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[bookmark: _Toc102777362]Task 1
1. [bookmark: _Toc102777363]EXECUTIVE SUMMARY 


First, I will be analysing the broader environmental factors using Porter’s Five Forces model and PESTEL analysis. Porters Five Forces model will analyse Google’s microenvironment or industry. My analysis will look at the threat of new entrants, degree of rivalry, threat of substitutes, bargaining power of buyers and bargaining power of suppliers. The PESTEL analysis will analyse the macro environment, which consists of the following external factors: political, economic, socio-cultural, technical, environmental and legal.  These will include COVID- 19 context.

After identifying the key drivers for the changes in the business environment, I will apply some questions from the Cultural Web model  to evaluate the organisational culture of Google.  Following this, I will use the external environment key drivers of change and discuss their and COVID 19’s impact on organisational culture, and changes that can be made. McKinsey’s 7’s Framework looks at staff, structure, systems, strategy, skills and style; to make better informed changes, that are in alignment with the rest of the organisation.(Jurevicius and Nami, 2021). 

Using the information gathered from my environmental and organisational culture analysis, I will evaluate the present culture and its efficiency in attaining non-financial and financial performance goals.  


Finally, I will introduce two ethical dilemmas, that will affect Google’s performance and offer my ethical point of view on the action I would  recommend to resolve the dilemmas. 


2. [bookmark: _Toc102777364]INTRODUCTION 
In this report I will look at the impact environmental factors, COVID 19 and ethical dilemmas impact organisational culture and its performance. Organisational Culture is defined as, “the collection of traditional values, policies, beliefs and attitudes that constitute a pervasive context for everything we do and think in an organisation.” (Mclean and Mullins, 2019). Culture is significant because it informs the business on the staff it hires, its systems, structures, strategies it implements, skills it promotes, and the style leadership uses to manage employees. (Jurevicius and Nami, 2021). An organisation’s performance is measured both financially and non-financially. Some factors include employee satisfaction and strong brand identity, increased profit margins and increased market share. 


Background of the Organisation

Alphabet is Google’s parent company and was founded by Larry Page and Sergey Brin. Google is part of the online services and technology industry. Their founding letter wrote, “Google is not a conventional company. We do not intend to become one.” (Alphabet Inc, 2021). Google has stuck to this philosophy in its company, as it scales. 
As of December 2021, Google’s parent company Alphabet Inc. was reported to have 156,500 employees, majority of these employees are Google employees. (Alphabet Inc., 2021).

Google is comprised of Google Services and Google Cloud. Google Services involves products such as YouTube, Google Maps, Google Drive, Gmail, Android, Google Photos, Search Engine and Chrome. It also, focuses on their hardware side of the business which involves their smartphones and home devices. Google Cloud involves security, cloud computing infrastructure, data management and analytics. Google workspace comprises of Google docs, drives, meet (video conferencing), calendar and Gmail email service. (Alphabet Inc., 2021).

Google operates in an extremely competitive market that is constantly evolving. Google maintains its competitive advantage by heavy investments into research and development (R&D), talent and acquisitions. However, Google acknowledges that these are high risk ventures, and their competitors are sometimes more equipped to develop products faster than they can. (Alphabet Inc., 2021). 

Google’s broader culture can be summarised in ideas such collaboration, creativity and solving complex challenges. (Alphabet Inc., 2021). In their 10-K annual report 2021, Google mentions in its culture encourages, openness, listening to employees, diversity and inclusion. Their workforce is given an environment they can not only be productive but be healthy, happy and fulfilled at the same time. (Alphabet Inc., 2021). 

Most of the Google’s revenue is generated through advertising revenue, in Google services through YouTube, Google search engine and partners. 

3. [bookmark: _Toc102777365]Environmental Factors 
3.1 [bookmark: _Toc102777366]Porter’s Five Forces Model and Analysis 

Porter’s Five Forces model was developed in 1979 by Harvard Business School’s Michael E. Porter.  It was developed to evaluate and analyse the position and strength of a business organisation against its competitors. (Porter’s Five Forces of Competitive Position Analysis, 2013). Overall, it identifies the microenvironment of an organisation or the forces that form an industry. 

Google’s business is not as threatened by the bargaining of buyers and suppliers. The organisation does  not have as many individual buyers, and it is costly for corporations or businesses to switch to other products. Google is a large-scale company and suppliers need Google’s business, thus giving Google leverage and opportunity to demand from its suppliers. However, during the pandemic and currently, Google has disclosed its fears of supply chain issues leading to increased prices and shortages as a result of the COVID-19 logistics problems. (Alphabet Inc., 2021). However, these two forces pose the least threat to Google.

Some moderate threats for Google come in the form of threat from substitutes and the threat of new entrants. Google competitors sometimes have the capability to develop new ideas faster than Google, if products are released earlier there is a potential to lose customers. (Alphabet Inc., 2021).  Another instance is the low switching costs for individual consumers, if convinced customers can switch to competitors. In the tech industry there are many threats to new entrants, such as, high capital investment, investments in research and development, the expense of hiring talent and competing with companies with strong brand identities. Google mentions that they include start-ups as part of their competitors as well as large established companies. Thus,  these two forces pose some threat to Google's operations, for the most part they are not the strongest force that affects the organisation.

Rivalry amongst existing competitors is Google's largest threat. In the technology industry there are many companies, Google has an advantage due to its large product offering, however they still face fierce competition. Google mentions in their 10K annual report that their competitors’ resources, reputation and experiences, pose a threat to their competitive position.(Alphabet Inc., 2021). Competitors can invest more into research and development, hire a more talented workforce, and compete for customers or users. (Alphabet Inc., 2021).



Figure 1. Porter’s Five Forces         (Porter’s Five Forces of Competitive Position Analysis, 2013)


3.2 [bookmark: _Toc102777367]PESTEL Framework and Analysis 
To analyse the macro environmental factors that impact Google's culture and performance, I am using a PESTEL analysis. 

Political factors include the recent COVID-19 lockdowns imposed by governments across the world. These resulted in Google having to move their workforce to working from home and more recently led to the company introducing a hybrid work model.( De Vynck, 2022).  Another example is Chinas’ censorship over its citizens leading to Google revoking access to its search engine to the country. This was followed by a statement made by one of its founders Brin at TED in 2010, saying he did not desire to, “ run a service that’s politically censored.” (Tiku, 2020). Also, a recently failed project, Project Dragonfly, would be a reentry into the Chinese market for Google, raised concerns with some of the executives. It would be a search engine developed for China but would censor topics such as student protest and others such as deemed inappropriate by the Chinese government.(Tiku, 2020).

Economic factors that affect Google or stringent foreign exchange rules that make returning cash earned abroad back into the United States. Also, high tariffs on imports and exports increase the costs of Google products all parts for assembly to be imported. (Alphabet Inc., 2021). These factors increase Google cost and reduces their profit margins. The tough foreign exchange rules mean that Google may have to his credit to maintain operating costs awaiting repatriation of funds earned abroad.

Socio- Cultural includes the increased call for visibility, diversity and inclusion in workplaces, especially with the Black Lives Matter movement and the LGBTQIA (lesbian, gay, bisexual, transgender, queer, intersex, asexual) communities. This has increased the need for corporations to offer diversity training to its staff and hire more people of color. Google addresses this is their workforce and culture section of their 10K report, “we are committed to making diversity, equity, and inclusion part of everything we do and to growing a workforce that is representative of the users we serve.”(Alphabet Inc., 2021). Another aspect is the shift to remote work or flexibility becoming a must in the workplace, as a result of the pandemic. In  Google’s case, found them having increased issues with connectivity and productivity levels, issues that affected operations for the business. (Alphabet Inc., 2021). 

Technological factors are the lockdowns, and the closures of businesses during the pandemic, which lead to many businesses transitioning to be online. Another is the growing trend in artificial intelligence in the technological industry, this has led to many tech companies integrating AI into their products This effects Google because they were one of us the main companies that were utilized during the pandemic. Products such as Google meet which is video conferencing and YouTube were used as a form of communication for organisations, schools and governments or as a source for entertainment and news during the lockdown period. Google has been implementing AI in their search engine, to better provide search results to consumers. (Alphabet Inc., 2021). 

Environmental factors involve the increase in reduction of emissions, green initiatives and the need for businesses to consider their contribution to climate change. This can be seen in Google sustainability initiatives such as developing recycled alloy for its smartphones. or their mission for 2030 to run on carbon free energy and their support. (Google, 2021). Google also committed to being carbon neutral in 2007 and are aiming towards achieving zero carbon in their operations by the year 2030. (Google, 2021).

Legal factors, include going to court over disputes of intellectual property rights, which is common for many technology or Internet companies. Also, the regulations from the government regarding data and its usage have a large impact on how Google does business. In Google's 10K annual report, Google mentions having to adhere to different laws across the world, these include Children's Online Privacy Protection Act of 1998 in the United Kingdom, Network Enforcement Act in Germany and many other laws for data protection  or for the distribution of data. (Alphabet Inc., 2021). If Google has been found to have breached one of the laws, they face heavy penalties and the tarnishing of their brands reputation. (Alphabet Inc., 2021).

Overall, the key drivers for change from the PESTEL Analysis are the laws and regulations, sociocultural factors with changes in mindsets due to COVID, the technological factors, as well as the political factors especially during the COVID pandemic.   

4. [bookmark: _Toc102777368]Google’s Organisational Culture 
As summarised in the introduction, organisational culture refers to an organisation’s policies, beliefs, values and attitudes. (Mclean and Mullins, 2019).  I will use the cultural WEB model to investigate the culture of Google in detail (see figure 2). The cultural WEB is used to visualize the paradigm of an organisation's culture. This model was first introduced by Johnson in 1988.( Johnson, 1988). The model consists of six interrelated  elements that contribute to the cultural paradigm of an organisation’s culture. These areas are stories, symbols, routine and rituals, power structures, organisational structures and control systems. I will investigate both the positive representations of Google as well as negative representations of Google to create a well-informed cultural web model analysis. 
 
Stories
Stories heard about Google are often about success and positivity, the emphasis on having an informal, open and collaborative workplace is often praised. Google was ranked 7th in Glassdoor’ s annual, best places to work list. Google was ranked based on its culture, compensation for employees, workspaces and benefits.(Glassdoor Team, 2022).

However, there are also critics of Google’s lack of transparency, from Google employees. During a 2010 Ted talk, Brin one of Google’s founders, mentioned that Google was not in support of censorship; this led to Google pulling out of offering its search engine to the Chinese market.(Tika, 2020). However, in 2018 Sundar Pichai, Google’s current CEO revealed that they have been playing with the idea of launching Project Dragonfly, a censored search app in China. For La Jeunesse, a former Google executive, this move was taken as a lack of transparency, a violation against human rights, which he lobbied for in the company, and to an extent anti-Google’s ‘do no evil’ value in their mission statement. (Tika, 2020). He has since left Google and claims, he was pushed out of the company due to his activism for diversity and human rights. However, this is without evidence.

These stories speak of Google successes and strengths in the arena of their work processes, workplace and benefits. However, this is not without critics of the changes that have occurred with the new CEO, following the stepping down of the founders.

Symbols

Symbols of Google’s branding are a fun place to work, open, productivity, community, innovation and collaboration. These are embedded in their public perception as well as their internal culture. This is seen in the Glassdoor ranking and the reviews given by employees praising the workspaces and culture of the organisation. Also, their 10K report, in the workforce and culture section, they state that  they, “ embrace collaboration and creativity…” They also stated that,” Supporting healthy and open dialogue is central to how we work…”( Alphabet Inc., 2021). language surrounding the cultural symbols of the brand might suggest that Google hears, supports and encourages employees to share ideas and be innovative. This speaks to a culture of openness. 

Routines and Rituals
Google is very much centered around solving complicated technology problems and this makes productivity a major component of its success. Google repeatedly emphasizes in its annual report that its employees are an integral part of the success of their business. This is largely due to Google being a mainly service centered business and heavily technical skills-based workforce.( (Alphabet Inc., 2021).

Power Structures
Google power structures like their organisational structure are flat and less middle management. Since Google is split up into two businesses Google Cloud and Google Services, it is product-based and team-based. Overall, Google’s leadership entrusts employees with a lot of responsibility and creative freedom but desire to see results or failed projects that employees can learn from.(Google, 2019). Google hires based on leadership, cognitive ability, role related knowledge and a principle called ‘Googleyness’; which stands for, comfort with ambiguity, bias to action and collaborative nature. The organisation considers leadership on all levels as significant; the recruiting video explains that Google desires people who can step up and lead at any time and are able to step down and allow others to lead.(Google, 2019). A potential blockage to change in the power structure comes from employees who worked for the company when the founders where CEOs. They may have idealized the founding principles of Google, thus limiting the current CEO’s ability to venture into new markets or to change aspects of the business. This is seen in the case of the Project DragonFly.(Tika, 2020).  

Organisational Structures
Googles organisational structure can be described as flat, its structure is both product-based and team-based. Although Google boasts of having a somewhat informal workplace, there is a level of formality necessary especially with the nature of products they produce. Overall, the organisational structure encourages collaboration, open communication and the democratic power structure. (Alphabet Inc., 2021). However, as the company continues to scale the organisation may become more centralized, due to larger product offerings, acquisitions and increased employees.(Alphabet Inc., 2021).

Control Systems
Productivity is one aspect of Google operations that is closely monitored, as it poses the most adverse effects on the profitability of the business. Google is often referred to as the company that changed the term human resources to people science. Google has an emphasis on reward, this is in their compensation reward program. (Alphabet Inc., 2021). However, like La Jeunesse, there may be employees who question the current leadership and may feel like they are punished for their openness and edged out of the company.(Tika, 2020).

Overall, the cultural paradigm of Google can be summarized as being open for dialogue, innovative, collaborative and productive. 
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Figure 2. Cultural WEB Model. 		(Johnson and Scholes, 2001)


5. [bookmark: _Toc102777369]Impact of Culture on Organisation’s efficiency to achieve performance goals. 

Organisational culture has an immense effect on the performance of an organisation, because it ties into the values believes and attitudes of the workforce. The culture of an organisation informs its decisions and its strategies.  Google emphasizes that without its workforce, its business operations would decline.( Alphabet Inc.,2021).  Non-financial performance refers to the intangible assets, for Google these include being voted amongst the best places to work in 2022, values guiding their business practices and adapting through the COVID 19 pandemic. On the other hand, financial performance is measured by financial results such as sales revenue, profit margins and investments.

Google’s current culture continues to see them ranked as amongst the top 10 best places to work in 2022. This is as a result of their compensation programs, culture and benefits.(Glassdoor Team, 2022).  Google, however, has faced adverse effects on efficiency, due to the pandemic forcing them to primarily have employees working from home. They reported that, they have faced connectivity issues and productivity issues.( Alphabet Inc., 2021). The company mentioned that they anticipate high costs as they shift back to working hybrid, half the week in the office and half from home.( Alphabet Inc., 2021). This has a potential effect on their ability to operate effectively as there will be barriers in communication and collaboration as some employees may suffer from connectivity issues. Also, potential barriers to performance include a reduction in the collaborative nature as employees will not be able to easily meet up to share ideas. 

Google culture of innovation did help them, create a new hybrid wok model, in response to employee surveys, following a drop in productivity during the pandemic. The work model would have them working 3 days at work and 2 days at home, starting April 4, 2022. This change, however, was after most employees had worked from home for the last 2 years. However, John Casey, Google’s vice president of global benefits mentioned to staff that, this would be the best option for the products, employees, organisational culture and customers.(De Vynck, 2022).

Another impact of Google’s culture on their non-financial performance, is in its response to backlash from employees on projects that go against core values of Google. Google always asserts that it is open to dialogue. This is seen when Google was challenged in protest by its employees about two different projects. Project Dragonfly which would be a censored search engine China.(Tika, 2020).  Another Project Maven, which would give the United States department of defense artificial intelligence capabilities to analyse surveillance footage. Both were criticized differently Project Dragonfly was criticized for promoting censorship, which would reverse Google actions in 2010, of removing their search engine from China. Whereas Project Maven would be taking away people’s privacy. (Simonite, 2021).

On the financial side of performance Google’ saw that at the beginning of the pandemic they had an increase of user search activity. However, their advertising revenue declined because advertisers reduced their spending as a result of the pandemic.( Alphabet Inc., 2021). This can be largely attributed to the shift in the nature of the searches to fewer commercial topics. (Alphabet Inc., 2021).  This continued through 2020, gradually advertisers have increased their spending. However, the unpredictability of the effects of COVID 19 still are affecting the year-to-year growth for Google. (Alphabet Inc., 2021). Their current work culture may need to shift to reliance on other areas of business, as what used to drive their consumers has evolved as a result of COVID 19.  

6. [bookmark: _Toc102777370]Ethical Dilemma 
An ethical dilemma Google faces is the one between its core value ‘ don’t do evil’ and what it means in the context of projects it accepts or who these projects involve. An example is the Project Dragonfly, that involved the development of the censored search engine for the Chinese market. (Tika, 2020). This was met with backlash from many employees as this was going against Google’s support of human rights. I would have personally accepted to move forward with the project because it does not necessarily harm anyone and it would make the company profitable. Ultimately, we cannot control what a country decides for its citizens, whether it is ethical or unethical, but we can draw parameters around whether it threatens the lives of people or harms anyone. 

Another ethical dilemma is one on the use of data for surveillance by governments or to infringe on people’s right to privacy. This is seen in the example of the project the Pentagon, which is a U.S.A’s department of defense headquarter, wanted to collaborate in with Google  on Project Maven. This project would provide, “computer vision for drone”. (Simonite, 2021). It would utilize artificial intelligence to analyse surveillance footage. I believe, this project would have been beneficial to society because it would help protect people from terrorists or fugitives, who pose threat to the society. When it comes to safety, I believe even privacy can be forfeited. 

7. [bookmark: _Toc102777371]Conclusion and Recommendations 

Overall Google's culture is impacted by political, technological and legislative external factors. The largest threat to Google is its rivalry and competitors who are constantly investing in artificial intelligence and new technologies and releasing new products in a bid to take employees, users and market share from Google. (Alphabet Inc., 2021). For Google to perform and compete they must constantly review their organisational culture and align it with its objectives and goals in order to have sustainable development. However, a core and critical piece lies in its executives or older staff, who Google rely on to shape strategic moves and lead and train the junior staff. Google must maintain some aspects of their core values, despite the business scaling; as seen in the case of La Jeneusse, they may risk losing more key members of upper management. (Alphabet Inc., 2021).
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Rivalry amongt existing competitors
- this can be the biggest threat to Google, as many companies offer similar offering with hardware and cloud services. 
- customer have very low switching costs, especially for the online services. 




Bargaining power of  customers
- Individuals not significant because Google's main customers are other corporations. 
- increasing demand fromm buyers for new feautures based on trends, puts pressure for Google to invest and produce at a high quality.






Bargaining power of supplies
-  Google is large scale and relies on supliers to provide their finished procusts. With shortages and price increases can affect their pricing.( (Alphabet Inc., 2021)
- On the other hand Google has to maintain standards so they  do not have as many suppliers to choose from if they would switch.




Threat from substitutes
- competitors may develop new ideas faster, better features can cause loss of customers.
- low switching costs if cheaper similar product is offered.
- developing a tech brand takes time, so there are rarely companies that can rival Google on all its products.





Threat from new entrants
-  high capital investment into R&D
- talent in peoplep is expensive
- old brands with strong brand identity and  consumer loyalty
- regulation and red tape on data 
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