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Introduction
In the very centre of workplace culture are the elements and characteristics that determine a company's atmosphere in the workplace 
Workplace culture is the environment created for employees. It plays a powerful part in workplace satisfaction, building positive relationships and efficient progress of their work. The many factors affecting workplace culture include leadership, values, traditions, beliefs, interactions, behaviours and attitudes within an organisation all contribute to environment in the workplace. Generally, these variables are not spoken and written guidelines for employees to follow. Organisations use their knowledge of their employee diversity to help shape positive relationships between colleagues. Therefore, ‘it is essential to have better understanding about organisational behaviour’ (Argyris, 1960).
This report will explore the workplace culture within Asda. ‘Asda is the second biggest supermarket chain in the UK, with a 15.4% piece of the overall industry in the UK’ (Kantar Worldpanel, 2020). It was bought by the US public ltd company Walmart, in 1999. To investigate the business environment, this report will initially consider ASDA's goals, policies, organisational structure and reputability. Then the report will analyse the external environment including ASDA’s competitors, a PESTLE analysis and the report will also consider the Porter’s 5 Forces effects. Throughout the report, information collected from a questionnaire conducted with an Asda customer service employee (Ms Jabeen) will also be considered.
Analysis of Asda
Analysing Asda’s business structure and workplace culture is essential for Asda’s decision makers to understand the industry and make strategies and decisions accordingly for positive results. Analysis also shows concisely how successful the current structure and environment is and what areas need developing. 
This report will look at a SWOT, Pestle and Porters five forces to understand the factors effecting Asda, it is imperative to build an understanding for Asda to stay ahead of their competitors, “in ever more crowded markets and with increasingly demanding customers.” (Haberberg, A. 2001).
ASDA is a large retail business. Asda began trading in the 1920’s and really began their expansion in 1949. Following the acquisition of Asda by Walmart and continuing growth, Asda is now in second in position of the major supermarkets operating in the UK..
As well as grocery, ASDA offers a vast array of products and services, including clothing (George), Opticians, money, photo, tyres, mobile, pharmacy and courier services. Asda’s slogan is ‘Save money, live better’ and they have many loyal customers purchasing their own branded ‘smart price’ products. The focus of the marketing strategy has always been ‘low price’s’.

Asda’s main missions are; providing value products and services for their customers and not only meet their requirements but exceed the needs of their customers. 
Asda’s values:
' Respect individuals
' Strive for excellence
' Serve the customers.
The Organisational Structure at Asda
The organisational structure of Asda is hierarchical. This is due to employing a large number of employees working at different levels of authority. Each level is controlled by and the responsibility of the level above them. 
Asda follows an autocratic leadership style. Instructions are relayed down the chain of command. Employees have no rights to input their ideas and suggestions. Large organisations like Asda follow an autocratic style, due to the fact that they employ over 145,000 people (corporate facts, 2020). Collating ideas from such a large number of employees would be a mammoth task, time consuming and many ideas would be conflicting and may prove unproductive. Therefore, the decisions are made by the senior staff members who possess specialist training and skills
As demonstrated in the diagram below, the typical organisational structure of a local Asda is displayed. With the chain of command being passed down from the area manager.

(Figure 1)

Hierarchical and Flat Structure Comparison
As Asda is a large organisation, the organisational structure of Asda is a tall Hierarchical structure as the chain of command is long.
The table below shows how a tall Hierarchical Structure at Asda compares to a Flat organisational structure, used by organisations like Facebook and Nike, whose focus is to promote more innovations. 
[image: ]

SWOT Analysis
A SWOT analysis concisely displays the strengths, weaknesses, opportunities and threats that can be faced. The table below displays Asda’s SWOT analysis.
[image: ]

PESTELE Analysis
For the purpose of this report a PESTEL analysis of Asda will be conducted. A Pestel analysis or the more recently revised PESTELE analysis is a framework which is used in this report to analyse and monitor external factors which can have an effect on Asda’s operations. 
PESTELE stands for:
· P – Political
· E – Economic
· S – Social
· T – Technological
· E – Environmental
· L – Legal
· E - Ethical (NEW)

[image: PESTEL Factors]
Using a PESTELE analysis, the external factors effecting Asda can be explored. 
· Political: All UK businesses including Asda must abide by government policies. Political factors can include; tax laws, employment laws, consumer rights, environmental protection laws, trade restrictions etc. Asda has a stable political environment in the UK, however they must continuously monitor political environments around the world as they may effect the chain of suppliers.
· Economic: These factors effect running costs and profits made by Asda, including; inflation rates, tax and exchange rates, customs and excise duties, energy prices, competitive pressures etc. There is also a change in labour costs and wages. Asda must operate in accordance with these changes.
· Social: Asda must consider the demographic in accordance with each store’s location. The social factors consider levels of employment/unemployment, age, social & cultural aspects, rate of population growth etc. Customers opinions and attitudes towards environmental and health issues should also be considered. Monitoring healthy lifestyle trends can help Asda to introduce the right new products.
· Technological: The impact of innovations in technology are huge. Advances in technology can be implemented into manufacture and infrastructure for increased efficiency and productivity. If Asda does not remain on par or ahead of their competitors in the use of new technologies, they are allowing their competitors to gain the advantage.
· Environmental: Asda must demonstrate that they are an eco-friendly organisation. Factors including; polluting, reducing the carbon footprint, how much hazardous waste they are creating and how they are disposing it, organic produce are all a major environmental focus for Asda. As customers grow more aware of the impact large organisations like Asda have, the pressure will grow for Asda to be more eco-friendly. 
· Legal: within the UK there are laws to protect employees and customers. ASDA must follow the laws of the countries in which it operates. If Asda fail to comply with the laws of a country, they may face penal action. In the UK there are laws protecting employees, Asda comply with the minimum wage rulings in the UK and Similarly, Asda cannot dismiss an employee unfairly, in this case the employee could take Asda to court for an employment tribunal
· Ethical: Asda was rated 6th in a research about ethical supermarkets in the UK. As ethical standards awareness is increasing, there is a great need for Asda to source more sustainable goods like cotton, cocoa and fish. Workers’ Rights should also be carefully considered by Asda as the ethical Consumer expects Asda to be addressing these issues throughout their supply chains worldwide (Ethical Consumer, 2018). 
Porter's Five Forces
Using Porter's Five Forces is an effective way to analyse an organisation, looking at how strong the company is in its industry. The strategy considers 5 Forces;
1) Supplier Power; Asda has a strong position in their industry, however they have strong competitors like Tesco, Sainsburys, Morrisons, Aldi and Lidl. Suppliers have a significant amount of power to increase prices or offer products exclusively to a supermarket for a much higher price.
2) Buyer Power; Buyers have the power to choose were they shop. Asda knows that their customers can shop elsewhere and to combat this they consistently promise lower prices in their campaigns.
3) Competitive Rivalry; There is intense rivalry in the supermarket industry, this can impinge Asda’s profit margins. Aggressive marketing and pricing strategies can be very costly. If there is a supermarket that is relatively low competition to Asda, then Asda has the power to increase their prices as they are the market leaders. 
4) Threat of Substitution; This refers to similar alternatives, such as the other major supermarkets. The threat of substitution is high for Asda as the industry is highly competitive.
5) Threat of New Entry; The risk to Asda from new entrants in the market is low, as there are already many major supermarkets in the UK. The start-up capital required would be huge and even then, it would be very difficult for new entrants to gain a foothold as Asda and other competitors could further reduce their prices and use their brand power in strong marketing campaigns to retain their customers.
Cultural Web
Johnson’s Cultural Web (1992), is a theoretical framework to develop understanding of organisational culture.  
The Cultural Web recognises six interconnected factors which make up Johnson and Scholes "paradigm", the model of the workplace environment. By looking closely at each factor, organisations can build up a clear picture of their workplace culture. They will be able to see which elements of the organisations are working well, which elements are not working well and which strategies need changing.
Cultural Web Factors
Stories – Asda can reflect on past events and look at the main talking points, within and outside of Asda. The people, topics and issues Asda decide to preserve and celebrate are a reflection of their values and can be seen as good practice.
Rituals and Routines – Implementing repetitive daily behaviours and actions with employees. Asda can instil acceptable behaviour. These behaviours determine what is valued by management and customers.
Symbols – This refers to the logos Asda would use and how formal/informal employee uniforms are. It considers the visual representations of Asda. Like many organisations Asda is always updating and changing their logos and staff uniforms, as these are a representation of Asda, they need to be considered. For example, using the framework the current logo can be looked at as outdated, current trends could be researched to ascertain what would be a more appealing image and the differences could be noted to be more well equipped and able to pre-empt future changes.
Organizational Structure – This is the leadership structure in Asda and the top to bottom chain of command. It is a good indicator of whose power has the most influence.
Control Systems – This is the way Asda would control the organisation. The financial, quality and rewards strategies they would use. Asda would also need to monitor the way they measure and distribute them within the organisation.
Power Structures – Each store has its own smaller hierarchical structure of power as displayed in figure 1. The most decision-making power in Asda is much higher in the organisations hierarchy with CEO and company directors (G. Johnson, 2012)
The elements influencing the cultural paradigm can be seen in the diagram below.
 
[image: Cultural Web Diagram] 

In the first instance the Cultural Web is used to look at the current organisational culture, then to look at how the workplace culture should be and lastly to note the differences between them. The differences are the changes which are necessary to recognise and implement to achieve a high-performance culture.
Workplace Culture in Asda
The workplace culture in Asda complements the hierarchical structure it follows. Asda’s key values; 
· Asda focuses on the provision of excellent customer service.
· Asda believes in respecting everyone’s values, beliefs, culture.
· Asda aims to perform exceptionally in all the areas of operations.
· Asda expects all employees to work with integrity.
This section will look at the findings of the interview with an Asda employee (questionnaire in appendix). The questionnaire was based on the workplace culture in Asda. The employee, Ms Jabeen, has worked for Asda for the past eight years in various roles, from checkout worker, customer service support, shelf stacker and more recently checkout supervisor. According to Ms Jabeen, though Asda’s main aim is to maximise their profits to compete with their main competitors, Asda puts a lot of focus on ensuring their employees are taken care of and treated with respect, this reinforces their sense of job security and confidence in their job role. 
The former CEO of Asda, Archie Norman invested 75 percent of his efforts and resources to reform the workplace culture during his time at Asda. The purpose was to improve Asda’s performance. Asda underwent many changes in its structure, one of the most significant changes being the workplace culture. He sought to build the understanding of human desires, behavioural traits and to implement factors that encourage employees to operate more efficiently (Gable & Haidt, 2005; Seligman & Csikszenmihalyi, 2000). Strategies were formed to increase employee retention, including equal rights and opportunities, more transparency to build more trust in the leaders, remain loyal in their belief in Asda (Bolino, 2003). 
According to the interview findings, Asda managers follow important values. These are factors promoting a high-performance workforce and delivering high quality service consistently: 
· Asda managers treat all employees equally and ensure they all have equal opportunities, without any discriminating.
· During performance evaluation, managers are fair and reward positive performance and provide poor performance feedback constructively.
· The managers treat all employees with respect and they are always polite.
· All Asda employees feel a sense of pride in the positive workplace culture, creating a feeling of importance which encourages employees to work more efficiently.
Some of the negative points of Asda’s workplace culture noted by Ms Jabeen, include:
· There are not enough training and career progression opportunities available. Employees can remain stagnant in their job roles and eventually leave to pursue career progression elsewhere.
· Employees would like more opportunities to discuss their opinions and ideas to create more efficiency and positive changes.
· All employees working on the shop floor should be encouraged to rotate their roles and train to cover different roles. This would avoid employees becoming bored in repetitive jobs.
· More staff engagement events should be organised to build more positive workplace relationships, as employees would get to know each other more in an informal environment. 
The Impact of Technology on Workplace Culture in Asda
Technology is a significant factor for the progress of organisations. The increasing innovations in technology are forever changing the ways businesses operate. It is essential for Asda to utilise technology to promote efficient team working. However, the use of technology can have positive and negative effects. When used correctly technology can improve workplace culture. However, incorrect use of technology can prevent efficient productivity (Baily, 2014). Technologies like email, computer aided stock taking, social engagement of staff online using their mobile phones can improve the performance of employees at Asda. There can be negative impacts of technologies for workplace culture. One negative result of using technology is technology overload. If employees are overloaded with too much information, it can take up too much of their time outside of work. They can avoid reading all messages and staying up to date and can miss important updates, it can also create a sense of high expectations and make employees nervous about the outcomes. To resolve this issue, Asda should only send limited and carefully selected information to employees.
Ethical Dilemmas 
Ethical dilemmas are situations where there is a need for decision making. The choices between solutions for ethical dilemmas typically do not resolve the issues ethically. The situational conflict is due to the fact that deciding on one solution usually violates the other or following one solution may have positive results, but it is morally wrong (Shale S. 2008). One of the most well-known examples of an ethical dilemma is ‘stealing from the rich, to feed the poor’.
Asda’s Ethical Dilemmas
Asda face many ethical issues including;
· A weighty ethical dilemmas for Asda would be ethically sourcing their products. With awareness growing in regard to global warming, it is becoming increasingly difficult to ethically source their products and maintain their ‘low price’ promises. Due to a change in legislation, a charge for plastic bags was introduced and met with many unhappy customers. Managers training employees to deal with customer feedback effectively was imperative, whilst successfully complying with the laws. Changes and efforts that have been made by Asda do not go unnoticed, Asda is committed to using only FSC (Forest Stewardship Council) certified timber from 2020, this had a positive outcome as they now have a middle rating for Timber Sourcing Policy.
·  Activists criticise Asda on many platforms, management in Asda can proudly state how they are tackling environmental issues.
· Consideration into the health of Asda’s customers, when adding potentially harmful products such as alcohol, tobacco and pesticides to their promotions and discount lines. This is particularly difficult as it contradicts Asda’s ‘low price’ promises if they do not reduce prices. However, customers who purchase and consume responsibly will appreciate the promotions and remain loyal to Asda. 
· In 2017 Asda was accused by over 9,500 female employees, of unfairly paying their male colleagues more money than them for doing the same jobs. The case is ongoing and has since been escalated to the UK supreme court. This can be seen as discrimination and places management in a huge predicament. Management is required to encourage positive workplace culture and they would face difficulty in doing this if the female staff feel like they are being treated poorly compared to their male counter parts.
Recommendations
When analysing an organisation for improvements, initially recognising the current workplace culture is a great starting point. Change and improvement strategies can then be developed aided by tools like Johnsons Cultural Web. This approach can not only positively change the current culture of Asda but also give strategists and decision makers clear information about the current state, changed state and also the differences. This will better equip Asda in decision making and show how much or little value the changes add to Asda (K. Ferlic, 2014. If Asda were applying changes without considering the workplace culture it could have a detrimental effect on the organisation. However, working with the workplace culture can aid changes (Canals, J. 2014).
Conclusion
Many years of research by various scholars has concluded, analysing, developing and utilising workplace culture is a positive and productive way forward (Organ et al., 2006). More recently, the positive effects of applying appropriate workplace structures, has encouraged researchers to explore more into the effects of behaviours in the workplace environment, which make up the workplace culture (e.g., Bernstein, 2003; Cameron & Spreitzer, 2012; Dutton & Glynn, 2008; Luthans, 2002; Luthans & Youssef, 2007; Wright & Quick, 2009).
Using tools like Jonhsons Cultural Web, SWOT and PESTELE, Asda can develop their own workplace culture and analystics can also use the tools to analyse their competitors. Using the tools to analyse the current market leaders Tesco could provide valuable insights into how their strategies are so successful. 
[bookmark: _GoBack]For Asda to rely on customer loyalty based on their ‘low price’ promises, would be a mistake. The society and economy around us, is ever changing. Customers have more powers with economic growth and with awareness of ethical issues also growing, the issues need to be tackled head on. There will not only be implications to face from customers and employees, but legislation changes too.
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