concept of strategic

culture, notably management
organisational culture

Influences on an organisation's strategic direction

To assess the importance of
organisational culture in relation

to overall performance Boston Matrix vs Porter’s 5 Forces

Types of strategic analysis
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Group Discussion

What does the term
‘culture’ mean to
you?
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Group Discussion

What is
organisational
culture?
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Organisational culture:
definitions

‘The collection of traditions, values, policies,
beliefs and attitudes that constitute a pervasive
context for everything we do and think in an
organisation.” (McLean and Marshall, 1993)

The collective self-image and style of the
organisation; its shared values and beliefs,

norms and symbols
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Definitions continued..

Organisational culture is often coined at "the way we do
things around here” (CIPD, 2023) and (Handy, 2007)

It is a collection of practices, expectations and values
that inform and guide team members. Some people
think of it in terms of the company's personality and
character that makes the workplace what it is.
(Woffindin, 2023)
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Language

Myths and
stories

(Think Insights 2024)

ARTEFACTS AND CREATIONS

VALUES AND BELIEFS

BASIC ASSUMPTIONS

e.g.
the basis on which
individuals are respected

the basis of the firm’s
ability to compete

whether competition or
collaboration between
individuals is the most
desirable mode of
behaviour

how and by whom
decisions should
be made

Shallow to deep as follows:

Rites and

ceremonies 1. Artefacts: physical space and
Honesty layout, technological output,
written and spoken language,
overt behaviour of group
members

Symbols

Espoused values: beliefs which
become part of the conceptual

reward process by which groups members

justify actions and behaviour

Taboos

3. Basic underlying assumptions:
unconsciously held learned
responses - the essence/core
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Have you heard of the Monkey ladder experiment?

So, do you think behaviour
is influenced by culture?
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The organisation'’s ‘personality’

‘That'’s the way we do things around here.’
(Handy, 2007)

Culture Behaviour
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Example — Organisational Culture at Google
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Why Is culture important?

Culture shapes behaviour

- Friendly or Aggressive

+ Proactive or Passive

- Concerned or Not Bothered

- Teamworker or Solo Player

+ Rule Follower or Rule Breaker.
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Positive aspects of culture

When accepted by employees, culture increases the authority
of management because:

— Employees identify with the organisation

— They internalise the organisation’s values

— They are motivated to achieve organisational objectives

(Cartwright 1999)

HOSPITALITY
AND Man Geni Addysg Uwch yng Nghymru

-n';IOUR'SM Where Higher Education Began in Wales
ANAGEMENT

%

%

Prifysgol Cymru
Y Drindod Dewi Sant

v, University of Wales
Trinity Saint David




HOSPITALITY
AND
TOURISM
MANAGEMENT

Therefore....

Values, beliefs and assumptions influence behaviour

Culture guides actions but only when strong and
unchallenged

Some company cultures are better than others

If values, beliefs and attitudes can be learned they can also
be changed
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Culture as a Liability

Barrier to Change
— Culture is slow to change - even in a dynamic environment

Barrier to Diversity
— Culture seeks to minimise diversity
— Can embed prevalent bias and prejudice

Barrier to Acquisitions and Mergers

— Most mergers fail due to cultural
incompatibility
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Types of organisational

culture
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Group Activity:

You have 20 minutes to find out about one following types of organisational culture:
* Clan Culture
* Market Culture
* Adhocracy Culture

* Hierarchy Culture

‘ Be prepared to share your answers with the class \
' Prifysgol Cymru
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Clan Culture:

Inward focused

A large emphasis on interpersonal relationships

Aim = “one big family”

Often representative of smaller, start up businesses

Adhocracy culture: Hierarchy culture:

Focuses on innovation and initiative * An established chain of command

Showing the readiness to take risks * A traditional view of a corporate structure

“Learn from your mistakes” e Aims for steady growth through small changes

Often representative of tech companies
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BUSINESS TOPIC VIDEOS

Handy's Model of

Organisational Culture

A Level / IB Business

Hosted by Jim Riley

(Riley, 2018)
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Handy’'s 4 types of culture:

Person - The individual is the central focus.
Found amongst artists, performers, barristers,architects.

Power - Power radiates out from the centre like a spider's web. Control.
Found in small entrepreneurial companies, family dominated companies

Role - Found in bureaucracies.
The main emphasis is on compliance with rules and procedures.

Task - The emphasis is on completing the job or project.
Found in organisations which require teamwork, flexibility and speed, such as
events agencies.

Main cultures in the UK = Role and Task

Handy (19806)
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Group Discussion:

What can influence
the ‘type of culture’ an
organisation has?
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Influences on the development
of culture

History

Primary function and technology
Strategy

Size

Location

Management and staffing

The environment

BUDGET
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Culture vs performance

‘Without exception, the dominance and Organisations that focus on culture create not
coherence of culture proved to be an only a positive work environment but are also
essential quality of the excellent companies.!  setting themselves up for long-term financial
(Peters, 1084) success (Khan, 2022)

‘There is nothing accidental about Some organisations think its solely a HR
cultural strengths. There is a relationship responsibility
between an organisation's culture and its

performance. Others think culture ‘just happens’

But it stems from consistent beliefs, attitudes and
behaviours
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Managerial tools

To be suitable, a culture must be:
— Strategically relevant
— Strong enough for people to care
— Able to adapt to changing circumstances

Managerial tools to develop culture include:
— Recruitment and selection
— Social tools and training
— Reward systems
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Three perspectives on culture

Optimists - culture can be changed, eg.
Peters and Waterman (1982).

Pessimist — culture cannot be changed,
e.g. Hatch (1997)

Realists - parts of culture can be changed,
e.g. Meek 1988).

Ogbonna and Harris (2006)
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Group Discussion:

How could an

organisation change
its culture?
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Dobson’s guide to
changing culture

Step 1
Change recruitment, selection and redundancy policies to alter
the composition of the workforce so that promotion and
employment prospects are dependent on those concerned
possessing or displaying the beliefs and values the organisation
wishes to promote.

Step 2
Reorganise the workforce to ensure that those employees and
managers displaying the required traits occupy positions of

influence.

(Dobson, Williams and Walters 1996)
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Dobson’s guide tochanging culture - Continued

Step 3
Effectively communicate the new values. This is done using a
variety of methods such as one-to-one interviews, briefing
groups, quality circles, house journals, etc. However, the
example of senior managers exhibiting the new beliefs and
values is seen as particularly important

Step 4
Change systems, procedures and personnel policies, especially
those concerned with rewards and appraisal.#

(Dobson, Williams and Walters 1996)
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Guidelines for changing culture

Formulate a clear strategic vision.

Display top-management commitment.
Model culture change at the highest level
Modify the organisation to support organisational changes

Select and socialise newcomers and terminate deviants.
Develop ethical and legal sensitivity.

(Cummings and Worley, 2008)
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‘Don’t change culture but changing the Culture

ARMINTROST '\

-

DON‘T CHANGE Iy

"

CHANGING THE .
CU LTU RE 4_1 (Trost, 2019)
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Culture: Conclusions

* No clear agreement about the nature or the
flexibility of culture.

« Managers must make choices based on their own
circumstances and perceived options.

« Without strong or appropriate cultures, managers
may find it difficult to agree among themselves or
gain compliance from others.

* |In such situations, there is a tendency for conflict
and power battles to occur.
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BREAK TIME
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Strategic Management
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Group Discussion

What does the term
‘strategy’ mean?
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What is
strategy?

Strategy entails futuristic thinking
and developing a course of
action to meet goals and
objectives

« A strategy should be able to
define and address the following:

— Our current position (where are
we Now?)

— Our intended future position
(where do we want to go?)

— Our growth from the current
position to the future position
(how do we get there?)
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Group Discussion

So....
What is strategic
management?
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HE STRATEGIC MANAGEMENT FRAMEWORK

Mission, Vision, Goals, and
Objectives

IR SR Strategic analysis
(Strengths & Weaknesses) 9 y

Strategy formation

Corporate level, Business level, and Functional
level strategies

Strategy implementation
Strategy control
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Elements of Strategy

Strategy is concerned with:

Determining long term goals and objectives;

Adopting courses of action to achieve the goals and
objectives;

Allocating resources to the courses of action so that the
actions can be successful.

HOSPITALITY b, Prifysgol Cymru
AND Man Geni Addysg Uwch yng Nghymru 5N Y Drindod Dewi Sant

LRURIsk: Where Higher Education Began in Wales / University of Wales
MANAGEMENT Trinity Saint David




“Strategic management involves “Strategic management is the ongoing

the management of an planning, monitoring, analysis and
organisation’s resources to assessment of all necessities within an

achieve its goals and objectives” organisation to meets its goals” (Tucci, 2022)
(Kenton, 2023)
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Mintzberg's 5 Ps

Mintzberg suggested the word
‘'strategy’ can be used in several ways:

in practice a strategy can be;

Strategy in Practice

a Plan;

a Ploy;

a Pattern of behaviour;

a Position in respect to others;
a Perspective.
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What is strategic management?

MANAGEMENT




Group Discussion

How does a business
decide upon its
‘strategic decisions’?
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Strategic Decisions

Key organisational decisions about:

Long-term direction;
The scope of an organisation’s activities;
Gaining advantage over competitors;

Addressing changes in the business environment;
Building on resources and competences (capability);
Analysing each products current business performance

Values and expectations of stakeholders;
Impact on operational decisions.
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Strategic direction

A clear direction can allow for greater consistency with strategy over time
It helps the business achieves is visions and reach its organisational goals

Therefore, strategy should be aligned with objectives to ensure they can be
accomplished

A clear direction can also outline the required resources and benefit organisational
costs ( e.g. not putting money into an area of the business that is failing)
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Types of strategic direction

Mission - Establish the company’s purpose and use the mission as a guide to meet the goals.

Culture — the perceived culture within an organisation can shape the direction.
A company with strong service culture can easily look to improve its customer service and use
this as their USP.

Vision — Clearly setting out what the organisation hopes to achieve in the future. This can allow
the business to modify the business plan and other goals to algin with the vision

Values — What are the company’s fundamental beliefs and principles. This can help all involved
within the organisations to work better towards a common purpose
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Mission Statements vs Objectives

Task:
Conduct your own research to be able to answer the following:

What is the difference between a mission statement and
objectives?

Why is it important to have a mission statement?
What are the main criticisms of mission statement? 0 xomen

Provide some examples of mission statements from hospitality
organisations
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Strategic Analysis
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Strategic analysis

This is a process used to help a business understand their
goals, what obstacles they might have and how to
overcome them.

Strategic analysis will often involve:

- Finding strength

- Making a note of any weaknesses

- Understand competition and changes to the market
- Noticing changes in consumer trends

- Trying to predict future events or trends to align goals
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Tools of strategic analysis

x | ?

Question mark

Boston Matrix

Porter’s Five Forces Model
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Porter’'s Five Forces Model

Bargaining
power of
buyers
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Porter’s Five Forces

A tool used to analyse the
environment/ level of competition

B ini .
Competitive "1 power of for a business

rivalry suppliers
It helps determine a business's

attractiveness and profitability

Threat of
substitutes
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Porter’s Five Forces Model

Threat of new entrants

* This looks at the threat of new competitors entering the Bargaining W Competitive Y1 powerof
power o :
market buyers e Shoptiers

* New competitors will enviably gain some market share

Threat of
substitutes

e Rivalry will intensify

* This is less likely to occur if an industry has ‘high barriers
of entry’ (e.qg. it is hard to set up a business in that
market)
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Barriers to Entry

How easy or difficult is it to set up a new business in that industry.
This can be determined by:

Porter’s Five Forces Model
Investment costs or capital required

Regulation or legal restrictions

Bargaining
power of

Buying power of current firms in that market buyers
Access to suppliers or distribution channels

How well you can differentiate your product
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This is looking at the level of ‘power’ the supplier has over the
business

Porter’'s Five Forces Model
- A high level of power would lead to suppliers increasing their

prices as they know the business will make it

- Higher power often come from there being very little
Bargaiokg Competitive B:O'f,,a:'r":f‘ alternatives for the business to choose from so they are reliant
power o g . .
buyers Lt suppliers on that supplier

Threat of
substitutes

If the buyer has more power over the suppliers, it will often result in
the supplier lowering the price

e.g. Large supermarkets will have big buying power of their
suppliers
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Threat of substitute products

This refers to how many other products are there in the market that
meet the same need Porter’s Five Forces Model

Substitute products can be produced in different industries but still
satisfy customer needs

rline i ] ] ] i Bargaining Competitive Barpaing
e.qg. If an airline is too expensive , a customer might get the train which eraf Ty I Fowesof
] [ i : . suppliers
will still get them to the destination and cause the airline to lose a DLy
customer
The threat of substitutes can limit the prices charged by a firm because SI:;‘:;;’;

they need to remain as competitive as possible

Businesses can rely on customer loyalty here to ensure customers ‘do
not switch’
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Why is this important for strategy?

It can help a firm identify the attractiveness of a Porter’s Five Forces Model
certain industry

Evaluate investment options

Bargaining
power of
buyers

Assess the level of competitive within the market
Make the decision on ‘where to next’

Lead to changes to be made on certain products or
services
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Boston Matrix
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Boston Matrix

L
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A tool used to
analyse a portfolio
of products and are
categories in terms

of market share
and market growth
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Boston Matrix
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High growth products
Require h :
equire heavy o

investments to sustain Question mark

growth

Products with high market
share but slow growth

These are ‘mature’ and found
a strong place in the market

Generating strong cash flow
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Low market share but
operating in a high growth
market

Products with high
potential so should be
doing better

Low market share in an
unattractive market

Rarely worth investing and
often eventually ‘sold off’
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Boston Matrix — Apple example
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Activity

Complete a Boston Matrix for Marriott hotel
iInternational

Which section of the matrix would you personally
position their different brands?
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Activity
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Market Share
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Stars Question Marks

Westin Hotels & Resorts * Marriott Vacation Club International (MVCI)
Market Leader in Luxury Hotel Segment * Ritz-Carlton Reserve

Generated Over $3 Billion in Revenue in 2022 * Sheraton

New "Wellness Escapes' Program

W Hotels

Market Leader in Boutique Hotel Segment
Generated Over $1.2 Billion in Revenue in
2021

New 'Off Duty' Fashion Collection

Robust and Diverse Portfolio of 'Stars'
Products/Brands

Cash Cow Dogs

The Ritz-Carlton * SpringHill Suites by Marriott
Courtyard by Marriott * Delta Hotels
Marriott Rewards * Renaissance Hotels
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Today’s recap...

Part 1 Part 2

What is organisational culture To understand the concept of strategic

management
What are the different types of

organisational culture Influences on an organisation's strategic direction

The relationship between culture and Types of strategic analysis
performance

Boston Matrix vs Porter’s 5 Forces
How to change an organisational culture
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| look forward to seeing you
next week.

If you have any questions in

the meantime, please send
an email from your student
account

|.Villard-Coles @uwtsd.ac.uk
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