



EXECUTIVE SUMMARY.
[bookmark: _GoBack]Workplace culture is unique to every organisation, cultural confusion impacts workplace efficiency. Secondary research is undertaken using academic sources and models, to analyse external influences and the internal elements at Timpson’s to determine whether the culture is received in a positive way by all its members and its impact on efficiency. Recommendations are given to further enhance efficiency.
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INTRODUCTION
(According to Odor, 2018) Workplace culture is a complex phenomenon, it comprises of layers that are visible and invisible. They connect the individual to the organisation, the individuals to each other and all the individuals to the organisation. Schien says culture is the basic assumptions discovered, invented or developed in learning to cope with external adaptation and internal integration. The deepest layer is the most powerful in the context of ‘the way things are done’ and is unconscious to a considerable degree but has the most impact on organisational performance. A strong positive culture exerts more influence if it supports a high ethical standard. 
The cultural web by Johnson (1988) is a tool to analyse the paradigm of the organisation revealing the belief’s and assumptions often taken for granted and enables strategies for improvement as the key areas are dynamic. (Morris, 2018)
STUCTURE.
Timpson services include shoe and mobile phone repairs, key cutting, engraving, dry cleaning and photo processing, Timpson have also recently opened barber pods. Timpson’s turnover rose from £260 million to £278 million in 2018, despite extreme weather, the royal wedding and the world cup in this year. (Bridge, 2019)
Timpson is a wholly owned family business with 5,600 colleagues, 2,000 stores, pods and Max Spielmann photography franchises. The structure is flat with 32 area teams of managers, one manager supports 40 shops. (Timpson, 2020)
POWER STRUCTURES.
No one at Timpson is permitted to tell anyone what to do, including managers. Timpson link weekly turnover to performance, this creates healthy competition, cross learning and immediate feedback, so there is no need for a formal appraisal. Bonuses are paid at 15% of sales above target, this system is a win- win for both employer and employee, the business pays little in wages and benefits again, as profits are driven by motivated and high performing staff. (Davis, 2009)
Rewards are free use of holiday homes, a wedding bonus and extra week off work for the honeymoon. Social events of regular nights out, BBQ’s and company football matches. There are Timpson scratch cards, £1000 weekly lottery, charitable matching up to £250 and after one year of service £250 towards driving lessons. Recognition is given as shoemaker of the month and a yearly formal award event for top performer. (Timpson, 2020) 
Employees are encouraged to be innovators and have the authority to run the shop and make decisions to give amazing customer service. Many of the best ideas have come from staff, such as one shop had an exceptionally high level of sales for house signs. The employee had simply positioned a free- standing display sign on the pavement. (Sung and Ashton, 2002))
 SYSTEMS.
(According to Pandeli and O’Reagan, 2019) There are two main rules put the money in the till and look and behave appropriately. The rest are common sense rules such as no friends in the shop. 
Internal communication is paramount as staff are spread across many branches and include update videos, you tube to share tips and good practice, weekly newsletters that hold ‘no secrets’ in the daily work lives of colleagues, roadshows and lunch dates.  
All management roles are recruited within the company and managers started work from the shop floor. Timpson have residential training trips and in-depth courses for new recruits to acquire skills needed. Timpson do not have a HR department and do not like the concept of HR as this is grandiose, the managers are a colleague support team. (Best Companies, 2020)
 Introductions by employees of new recruits are the main source of employment based on the premise that as the existing employee likes the culture, their friends will too. (Black, 2018)
Security is not an obsession at Timpson and is seen as an intrusion and barrier to staff performance. The managers are experienced and trained in body language and know when to monitor an employee, only then is a covert camera put in place to prove theft and dismissal for gross misconduct. (Timpson, 2014)
Diversity is an embedded value the recruitment strategy is not set in stone. Employees are employed from all ages and back-grounds, attitude and personality are priority.  (Pandeli and O’Reagan, 2011)
(According to Timpson, 2020) Managers support employee’s personal issues such as debt (an interest free hardship fund is available) bereavement and divorce. A mental health counsellor has recently been appointed to help with depression, anxiety and self-esteem. Health grounds are not discriminated, believing only employees that are unfit for work are lazy, always late and take unnecessary sick days. (Timpson, 2014)
A copy of the annual report is sent to every employees’ home and employees are encouraged to show it to family and friends to celebrate achievement, there are no targets or KPI’s. (Timpson, 2014)

 STORIES.
(According to Simms, 2006) John Timpson is a maverick in his own right, creating the up-side-down management based on Ricardo Semlers idea of ripping up the rule book and letting shop floor workers make decisions. John Timpson’s inspiration came from fostering children realising that discipline and rules were not the answer, leading to lack of attachment. This he felt was the same philosophy in the workplace. John Timpson has a CBE for services to the retail sector and a knighthood for business and fostering. (Harrison, 2020)
The story of the takeover of Minet in 2003 relays to staff the difficult and long-time of five years to change the culture to how it is today. Minet’s culture was dictatorial and controlling resulting in conflict and nearly all the staff from Minet left the company as they were unable to adapt to the transition. (Simms, 2006) 
Risk management at Timpson involves disaster stories that are made up, such as the company plane crashing with all directors on board, meaning they are unable to return to work for nine months. In the board’s absence an intern managing director has major changes including scrapping the ‘up-side-down management’ and selling all the holiday homes the staff use. These stories generate interest and conversations between managers, of threats the business could face and how to overcome them or prevent them from happening. (Timpson, 2017)
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ROUTINES AND RITUALS.
(According to Stewart, 2016) Staff can use discretionary judgement in dealing with customer issues and can spend up to £500 to resolve them. The price list is only a guide and staff can charge what is seen fitting to the customer and the customers circumstances. This behaviour is demonstrated by staff, one example is a child went into a shop wearing a Harry Potter jumper the employee engaged with the child talking about the wizard and the studio experience, then gave the key cut for free to mark her transition to high school, making the customer feel special. (Odams, 2019)
Encouragement is given for staff to perform at least one random act of kindness every day to other employees, customers or the public. The shops are also information and help centres, staff never say no to change for meters, the use of toilets and the phone. (Harrison, 2020)
Fridays are call days for managers to visit shops to review performance and listen to staff issues whether personal or work based. Timpson have a ‘happy index’ this measures the mood of staff and the relationship with the manager by area to establish morale. (Sung and Ashton, 2002)
 Flexible working is available to all staff and not just seen as a childcare issue. Career breaks of four years are given following the birth of a baby to spend valuable time to bond, family is a core value. (Uttley, 2014)

SYMBOLS.
The board room at head office can be used by everyone and looks 19th century to remind employees where Timpson originated. Signs say, ‘please leave politics in the carpark’, there is no such thing as a bad day in front of a customer. (Odams, 2019)
The uniform is an important part of the corporate image and staff feel connected to the business when wearing it, all colleagues wear a uniform. Managers can also choose the cars to drive (within the price bracket) as Timpson’s recognise a nice car is one of the most important aspects in people’s lives. (Timpson, 2012)













PESTLE.
This model evaluates and appraises key factors that directly and indirectly impact the business. Strategies can then be improved or changed for a better market position. (Perera, 2018)

 ECONOMIC.
The EU referendum has led to a reduction in weekly expenditure on footwear, reducing repairs. Low cost imported shoes have led to replacement over repairs.
 The business is reliant on higher income population for revenue.
Demand has increased from lower income population by opting to repair shoes rather than replace them to save money.
Weak exchange rate has inflated the price of rubber and leather, this will encourage repairs rather than replacement. (Ibis world, 2020)
Footfall in the high street is declining due to online shopping, business rates and rents have increased 10.8% in the last five years.
Wages are continuing to increase. (Simpson, 2019)
From the 1/1/19 CEO’ s must report the pay gap between the CEO and the average worker. Sanctions have also been introduced for non- compliance in the gender pay gap. (You Gov, 2019) 
Women’s hourly wage is 12.2% lower than men at Timpson. Recruitment and job design are currently under review as the workforce is predominately male. (Timpson, 2020)
 TECHNOLOGY.
Social media posts by employees disclosing illegal or discriminatory practices are permitted under ‘protected disclosure’ whistle blowing laws. (Broughton, 2010)
30% of the workplace comprise of generation Z (those born after 1995). This group are driven by technology and are prolific users of social media. (Gaidhani, et, al, 2019)
Online shop bots are likely to replicate 90% of interactions in the next five years. (Quora, 2019)
Watch repairers is listed in the top ten occupations of future automation. (Ambasna-Jones, 2015) 
History has shown that technological advances in automation lead to job creation. (Taylor, 2017)
[bookmark: _Hlk36665021]Key cutting machines are now available at many locations such as Asda and B&Q (My Key Machine, 2020)
SOCIAL.
Traditional full-time employment continues to dominate the UK labour market. 
2.1 million students and people looking after family would like to work, 18% of those hold a degree or equivalent. (Taylor, 2017)
Privacy actives are people that switch companies or will not buy if they feel privacy is breached. (Redman and Waitman, 2020)
Dry cleaning is expected to grow by 10.9% by 2022. This is due to strong economic growth in emerging markets and rise in single person households.
Decline could occur due to clothing trends. Changes in industry regulations and shortage of skilled human resources. (Business Wire, 2019)
Popularity for customized engraving for personal technology devices has declined. Phone cases and laptop sleeves are increasing as engraved products also reduce resale prices. (Ibis World, 2019)

DISCUSSION.
As Timpson is solely owned by the family, the business is not influenced by shareholders and the pressure of making profits on terms that are unsustainable or unethical. The culture is strong as all managers are promoted within the business and know the Timpson style of leadership. This is being obsessed with its people, recognising they are the forefront of the business and responsible for Timpson’s success and demonstrate this through reward and recognition. Managers win hearts and minds by being fair and supportive, power is drawn through the whole organisation. Silo’s do not manifest as communication is open and staff are recruited with the personality and attitude compatible with the culture. Staff work to earn a bonus but put the customers experience as priority and are not solely driven to earn money at any lengths, this is due to a culture of Integrity and humility. This has come from the leader and held strong through stories, symbols and rituals. Timpson have adapted to trends and opened many new markets recognising shoe repairs are declining. Timpson pride themselves on personal service and do not use marketing as this is achieved by word of mouth. Technology is not dominate in this business although on-line services are available. The combination of external strategies and a high performing positive culture are the secret to its success. 


TIMPSON’S ETHICAL STANCE.
 According to (Khandelwal and Mohendra, 2010) Corporate social responsibility reflects a core belief rather than an attitude about a particular social issue and is proof that a business actions speak louder than words. It is also a strategy for managing relevant employee outcomes such as identification with the organisation and higher perceived support by the employee due to good treatment of internal and external stakeholders. This breaks down barriers enabling the employee to bring the ‘whole self’ to a workplace where work and its context is meaningful.  
(According to Best Companies, 2020) Four out of five members of staff believe in the company’s values and principles and five in six believe they have made a valuable contribution to the organisation’s success. This rates Timpson in the top five companies of 100 of best company to work for.
(According to Boddy and Paton, 2011) CSR includes giving the opportunity of fair competition. Timpson however are monopolising the industry taking positions in supermarkets and carparks as well as town centres. Many employees would like to own a business and achieve the success Timpson has. (Northover, 2016)
 Timpson are the first employer to sign to a new savings model for staff with Nest Insight. Contributions are paid into an emergency savings account and the pension pot, helping employees become financially resilient. (Snail, 2018)
Timpson are offering to help support groups of people to create a digital identity. This could be someone that find it hard to access the internet or has a low credit rating to set up for example a bank account. (GBG, 2013) 
(According to Geoghegan and Boyd, 2011) empirical studies suggest an offender that find employment on release from prison are up to 50% less likely to re-offend. Timpson have training academies within prisons and offer employment subject to completion of the training programme and directly on release from prison. 10% of the workforce are staff with criminal convictions. (Timpson, 2020)
Timpson’s pledge to clean outfits for the unemployed to attend interviews is still going strong today. Social media posts from the public acknowledge this act of kindness for people in times of need. (Branch, 2020)
Timpson has partnered with ‘Missing People’ encouraging staff to register and receive an alert when a child has gone missing. This is a proactive approach for staff to be aware and involved in a possible rescue of a child in danger. (Missing People, 2019)
Timpson’s has also raised over £2 million for child line. (Wavelength, 2011)
[bookmark: _Hlk36562814]Managers pursue employees with a problem rather than deal with employees that are a problem. 5% of the poorest performers take up 80% of a manager’s time, Timpson believe performance management is designed to try to improve employees that are not interested in development. These employees are said goodbye to nicely and are told to find happiness somewhere else. (Timpson, 2019) 
 The managers must know the ‘whole’ person who comes to work, such as knowing their hobbies and children’s names and tailor rewards and incentives to the individual. This is more memorable and gives the employee a higher perceived value. Success is celebrated and fun encouraged. (Rose, 2011)   

In John Timpson’s book written to his son on ‘How to Get Through the Minefield of Running a Successful Business’ investment of time and effort is paramount into developing others. Managers are recognised and rewarded for dropping egos and must praise employees ten times more for every criticism. (Hughes and Hughes, 2019) 
This behaviour demonstrates that the managers ethical behaviour is rhetoric, staff welfare is a high priority as well as philanthropy demonstrated to the community. The policy of dismissing poor performers may seem hard but this is to protect the culture. Conflict affects other employee’s performance and this approach is the Timpson way. Integrity is the foundation of ethical leadership and demonstrated through honesty and consistency. The psychological contract is therefore strong as unwritten expectations are clear by both parties. (Engelbrecht, et, al, 2017)
TIMPSON’S VALUES.
(According to Barrett, 2019) Organisations do not transform people do. A culture that aligns with the employee’s personal values thrives as the employee feels liberated, enthusiastic and committed to the organisation and its success. Shared values lead to organisational efficiency as a company with a humanistic soul brings the employees ‘whole self’ to the workplace. Profit performance ratio is 750 times higher than companies that do not have alignment of values with its employees. 
Organisations values are central to the concept of culture. Timpson’s core values are trust, family, love and kindness. Efficiency is high when a culture is seen and felt as a ‘family culture’ the whole workforce relates to each other as members of a family, belonging is a fundamental element of life.  (Pandeli and O’Reagan, 2011)
 (According to C.I.P.D, 2012) Trust has important moral dimensions and goes further than employee engagement. It further stretches boundaries of decision making and levels of uncertainty knowing both parties will act in a positive way towards each other. The strongest of the single relationships an employee has at work is with the line manager. Timpson’s highest turnover of staff is in the first six months of employment. This reveals that trust takes time to build, employees that stay after this period are with the company for many years. (Odams, 2019)
Marcus Aurelius speaks of kindness as ‘man-kinds greatest delight’ It is organic and is the basis of ethics going beyond the ‘call of duty’. (Rowland, 2009)
When fun and work are successfully integrated love becomes a value. This is the love of the workplace and occurs in a high- trust versus high- fear culture. Fun creates resilience to stress and deeper long- lasting relationships with all members and customers. (Yorkes, 2003)





EMPLOYEE ALIGNMENT.
Skills are developed for all services including customer care and health and safety. Level 1 is a 16- week plan to qualify in key cutting and shoe repairs. Level 2 takes 32 weeks and develops more in-depth skills such as watch and phone repairs. Career development is encouraged, and the role of manager can be achieved in a year. (Timpson, 2020) 
Espoused values reveal the intent of the organisation and the way it operates, this is the deepest layer of the culture and ‘the way things are done’. This evolves into the practice of ethical behaviour from the members and high performance. (Bourne, et, al, 2019)
 (According to Ou, et, al, 2014: cited in Nielsen and Marrone, 2018) Humility is a value that something greater than the self exists, this is reflected throughout the organisations from CSR to the management style demonstrated. Mistakes are a learning process and are embraced by others and themselves. Humility is a strength that is deeply aligned naturally to serve the organisations goals and must be a personal value. (Frosterson, 2016: cited in Nielsen and Marrone, 2018). 
[bookmark: _Hlk36755870](According to Abramis, 1992: cited in Peebles, 2015) Humour is a value needed to unleash talents with energy and enthusiasm, Participation in positive workplace humour, will enable the employee to have good mental health and a good attitude. James Timpson says people who have fun make serious money. (Wavelength, 2011)
Profit is maintained at Timpson’s through innovation. The value of creativity is highly sought after by the company, this is the mental agility for decision making and being able to ‘think outside the box’. This gives every customer a unique experience and generates new ideas to evolve the business.  (Reed, 2001)
Customer obsession is also a value needed to be a high performer, to amaze and enhance the customer experience, while earning a bonus is a win-win outcome for both employee and the business. (Khandelwal and Mohendra, 2010) 
 (Bradberry, 2014) author of emotional intelligence 2.0 and co- founder of Talent Smart says, research conducted by Talent Smart on more than a million people found 90% of top performers, are able to manage their emotions when under pressure, in order to remain calm and stay in control. Calm people stay positive even in bad times by relating to something positive in the recent past, or by focusing on upcoming events. They can disconnect, using blocks of time to go off-line, re-energizing the soul. They can put situations into perspective and ruminate this to other members. This is a trait of value to the business as it is a high performing culture. 



RECOMMENDATIONS.
The company Youthscape arranges retreats three times a year to move away from the daily work environment. Values of the company are specifically looked at and this time away dramatically changes the dynamics of the conversation, encouraging a true reflection of how the values are lived out and whether they are truly practised. This would be good practice as Timpson’s employees are spread out over branches and need time to reinforce the values together. (Miller, 2014)
Enterprise social networks promote richer employee voice, in a high- trust culture it will be used wisely and builds networks and communities across the organisation. Visibility of the manager is further increased, and corporate communication is more effective. The integration with other voice platforms will cater to all employees in different circumstances and preferences. This improves efficiency through multi-directional communication and through individual and collective employee voice, giving both the employees and the organisation real time feedback. (Dromey, 2016)
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