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Introduction 
Within this academic report I will looking at the workplace culture surrounding my current place of work being Tiny Talents Preschool. I will be carrying out a porters five forces analysis on my organisation which will identify the key drivers of the business and concluding on the current attractiveness of the business. I will also be conducting an interview of questions surrounding the cultural web to gain a detailed analysis of its workplace culture. Lastly, I will be addressing what an ethical dilemma is and identify two ethical dilemmas that need to be resolved within the workplace being conflict of interest and discrimination, furthermore, justifying my course of actions from an ethical point of view. Workplace culture is developed through those within the workplace having shared attitudes towards achieving common goals, values, belief systems and set of assumptions. (Forbes, 2018). It is said that “Organizations with stronger cultures are generally more successful and have high productivity levels” (Sharkey, 2020), this highlights the positive effect of having a strong workplace culture can have upon any organisation. Leadership within a workplace is the key to implementing culture within the organisation through their influence, as Drucker famously said “culture eats strategy for breakfast” (Favaro, 2014), implying that it is more important to have a solid organisational culture than a good strategy. 
1. Porters five forces analysis 
For this first part of my report, I have conducted a porters five forces analysis to identify the key drivers of the business environment surrounding Tiny Talents Preschool. Michael Porters was a professor of Havard Business School who developed the Porters five forces in 1980, the purpose of this model is for businesses to have the ability to position themselves within the industry where they can defend themselves against these forces and rather than be defeated, use them in its favour (Porter, 1980). Analysing and gaining knowledge of these sources will give also allow organisations to highlight their strengths and weaknesses within the business (Porter, 1980). The five forces consist of: competition in the industry, potential of new entrants, power of suppliers, power of customers and threat of substitutes. The elements are not only used to measure competition but also the attractiveness and profitability of an industry (investopedia, 2020) 
Porters five forces analysis of Tiny Talents Preschool 
1. Competition in the industry- There are multiple competitors within the area and in and around Wolverhampton making it a key driver, these competitors that offer a uniqueness and services available to them that Tiny Talents may not, can reduce the attractiveness of the business 
2. Potential of new entrants- There is always a chance of new entrants in the industry, the attractiveness of the childcare sector brings in the potential which can affect the flow of business that comes in as well as profit, especially if it is within the same area offering similar or better services. 
3. Power of suppliers- suppliers such as Gompels hold power and strength, being a large company that is used in the setting for health and safety materials and PPE, such as masks, paper towels, hand gel, gloves, aprons, especially through the Covid-19 pandemic it was a necessity to have these products at large and fast, the cost of switching to another supplier, fluctuation of prices or shortages would have a big impact.
4. Power of customers- Parents and legal guardians hold power in terms of bringing in profit to the business and keeping the business open. They also hold power in reviews and recommendations of the setting, which builds attractiveness to others looking for a nursery setting that they can trust, negative reviews would result in a negative impact.
5. Threat of substitutes- The substitutes of childminders and nannies do post a threat, especially through the Covid-19 pandemic and the closures of childcare settings for a period of time, so this can reduce the attractiveness of the setting and customers switching to alternatives that are more suitable and flexible, along with the uncertainty of the current climate can make it a safer option. 
In conclusion, after assessing the key drivers to determine the attractiveness of Tiny Talents Preschool, I believe that it is an attractive business but could make improvements to become a stronger competitor in the industry and therefore have a firmer stance. As competition rivalry is a main driver, it is important to stand out from the rest and create an environment that will draw service users to you and build loyalty and trust so that they do not seek out to go elsewhere. There are 48 nurseries in Wolverhampton alone, 8 of those being nursery schools. With Tiny Talents Preschool being in the Willenhall area, which is an area of mostly lower income households, the offering of 15 free funded hours weekly is appealing to parents, but also 30 free hours are available to working parents, also the session prices are substantially lower than other private settings which does contribute to them standing out as it is more affordable. Tiny talents also hold an OFSTED ‘outstanding’ rating, which allows them to stand out from the competition with a high-quality standard being set they become appealing to customers looking for that level of care and education.
On the other hand, Tiny Talents Preschool operate on school hours and shorter sessions than multiple other settings and although it is suitable for those with children in school it is also unattractive to full time working parents who may need longer hours, so new entrants, competitors and substitutes have an advantage in the market to different households. It is important to consider the changing characteristics of the industry and make informed decisions to develop competitive strategies (cgma, 2021), so assessing the demand and need of customers, it could potentially be more profitable and beneficial to make those changes and increase the attractiveness of the business. 
2. Cultural web 
Johnsons culture web (1992), is an analysis tool of the cultural paradigm within an organisation using six elements, suggesting that each element be examined individually so a wider understanding and clearer picture can be gained of the organisational culture (business balls, 2020). The power of this model is that several aspects of an organisation are approached to study the culture, making it an inclusive and diverse piece of framework (Mcdonald, Foster 2013). Many have studied organisational culture, Wilson (1992) contrasts that organisational designs rely upon how roles are structured together, focusing more upon certain elements of the cultural web. 
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Johnson and Scholes' Cultural Web Model,1992 (businessballs.com)
All six elements of the cultural web have been used to develop a detailed analysis of Tiny talents preschool based on a questionnaire with the manager (see appendix 1), identifying that the cultural strengths lie within the symbols, stories and organisational structure. The history of the organisation starting out as the family's home and being turned into a family run business passed down through generations is a story that is shared with new employees to highlight the deep-rooted culture that they continue to carry linking to the mission, “Reach for the stars” is our mission at Tiny Talents and our dream is to build a compassionate community in Willenhall that is full of ambition”. (Tiny talents, 2021), showing that the culture is not only about building inside the organisation but also supporting the community. The uniform worn by all employees, is a symbol of professionalism, even when outside of the setting when wearing uniform, employees are prompted to remain professional as it is always a representation of the business, which goes hand in hand with the language used both within the setting and outside, appropriate language is expected to be used when in uniform to create a positive image of the business which is held highly as part of the culture. The organisational structure is considered flat rather than hierarchical, although it is clear who the leaders are management also work with colleagues setting an example for all to follow, creating an inclusive, comfortable environment and a positive culture.  
The weaknesses on the other hand are based around the power structure, rituals and control systems. It said that low morale, absenteeism and high staff turnover can be due to cultural issues in a working environment (mind tools, 2019). One of the areas for change is within the control system identifying that there is a lack of reward for employees failing to meet the needs both intrinsically and extrinsically on a regular basis which has led to a recent high staff turnover, (Alshmemri et.al 2017) states that these factors that Herzberg (1959) created influence job satisfaction, this portrays a negative part of the culture with lack of motivation. Another aspect contributing to high staff turnover is linked to the power structure, with all the power and decision making lying with the director of the organisation, and being prepared to lose employees, could have an effect of allowing employees to feel disposable, and decisions of major changes also may consequently impact the current culture and employees feeling whether they can speak their mind and have a voice as a part of the team. Currently, rituals are a part of the culture that isn’t working due to much change in routine it has affected the behaviour of staff members, from a customer point of view values are upheld but as colleagues when other employees do not hold the same morals or work ethic it has proven to influence the working culture within the environment, so rituals need to be heavily enforced. 
By effectively using the cultural web, it has resulted in the strengths and weaknesses of the business culture to be highlighted, recognising where changes can be made and what has potentially been hindering the maintenance of a positive culture and working environment, but also what is working and has contributed to the current standards both past and present elements. 
3. Ethical dilemma
Ethics are something we all hold as individuals, these are the principles and moral standards we go by, that govern our decision making and behaviours (ganintegrity, 2021). An ethical dilemma is defined as “a situation in which a difficult choice has to be made between two courses of action, either of which entails transgressing a moral principle” (dictionary). As we go throughout life, it is probable that in our workplace we will face a situation that will compromise or challenge our personal ethics and moral compass putting us in a dilemma where critical thinking will need to be used to reach a decision and analysing the situation thoroughly to do so. There are many ethical dilemmas we may be faced with that bring about challenges such as harassment, theft or discrimination; in this case we will be looking at two being: 
Conflict of interest – When working within the childcare sector, there is always a possibility that a family member or family friend may bring their child to the setting because there is someone that they can trust there, with that in mind that is why the conflict-of-interest policy stands for staff members to understand what to do if that circumstance arises. In this instance, a colleagues relative’s child register at the setting within our room, the parent had requested for that colleague to be the keyworker because of the relationship they already had. The colleague had told me in confidentiality about the situation and asked for me not to tell the manager as it would result in the staff member being removed as the key worker and the parent would potentially remove the child from the setting if this occurred. 
I had two choices to make in this situation, one would be to act as a friend and hold my loyalties to her as she told me in confidence and protect the relationship but the consequences of that would be other staff becoming aware and bringing it to the manager or issues arising that would make it difficult to cover up. The other would be to act ethically based upon my own morals and the organisational culture of the business that set strong standards for its staff and make management aware of my colleagues' choice. I decided it would be best to bring the dilemma to the attention of my manager because if any problems did occur it would of also came back on myself not only my colleague, compromising both of our job roles leading to written warnings being issued, which would have been more detrimental than protecting a personal relationship in a professional setting. I also suggested that all staff should be reminded of the conflict-of-interest policy to gain a better understanding of why this stands. Acting ethically is based upon the organisational culture that had been adapted through observing the managers behaviour in handling other ethical dilemmas encouraging others to act with those same values, such stated by (Schein, 1996). The work environment can make making decisions more complex, even if we think we know right from wrong, so it is important that we understand how to apply critical thinking, so we are not encouraged to do something that is morally wrong (Morgan, 2017) 
Discrimination - This second ethical dilemma involved the director and the display of favourable treatment of those of the same culture and religious background. It was the responsibility of management and team leaders to conduct show arounds of the setting, the director would frequently call to check if there had been any new children registered. One of the questions that would be asked was “what background were they?” if it was stated that they were of the same background, it would be posed to offer a discount as way of a bribe and benefit to draw in a particular ethnic group that they also identified with. One of choice of action would be to keep quiet about it allowing this unethical behaviour to continue as it didn’t directly affect others in a “what they don’t know, won’t hurt them” attitude, and the other course of action would be to report the director and cause a major impact on the business. I chose again to act upon morals and what I knew was the right thing to do and report the director leading to an investigation whilst upon suspension.  This decision was not only to protect myself and staff members, but also service users from unfair treatment and discriminative practice. If I would have continued to allow this behaviour it would have created a culture where staff members did not feel safe to speak out against actions that are unacceptable due to fear of reprimand or not being supported by those around them. I believe it is important to set an example and act as a role model so others can adapt the same behaviour as a part of culture maintenance, if not it could affect the performance of the business on a whole and create a new culture that goes against morals and values that were previously upheld.
Recommendations 
Throughout this report a range of tools have been used to assess the culture of the business environment and highlight the importance of creating a strong culture. I believe each tool is beneficial and can be adapted for any organisation to grow and avoid becoming a failing business due to lack of analysis. As previously stated, having a strong culture leads to high productivity and success, this can only be achieved if all those within the organisation understand the culture and want to work on one accord to maintain it. I would recommend for Tiny talents preschool to conduct a porters five forces analysis on a quarterly basis, allowing then to build the business and not become stagnant and continue to assess the strengths and weaknesses making changes were needed, although there are other tools such as a PESTEL analysis that can be carried out, I believe that the porters five forces also brings a diverse amount of knowledge to increase attractiveness when done correctly.
 I would suggest for a cultural web questionnaire to be given to all staff and parents as part of an annual review, allowing then for leaders to reflect on how strong the current workplace culture is and identify what improvements are needed. Lastly, when it comes to handling ethical dilemmas, I think training would be useful for all employees to understand the importance of upholding the values and morals within the business as well as their own so that they can coincide together and gain confidence in knowing what the right thing to do is if any circumstances arise. I believe if organisations see the benefits of maintaining a steady workplace culture and management set a good example for others to follow, but importantly are also open to adjusting for a better outcome, then it will largely contribute to the continued success of the business and wellbeing of those helping keep the business running as they will have a sense of security and willingness to work keeping the standards at a high and achieving goals. 
Appendix 1
Cultural web interview questions 
1. What behaviour do you expect staff members to uphold and encourage at Tiny Talents Preschool and what core beliefs do they reflect? 
2. How does the history of the business and how it started relate to the current culture? 
3. What does the uniform and jargon of Tiny Talents Preschool signify and what is its purpose? 
4. Do you believe that there are many or few controls within Tiny Talents Preschool, and what is more closely controlled and why? 
5. Do you believe the organisation structure of Tiny Talents Preschool is flat or hierarchical? Explain, formal or informal? Explain, and mechanistic or organic? Explain 
6. Do you believe rituals would benefit the culture of the organisation? 
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