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[bookmark: _Toc17660423]Introduction

The aim of this report will be to analyse workplace culture and its impacts on organisational efficiency at a company named Emel Shipping Ltd, which will be referred to as Emel throughout the report. Emel a freight forwarding company based in the UK and Northern Cyprus that has been in operation since 1982. The effects of external factors on the company will be analysed using PESTLE analysis with a view to analyse what impact external factors could have on the business. Individual behaviour and values will also be analysed with the aim of evaluating the impact that individuals have on the culture and efficiency on an organisation. An accident claims management company I previously worked for will also be discussed in this report as an example of workplace ethics and how it affected the company.
The report will also analyse and discuss the establishing of culture and sustainability within an organisation, and how it could be beneficial for the long-term success, and overall wellbeing of the firm and its employees. The effects that national culture has on organisational culture will be discussed and analysed using Hofstede’s cultural dimensions model as reference. My own personal beliefs, standards and values will also be discussed in this report in order to analyse the effects on my career choices, how I perform within the workplace and the positive or negative results this may have had within the company I work for. Tools and theories will be used in this report to assist in analysing, developing, improving and better understanding workplace culture, parts of the literature in this report will be based on the authors own experiences.

[bookmark: _Toc17660424]Emel Shipping Ltd Background

Emel shipping ltd is a freight forwarding company that was formed as a limited company in 1982 and specialises in shipping cargo to North Cyprus from around the globe. Emel Shipping Ltd currently has offices in London, Nicosia and Famagusta, with a workforce of 25 employees. The company went through a period of decline from the early 2000’s until 2010, and was operating at a loss when I arrived in 2009. Failure to adapt to changing customer demands, a rigid bureaucratic culture, and low employee apathy were contributing factors in the decline of a once successful business. Changes implemented in the culture and management style between 2009 and 2010, have resulted in sustained growth and success over the past decade.




[bookmark: _Toc17660425]PESTLE Analysis

PESTLE analysis is a tool used by organisations to track and analyse the external environment in which it operates, or is planning to operate in. PESTLE is extremely useful to organisations that are planning to enter and operate in a new environment. PESTLE is an abbreviation for Political, Economic, Social, Technological, Legal and environmental. PESTLE Aids in identifying and promoting new opportunities, and enables a better analysis of a new environment or market, both nationally and internationally (Aithal, 2015). 

[image: PESTLE Analysis Template 16]
[bookmark: _Hlk16274593]Figure 1. (Demplates, 2019).
The following table is a PESTLE analysis of external factors that have the potential benefits and risks for Emel Shipping Ltd. The risks will be categorised as low, medium or high.

	Political



	Brexit could be beneficial for exports as a weakening pound will result in the UK becoming a very attractive market due to increased purchasing power of foreign buyers.  

Negative effects of Brexit, EU trade deals will no longer be available to the UK. New trade deals between the UK and trade destinations could result in increased duties and tariffs on goods and commodities. 

Increased government taxes on goods and commodities could affect purchasing power of customers, negatively impacting imports and exports. 

Increase of protectionism by the US government, resulting in tit for tat measures from China, threatens the trend of globalisation that has benefited import export trade over the past three decades.

	High 








medium  







High 

	Economic



	Recent trend of a weakening pound sterling, will affect UK exports positively as a result of increased buying power from overseas customers. Will impact UK imports due to reduced buying power of UK customers, however, vast majority of Emel shipping Limited’s UK trade is export, therefore will be beneficial to trade volumes.
 
Decrease in shipping volumes due to protectionism, recent US, China tensions have impacted global shipping volumes. The risk of protectionism spreading to other economic regions could have serious negative implications for the shipping industry.
	Low









High

	Social



	Changing social trends regarding imports such as preferring to buy locally sourced, domestically produced products could result in decreased volumes of freight. Increase in ethical consumerism could pose a risk, 
	

Low 

	Technological



	New advances in technology such as unmanned ports, automated booking systems and larger vessels could result in lower shipping costs that could have a positive impact on the industry. 

I.T technology that allows customers to book directly with carriers could reduce the need for Freight forwarders. Unlikely to happen in the short term as international carriers avoid booking directly with inexperienced customers due to the delays and fines caused by the slightest mistake. 
	Medium 





Low

	Legal



	Changes in legislation, banning imports of commodities such as hazardous or recyclable materials could seriously impact the organisation. Cars, recycling, scrap materials and hazardous cargo account for a large portion of trade. Change in health and safety regulations banning the use of certain commodities could pose a risk to the organisation.
	High 







	Environmental



	Environmental restrictions imposed by destination markets on recycling materials could have an impact on trade volume as recycling materials constitute a significant percentage of freight volume. Far eastern destinations have recently banned recycling materials, alternative destination have emerged as replacements, however, similar bans from replacement destinations could pose a threat. 

Ethical sourcing of local products where available could slightly impact the industry.

Extreme weather conditions or poor infrastructure could have an impact, however, very unlikely to affect present trade routes that have good infrastructure and mild weather conditions. 

	High 









Low 




Low 



Table: 2. (Created by author, 2019).
[bookmark: _Toc17660426]Culture

Leadership driven culture
Leadership involves dealing with emotions, feelings and ways of thinking, leaders can influence, change, or direct organisational culture. It can be assumed that strong leaders can establish or change values, ideas and meanings in organisations that are leader-driven (Alvesson, 2012). Due to the bureaucratic nature of shipping, the director of Emel applied a bureaucratic leadership style. Strict rules and regulations need to be adhered to, applications, documentation, declarations have to be applied for, submitted, and processed. Numerous organisations, sectors and governmental organisations are involved throughout the shipping process, therefore any errors that lead to a misunderstanding can be costly, time consuming, and result in hefty fines. The culture of Emel was heavily influenced by the director who had only ever worked in bureaucratic organisations such as banking and shipping. Although bureaucracy was unavoidable, the leadership and style of management at Emel detrimental to productivity, morale and staff retention. 
Bureaucratic leaders demand employees follow strict guidelines and rules that have to be implemented. Processes must be exactly followed; the process is often considered more important than the person performing the task. Staff moral and performance can suffer due to the systematic methodical nature of the work which does not encourage innovation or the possibility to express yourself and develop new skills. Bureaucratic leadership is beneficial where certain tasks have to be constantly repeated, when health and safety are of paramount importance and in situations when procedures need to be strictly adhered to (Khan et al 2015). 
 According to Weber, bureaucratic organisations, when compared to non-bureaucratic organisations, were technically superior, efficient, cost effective, precise and fast. Weber compared the superiority of bureaucratic organisations to that of machines over non mechanical production. Weber argued that bureaucratic management enabled individuals to become specialised in their tasks allowing them to become experts, perform better and become experts through practice (Weber, 1947). 
The culture of managers at Emel may have previously successful; however, it was now holding the company back. Smaller, flexible, more efficient freight forwarding companies had taken a large share of the company’s container shipping business, chartering vessels was no longer an option as the funds to bankroll such an operation were not available. The company had to restructure, reform and downsize by cutting costs, and focusing on its strengths. As a newcomer without experience in the shipping industry, it was almost impossible to have my ideas taken seriously. The fact that management and staff were unable to identify simple, obvious problems was shocking. I approached management with what I believed were the main problems of the organisation and offered solutions, the responses were always negative. The culture of leadership in the organisation was clearly that management knew best and workers should perform tasks as requested without asking questions.

Organisational culture
[bookmark: _Hlk15303318]Organisational culture is something that is cultivated over a period of time, culture determines the identity of a company and influences the way corporations operate. The vision, beliefs and values of the founders can have a long-lasting impact on the culture of an organisation. legends may also play a large part in the formation and establishment of a company’s culture long after they have ceased to be a part of the organisation. Organisational culture is formed by its leaders, Successes achieved by an organisation’s leaders become a benchmark for the way things are done in future, these norms and behaviours will become part of a corporation’s culture.  As is the case with an individual’s there are parts of workplace culture that is visible such as icons, badges, attire, legends and stories. Much of organisational culture may be beneath the surface, it may not be visible however it determines and affects values, attitudes and norms of an organisations (Schein, 2004). 
Low worker apathy, poor morale and indifference were visible characteristics of employees; however, a culture of fear became apparent shortly after. Fear of the director, fear of making mistakes and fear of being ridiculed was also a reason that simple problems were never tackled or resolved. A culture of poor communication, fear, low morale and lack of leadership were not only preventing solutions but were the cause of problems. I could not adapt to the culture of the company, and felt I was becoming a nuisance to the director, the fact that I questioned methods, and pushed for change led to friction between myself and the director. Despite coming to the conclusion that my job would either end in termination or resignation, I kept pushing for my ideas to be implemented, and was surprised when the director finally told me to do whatever I wanted. 
The problems identified were
1) Inefficient loading methods
Load lists would be sent to our depot from head office dictating how containers should be loaded, this made no sense as they were the experts, therefore should decide what to load in order to maximise use of space. Autonomy was given to our loading depot which resulted in over thirty percent increase in goods loaded per container.
2) Rates for sea freight were too high 
rates for sea freight are constantly fluctuating due to changing volumes of trade, available spaces on containers, and carriers trying to increase bookings on certain routes. Emel was paying premium prices for space on vessels which resulted in having to quote higher rates to our customers, while competitors were constantly negotiating the cheapest rates. I called and met with regional managers of international carriers and managed to halve our sea freight costs.
3) Inefficient documentation and customs clearing methods 
Each container was booked separately, resulting in bill of lading and customs clearance fees per container. I implemented block bookings allowing for multiple containers to be booked on one request, issuing a single bill of lading and customs clearance per booking. This resulted in thousands of pounds in savings per annum on documentation alone. 
4) Standard rates were applied to all utilities and services
Utility and service contracts were never negotiated, resulting in standard premium rates for both the office and letting properties owned by the director. I called and renegotiated contracts or changed suppliers to ensure the cheapest possible rates were being provided resulting in substantial savings. As a result of implementing these simple changes Emel was operating at a profit for the first time since I arrived. Shortly after I implemented the changes, I was promoted to manage Emel Shipping Ltd London office, which I manage to the present day.

[bookmark: _Toc17660427]Hofstede’s onion model of culture

According to Hofstede, culture is a social game with unwritten rules, a collective programming of the mind distinguishing one group from another. Hofstede devised the onion model of culture that is used as a popular model that breaks down the layers of culture into symbols, rituals, words and values at the centre (Hofstede, 2010).
Symbols 
visible aspects of culture such as dress, badges, flags, landmarks, meanings and cuisine that members of that culture share. Symbols can change, appear or disappear as time progresses. 
Hero’s
Real or fictional hero’s, Political leaders, performers and icons that have become part of the cultural conscience of a group of people. 
Rituals
Rituals such as religious festivals, the way individuals greet and interact with each other or how people behave in social situations. Although rituals may not appear to have a benefit or have a distinct purpose they are considered as extremely important by members of a culture. 
Values
[bookmark: _Hlk17547377]Values that are deeply ingrained from a young age, they cannot be observed by outsiders, an individual can be unaware or unable to express their values. values include morals, norms, what we consider to be honest, true, clean, wrong, good or evil (Hofstede, 2010).

[image: Onion Model of Culture by Hofstede (Hofstede, 1990)Â ]
Figure 3. (Hofstede, 1990).





[bookmark: _Toc17660428]Hofstede cultural dimensions model

[bookmark: _Hlk17641272]After a decade of research based on IBM workers in over 50 countries, Hofstede published his cultural dimensions model in the late 1970’s. Hofstede initially discovered four patterns of similarity and difference which was later revised to six. the fact that all employees analysed worked for IBM suggested that these patterns were of a national nature, with minimal organisational impact (Mindtools, 2018). 
Hofstede discovered that the dimensions which differentiated national cultures were, 
1, Power distance, the level of inequality between individuals in a society, the acceptance of inequality by lower ranked individuals in a society.
2, Individualism versus collectivism, the concept of I, and we, cultures that hold a collectivist perception of taking care of each other, and those that hold an individualistic view of taking care of themselves and direct family.
3, Masculinity versus femininity, masculine traits are dominant, such as competition, winners and losers, and personal success. Feminine attributes such as sharing, caring, quality of life, and putting others before self.
4, Uncertainty avoidance, the level of anxiety felt be members of a society in regards to the unknown, avoiding uncertainty, and ambiguity.
5, Long-term versus short-term orientation, short term entails abiding by traditional norms, being suspicious of change, performing social duties. Long term orientation values thrift, responsibility and the willingness to compromise.
6, Indulgence versus restraint, the level of control an individual has, high indulgence consists of prioritising desires such as, doing as you please, having fun and spending carelessly, while Individuals that practice restraint try to control their desires (Hofstede, 2010).
The following graph is rating of cultural factors of North Cyprus and the UK. The results will be used to compare and analyse the different cultures and work practices of the North Cyprus and UK offices of the firm. Northern Cyprus is not available; therefore, Turkey has been selected to represent North Cyprus. North Cyprus acts as an autonomous part of Turkey, they share the same ethnicity, language, religion, culture, geography and food.






Blue: (Turkey/North Cyprus) Purple: (UK)

[image: C:\Users\MAYA SHIPPING LTD\AppData\Local\Microsoft\Windows\INetCache\Content.MSO\7073C441.tmp]
 Figure: 4. (Hofstede Insights.com, 2019).

A, Power distance,
The chart indicates a score of 66% power distance For North Cyprus which highlights a that that there is strong hierarchical structure, this accurately reflects the office environment in North Cyprus. There is a visible distance between the director, managers and workers. a formal approach to dialogue, staff are more reliant on orders from superiors, tasks are delegated, and rarely questioned.
A far lower score of 35% is indicated for the UK, this also accurately reflects the organisational culture in the UK office. Although a level of respect must still be granted, staff will share ideas, develop their own work practices, interactions are less formal, and a far greater level of autonomy is granted.
B, Individualism
A score of 35% indicates that a national culture of we, over I, is prevalent. Staff in the North Cyprus office are far more community orientated, unmarried workers will often contribute financially toward their parents living costs and siblings education expenses. Employees are more loyal to the company and often remain for as long as possible. A high level of socialisation between staff exists, often these friendships extend to family gathering and sharing social activities.
A score of 89% national individualism rating for the UK indicates an extremely high level of I, over we. This is reflected in the office culture, even workers of a Turkish background tend to have a far more individualistic attitude. Financial solidarity with parents and siblings is rare, salaries are spent on material goods, holidays and socialising. Worker turnover is also higher, employees are always looking for better opportunities and higher salaries, overall loyalty to the company is low.
Masculinity 
45% masculinity rating indicates a national tendency to adopt a feminine approach. This score also reflects on the office culture in North Cyprus, arguments are rare, staff are more sympathetic to one another, problems are shared, and a high level of support is shared throughout the office. 
At 66%, the UK has a much higher rating for masculinity which is also reflected in the office environment, employees seldom share problems for fear of ridicule or appearing weak, and higher levels of competitiveness exist.
Uncertainty avoidance 
North Cyprus has an 85% uncertainty avoidance, work practices reflect the high score, bureaucracy is prevalent throughout organisations, rules and methods have to be strictly followed, guidelines set, and practices be clearly defined. There is also a strong culture of saving and thriftiness due to anxieties about what the future holds.
The UK has a low national rating of 35% which indicates a care free, deal with it when it happens attitude. This is reflected in the UK office working methods, although bureaucracy has to be stringently applied due to the nature and procedures of shipping, general tasks are often performed according the needs and situations rather than having to follow rigid structures and procedures. Staff are also more likely to not worry about saving for tomorrow, or what may happen in the future.
Long term orientation 
Scores of 46% for North Cyprus and 51% for the UK suggest that neither culture has a preference for long or short-term orientation. The long-term orientation of both offices is relatively similar, as they share the same business model, customers and directors.
Indulgence 
North Cyprus has a rating of 49%, therefore cannot be determined by the index. The employees at the North Cyprus office tend to have an even balance between being reserved and indulgent. They do spend time and money on going out to enjoy themselves, however, they balance this by spending much of their leisure time doing inexpensive activities such as spending time with family, going to the beach, and outdoor activities.
With 69% indulgence rating the UK is considered an indulgent culture, the employees at the UK office are more likely to spend money and time on material goods, going out, and enjoying themselves. A larger portion of their income will generally be spent on indulgent activities.
Findings
The results indicate that national culture plays a significant role in the forming of organisational culture, and is an important factor to be considered in the management of a firm. Management methods and practices may need to be adapted to suit the national culture, in order to maximise the success and sustainability of the company. The correlation between Hofstede’s national culture index and the culture of the UK and North Cyprus office clearly highlights the effects national culture has upon organisational culture. 
[bookmark: _Toc17660429]Ethics

Ethics are moral codes used by individuals, groups or organisations that determine acceptable, or unacceptable behaviour. Certain behaviour may be enforced by legislation however this cannot be the case for all aspects of individual, or organisational behaviour. Code of conduct outlying acceptable moral behaviour may be necessary in certain situations to ensure ethical practices are adhered to. Making money may be the primary concern of profit-making organisations, however, this cannot be the sole concern or be used as an excuse to justify unacceptable behaviour that may cause harm to individuals, communities or the environment. Failure to practice fundamental ethics may reflect negatively on the individual and the organisation they are a part of as well as negatively affecting colleagues, stakeholders, the community and the environment (Prasad, 2016).
Promoting, hiring or awarding contracts to friends or family are examples of unethical behaviour that harm individuals, stakeholders and the corporation at large. Serious issues such as discrimination, corruption or insider trading may come to mind when unethical behaviour is mentioned however it also entails what some may consider to be trivial matters such as shifting the blame to a colleague when you have made a mistake, lying to customers or colleagues and making promises then failing to deliver are all unethical practices promote poor culture and set a bad example (Prasad, 2016).
Accident claims management company ethics
In early 2009 I spent a month working for an accident claims management company that shall remain anonymous. It was the most sexist, discriminatory, dishonest company I had ever worked for. Almost all cases were false claims and accidents were fraudulently organised. On one occasion a university graduate, far more qualified than any other member of staff including the director had started work on a month trail. Instead of taking advantage of the skills and qualifications she had to offer, the welcome speech from the director was, we are all men here, therefore it would be inappropriate for us to clean or make coffee, being the only woman here you will be expected to make coffee for your colleagues and customers, you will also be expected to do the cleaning and washing up. I remember her turning around and looking at me, I was so embarrassed to be a part of the company that I felt physically sick, my colleague lasted a day, and I resigned a few days later.  
The unethical behaviour may have seemed harmless to the director and members of staff at the company, as it coincided with the beliefs and values of the owner and his employees. The attitude they had was if you do not like it leave. They were not intellectually or culturally capable of comprehending the damaging effect it had on those that did not share their values, the damage it was doing to the company’s reputation, or the harm their unethical practices were having on the community at large, such as damage to third parties, and increasing insurance premiums caused by fraudulent claims. This case is an example of how lack of ethics and values can have a direct negative impact on an organisation, inevitably the company in question went bankrupt to a few months after my resignation.
Personal Ethics
Freight forwarders often mislead their customers for various reasons, customers are not made aware of hidden charges that may apply, misleading departure and arrival times can be a way to secure trade, it is not unusual for freight forwarders to hold back cargo for future shipments resulting in more cargo being loaded into containers, thereby cutting costs and increasing profits. Reflecting on the reasons that I chose to remain at Emel shipping ltd during turbulent, stressful periods was the fact that I was ethically aligned with the organisation. Quotes were transparent, arrival and departure times were always accurately conveyed, and customer service was always a priority. I also respected the fact that monetary gains were never the sole priority, tenants of the rented properties that faced hard times were always treated with respect and understanding, even tenants that fell several months behind on their rent were given time to get back on their feet. I had never witnessed sexism, racism or unethical practices. It was the first time I had worked in an organisation that shared my work ethics, and values, which resulted in pride, and loyalty toward the company. 
The values that were instilled into me by my family at young age remain until this day, my grandmother was especially influential in shaping my values. My grandmother was a woman of strong faith, and taught me never, eat while your neighbour is hungry, take something that did not belong to you, cause others harm, or stand with the strong against the weak. She used stories and tales to highlight what she taught, which made her messages more personal and vivid. The methods she used to instil these values made me realise the effects, and consequences they carried, and enabled me to know the reasons why certain things should, or should not have been done. Breaking these rules would seem like a betrayal to my grandmother, family, and those I care about.
Although I abide by my values and beliefs, I tend to differentiate between their importance according to my perceptions. For example, I will often put the interests of individuals before my own, however, this cannot be said about large corporations, or entities. If I borrowed money from and individual, I would have to pay back my debt, even if it resulted in financial ruin, however, being unable to pay back a bank loan due to financial difficulties, would not cause a moral dilemma. the degree of emotion, empathy, and attachment I feel toward an individual, or organisation will determine how strictly I abide my values and beliefs. 




[bookmark: _Toc17660430]Recommendations

PESTLE analysis has been performed in this repot to analyse the internal and external factors that can impact Emel shipping ltd. Various tools should be used in combination to increase the chances of achieving a more accurate, comprehensive analysis, in order to identify existing or possible threats, and determine strategies that will benefit the organisation. It is recommended that all organisations implement the use of tools and techniques to ensure that the company is heading in the right direction, and remaining one step ahead of the competition. Tools can aid a company by setting out strategies that align personnel, management, departments and ensure that the organisation is on track to achieve its goals and vision (ICM, 2019). 
Workplace culture defines the personality and character of an organisation, having positive role models, hero’s and values, contribute to the development of workplace culture, therefore it is important to ensure that the right culture is fostered in order to guide an organisation toward its aims and vision. The negative leader driven culture at Emel Shipping Ltd resulted in simple problems that could easily be remedied becoming a major drain on profits, staff retention, morale and ultimately almost caused the bankruptcy of the company. Implementing the correct management and leadership style to foster the correct organisational culture is vital for long term success and prosperity of a company. The nature of the industry Emel shipping operates in may be highly bureaucratic, however, globalisation, advances in technology, and constantly changing customer demands mean that companies who rigidly apply a single management style may fail to identify threats, adapt, or take advantage of opportunities. It is recommended that a certain amount of situational leadership methods be implemented to suit the needs of managers, employees, customers and organisations as a whole. 
In recent times ethics have become an important consideration for consumers, employees and organisations alike. The accident claims management company discussed in this report is a good example of how lack of ethics ultimately cost the company employees that could have contributed to the growth, sustainability and quality of work, lack of ethics resulted in the bankruptcy of the company. Increased awareness means that workers and consumers are now seeking out organisations that share their values and beliefs. There are numerous benefits to being an ethical organisation, such as increasing employee desire to join an organisation, increased loyalty, staff retention, and attracting customers to the organisation’s goods and services (ACCA, 2019). The rise of globalisation, social media and increased competition mean that organisations are not only selling goods and services but must also consider consumer and social perceptions. Historically, unethical practices may have had a limited impact on organisations, however, in modern times, bad reviews, negative media and unethical behaviour could instantly damage the reputation and profits of an organisation.


[bookmark: _Toc17660431]Conclusion

Historically factors that were considered most important in organisations were profits, costs, productivity, efficiency, and leadership. The effects of organisational culture, values and ethics remain in the back of people’s minds, or are not consciously considered at all. Increased customer awareness, legislation and internal codes of conduct may be considerable driving forces behind the increased awareness of ethics and values, however, organisations are becoming more aware of the benefits that promoting a positive workplace culture has, such as, staff loyalty, morale, job satisfaction, and efficiency. Implementing the correct leadership style, and appointing managers that share the vision, values and ethics the Organisation is essential to influence and cultivate a positive workplace culture. Organisations with good workplace ethics, values and culture create a healthy environment that employees enjoy working in and being a part of. Sharing values and a common culture with an organisation promotes loyalty, decreases absenteeism, increases morale and ensures that financial gain is not the only consideration of staff. 
One of the main topics highlighted in this report is the risks that organisations may face when remaining static in the modern economic environment. Having attained a level of success by using certain methods or models does not guarantee continued success in a rapidly changing global economy. Failing to change leadership styles, methods and workplace practices when necessary could be disastrous for an organisation. Fostering a positive culture that can establish and guide an organisation to achieve its vision and goals is vital for sustainability. Being an expert with experience in a field has numerous benefits, however one must be aware that past successes, actions and methods can become so ingrained in individuals and organisations, that it can become a hindrance in times of turmoil, or when drastic action is necessary. A fresh insight and approach should not be dismissed due to the lack of perceived experience or knowledge, a different perspective and approach could provide immense benefits.
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