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[bookmark: _Toc89204712]Introduction
Organisational culture collectively refers to the value, expectation, and practice which are useful in guiding and informing the activities of every one of the organisation’s members (Elsmore, 2018). Organisational culture may represent a composite whole of the traits which exemplify the existence of the organisation (Kummerow and Kirby, 2014). In this report, the concept of workplace culture will be explored in the context of the multinational company Unilever. Firstly, the effects of environmental factors on the culture of Unilever will be assessed. Secondly, the organisational culture of Unilever will be critically appraised. Lastly, recommendations for enhancing Unilever’s workplace culture in the long run will be suggested.


[bookmark: _Toc89204713]Impact of Environmental Factors on Unilever’s Culture
Business environment collectively refers to the intrinsic and extrinsic factors which impact how an organisation functions, either through direct means or through indirect means (Surridge, Bushell and Gunn, 2017). The extrinsic factors can be identified by performing an external audit. The intrinsic factors can be identified by performing an internal audit. One tool that is focused on generation of viable alternative strategic initiatives through alignment of major internal and external factors is the Strengths-Weaknesses-Opportunities-Threats (SWOT) Matrix (Britton, 2018). This tool can be applied to Unilever to determine the internal and external environmental forces affecting its operations. The figure below illustrates the SWOT Matrix for Unilever.
[image: ]
Figure 1: SWOT Matrix for Unilever
Source: (Prasad, 2010)
In the figure above, it is evident that there are four aspects that are influential in the internal and external business environment. These aspects have been discussed as follows:
Strengths
A strength refers to a positive internal factor which facilitates a firm’s attainment of competitive advantage (Brooks, Weatherston and Wilkinson, 2011). Firstly, Unilever has a strong brand image in the society because the company fulfils all its corporate social responsibilities. Secondly, Unilever has an extensive and varied range of product lines which means that almost every need of the customers is addressed.
Weaknesses
A weakness refers to a negative internal factor which constrains a firm’s attainment of competitive advantage (Rothaermel, 2019). Firstly, Unilever is operating in a very competitive fast-moving consumer goods industry where other multinational companies have significant market share. Secondly, Unilever is heavily dependent on retailers for sale of its products so this may cause significant disruption in Unilever’s business if the retailers are forced to close down for some reason.
Opportunities
An opportunity refers to a positive external factor that could potentially facilitate the firm’s operations (Vlados and Chatzinikolaou, 2019). Firstly, measures for pollution control implemented by the UK government present a scope for Unilever to exhibit full compliance and, thus, gain some government incentives in the long run. Secondly, the increased relevance of sustainability among consumers is aligned with Unilever’s significant investments in ensuring sustainable use of resources and materials.
Threats
A threat refers to an external negative factor that could potentially constrain the firm’s operations (Neneh, 2016). Firstly, environmental regulations instituted by the UK government of a nation can significantly increase how much a company like Unilever needs to invest in sustainability. Secondly, the UK economy is still in the process of recovery in the aftermath of the Brexit so Unilever may face insufficient consumer demand for its products.

[bookmark: _Toc89204714]Impact on Culture of Unilever
Environmental factors represent abstract concepts which need to be converted into tangible form through analysing them extensively (Chorn and Hunter, 2010). Analyses which are performed systematically and adequately produce the information needed to make decisions regarding which strategy should be used. Such analyses ultimately impact upon how an organisation conduct its activities (Schein, 2017). According to the Competing Values Framework, Unilever has a market culture, which means that the company emphasises the results that it obtains and the preservation of its competitiveness. The strengths of Unilever direct its focus on maintaining high profit margins while also taking measures to outperform the competing firms. The company’s employees are taught to focus on the outcomes generated by the company which is made possible by establishing a robust external focus. This enables Unilever to make sure every customer attains satisfaction from using the company’s products. Unilever’s culture directs its attention to constantly innovate and introduce new products into the market. As such, the company invests huge amounts of its finances in research and development which is a function crucial to Unilever’s sustenance. So, the workplace culture at Unilever is such that there are always incentives for employees to exhibit creativity in their endeavours. The creativity spans the entire gamut of Unilever’s introducing newer products and/or improving existing products ahead of its competing firms. The weaknesses of Unilever have prompted its employees to embrace a culture where every function is continuously striving to improve on its deficiencies. Since such deficiencies might constrain Unilever’s attainment of competitive advantage so the company is aware of generating incremental improvements in all aspects of the firm. An attitude towards continuous improvement is noticeable in Unilever’s culture as the firm is vigilant regarding any negative implications that may result from its weaknesses. Such a value has resulted in the organization maintaining its longevity for more than 90 years in the market. The opportunities that lie ahead for Unilever motivate its employees to put in their best effort in every task that they do. Every employee understands the importance of preparing the firm to be in such a state so that it can capitalise on the future opportunities that lie ahead. The standards of performance expected from the employees are very high and this might cause a culture of overworking to be developed. However, Unilever manages the workload of its workforce deftly by creating an organisational culture that encourages employees to enjoy their leisure time. This is necessary because the company operates in a highly competitive industry where there is constant pressure of demand from consumers. The threats facing Unilever have prompted the firm’s culture to adopt a risk management perspective. Such an approach is geared towards instituting preventive measures for any difficulty circumstances it might face in the future. The company is especially proactive in scenario planning to develop strategies to deal with different scenarios appropriately. Unilever has managed to do this while ensuring employees have an enjoyable working atmosphere. Every employee is encouraged to exhibit participative behaviour so that no employee feels left out. Moreover, Unilever’s workplace culture has been able to ensure job satisfaction of its workforce. This inclusive approach to company growth has been shaped by the need to anticipate any headwinds that may arise from the business environment. Although Unilever’s culture is largely shaped by environmental factors, the company’s internal strengths and weaknesses are also relevant for jointly determining the prevalent organisational culture.
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[bookmark: _Toc89204716]Role of Unilever’s Workplace Culture in Promoting Ethical Behaviour
Ethical behaviour forms the cornerstone of Unilever’s operations. Under its code of business integrity, Unilever’s organisational culture has expectations for each employee to be a representative of the company’s highest ethical behaviours. The workplace culture is conducive to establishing the prevalence in every aspect of every task. Unilever’s culture is focused on creating a workplace environment where every employee can embody the company’s overarching values in his/her work. The core values that shape the ethical culture at Unilever include maintaining integrity, being respectful, being responsible, and being entrepreneurial. The culture at Unilever advocates vigilance on the part of employees regarding coming forward to identify possible issues and speak up about these issues confidently. Unilever’s workplace culture is shaped by its Code of Business Principles which has been formulated based on extensive consultation. The sharing of such values among the employees represents a strength of Unilever and this makes it easier for each employee to take ethical decisions. Unilever’s workplace culture is not confined to such principles only. The firm ensure ethical behaviour all throughout its value chain, supply chain, distributing intermediaries, and relationships with relevant external parties to address some specific issues. Such issues pertain to ethical matters like human rights of employees, measures against bribery, and discouraging corruptive behaviours. The Business Integrity program of Unilever motivates adoption of ethical behaviours in the daily activities of the firm. There are clearly defined policies and procedures to ensure prevention and detection of every untoward incident in the workplace.
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A company’s culture forms an integral part of the company’s strategies (Zaremba, 2010). So, making errors in designing the organisational culture could result in significant costs for the organisation. Unilever predominantly uses a market culture in almost all branches of its operations. An advantage of using a market culture is that it enables maximisation of profits for the firm (Gao, 2015). So, Unilever is able to derive higher revenues as a result of its market culture. This is possible due to very high emphasis on satisfying customers’ needs. Unilever focuses on the outcomes and success it is able to generate when fulfilling existing targets or when setting new targets. For example, Procter & Gamble (P&G) has been successful in raising its sales due to adoption of a market culture. A second advantage of market culture is that it motivates the organisation to constantly stay ahead of the competing firms (Morgan and Vorhies, 2018). Unilever has a culture of extensively investing in conduction of market researches. This helps the firm to remain updated on the latest happenings in the industry. It allows Unilever to be more flexible in responding to shifts in the markets. As such, Unilever is able to retain its market share by outperforming its rivals. For example, Nestlé has been able to retain a competitive advantage in the food products category since it is the biggest food company worldwide. A third advantage of market culture is that the firm using such a culture is able to nurture talented employees who have the drive and ambitions (Naranjo‐Valencia, Jiménez‐Jiménez and Sanz‐Valle, 2011). Unilever’s workplace culture continuously encourages the employees to do something extraordinary. At Unilever, the leaders inspire their subordinates and instil the drive in them to perform at their optimum level. As such, every employee in Unilever is always focused on developing his/her skillset and knowledge base. These skillsets and knowledge are useful for the employees in ensuring better performance for Unilever. For example, Johnson & Johnson has been able to build a highly motivated workforce that operates by setting targets at an individual level.
There are also disadvantages for companies using the market culture. Such disadvantage may occur because not every business is perfectly suited to the market culture (Fuller, 2015). Some instances of friction will exist within the organisation which must be overcome. Firstly, maintaining a market culture in an organisation is significantly costly (Göker, 2021). Unilever’s culture compels the company to stay updated on the latest research and developments all across the industry. This is necessary because Unilever has to be able to identify the trends well in advance so that the business is able to cope with dynamic changes in the business environment. For making this happen, investments in research and development (R&D) can end up consuming a large portion of the company’s finances. So, this may divert funds away from other functional units of Unilever. For example, Colgate Palmolive has been able to keep up with the expenses in market research because the company allocates a sizeable amount of its budget solely for research purposes. Secondly, using a market culture runs the risk of the employees facing burn-out in the workplace (Wanberg, 2012). Unilever’s market culture puts implicit pressure on each employee for maximisation of their outcomes in challenging circumstances. This may cause over-working the employees which may be detrimental to their health. It could lead to instances of presenteeism and worse mental health. Overall, organisational productivity falls significantly as the performances of the employees drop. Consequently, the morale of the workforce as a whole could go down to a great extent and thus, affect business outcomes for Unilever. For example, Mondelez International has been able to help its employees attain a balance between work life and personal life which has resulted in increase of its productivity. Lastly, a market culture can lead to the development of toxic workplace atmospheres (Schneider and Barbera, 2014). In Unilever’s culture, there is high competition between employees themselves. One employee wants to outperform another employee at all costs. This may mean that employees sometimes resort to unfair practices. Such unfair practices undermine Unilever’s business integrity which coordinates ethical behaviours. Often, such an attitude by employees could be counterproductive to Unilever. Unethical behaviour from one employee starts to rub off on the whole workforce which could lead to declining productivity and task performance. The morale of the total workforce could also suffer. As such, employees will find it increasingly difficult to collaborate and engage in teamwork which are crucial to critical projects. For example, L’Oréal has been able to nurture its market culture in a controlled manner so that every employee is encouraged and rewarded for promoting positive behaviours.
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A robust organisational culture has great motivational value for the workforce and makes the employees feel like they belong to that company (Hill, 2014). At times, specific aspects of a culture could become negative influences. This is where the company’s leadership needs to step in, identify such issues, and resolve them accordingly. Some organisations may require a total evolution for rectifying the intrinsic flaws at the most fundamental level (Oude-Vrielink, 2014). However, it is not always required since the leadership can just spot the problems and then start working on replacing or improving on those problems. The end result which is desired is the creation of a better working environment (Boelkes and Goulston, 2020). Improvements can be made in Unilever’s workplace culture through implementing the following recommendations:
Facilitating Group-based Discussion
Changes do not always follow a top-down pattern in organisations. Some changes may follow a bottom-up pattern involving a lot of dynamic interactions (Cole, Oliver and Blaviesciunaite, 2014). This involves engaging the employees in conversations regarding the intention of the cultural change and the values which need to be upheld, and afterwards soliciting their inputs. As a result, a common commitment towards cultural change can be obtained at Unilever. This initiates the procedure of changes through enhancement of cooperative behaviours and common vision. Group-based discussion is a participative method of consulting with the employees about how to bring about change in culture. In every discussion, leaders can brainstorm many ideas with employees which will lead to selection of the best idea.
Creating A Culture Rulebook
The appropriate behaviours which are expected of employees need to be defined clearly in all aspects on a day-to-day basis (Downey, Roberts and Stough, 2011). Unilever should ensure that the rulebook created is simplified and is actionable for the employees. Creation of a culture rulebook injects life into the overarching values embodied by Unilever. This means that Unilever sets predetermined standards regarding the modus operandi of organisation’s tasks. Through this rulebook, every employee assumes responsibility for improving company’s culture instead of just the leaders. Employees can periodically refer to the rulebook if they have any confusion regarding any aspect of the new culture in Unilever. Since the expected behaviours pertaining to the new culture are presented in a structured way, employees can adapt to the changes much more easily.

Aligning Leadership with Culture
Many organisations have had problems operating under a particular culture because of alignment issues. Once the basic aspects of the organisation are prepared, the leadership capabilities must be analysed (Boesch, 2017). This is because Unilever’s leadership will ultimately determine the bottom-line implications of the organisation. It should be ensured that Unilever’s leaders are familiar with and are regularly practicing the company’s overarching values and principles. The priorities of the leaders and those of the employees should be similar. Grapevine communications inside Unilever could be tapped into to ascertain whether the current leaders are effectively responding to organization’s needs or not. If the interests of the leaders and subordinates are not synchronised then Unilever’s culture will continue to grow in a haphazard way. When both the parties are working towards a common goal then change will happen much more quickly.
Considering Execution Firstly
An organisation may face a situation where its existing culture is suitable but executing that culture in practice may be deficient (Finch and Aranda-Mena, 2020). Reconstructing Unilever’s culture may necessitate finding out whether the culture is put into practice every day in the firm’s operations. Changes in culture will only occur if culture is integrated suitably into the day-to-day activities of the company. Cultural change cannot take place in theoretical and abstract form only. It needs to be embodied by the employees proactively. To maintain this habit of execution, employees can be incentivised to adopt certain behaviours. Without incentives, sustaining the desired cultural change may not be feasible.
Embedding Reflection Practice
The most crucial aspect of an organisation’s culture is the capability of the organisation to engage in continuous learning (Huston, 2020). This can be initiated at Unilever through integrating reflection practices as a ritual. Leaders need to instil the habit of pausing in the middle of activities and reflecting on the quality of efforts being invested. Such a retrospective perspective of the organizational activities can expedite the process of cultural change at Unilever. Reflections may be made mandatory in every working week since this habit would incorporate a better workplace culture at Unilever in the long run. When an employee reflects on whether he/she has contributed towards cultural change, he/she will be more aware of his/her progress and would be able to relate to the firm’s goals more easily. Reflective practice also enhances the skills of the employees which is useful in successful cultural change 


Identifying Culture’s Symbolic Stories
Identifying the workplace culture’s symbolic and exemplary stories can facilitate the construction of a narrative for the employees (Culbert, 2017). These stories may signify what the desired culture reveres and wants to emulate. This will be beneficial in emphasizing the exhibition of the desired values in every success, failure, and challenging circumstance facing the organisation. The ability to find and tell realistic narratives which exemplify the interactions between values and new culture will facilitate the process of convincing the employees about the required changes. This will also ensure that employees do not only refer to abstract concepts of culture but also see evidence through their practical applications. For future workforce planning, such symbolic stories can serve as a guidance when implementing cultural change. If the symbolic stories are not shared, then a useful resource for expediting cultural change would be missed.
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In this report, the concept of workplace culture has been explored in the context of the multinational company Unilever. Firstly, the environmental factors affecting Unilever were identified through the usage of the Strengths-Weaknesses-Opportunities-Threats (SWOT) Matrix. Then the impact of these environmental factors on Unilever’s workplace culture was discussed. The market culture of Unilever promotes ethical behaviours among its employees. Unilever’s workplace culture was then critically appraised using examples of some competitors. Lastly, recommendations were provided for enhancing Unilever’s workplace culture in the future like facilitating group-based discussion, creating a culture rulebook, aligning leadership with culture, considering execution firstly, embedding reflection practice, and identifying culture’s symbolic stories.
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