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For the purpose of this analysis telecommunications giant Virgin Media will be assessed. 

About Virgin Media:
Virgin Media (VM) is an “affiliate of Liberty Global plc, the world’s largest international TV and broadband company” (Virgin Media, 2019). VM is the first quadruple-play company in the UK and company’s main attraction is its mega fast broadband.

Key facts:
Revenue: £5.15 billion in 2018 (O’Dea, 2017).
Employees: 14,000

Ownership/Major shareholders: 
VM is a private company created from the incorporation of NTL, Tele West and Sir Richard Branson’s Virgin Mobile in 2006. VM’s main listings are on the London and NASDAQ stock exchange (BBC News, 2013). 


Introduction 

Organisational culture can be influenced by the nature of the business, company values, leadership and management principles, clients, suppliers and the micro and macro environments (Management Study Guide, 2019).

This report will focus on workplace culture and its impact on organisational efficiency. The issues that will be examined are VM’s internal and external environments using Porter’s Five Forces and Mc Kinsey’s 7S Framework, and the impact on the performance of the organisation, an ethical stance analysis, comparison with a competitor and finally recommendations to improve VM’s culture in the future. 






An external environmental analysis and the implications on the area of work

Porters Five Forces 

Implementing this model can assist strategic planners with assessing differentiated products or services which set them apart from competitors, with the potential to boost lucrativeness (Henry, 2018).  
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Diagram 1 – Porter’s Five Forces (Claessens, 2017).

Threat of New Entrants

High barriers 

Substantial investments and high operating costs are required to set up businesses within this industry. 

New start-ups entail strict regulatory and licensing obligations. Ofcom, the UK’s government-approved communications regulator investigate complaints and hefty fines are placed on service providers for poor quality service. “Ofcom has a statutory duty to promote competition amongst companies” (Ofcom, 2019). 

Low barriers 

Economies Online, (2019) notes that when the UK telecoms become a free market, competition in this industry became unobstructed. BT’s wholesale line rental (WLR) enables contenders to use their network and resell lines to customers. Hence, this is one of the most cut-throat trades on earth, increased competition usually reduces costs. However, VM has its own network so does not need BT’s WLR.

The market is an oligopoly therefore the industry is dominated by a few large firms who make profits through sales volumes rather than price. Returns on investment are low, both initially and in the long run.  


Bargaining Power of Suppliers

VM has a cost leadership advantage due to its economies of scale and consequently a secure control over supplier power. For example, in 2014 VM’s profits maximised to £4.2 billion primarily attributable to investment into its network expansion (Conlan, 2014).

There are more suppliers than buyers in this industry which means low switching costs for VM, therefore suppliers are forced to reduce costs (Mind Tools, 2019). Supply and demand in this industry is high so affordable prices should reflect this.

Suppliers usually operate separately from one another. For example, large corporations act as service providers, while smaller companies sell the equipment such as routers (Beers, 2019). 

Supplier competition is low because there are no replacements for specialised products, such as telecom equipment or services. Unfavourably for VM Sky is a supreme force in the television sector because they have broadcasting rights to certain channels which are in great demand by consumers. So, Sky charges high wholesale prices to competitors like VM.

Bargaining Power of Buyers 

Buyers in this industry have strong bargaining power due to intense competition. Price comparison sites like U-Switch make it easier for buyers to compare the market and find cheaper deals, this helps drive prices down. 

Customer churn rate also gives buyers bargaining power, to prevent this service providers offer loyalty schemes or discounts.

Residential customers generally have medium to low incomes, so they are mindful about cheaper deals. Conversely, business clients spend extra money to safeguard against the quality and reliability of services. For example, corporations spend extra money for exclusive services like virtual private networks (Beers, 2019).

Customers expect cheap, quality products and an excellent customer service (Henry, 2018). Telecommunications services are purchased on lengthy contracts terms, so buyers seek value for money. 

VM’s competitive advantage and differentiation, is its unique super-fast private cable network.  Therefore, their ability to do backward integration strengthens their position in the market with cost savings.

Threat of Substitute Products or Services

Technological advancements are constantly changing along with customers’ needs therefore telecommunications companies should be opportune towards innovation.

Research from Ofcom shows the use of landline telephones has decreased rapidly and mobile data use has soared. Most of the younger generation prefer to use WhatsApp, Skype or Facebook Messenger to communicate. Additionally, now days it is possible to contact companies via webchat (Sweney, 2019).


Rivalry Among Existing Competitors
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Diagram 2 – Telecoms Market Share (Kim, 2016). 

BT prevails within the UK telecoms industry and has the greatest customer base thus can cut prices due to its notable ranking (Nicholas, 2018). BT’s WLR ‘Openreach’ is used by a number of providers, including Sky, Talk-Talk and Plus Net. Virgin Media is the only provider that does not use ‘Openreach’. 

The Implications of the External Influences on the Area of Work

Strong barriers to entry benefit VM by protecting their profits (Beers, 2019).  VM maintains an excellent position because of their brand-recognition and niche in the market owing to their ultrafast fibre optic network. 

VM’s supplier power could positively impact company profits. Contrarily, VM has to pay Sky for access to their television content which negatively affects profits. 

The strong bargaining power of buyers has the potential to lower profitability. However, VM’s specialised broadband service increases growth and revenue opportunities.

The cheaper landline substitutes could threaten VM’s profitability and competitiveness in relation to fixed-line telephone services but strengthen broadband profits. 

Competition is enormous, the industry’s leading player BT entices customers with cheaper prices and excellent marketing techniques. Contrarily VM ‘s unique service makes it extremely prosperous (Mind Tools, 2019).

An internal analysis and the impact on the performance of the organisation

Mc Kinsey’s 7S Framework
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Diagram 3 – Mc Kinsey’s 7S Framework (Mind Tools, 2016).
Strategy: “the organisation’s plan for building and maintaining a competitive advantage over its competitors” (Mind Tools, 2016).
VM’s strategy is to excel with digital and make good things happen by growing responsibly and sustainably (Virgin Media, 2019).
Project Lightning VM’s biggest ever network expansion, invested £3 billion into its broadband infrastructure increasing its customer base by offering its services to nearly 17 million premises (Virgin Media, 2019).
VM’s main competitive advantage is being the first ‘quad play’ provider in the UK with its fibre optic network. 
VM has recognised substantial proportions of extra premises that are feasible within the same economic boundaries. With the aid of aggressive investments, 80% or more of the UK could have access to gigabit-capable networks by the mid-2020’s (European Commission, 2013). 
The impact on the performance of the organisation 
Achieving goals and maintaining a competitive edge in the market will benefit VM by ensuring business growth and fruitful profits.
Structure: “How departments and teams are structured, including who reports to who” (Mind Tools, 2016).
Entrepreneur Steve Bank’s interpretation is that “all companies are organised in three ways: functionally, divisionally or by matrix” (Henry, 2019). VM operates functionally because teams of employees with similar expertise work together in groups, teams are credit and collections, debt prevention, field sales and administration.
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Diagram 4 – Holarctic Structure (Yegyanarayanan, 1989)
VM embraces a flat Holarctic organisational structure identified by a dispersion of autonomy among groups rather than a top-down approach (Rouse, 2019).
The reporting structure is: Agents         Team Manager        Operations Managers                     Head of Centre          CEO.
VM also has a team-based organisational structure, staff members all work towards a common goal while working on their individual duties (Creately, 2019). 
VM’s decisions are decentralised which is consistent with a flat hierarchy. Employees are trusted and they have the freedom and responsibility to make decisions about projects (Lowe, 2019). VM’s voice campaign gives employees the opportunity to share their ideas or opinions. Employees are prepared to share proposals because they are praised and not criticised (Krapivin, 2018). 
The impact on the performance of the organisation 
Advocates agree that Holarctic structures lead to “greater efficiency, agility, transparency, accountability, employee engagement and innovation” (Rouse, 2019).    
Gartenstein, (2019) notes that the advantages of decentralisation are information sharing, loyalty and real-time problem-solving.
Flat structures provide open communication, which can lead to flexibility and career progression (McCrory, 2015).
Systems: “the daily activities and procedures that staff use to get the job done” (Mind tools, 2016).
VM uses I-coms as their main database system as opposed to running a customer relationship management system. This system stores customer account details and assists with processing queries efficiently.
The financial software program used to process payments is called Card Point, once a payment has been made a confirmation receipt is sent to the customer via email.
The company intranet allows employees to easily access important information (Rouse, 2019).
Steve Tidswell, VM’s head of IT applications said “I-coms works, does what it is supposed to do, and doesn’t fall over. He points out that the complaints handling system was developed in house” (Pritchard, 2008). 
The complaints process is as follows:
A customer expresses dissatisfaction and is transferred to a team manager. If a manager is not able to offer a suitable resolution the complaint is ‘deadlocked’ and forwarded to the operations manager. If the customer is still un-happy, they can refer their complaint to the Communications & Internet Services Adjudication Scheme.
Every interaction at VM is recorded onto a computer system. Data is regularly monitored, updated and protected by the Data Protection Act. All employees are responsible for keeping data and passwords secure.
The real-time co-ordinators monitor service level agreements, key performance indicators and operational risk performance. Statistics are rolled out to staff on a daily basis.
VM’s employee services are easily contactable via email or phone, they deal with all payroll and human resources matters.
The impact on the performance of the organisation 
The company intranet improves internal communication and employee engagement (Rouse, 2019).
Tidswell explains that combining the numerous programmes previously used by VM into a single system strengthened customer retention rates (Pritchard, 2008).
Shared values: “the core values of the organisation, as shown in its corporate culture and general work ethic” (Mind Tools, 2016).
Employees at VM live the Virgin values that guide the business and represent what VM wants to achieve. The values are taught to staff from day one and ingrained into the workplace.
The values are:
Insatiable curiosity; delightfully surprising; heartfelt service, smart disruption, red hot relevance and straight up (Virgin Media, 2019).
It can be suggested that VM adopts a ‘clan culture’. Quinn and Cameron’s organisational culture instrument explains that this culture is like a ‘family’, embedded in collaboration in which all members are involved, and the leader is seen as the mentor (Meetly, 2019).
Ian Thomson, director at Sodexo Benefits and Rewards Services says, organisations that provide recognition and rewards programmes encourage eagerness in the workplace, so employees conjoin positive behaviours with the company’s values (Gough, 2019).
VM employees are rewarded financially with bonuses and pay and non-financially with career progression and praised for their efforts and good performance. 
VM’s recognition programme ‘Shout’ is discussed between employees and their managers during performance appraisals and at team meetings (Paterson, 2012).
The impact on the performance of the organisation 
Shared values create unity, enrich decision-making, builds strong relationships, retains top talent and fosters loyalty leading to improved productivity and performance (Titov and Umarova, 2017).
Style: “the style of leadership adopted” (Mind Tools, 2016).
Richard Branson has expressed “to change the game has always been at the heart of what Virgin stands for, so the company culture has always been that rules were meant to be broken” (Schawbel, 2014). Branson is well-known for his participative leadership style (Chris, 2015). The atmosphere at VM is informal with a bottom-up approach because empowerment is distributed evenly between everyone (Malsam, 2019). VM understands that happy employees’ equal happy customers, resulting in shareholder gains.
The impact on the performance of the organisation 
Freedom and autonomy create job satisfaction (Gaille, 2018).
A bottom-up method enables the entire workplace to feel part of the business processes, this increases productivity and confidence. In addition, employees at the bottom are often the ones on the frontline so their opinions matter most (Malsam, 2019).
Staff: “the employees and their general capabilities” (Mind Tools, 2016).
VM employees’ competencies are negotiation, problem-solving, teamwork, communication, target driven, working well under pressure, rapport building and decision making. During the recruitment process candidates are assessed via competency-based questions used to determine an applicant’s suitability.
VM recruits people based on their conduct and capabilities, then provides an atmosphere for them to nurture (Alberto, 2019). VM offers ongoing support and training. ‘Ignite’ VM’s e-learning system forms a training record for all colleagues (Alberto, 2019).
Motivated employees strive to develop the knowledge or skills required to complete tasks to the best of their abilities (Alberto, 2019).
VM’s wants a gender balanced workforce and is committed to achieving 40% of women in leadership positions by 2018. Eleanor Brett, VM’s Culture and Inclusion Manager stated, a key goal is to ensure that women have the same opportunities as males (Every Woman, 2019).
The impact on the performance of the organisation 
A workplace that aims to support the development of individuals’ careers without discriminating, balances business needs with the needs of its employees (Alberto, 2019).
Efficient training techniques effects employee commitment, resulting in higher job performance (Elnaga and Imran, 2013).
Skills: “the actual skills and competencies of the organisation’s employees” (Mind Tools, 2016).
VM is dedicated to retaining and advancing top talent (Virgin Media, 2019). VM offers induction and practical training, regular coaching, mentoring and e-learning sessions.
VM offers a wide range of employment opportunities such as apprenticeships, installations, graduate schemes, customer support, sales, retail, finance, work experience and traineeships (Alberto, 2019).
Teams at VM are results-driven, the business goals rely on employees having the relevant skills to perform well. VM identifies skills gaps in the workplace via key performance indicators, assessments, 360- degree feedback and performance appraisals. Skills gaps are resolved through training, mentoring, coaching and development.
The impact on the performance of the organisation 
Regular feedback helps employees develop their existing skills and perform more efficiently. Adequate skill sets drive employees to achieve production goals which could prompt advancement (Root, 2019).
All the 7 S’s at VM are balanced, applying this model can help improve performance or manage change (Mind Tools, 2016).
An analysis of VM’s ethical stance
Horton (2019) indicates that persistent ethical behaviour has a positive impact on an organisation’s reputation, which is important to investors and shareholders. Additionally, businesses must treat employees and consumers right, protect the environment and maintain fair market prices. Good ethical operations improve profitability.

VM’s sustainability goals are changing the lives of disadvantaged people through digital technology and creating opportunities for 100,000 small businesses to grow through the ‘Voom Pioneering’ campaign. Project Lightning created thousands of new jobs and boosted the UK economy by £8 billion. VM has a diverse, gender balanced and engaged workforce, they are always looking for ways to improve and grow the business without increasing pollution (Virgin Media, 2019). 

VM and the disability charity Scope’s ‘Work with me’ campaign is a call to action for businesses to create more inclusive workplaces. This project has pledged to give one million disabled people guidance to obtain employment by the end of 2020 (Virgin Media, 2019). 

VM’s Supplier Code of Conduct states: “there is a zero-tolerance approach to modern slavery and human trafficking. Employees should be provided with a contract of employment, treated with respect and dignity, abide by health and safety regulations, given days off and resting times, not be discriminated against and provided with proper wages and benefits that comply with legislation” (Virgin Media, 2017). 

VM does not “support the use of child labour. Suppliers must have action plans to manage environmental impacts such as energy reduction and waste management. Suppliers must also declare ‘conflict minerals’, possess integrity, documented transparency and not take part in bribery, corruption, terrorism or violence (Virgin Media, 2017).


A comparison of VM’s culture to that of its competitor Sky

Gotham Culture (2019) defines organisational culture as, “the underlying beliefs, assumptions, values and ways of acting that contribute to the unique social and psychological environment of an organisation”.

Industry characteristics and demands act as a force that creates many similarities amongst Sky and VM’s cultures with very few differences (University of Minnesota, 2015).

As a representation of ‘The Paradigm’ in Johnson and Scholes’ Cultural Web Model, Sky’s mission statement is: “We believe in better” (Sky, 2019) and VM’s is: “Building connections that really matter” (Virgin Media, 2019).

Billionaire and Virgin’s founder Richard Branson stated “people are fundamental in driving the success of a business. Allowing staff to make informed decisions, cultivates an environment in which everyone can flourish” (Virgin, 2015). The difference between Sky and VM’s cultures are their leaders. VM’s Richard Branson adopts a democratic style of leadership in contrast to Sky’s Jeremy Darroch strategic leadership style. Conlan and Tryhorn (2007) explain that Darroch is “measured, smart and has been praised for his strong leadership and strategic vision”.

VM and Sky provide fun, relaxed environments where failures are not criticised, this indicates that these companies are willing to take risks. As per the ‘organisational culture profile’ innovative cultures are flexible, adaptable and try new ideas (University of Minnesota, 2015). VM offers amazing benefits and provides a work life balance. In the You Tube video ‘Life at Sky’ individuals said that Sky is innovative and creative. Similarly, VM and Sky have innovative and risk-taking cultures which is important since telecommunications technology is advancing rapidly (Gil and Rodriguez-Ramos, 2011).  

Outcome-orientated cultures reward employees which are tied to performance. A spokesman for Sky has said: “At Sky pay is directly linked to performance” (Oliver, 2018). Research shows that organisations with a performance-orientated culture outperform those that lack such a culture (Minnesota University, 2015). Reviews on Glass Door, (2019) indicate that both Sky and VM offer competitive rates of pay and great rewards, therefore both organisations follow an outcome-orientated culture.

Edgar Schein believes that “culture is the most difficult organisational element to change” (Chartered Management Institute, 2015). Having researched both organisations, it is clear that Sky and VM have modern office facilities, allow staff to wear casual attire and offer great perks. These are the artefacts or physical attributes of the organisation and consistent with Shein’s three levels of organisational culture theory (Cacciattolo, 2014). Research has shown that providing company perks keeps employees satisfied and reduces turnover (Weber, 2005).

The ‘Life at Sky’ video also shows that Sky is accepting and collaborative, which demonstrates that the company respects peoples’ rights and emphasises cooperation. Sky and VM embrace people and team orientated cultures. For example, a case study explains that at VM everyone can be heard through the employee voice forum. VM uses a variety of strategies to recognise achievements and create a sense of belonging such as recognition schemes and employee surveys (Alberto, 2019). 

These organisations constitute ‘Charles Handy’s task cultures’ because teams are formed according to job-specific tasks and power is spread (Cacciattolo, 2014).

Finally, both organisations form Trompenaars “the family culture”. The ‘Life at Sky’ video notes that the company allows everyone to be themselves and they are like a “big family”. Through personal experience it can be understood that VM also has a “family culture”. Cacciattolo (2014), explains that organisational ‘family’ or clan cultures focus on working together forging a harmonious atmosphere. However, most organisations tend to incorporate each of the cultures that is clan, adhocracy, market and hierarchy.

[bookmark: _GoBack]Enhancing VM’s workplace culture in the future

The best methods to achieve this is to embrace transparency, recognise and reward contributions, cultivate strong relationships, inspire autonomy, be flexible, distribute communication, be passionate, promote teamwork, solicit regular feedback and stay true to the core values (Dickson, 2019).

Conclusion

In order to prevent organisational insolvency, it is imperative that businesses remain innovative, stay ahead of the game and earn enough profits. This can be achieved by analysing the internal and external environments, maintaining a competitive edge, acquiring strategic plans, integrating good ethics and creating a positive company culture. Balancing these principles are directly linked to excellent organisational performance. 
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