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[bookmark: _Toc832707506]Introduction

A positive company culture is necessary in today’s world where organisations have seen through the covid-19 pandemic and new working measures have been put in as changes in the environment require organisations to adjust its culture.  The global online market has rocketed since its introduction and has continued to grow with the covid-19 pandemic contributing to its success in recent times as more people shifted to online shopping (Pasquali, 2023) (See image 1).  Amazon is that organisation described by journalists as a ‘standout pandemic winner’ (Butler, 2022), although the widespread hold up of the supply chain and the disruption to shipping routes, they were able to outperform rival competitors.  
The task of Amazon fulfilment centres is to stock products and to present as distribution centres where associates pick, pack and ship orders.  This report aims to investigate the impact of environmental factors on the workplace culture of Amazon Logistics DB12 situated in Birmingham using the PESTLE analysis tool.  An investigation into whether the culture of Amazon promotes ethical behaviour amongst employees and how an ethical dilemma is likely to influence the culture and recommendations will be included.













[bookmark: _Toc1963670808]1.	About Amazon

Amazon is a private owned organisation operating in several parts of the world.  Originally founded by Jeff Bezos in 1994 to sell books online in Seattle, United States, Amazon quickly became a household name, popularizing online shopping (Ramo, 1999).  Amazon UK Services LTD is a subsidiary of Amazon.com inc.  They provide mobile app services, mobile top-up and streaming subscription and as an online retailer of consumer goods they sell everything from electronics to baby products and sports equipment and much more.  They have over 150 fulfilment centres including 30 in the UK (Reuters, 2023).  Their major competitors are Ebay and Etsy for online goods fulfilment and for their subscription packages they compete against Netflix, Apple and Google.  A statistic report on the top online stores in the UK by e-commerce net sales revealed Amazon.co.uk to outdo other online retailers by more than half (Coppola, 2023) (See Image 2). Head quartered in London; Amazon has 33,675 employees within the UK (MarketLine Advantage, 2023).  
Warehouses and distribution centres form an important sector for UK retail and the consumer e-commerce accounts for 30% of the total retail market with 82% of the UK population buying at least one product online in 2021 (International Trade, 2022).
Image 1. Changes in online buying among UK consumers since Covid-19 2020-2021
[image: ]
Image Source: Statistica1 (2023)
Image 2. Top online stores in the UK in 2022, by e-commerce sales (in million U.S. dollars)
[image: ]
Image Source: Statistica2 (2023)

[bookmark: _Toc1228550734]1.1	Organisational Structure of Amazon

The structure of amazon can be viewed as hierarchal.  The jobs and functions of employees are clearly defined and positioned similarly to a pyramid.  The CEO at the top and is it goes down the pyramid there are management teams for different specialist areas such as picking, packing and loading.  The bottom level has the highest number of people working in entry-level positions.  It has elements of geographical divisions as the company is in multiple areas of the UK.  The advantage for Amazon is that there is more efficient and effective handling of issues that arise regionally, and they are likely to serve the needs of the geographical areas.  This type of structure enables them to monitor activities and have accountabilities for all areas of work.  



[bookmark: _Toc56196027]2.	Impact of environmental factors on the culture of Amazon

The organisational environment is a set of forces that surrounds the organisation which can directly or indirectly pose a threat or offer an opportunity for the business (Allen, 2001).  The different layers of the business environment include the macro-environment and micro-environment.  The macro-environment is the broader environment which exists externally to the organisation but depending on its changes, it can affect the business objectives of an organisation.  The micro-environment is the internal environment consisting of customers, buyers, shareholders, competitors, distributors and employees.  Organisations use the PESTLE analysis model (see Image 3) to understand the external (macro) factors that can pose potential risks, prospects and opportunities to the business in new environments (Perera, 2012).  As certain environmental changes occur the relationship between this, and the organisations culture changes forcing management to determine a strategic direction.  
Image 3. The PESTLE analysis model
[image: ]
Image Source: Ibis world (2020)


[bookmark: _Toc947344092]2.1	PESTLE report for Amazon

Amazon DB12 like many other logistics businesses face many challenges related to environmental and sociological factors such as climate change and peoples changing attitudes and lifestyle towards sustainability.  According to Leviakangas (2016), systemic challenges need to be considered when future strategic planning for transport companies.
Many factors can be identified for Amazon whilst analysing using the PESTLE model.  The political factors such as the stay-home policy during covid-19 pandemic was encouraged by the government benefitting Amazon, as this had boosted the businesses reputation and given rise to employment within warehousing and distributing.  Also, Cyber security policies introduced by the government work in favour for the online business of Amazon.  New policies have been introduced for industries to protect them by reducing security risks (Gov.uk, 2022).  However, the implementation of the clean air zones in inner city areas where local government are pushing organisations to use eco-friendly vehicles and products within their business practices will be a challenge for Amazon as their daily operations requires the use of vans, cars, and lorries to shift product (Birmingham.gov, 2023).  Their workers will also need to consider how they travel to work as crossing through ‘clean air zones’ will incur a daily charge.  Economic growth is important for all areas within Birmingham, and the UK government are trying to sustain economic success and support the creation of new jobs.  As production is increasing, the need to sell and buy is increasing maximising opportunities for jobs.  This is an opportunity for Amazon to seek talent for skilled areas and can pose a risk if they are unable to attract workers or retain those they already have, as other industries may lure them.  Cost of living has increased, and energy bills have soared, this has affected customers buying habits and the cost of materials and resources for organisation.  Economic factors such as these can potentially pose as a threat to the business operations costs which could significantly increase.  Technological factors that could affect the business of Amazon warehouses is the advancement of machines for a ‘man's job’.  Amazon have created an AI powered robot which is set to streamline the operational system of picking and packing orders hoping to make life easier for the handling of the 13 million packages that are processed daily (Fast Company, 2022) (See appendix 2).   Technology can create labour or displace it, but ultimately as covered in the article by Gutelius and Theodore (2019), warehouses can realise significant operational improvements.  They found that although robots can replace human labour, people can be utilised in other areas within organisations.  Many similar businesses are lacking digitalisation unlike Amazon who have utilised digitalisation in every aspect of their warehouse operations such as tracking the picking and packing rate collected from scanners at workstations of staff.

[bookmark: _Toc1390131144]3.	Key Ethical Elements in an Organisational Culture

There is a level of positivity associated with organisation culture and improved ethical behaviour amongst employees, including improved innovativeness and overall firm performance (Chadigani and Jari, 2016).  Organisation culture is basic assumptions and beliefs held by employees about the company.  According to Schein (1985), it is the signs, symbols, underlying assumptions and the shared practices.  High trust in organisations allows for employees to become concerned with doing that which is right.  In the study by Saha et al (2020) found that personal values and ethical leadership to have a positive impact on corporate social responsibility.   In terms of building ethical cultures, it should be about complying with what you believe in.  The values that are set by the company need to be promoted but also if change needs to occur to sustain a new direction, then values would need resetting.  		
[bookmark: _Toc1583580577]3.1	Theory of Culture

The socialisation process of learning culture suggests that employees learn the culture of their organisation in steps;
· Pre-arrival – the initial thoughts or what is known through media, word of mouth etc.
· Encounter – when the employee comes into the organisation and expectations meet the reality of the job.
· Metamorphosis – In this stage the employee works out any problems, learning the culture and expectation of the organisation. 
Schein (1995) suggested about his theory of culture creation that the founder's role is to shape the culture through his/her personality, but the culture is not there till the organisation has overcome its own problems of growth and survival and worked out solutions for factors affecting its macro and micro-environment.  Chao et al (1994) agreed that a newcomer at work gradually acquires the norms and procedures of the workplace and existing employees contribute to this process during participation of procedures in their everyday conversation.   As the macro and micro environmental challenges occur, organisations learn to deal with the new changes. As suggested by Schein (1995), if this is successful, then it becomes a value that is retained and taught to employees and becomes the culture (See image 4).
According to Schein (1985) there are three levels of culture; artifacts, espoused values and basic underlying assumptions (See Image 5).    Majority of the organisational culture concepts agree that culture includes the concept of sharing and is a social construction, that is related to the location of employees and the organisation (Akpa, Asikhia and Nneji, 2021).  Others agree that it is holistic, such as symbols /rituals and the values are transmitted through the onboarding process of new employees, where they learn the skills and knowledge of the work and the attitudes and behaviours required to function effectively.
Image 4. The creation of culture Schein (1995)
[image: ] 
Image source: (Vetrakova and Smerek,2016)


Image 5. The 3 levels of Culture by Edgar Schein
[image: ]
Source: Think Boundless (2023)

[bookmark: _Toc1399906830]3.2	Amazon’s work Culture

Amazon UK prides its organisational culture as committed to being ‘Earth’s Best Employer’ and ‘Earth’s Safest Place to Work’ (Amazon, 2023).  Their job’s website also states that they are committed to treating all employees with dignity and respect.  They use quotes and clear signages in the interiors of staff areas according to a source who works for the organisation to instil their values in employees.  Basic training on how to do the practical work is given and employees are taught how important it is to deliver daily work efficiently.  These practices help with creating a culture that fits their business model and is in line with the socialisation process.  This also confirms Schein’s culture framework which identifies the similar culture creation process.
The work culture at Amazon is centred around productivity and innovation, aiming for results (Le, 2021).  It is a combined approach of hierarchy culture and market culture.  Priority is given to customers ensuring their utmost satisfaction.  Hierarchy culture is focussed on control, efficiency and rivalry, promoting productivity (Vetrakova and Smerek,2016). 



[bookmark: _Toc1231109291]3.3	Ethical Dilemma within Amazon

According to Amazon, they value their staff members and are committed to having safety as an integral part to all that they do.  Unfortunately, many concerns have been raised within the UK regarding working conditions at the firm’s warehouses and the long working hours causing employees to lose concentration especially when handling forklifts (Davies, 2020).  They have 3.5-star rating and much of their employee reviews on indeed has similar negative comments which are related to how one feels at work and not cared for (Indeed, 2023) (see appendix 1).  A toxic workplace culture is likely to arise from bad leadership.  If staff are expected to work vigorously on shifts without adequate breaks, then ethical rights of workers are being broken.  This can alter how the actual company culture is perceived especially for those looking to join the firm as their values do not meet the reality.  If this persists, then Amazon can lose out to other competitors as their reputation fails to meet the standards.
Amazon are implementing ways to decarbonise the transport they use to deliver to their customers to help decrease their carbon footprint which is one of the major factors environmentally affecting many logistics companies.  They were also the first to sign a climate pledge for environmental commitments and progress, encouraging 300 other companies to follow them (Sustainability, 2021).  They have also been building Amazon hubs with sustainable materials, including energy efficient lighting and low-flow water fixtures, striving to reduce the environmental impacts of their buildings (Amazon, 2023).  It is their Corporate Social responsibility to uphold these values, which encourages how they are perceived by their customers and by employees who can understand how important these values are for them.  But Amazon still has a long way to go as much of the logistics relies on fuel to transport goods and many products sold through Amazon are not from ethically sourced environments. 
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The lack of communication and ignorance can destroy businesses.  Many business leaders choose to ignore recognisable barriers, as they are unable to implement strategy and organisational learning (Eisenstat and Beer, 2000).  Mike Beer a professor at Harvard Business School identified 6 silent barriers that causes teams to underperform.
· Unclear strategies and values, and conflicting priorities.
· Ineffective senior team.
· Leadership is too top-down or laissez faire.
· Poor horizontal direction and communication.
· Inadequate leadership, management skills and development in the organisation.
· Poor or closed vertical communications.
Amazon has been able to expand into several countries and into many markets in terms of the products they offer.  It has been identified where Amazon do lack is within its staff.  The high paced work environment can be positive for those who see it as an encouragement to become better at their job, but others feel the constant requirement to be perfect can put a lot of pressure on individuals.  The hierarchal structure of the organisation promotes their culture of adhering to customer satisfaction, as management can overlook employees work in each department and resolve issues sooner.  But it can also hinder the individual employee who may feel they are not trusted.  Their priorities are conflicting, they want to offer fast delivery, and create a safe workplace but such an environment where physical work is demanding and strenuous, management need to show more care and responsibility to help endeavour their values.  It is a likely result of the top-down approach they have and if looked closer have more to do with ineffective leaders.





[bookmark: _Toc1448907587]4.1	How to improve culture using Mckinsey’s 7 ‘s’ Framework

McKinsey's 7’S Framework (Peters and Waterman, 2011) (See image 6) aims to help leaders to manage organisational change effectively by strategizing 7 elements.  This model helps to implement a new strategy and to identify how future change can be incorporated. It can also facilitate the mergers of organisations and act as a tool to analyse organisational design, alignment and performance, ensuring to transform people's thoughts, improving existing operations and find gaps (Hsiao et al, 2019).
   
Image 6. McKinsey 7 S Framework 
[image: ]
Image source: Corporate Finance (2023)
To incorporate this model Amazon would need to keep an open mind on whether existing strategies are working or not and have the willingness to make the necessary changes.  They would need to look at each element and identify what they mean for them.  Identifying any changes that have been made or would like to and then see how this change affects the employees.  This framework is very broad, and many elements are factored in.  A big organisation that is multi-national and has many employees will benefit by strategising a plan from this model to make effective change in its culture.  Shared values within organisations with strong adaptive cultures outperform other companies (Kotter, 2008).  Amazon can look at how their staff are being managed and identify whether there are possible better ways to manage.  The advancement of technological systems to use AI robots may well prove to be a benefit for Amazon.  Offering staff, the opportunity to enhance their skill set through training programs can equip them with better understanding of environment and its business which would build a culture of trust.  The systems and procedures of health and safety may need to be changed, are staff provided with sufficient breaks, can workload be divided and is there a requirement to recruit more staff can be some areas of improvement.  
[bookmark: _Toc1473752024]4.2 Cultural Web to Develop Culture

The Cultural Web is the lived in experiences of employees (see image 6), it is a tool used to analyse the influences that affect the culture of a business.  
Image 6. The Cultural Web
[image: ]Source: Leadership Centre (2023)
Amazon can use this tool for future developments as they can analyse what has worked for them previously, what may have not and what needs to be changed.  They should look at the rituals and routines and see whether those that are in place are working.  Amazon do use signs on floors and walls to remind employees before entering certain areas to wear safety helmets and to be careful of people using forklifts.  They also have signs on heavy loads to remind workers that they need to follow the right procedures to lift.  Incorporating new measures through training and creating space for staff to take short breaks, where they can ease off when feeling exhausted out of break times can encourage positive culture.
[bookmark: _Toc1014560573]4.3 Implementing 3 c’s to Improve Culture

The 3 Cs of organisational culture are;
· Communication
· Connection
· Celebration
Having the necessary and appropriate communication we can foster a culture of respect, exceptional service, compassion and teamwork according to the report by Routte (2021) on the Forbes website.  Continually assessing the way organisations are communicating with employees and the different methods to communicate effectively especially with the advancement of technology.  In the Forbes report, it is mentioned that when communicating anything from policies and cultural initiatives it is best to indicate ‘why’ and to be intentional of the reasons.  Having well designed corporate communication methods and making them continuous and ongoing is likely to have an impact on the workplace culture (Wilson, 2001).  There is a need for employees to feel connected to the organisation rather than just to their team members and supervisors.  Teams change all the time, people leave or move into other divisions in an organisation, that can make employees feel less connected.  










[bookmark: _Toc2036447509]CONCLUSION

The effectiveness of assessing the culture of Amazons organisational functioning by using tools to investigate the macro-environment and the cultural environment, and using theory, has enabled this report to identify areas of concern and establish recommendations to strengthen its purpose and values.  By reflecting on Schein’s concept (Three levels of culture) it can promote organisational performance as it involves all aspects, those that are below surface level (underlying assumptions).  This theory suggests that the development of culture within organisations takes time as employees adapt to external environments and solve organisational problems which is in line with findings of the study by Saha et al.  To be ethical in terms of business organisations, it is to do the right thing.  This report has identified many areas where Amazon has been ethically pleasing in its functioning and have shown to commit to promote ethical changes.  They have already proven to be successful in international mergers, enabling people of different cultural perspectives to engage in the organisation environment.  The recommendations given to improve the culture of Amazon has been determined using the Cultural Web and McKinsey 7 ‘S’ Framework, they have been effective in finding what is working for the company and what may not be, such as the routines and rituals, and training new starters, instilling their beliefs and core values.  Communication is a fundamental key for organisations to influence the culture and shared values it possesses.  It reminds employees of cultural values adopted by the organisation which then is passed through to customers, which can positively impact the efficiency of the organisation.  
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1.	 Images below show reviews from Indeed.com[image: ][image: ][image: ][image: ]
2.	Image below shows part of the article about the AI powered robot created for Amazon to handle picking and packing at warehouses.
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