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Abstract

The aim of this report is to evaluate how organisational culture of a chosen organisation for this project was affected by its environmental forces and ethical dilemma during a given scenario Covid 19. The report look also into how this culture can be linked to the organisational performance within the same scenario.
The 2nd part of this report is constituted by an essay about writers take on the module using Gibbs reflective cycle. 
Keywords: organisational culture, ethical dilemma, environmental forces, organisational performance
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In the time that we live, marked by Covid 19, a lot have changed in terms of managerial approaches, organisational culture, performance and in some case, even the ability to survive as many have faced bankruptcy during this exact same period. Those that could survive, had to face ethical dilemmas surrounding its environment, and saw themselves obliged to flow with the changes and adapt to the new environment, which resulted in a disappearance of some organisational culture due to incompatibility with the new environment, but this changes also came associated with the introduction of new culture and way of doing business. 
In this report, we will evaluate how the environmental forces and ethical dilemma have affected the chosen organisation for this report, using analyses models such as Porters 5 forces (Ozer and Saldamli, 2015) and Pestel (Seyitoğlu and Ivanov, 2020), to identify how those forces have affected the chosen organisation’s performance within its market share.

[bookmark: _Toc124358644]The Chosen ORGANISATION BACKGROUND

The chosen organisation for this report, is a hotel located in Canterbury Kent, named Westgate Ltd, trading under the name Falstaff Hotel and Cocktail Bar, which moving further will be designated as Falstaff Hotel. 
Falstaff Hotel is a 50 bedrooms, 3-star hotel from 15th Century, on its way to become a 4-star hotel in early 2023 according to Falstaff Annual meeting 2022. It has seen many transformation in its 6 hundred years of history and it has one of the most popular Cocktail Bar in Canterbury and is also equipped with unique bedroom design, which enables guest to have different experience in each visit as each one has its own touch and individuality.
In hospitality industry, online travel agents (OTA) take a good share of website-based bookings received by hotels, due to their ability to compare prices and giving customers an overview of different properties in one place, using vertical integration with meta-search platform (Cure et al, 2022). Data shows that the 2 major online travel agents (OTA) Booking.com and Expedia are vertically integrated with meta-search platform Kayak and Trivago (Cure et al, 2022).
 According to Booking.com which is considered one of the major online travel agent (OTA) (Cure et al, 2022) and responsible for more than 60% of Falstaff Hotel’s bookings (Falstaff Annual report 2021), in a peer of 50 hotels in Kent, Falstaff Hotel occupies 3rd position in Room Revenue, 4th position in Average Daily Rate (ADR) and room nights. (Booking.com 3rd Quarter Report, 2022).
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Knowing who your competitors are, and how their services and marketing strategy affects you, is critical to compete and consequently to stay relevant, as ignoring this insights can not only outperform you as an organisation but also cost your ability to compete and survive in a long run, whether is a multi-national or a small medium organisation as is the case of our chosen organisation for this report. 
In this session, we will analyse the external forces that affect the chosen company by using Porters 5 forces (Ozer and Saldamli, 2015) and Pestel (Seyitoğlu and Ivanov, 2020).
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Competitiveness is defined in literature as being different and having the ability to supply unique product and service in a unique manner. (Ozer and Saldamli, 2015).
Porters Five forces indicate five forces that measure industry attractiveness and long-term profitability. These five “competitive forces” are: Competitive Rivalry, Bargaining Power of Suppliers, Bargaining Power of customers, and Threat of new entrants among existing competitors (Porter, 1979; Porter, 1980; Eren, 2000; Okumuş, 2002; Porter, 2000, Porter, 1998; Porter, 2003; Sarvan et al., 2003) in (Ozer and Saldamli, 2015).


Competitive Rivalry 
This force examines how intense the competitors are in the marketplace considering the number of existing competitors and what each one can do (Ozer and Saldamli, 2015).
Falstaff Hotel faces intense competition from Abode which is a 4-star hotel and Hampton by Hilton which is backed by Hilton global name and Cathedral which belongs to the church and even is small in terms of number of rooms but very popular among religious customers visiting Canterbury, and other properties within the same market.

Bargaining Power of Suppliers  
A diverse supplier base limits supplier bargaining power (Ozer and Saldamli, 2015).
Falstaff Hotel has two more sisters’ properties in a radius of 30 miles under its portfolio hence because of the location convenience they use multiple suppliers however all the suppliers are available to any of the 3 properties which enables Falstaff Hotel to diminish suppliers’ leverage. 

Bargaining Power of customers
Falstaff hotel’s customers holds a certain degree of bargaining leverage as they can easily substitute Falstaff products and services for the competitors to gain higher margins. On the other hand, Falstaff Hotel’s subscribed customers have lower bargaining power due to incentives they receive for being a member which enables Falstaff hotel to enjoy of brand recognition among these customers.
Threat of new entrants
Large cost of entrance and high maintenance cost after the entrance, limits the entry of new competitors, however existing competitors can enter the market where Falstaff Hotel is in the foreseeable future. 

Threat of Substitute Products
With Airbnb growing, inflation and increasing cost of life, holiday makers have the option to stay for cheaper in Airbnb or guest houses rather than staying in the hotels, hence this cause threats of substitution to Falstaff Hotel.
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Pestel is a framework that analyses and gives an overview of the external environment and it focus on the political, economical, social, technological, environmental, and legal factors that shapes the macro environment where the organisation operates (Morrison, 2018) in (Seyitoğlu and Ivanov, 2020).

P - Political – The policies or decision taken by the governments are external to Falstaff Hotel and Falstaff as an organisation that must abide by law only has to comply. The points that can be cited under this factor are:
· Tax policy – Falstaff Hotel cannot ignore the imposition of this factor.
· Brexit – When Brexit happened many Falstaff employees that were European Immigrants resigned to return to their country and despite the affect it has for the organisation, Falstaff couldn’t do anything to overturn the resignations
· Covid 19 - With Covid, the Government took the decision of closing companies as a health and safety measure and hospitality Industry for being a facing customer industry was among the companies more affected and Falstaff Hotel was part of the list of companies affected, and it had to wait until the Government reversed the decision. 
E - Economic – In this factor external forces such as unemployment rate, disposable income, inflation and rise in the cost of living, are relevant to Falstaff Hotel. If unemployment rate is relatively low, people are more likely to have disposable income so they can go on holiday and stay in the hotel. With the inflation and increase in the living cost, customers are less likely to have disposable income and take weekend breaks or holiday, which affect Falstaff Hotel sales, consequently growth.

S - Social – Within this factor, lifestyle is relevant and same applies to the age. Falstaff Hotel has packages that targets different lifestyle and age group.  

T – Technology – Within this factor Data Storage, Network Access and Coverage are relevant to Falstaff Hotel as is in Falstaff Hotel’s best interest to be able to story data securely from customers and use these data to personalise its offer and, also enabling visiting customers to have easy access and internet coverage throughout the whole city.

E – Environment – Sustainability is becoming a popular topic each day, and many customers are avoiding hotels that are not environment friendly, restaurant that doesn’t have vegan option etc. Falstaff hotel was recently awarded - travel sustainable property badge by Booking.com. If Falstaff Hotel ignores this external forces, it will simply result in it becoming irrelevant for customers within this niche and lose revenue and consequently inability to survive in a long run.

L – Legal – Within this factor Health and Safety, Employment, Discrimination and GDPR laws, are relevant to Falstaff Hotel because it must comply, and minimize the chance of maximizing the risk for both customers and employees and, also the chance of being sued.
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Organisational culture is not something stable or that can be developed in a 3- or 6-months project as it face changes; it needs to be constantly worked on and it will never reach a finishing point whilst the organisation exists (Carvalho et al., 2019). 
To better understand this session, we will define the term organisational culture and then we will identify what are considered organisational culture within our chosen organisation according with literature. 
The term organisational culture has been defined since 1950s in the literature (Kroeber & Kluckhohn, 1952) in (Carvalho et al., 2019), however the term culture only became widely popular within organisations in early 1980s (Carvalho et al., 2019). It’s described as a complex set of shared values and beliefs, assumptions and symbols that are reflected on the norms and behaviours of an organisation (Deal & Kennedy, 1982; Schein, 1984) in (Carvalho et al., 2019). 
In 1988 Cooke and Rousseau argued that it is a set of shared norms and expectations that guide the thinking and behaviour of members (Cooke and Rousseau, 1988) in (Carvalho et al., 2019).
Based on the above definition of organisation culture, is fair to say that our chosen organisation’s culture is its value and beliefs, assumptions and symbols norms and behaviours (Deal & Kennedy, 1982; Schein, 1984) in (Carvalho et al., 2019). To be more specific, Falstaff Hotels organisational culture to list a few, are:
· Its logo 
· Its standard operational procedures stating how things should be done internally
· Its daily morning meeting at 10:30. 
· Its mission and vision statement
· Team members uniform
· The internal rituals caried when the targets are achieved
· Management style and incentive for an open communication
· Internal organisational structure 
· The way that the team/departments communicate between themselves and with customers
· The way it displays its furniture in the lounge area, rooms standard, bar shelfs, etc. 
Change leads to innovation and innovation is a departure from existing values, beliefs, principles, and practices to a new or significantly improved one that can keep organisations ahead of its competitors (Bendak et al., 2020). To implement changes, including new ways of thinking, technologies or influencing customers behaviours, organisations can opt for a radical or incremental changes. Radical change is harder to implement and has a greater risk due to uncertainty, however it can be more efficient for growth in a long term (Bendak et al., 2020). Incremental change, which is more suitable for making gradual improvements and has less risk, however its less efficient for growth in a long term. (Dewar & Dutton, 1986; Dosi, 1982; Giannopoulou, Barlatier, & Pénin, 2019; Hamel, 1999; Herkema, 2003; Hogan & Coote, 2014; OECD and Eurostat, 2005; Revilla & Rodríguez-Prado, 2018; Tidd & Bessant, 2009) in (Bendak et al., 2020). 
At Falstaff Hotel, we can categorise the changes made while facing the external forces mentioned in our analyses using Porters 5 forces (Ozer and Saldamli, 2015) and Pestel (Seyitoğlu and Ivanov, 2020) as incremental changes and however these changes can be seen as an easy or small changers, it was a rapid response to the environmental forces such as Covid 19, which massively impacted the company’s risk of keeping operating (Bendak et al., 2020).  If we want to cite an example, if Falstaff Hotel had ignored the health and safety measures imposed during Covid 19, that was crucial order for the organisation to operate, this would have as consequence of customers feeling their health threatened when using the Falstaff Hotel’s services and Health and Safety inspectors could simply order a cease of operations as the legal requirements weren’t met. 
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It is safe to argue that Covid-19 was one of the strongest environmental forces of the century, as it brought many disruption into the daily operations of the organisations and this has caused many changes on the way that organisations operate, which lead to some exposure to ethical dilemmas as no business was prepared for what they had to go through or trained before it arrived. 
With Covid-19 adjustment for social distancing, Falstaff Hotel’s culture like daily morning meeting passed to take place online via zoom. The managers were given a laptop to start to work from home which wasn’t accepted by the board prior Covid-19 hence it was not in line with standard operational procedures (SOP) in place available at the time. The lounge layout was updated by removing a few tables and chairs to create space and comply with social distancing imposed by the Government, in fact if we had to give an example of an ethical dilemma faced by Falstaff Hotel during Covid 19, we can mention the reduction of numbers of people being sited in a lounge that has double of the capacity.
Health and safety were another environmental forces that affected Falstaff organisational culture. After Covid, health and safety policies were rewritten to comply with covid -19 requirements and teams from every departments were trained again on the new way to operate, along with use of personal protective equipment (PEP) while on the shift and disposal of hand sanitiser with tissue for the customers across the hotel. Furthermore, we can also rate market inflation and rise in the living cost as another high influence of Falstaff Hotel organisational culture. This does not mean that the environmental forces mentioned in this session disregards the others environmental forces described in Porters 5 forces (Ozer and Saldamli, 2015) and Pestel (Seyitoğlu and Ivanov, 2020) analyses, however in terms of relevance, we think that this was the main environmental forces that affected the organisational culture within the given scenario for this report. 
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Organisations usually make strategic use of their resources to achieve high performance and even though this is the desired scenario, many organisations fail to achieve this high performance, not because there is a lack of correct tools being used or practices, but because there is not a culture of quality or high performance at the foundation of these practices (Carvalho et al., 2019). This does not mean that the culture is the source of high performance, but if it happens to be, to what extend could it be managed? Barney 1996 in (Carvalho et al., 2019) stated that if a culture is a source of high performance, it cannot be manageable completely, as it could then be replicated which would made it lose its competitive advantage. 
Morched and Jarboui, 2021, conducted a study to determine whether organisational performance has any link with organisational culture, where 100 small and medium sized organisations, which is in line with the organisation chosen for this report, has been submitted to the study using questionnaire to collect data from employees from various positions in different hierarchical level. Study shows that organisations desired competent, loyal, and engaged employees and results revealed and confirm that charisma was perceived by employees as energy state and it has an impact on performance of the organisation regardless the level of uncertainty of the environment (Morched and Jarboui, 2021). One can argue that this results does not quantify the performance in an organisation, however according to Morched and Jarboui, 2021 the performance of an organisation cannot rely solely on quantifiable measures such as cost and ignores the qualitative performance such as customer satisfaction.
Škerlavaj et al. 2007, also argue that organisation performance without taking into considerations its goal in the modern business environment, which demands multigoal orientation and profit theory, is no longer valid measure for organisational performance neither are others approaches that only takes shareholders interest into account. In fact, an organisation is also based on non-financial measures including customer satisfaction, innovation, reliability, data storing capability, skill development etc. (Morched and Jarboui, 2021). In addition, supporting this view are many other studies that have been conducted by other researchers such as (House, 1977; Burns, 1978; Bass, 1985; Bennis and Nanus, 1985; Tichy and Devanna, 1986; Boal and Bryson, 1988; Conger and Kanungo, 1987; Kuhnert and Lewis, 1987; Sashkin, 1988) for the past 15 years and “charisma” was presented as key word in all of them (Morched and Jarboui, 2021).
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As conclusion, we can say that looking into the analyses for the environmental forces and ethical dilemma within the given scenario, we can conclude that organisational culture was affected by changes occurred in the organisational environment and in order for organisations to adapt and stay in business, felt the need to change its organisational culture such as health and safety policies, internal layout, redesign of standard operational procedures abolishing some of existing policies such as face to face meetings and introducing new policies such as working from home that for many companies, Falstaff Hotel included was against the existing policy prior the change in the organisational environment.
 Furthermore, we can also say that organisational culture can be linked to organisational performance through non quantitative and non-financial measures such as employee engagement, skills development, innovation, customer satisfaction etc, (Morched and Jarboui, 2021) and, in the modern business environment, measures solely based on stakeholder’s interest and profit theories oriented, are no longer a valid measure for organisational performance (Škerlavaj et al. 2007). In fact studies from the last 15 years such as (House, 1977; Burns, 1978; Bass, 1985; Bennis and Nanus, 1985; Tichy and Devanna, 1986; Boal and Bryson, 1988; Conger and Kanungo, 1987; Kuhnert and Lewis, 1987; Sashkin, 1988) according to  (Morched and Jarboui, 2021) have shown that Charisma is a key word when it comes to linking the organisational performance with organisational culture.
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As a recommendations, we would like to enhance the importance of organisational culture to the Falstaff Hotel and highlight its contribute to the organisational performance and recommend more investment in the team training and engagement, use of customers feedback to address more appropriately the improvements on the areas mentioned by the customers, as services, maintenance etc, as these are qualitative measures highly effective for the organisations performance and should be monitored with the same care as quantitative measures such as cost, room revenue etc. 
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The aim of this part is to narrate a reflective essay referring to this module (workplace culture and its impact on organisational efficiency), where the main points will be what I have learnt during the module, what went well, what wasn’t so great, and what was my takeaway for the workplace and as support, this essay will be based on Gibbs’ reflective cycle framework.
Similarly to the others subject in the Business management and leadership in the workplace course, the aim was to get the best of the class within the 10 weeks where the teachers are available to us, learn from their experience, share what I am doing in my professional life and along these lines try to combine in the best way possible what is the aim of the program with how useful and practical it can be to my personal position within the workplace. It was 10 weeks with 2 classes per week where we spoke about many topics related to the culture of the organisation and we, went deep into many subjects and the teacher was able to keep us engaged by following up with in class activities to practice after each topic so we could understand in practise what we just spoke about in theory. 
I was familiar with some workplace culture; however, I wasn’t aware of how extensive and detailed the subject could be.  In a way this was a surprise, however it was of a good interest as I was also able to learn those modules and apply some of them in my workplace as we go such as analysing external forces using porters 5 forces, identifying my workplace organisational culture and address some of the required changes and propose changes based on literature.    
 I am glad to be able to have a better understanding of the topics specially after putting into perspective with practical examples in the activities, I wasn’t familiar with so many of them including Kotter’s 8 step plan which I am sure I will be much more confident in analysing and applying into my particular professional environment, during my career.
Among a few models and topic that I will definitely use during my career and some perhaps in a daily basis was ethical dilemma, which was an awakening on how tricky yet subjective it can be. It’s fair to say that I face some quite regularly however per my experience during the all different scenarios it made me think more logically and see the bigger picture when facing some ethical dilemma. These are my takeaway, and I am pleased to say that I have enjoyed the module and how it was structured and presented. I can’t think of anything that I would specifically say it didn’t go well.
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