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[bookmark: _Toc418256858]Executive Summary 

This critical assessment reports on the internal and external factors found within the culture, context, and human resources within Googles environment.  The use of a SWOT and PESTLE allowed a broader understanding of both internal and external factors and how they may impact upon delivery to stakeholders. 
The report outlines three suggested recommendations, and there is value in these findings being taken into consideration when implementing business strategies or change management. These include the use of people analytics within Google’s recruitment processes, which historically has hindered the progression of diversity and equality.  within the suggestions are enhancements to instill trust within employees to mitigate risks surrounding employment law, reputation, and Google’s CSR. Furthermore, the report includes a suggestion relating to the control of an external risk involving changes to ‘freedom of speech’ laws, which could dramatically change the dynamics of Google should not be overlooked when faced with VUCA environments.
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This paper will explore the global technology giant that is Google, within its broader context, researching and critically evaluating their culture, organisational structure, and values. In addition, a study of Google’s human resource management will be completed, to gain an understanding of how Google recruits, develops, and retains employees. SWOT and PESTLE analyses will be conducted to gain a better understanding of the organisation’s market position, what they do well and potential areas of development, by identifying Google’s opportunities and threats. The report will study both internal and external influential factors through appropriate academic literature and published documents relating to Google. Utilising the research gathered, recommendations will be made to enhance the company by proposing sustainable suggestions, which will seek to provide greater protection from both internal and external forces.
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 “Google is not a conventional company. We do not intend to be one” (Page & Brin, 2019)
Larry Page and Sergey Brin founded Google in 1998, under the original name of Backrub, launching the first search engine (Pant, Ramirez, & Reeves, 2019). In 2004, they wrote their first founders' letter to employees, stating that Google is not a conventional company. Now part of Alphabet, Page, and Brin, attribute the inspirational idea of writing an annual letter to stakeholders to business magnate Warren Buffet (Alphabet, 2015), who claims writing letters increases stakeholder participation and engagement (Buffett, 2021, P. 13).
This quote has stood the test of time, seeing Google achieve global dominance as the fastest growing company in the history of the world (Jarvis, 2022). Barwise and Watkins (2018, P. 21) list Google among the top five most valuable companies of all time. Naughton (2018, P. 385) stated that the birth of Google in 1998 revolutionised the Internet to such a degree that in the future digital historians may even reference it as, before Google (BG) and after Google (AG). Google is a large technology-based company, with 156,500 employees within seventy offices spanning across fifty countries around the globe (Johnson, 2022). Google’s CEO is Sundar Pichai and Google’s headquarters are situated in California’s Silicon Valley and called Googleplex.



“Let’s Google It” became a verb and Google quickly became the top search engine (Lee, 2019), entering everyday language and the Oxford Dictionary (Oxford University Press, 2022). Today Google has expanded from being primarily a search engine, into a company that assists in getting things done, offering an extensive array of tools people need to increase their knowledge, health, happiness, and success. Google’s portfolio includes Maps, Ads, Scholar, Gmail, Google Play, Android, Google Cloud, Google Meet, Chrome, YouTube in addition to Pixel Phones, Pixelbook, laptops, smartwatches, and Google Nest (Alphabet, 2021). Google continues to extend into quantum computing (Porter, 2021), and AI (Artificial Intelligence) (Wagner, 2019), whilst investing in infrastructure, security, and data management (Alphabet, 2021). 
The company continues to invest in technology and innovative areas which impact people's lives, reflected within YouTube, allowing people a source of entertainment in addition to information and learning opportunities. Furthermore, Google’s Assistant, which enables users to communicate across multiple devices, provides intelligent assistance regardless of time or location. Google’s corporate social responsibility also extends to incorporate climate change impacts into their innovations, ensuring they produce ethical and sustainable products (Zhongming and Wei, 2020)
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Invention can be defined as an action taken to create something new, whereas innovation can be described as a new idea, method, or device, most commonly within Google, this is a technological application or device (Flohr, 2021). Hook, Hickey & Jackson (2019) describe how Google extends their innovation through its dynamic working environments, creating spaces which stimulate innovation and learning, which are comfortable for their employees. Furthermore, Google offers their employees an array of benefits which support a work life balance, these include health insurance, life insurance, share scheme, retirement scheme, free-food, free tech repair, childcare, and recreational activities such as gymnasium, cinema, swimming pools and sleeping pods (Levels FYI Inc, 2022).
Innovation is crucial to the continuing success of any organisation, in particular technological companies, who are fighting to discover and introduce new and innovative products to the market. Most companies have experienced the continuous challenge of volatility, uncertainty, complexity, and ambiguity (VUCA). The VUCA viewpoint widely acknowledges that an organisation's success is determined by its ability to innovate, and the speed in which they respond and adapt to change (Wörle, 2021).



Romppanen (2022) states Google displayed examples of agile responses to adapt to external forces during the COVID-19 pandemic. Utilising data sets, Google was able to overcome unimaginable and unpredictable factors. They quickly adapted their managerial and leadership framework to demonstrate care and control, changing processes such as:  prioritising well-being and safety over other concerns, which allowed employees time to adjust to the situation. Maintaining a calm approach through the face of chaos and uncertainty, which instilled confidence and empathy within their teams. Being sufficiently flexible provided teams with an understanding of autonomy and trust. In addition, Google created a playbook for managers and teams to aid productivity through virtual teams, which assisted with the changes in typology brought upon by COVID-19 (Google Pilabs, 2019). Wylie (2021, as cited in Chartered Management Institute, 2022) presents promoting more facetime and adopting a set process of communication, such as Google displayed, assists the management of virtual teams and aids conflict resolution. 
Chandrasekaran, Linderman & Scroeder (2012) discusses the need for high technological companies to utilise an ambidextrous strategy, to balance the needs of dual challenges faced through the innovation of new products and processes, whilst maximising demands and managing tensions. Du & Chen (2018), support these findings and state the survival of technological companies within the VUCA environment relies upon firms building into their strategic management processes, ensuring there is a sound relationship between ambidexterity and performance, thus enabling agile adaption to change.



The ever-changing patterns of competition create environments that are rapidly changing and uncertain, such as the growing complexity within markets and changes to consumer patterns. Joshi (2017, P. 100) states, for organisations to survive, whether local, regional, or global (like Google), they must be innovative to mitigate risks and cater to the fast-changing needs of their stakeholders. Abidi & Joshi (2015) states businesses can fail in the VUCA world, not because of leadership styles or strategic plans, but because of the speed with which the dynamics can change. Companies that have failed to navigate the rapid changes brought about by their business environment now face unpredictable or even unavoidable changes.
Google operates within a cross-functional organisational structure, one being a flat system, as opposed to a hierarchical one, meaning there are few or no levels of middle management, empowering employees to act autonomously and enabling direct communication with higher management. Drucker (2005) states that: “The best way to predict the future is to create it” and Google’s organsational context certainly reflects within this statement. Google also undertakes projects simultaneously within a matrix organisational structure, in a wider organisational context. A matrix structure consists of teams reporting to multiple leaders, this design promotes open communication within teams which can assist in developing more innovative products and services (Walden, 2019). By Google implementing these structures, it eliminates the need for teams to realign when a new project commences. 
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	Strengths
	Weaknesses

	· Agile -Quick decision-making abilities
· Employment packages
· Motivated, creative, and innovative minds
· Advancement in digital working
· Sustainability and diversity goals
· People Analytics
· Transparency
· Flexible working
· Autonomy and trust
· Change management
· Cross-function organisational structure
· Leadership styles
· Performance Management
· Commodities (Land, property, and equities)
· Revenue Growth (from non-advertising)
· Major player
· Brand power
· Market prevalence
· Prominence  
	· Lawsuits
· Whistleblowing
· Diversity


	Opportunities
	Threats

	· Innovation
· Recruitment
· Trade union
· Trade agreements
· European commission 
· Employment packages & shares
· Culture diversity
· Cloud computing
· Cybersecurity
· AI and machine learning
· Equality
· Diversity
· People analytics
· Transparency
· Growth within developing countries
	· VUCA
· Competition
· Big data
· Diversity
· Security breaches
· Foreign currency
· Political/Law policies - changes to law (freedom of speech)
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	Political
	Economical
	Social

	· Trade agreements (O)
· Political Policy (T)
· European commission (O)

	· Major player
· Cloud computing
· AI – Machine learning
· Foreign currency
· Employment packages (O)
· Competition (T)
· Security breaches (T)
· Political Policies (T)
· Developing country growth
· Trade union (O)
	· Rising criticism against freedom of speech (T).
· Innovation (O)
· Trade Union (O)
· Equality (O)
· Diversity (O)
· People analytics (O)




	Technological
	Ecological
	Legal

	· Growth within developing countries (O)
· Cloud computing (O)
· AI and machine learning (O)
· Cybersecurity (O)
· People analytics (O)
· Security breaches (O)
	· Sustainability and diversity goals (S)
· Advancement in digital working (S)
· VUCA – e.g., Pandemics (T)

	· Changes relating to (freedom of speech) (T)
· Lawsuits (T)
· Whistleblowing (T)
· Big data (T)
· Security breaches and fines (T)








Mindtools (2022) state that the VUCA world of volatility, uncertainty, complexity, and ambiguity is going to become more prevalent, especially within the business world. To lessen the force of external and internal impacts there is a need to be aware and prepare for changes within the environment. This is where SWOT and PESTLE analyses assist, as they identify areas of opportunity and improvement in both the external and internal environments. Within Google’s published documents, they have identified threats regarding lawsuits and political changes which may impact freedom of speech (Alphabet, 2021). If the freedom of speech movement results in changes in law, it will have huge ramifications for Google, due to most of their income generated through paid advertising. 
On the other hand, Bartlett (2020) states how Google's use of socioeconomics gives them the appearance of overcoming the limitations of capitalism, by continually developing through innovative products and offerings, in addition to a firm understanding of political, economic, and social environments. However, Steiber (2017, P. 24) believes Google’s use of strong vision and mission statements has defined the company as being socially conscious, supporting their far-reaching strategic goals and as such attracting initiative-taking personnel who strive to be effective and make an impact.
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Organisational culture, is typically defined as the shared values, beliefs and attitudes which people in the workplace share (Shanafelt et al., 2019, pp. 1556-1566). The culture of an organisation can be considered as its personality and character, affecting decision-making and how working activities are conducted. Everyone within the business from leadership to ground level employees influences the wider culture.
Google invests heavily in building a positive corporate culture and it has won the “Best Global Company Culture” award, several times (Molina, 2021; Forbes, 2018). Castaneda & Toulson (2013, pp. 226-234) states that a company is only as good as its employees, Schultz (1961, pp. 1-17) supports this, who defined people as being the greatest asset to any business. Li (2020) comments that Google believe their working environment allows employees to express themselves and the happier employees are, the more productive and creative they become.
Handy (1976, P. 67) notes that to manage organisational change, it is vital to firstly identify the organisation’s culture. Linking an organisation’s culture with its structure is now popular practice, this is essential within the ever-changing dynamics of contemporary culture (Joshi, Singh, & Sharma, 2018, pp. 25-36). 
Handy (2007) defines four key areas within culture: power, role, task, and the person. Chartered Management Institute (2015) defines these areas as Power: the control and communication emanate from centrally placed people, which limits bureaucracy and speeds up decision-making. Role: control sits with a clearly delegated authority, typically from hierarchical bureaucracies in which power derives from a person's position, rather than expertise. Task: entails the formation of teams to solve specific problems, with power derived from expertise. Person: Individuals believe they are superior due to the concept implying that a group of like-minded individuals possess common goals.
Handy’s theory highlighted how business strategies focused purely on the pursuit of profit, at the expense of people (Handy, 1998, P. 38). Handy humanised interactions with individuals and conceptualised organisational relationships within the workforce, enabling them to add value to the core of organisations. Like Handy, Drucker recognised the importance of culture and the need for companies to reconfigure how they treat their employees. Drucker legitimised management thinking as a conceptual framework and believed management's strategic goal-setting reinforced the companies' objectives to increase productivity, whilst creating a satisfying and motivational environment for employees (Drucker, 1995). 
Hofstede (1983) stepped away from classic typologies and created the Cultural Dimensions Theory, this framework used factor analysis taken from multi-dimensional cultural values and beliefs. He created a Values Survey Model to identify the dimensions in which culture differs and discerned how businesses operate within these differing cultures (Hofstede, 2011, P. 2307). Faangpath (2021) notes how Google displays a leading example of a healthy cultural environment by maintaining transparency, they share information where possible with their employees. 
The relationship between modern society's moral values and economy, believing that these are subjective and dynamic, influenced by external influences through diverse ways of thinking and acting which influence the behaviours of others and form society which is key to maintain value-freedom discussions (Maley, 2004).  Google encourages active discussions; however, they are toning down internal debates surrounding political speech and non-work-related discussions, according to (Ghaffary, 2019; Nicas, 2019).
Culture, according to Schein (1996), is the most difficult organisational attribute to change and devised a model which looks from an observer's viewpoint, describing the organisation’s culture from three perspectives: artefacts, espoused values, and basic underlying assumptions. Rodrigo (2012) completed analysis using both Hofstede’s and Schein’s three levels of culture and concluded Google uses a merger of care and value systems within its cultural strategic management. Fesharaki (2021) applied memetic mapping across Google’s organisational cultural publications and found aspects placed within six levels, which relate to key theorists such as Schein, Hofstede and Handy, these are: basic assumptions, values, norms, artefacts, work procedures and human resource practices.
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Peter Drucker coined the term Human Resource (HR), and defined three specific functions, which are: managing the business, managing other managers, and managing workers and work (Drucker, 1954, P. 8-12). Drucker's work included the management of objectives, which covered aspects such as method of planning, setting standards, performance appraisal and motivation (Islami, Mulolli & Mustafa, 2018, P. 94-108).
The current CEO for HR is Fiona Cicconi, whose focus is promoting diversity, inclusion and driving organisational change (Estrada, 2020). The term Google uses for their HR department is People Operations Practice, known internally as the ‘Pops’ team, who employ curious and creative people, which anchor the business to fundamental elements (Google, 2022). 
Ebrary (2022) states the ‘Pops’ department takes a data-driven approach and consists of a mix of professionals and analysists whose foundations surround people analytics. Accredited to Laszlo Bock, the Senior Vice President at Google between 2006-2016, who believed data could unlock innovative ways to improve the place of work, utilising these analytics he grew the company from 6,000 to 72,000 employees (Humu, 2021).
The Pops department has three functions and a motto of ‘find them, grow them, keep them’ Harvard Business School (2017). De Mello (2019) states, Google selects people according to merit, gathering enormous amounts of data from their employees and using analytics to refine their recruitment process, ensuring they hire the best-fitting candidates. Kryshtanovych et al., (2019) state for a company to acquire effective strategic management, they should implement both qualitative and quantitative indicators to assess personnel management's key role deliverables and competence levels.
These meritocratic processes, supported by key strategic cornerstones within Google’s strategic management, such as conducting employment engagement surveys termed Googlegeist. These upward feedback systems are akin to a 360-degree review, which allows employees to have a voice. Harrell & Barbato (2018) note the feedback system’s driving force was Google’s ‘oxygen’ project, a team of internal researchers whose focused area of study was on management. 
Garvin (2013, P. 74-82) states how ‘oxygen’ produced specific analytical questions which targeted management's responses to such issues as, coaching, team empowerment, inclusive team environment and well-being focus, productivity, communication skills, career and performance development, strategy management, technical skills, collaboration, and decision-making abilities. Huselid (2018) concludes the transparency of Googlegeist and focused training and development for managers achieved improvements within both management and team outcomes, reduced turnover and increased satisfaction and performance.
Google’s process raises questions regarding diversity, in particular surrounding equality and bias shown towards privileged educational backgrounds, race, and gender balance of employees (Wong, 2017). The discussions surrounding gender gaps widened in 2017, when James Damore a senior software engineer wrote a controversial memo detailing how men were more suited to work within tech companies and leadership role, resulting in Damore’s firing for violating Google’s code of conduct and perpetuating gender stereotypes (Pendergraft, 2019).
Klopfenstein, Hsieh & Mehta (2020) state Google’s unique culture of open communication and innovation became threatened in 2017 by circumambient protests regarding employee relationships, including allegations of mistreatment of temporary workers, free speech, sexual misconduct, and gender inequality. Rae (2021) states the introduction of the Alphabet Workers Union will enhance Google's culture and enable a controlled approach to political, social and employment issues.
Castle & Govindji (2022) report suggests Google has responded, listing key aspects of change within their recruitment and diversity processes. These are heavily focused on underrepresented groups and seek to create opportunities for people historically excluded from technology industries, such as Black, Latino and African backgrounds. In addition, underrepresented students, and women receive focus and softer changes rolled out, such as lowering the requirement for English proficiency from required to preferred and culture training across their business.
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The report and study of Google’s culture, organisational structure, and values found that Google’s participative leadership takes a democratic style, where employees co-operate collectively in problem-solving and decision-making processes. Google displays paternalist characteristics where they put the needs of the origination and teams first, however, make the ultimate decision, far removed from the contrasting autocratic leadership style, where leaders put their needs first. Google’s leadership allows employees trust and freedom which drives motivation which supports the company’s growth and competitiveness. 
However, findings relating to HR, in particular recruitment surrounding unrepresented groups, display signs that Google still has a way to go before they reach equality within their diversity goals. It will be interesting to see the shift within their typical employment demographics of employing white males, and if they are able to lead the change amongst technology companies. That said, Google’s ‘Pops’ department is a fundamental support and a critical part of the business, due to its focus to support a healthy, accepting workplace culture and environment.  This is evident by Google’s groundbreaking innovation and creative culture, VUCA adaptability and agile approach.
The suggested recommendations proposed solutions to assist Google with controlling both internal and external (VUCA) risks and if implemented will enable culture diversity and continued value towards their employees.



[bookmark: _Toc1881265723]Recommendations 

Utilising the research within this report, identified opportunities and areas of development for Google. These findings raise questions, in particular surrounding diversity within Google’s culture and HR practices. The approach Google takes in view of recruitment displays weakness, due to historically recruiting the same caliber and viewpoint regarding employee types. In addition to this being a weakness, it can also manifest into a threat, due to heightened risk of whistleblowing and lawsuits. However, there are opportunities within this area Google could advance, protecting themselves from these internal and external forces. 
· Continued adaptation of people analytics used within the recruitment and retention process, which would enhance equality, diversity and education relating to cultural differences. 
· To enhance trust and ensure employees are listened to, introduce an anonymous feedback or controlled environment, where employees can raise concerns and even vent without repercussions. This will mitigate internal and external risks as seen within the example case discussed ‘Damore.’
· Employ VUCA control surrounding the potential topical changes in law, relating to ‘free speech.’ Should the changes in law pass, it could change the dynamics of Googles revenue streams, therefore implementation of an effective change management program, attaining to the risks is imperative.
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