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This assignment will critically assess the culture and context of Patagonia as an organisation taking into account the extent to which the values align with those of its employees. Relevant academic and empirical evidence will indicate how these factors lead to a better working environment. Drawing on work by Drucker and management theories by Ouchi alongside other relevant theorists will define and explain how the culture of the organisation is unique, yet highly efficient, which underpins Patagonia’s financial stability and its success. 
1.1 [bookmark: _Toc119163503]Culture at Patagonia 

“The culture of a group can be defined as the accumulated shared learning of that group as it solves its problems of external adaptation and internal integration; which has worked well enough to be considered valid and, therefore, to be taught to new members as the correct way to perceive, think, feel, and behave in relation to those problems. This accumulated learning is a pattern or system of beliefs, values, and behavioural norms that come to be taken for granted as basic assumptions and eventually drop out of awareness.”
								          Schein (2017)
Patagonia is a worldwide, multi-million dollar clothing company, that specialises in outdoor clothing and apparel. Initially founded in 1970 by Yvon Chouinard as a practical clothing manufacturer designed for hiking and mountaineering enthusiasts, Patagonia has continued to grow as a company and has evolved into what we recognise today. The underpinning ethos that has driven the company to become world-renowned in its field is its commitment to the environment and its pursuit of being completely sustainable in all respects. This includes (but is not limited to) initial product design, manufacturing and its working environment. 
The culture of an organisation can be defined in many ways, Schein (2017) notes culture is the history of the organisation and how people feel and react to situations as a group. Patagonia prides itself on being a sustainable organisation but extends beyond being a sustainable outdoor apparel manufacturer and has been described as a democratised leadership organisation. To expand, Patagonia offers alternative performance vehicles and opportunities to encourage contribution and accountability. This creates a trusting environment for the employees which invites colleagues to be open in communication. 
A study showed “91% of employees at Patagonia say it is a great place to work, compared to 57% of employees at a typical U.S- based company” (Great place to work, 2022). Patagonia is not only a great place to work, but has long championed gender equality (Patagonia, 2022). This reflects the low power distance index as explored by Hofstede (2003), with its authenticity and transparency to ensure their employees are valued and listened to. 
A key factor that contributes to the culture at Patagonia, is the prioritisation of their employees. Providing their employees with benefits that go beyond flexible working, which in itself has proven advantages. Patagonia has developed a culture around their values as an organisation, aligning themselves with their pursuit to be outdoors, whilst also giving back to the community and helping to improve the world. Their employee handbook titled “Let my people go surfing” (Chouinard, 2016) highlights their ethos underpinned by allowing their employees to embrace the outdoors through allowing staff to surf during working hours if the conditions are right. 
Perhaps unorthodox by other organisation’s standards but this is an important element of achieving a healthy work/life balance for Patagonia which has been proven to improve productivity. A study by (Chimote et al., 2013) evidence how job satisfaction works in conjunction with a healthy work life balance, benefiting the organisation and its employees. This collaboration positively effects the employees behaviour and attitude towards working, making the working environment satisfying. 
In addition, Patagonia recognises the barriers to employment and labour market participation that some individuals may face and seeks to address these. This shows a level of appreciation and recognition of the challenges some may face with regards to being in work or returning to work. A notable example is their provision of childcare to their employees through several different on-site childcare centres. Childcare is one of the most common barriers to meaningful employment, therefore with this, addressed individuals are more likely to return to work following maternity leave, show increased loyalty to the organisation and be more productive in the workplace. This reinforces how Patagonia value their employees’ lives inside and outside the office. This progressive and innovative scheme, feeds back into the business economy with nearly 100% of new mothers returning to work (Havel, 2021). 
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The context of any organisation is the environment and habitat of that business. Drucker (1992) indicates that it is key for an organisation to resonate with its employees and show its willingness to be a supportive institution by reinforcing their commitment to the community. This applies to Patagonia as they continue to build a company that prioritises their employees, customers and the planet, which serves to build a sense of community within the workplace as Drucker (1992) demonstrated, without culture an organisation will struggle, regardless of how effective their business strategy is. As discussed, Patagonia’s commitment to their core values transcends every level of the organisation, driving it forward with their commitment to sustainability directly impacting on their decision-making processes. 
Furthermore, organisational context is driven by leaders who declare statements of purpose, mission and vision (Patagonia, 2022). The examples set at this level influence employee behaviour and attitude which substantiates the organisation’s context at every level from both an inward and outward facing perspective. At Patagonia this shared understanding and commitment is what makes the organisation thrive, creating and strengthening that recognisable context and culture. 
McCrimmon (1995) discusses bottom-up leadership, with a key focus on innovation and emerging trends. This leadership style applies to Patagonia, setting themselves apart from competitors, whilst promoting a healthy work-life balance. Taking accountability, being independent and allowing employees to bring their own ideas to the organisation are all traits of this leadership style. A notable example is how Patagonia truly believe their individual and team performance can help the environment with their unique approach. Customised performance management programs with continuous feedback, aim to help employees reach their personal and professional goals whilst making a positive contribution to the organisation and its wider strategic goals. An example is the requirement for employees to have a goal in place which aligns to the organisation’s justice and anti-racism work (Patagonia, 2019). 
Patagonia’s organisational context is at the core of its business models and processes. This is evidenced by the way that their values drive how the company reacts and adapts to external factors. To expand, empirical evidence highlights how Patagonia decided to switch its entire line of cotton clothing to organic cotton (Carucci, 2021) in order to reduce waste and the negative impact cotton has on the environment. This example shows Patagonia’s long-term vs. short-term orientation Hofstede (2003) and their recognition that long term outweighs the short-term option. This is a high-risk decision, taking into account the change in product, the financial implication and a potentially negative customer reaction. However, Patagonia successfully managed to make the change in 18 months. Their commitment to doing the right thing despite the criticism and risk of doing so is admirable. Conventional organisations would avoid taking such risks, especially if they jeopardise income generation and profit. 
Patagonia’s drivers to succeed are not profit, they are driven by the company’s values and subsequent culture (Appendix 1). This can be said as the genuine authenticity runs from the top down. It’s for these reasons that they set themselves apart and are recognised for the right reasons, by putting their words into actions. 
1.1 [bookmark: _Toc119163505]Context and Culture at Patagonia 
Fundamentally, the responsibility of a leader is to consciously create and sustain organisational context which is a clear driver for Patagonia. Their culture creates the context of the organisation, the passion to make a difference to the world, yet to live a full life, filled with outdoor activity. Patagonia has a 4% employee turnover rate (Inc, 2021), which is significantly lower than the average turnover rate for the retail sector which sits at 60% (Retail Turnover Rates In 2021, 2022). Their commitment to innovation, promoting women into leadership roles and paying for employees to volunteer on any project for 2 months, to name a few examples, evidences the culture of the organisation. This also shows how their commitment to the organisation, planet and one and other lead to a successful collaboration.  
[bookmark: _Toc119163506]2.1	SWOT Analysis

This SWOT analysis (Appendix 2) is undertaken with respect to Patagonia’s cultural behaviour. Their unique selling points are their commitment to the environment whilst producing high-quality products with a lifetime guarantee. However, with external factors comes many variables that can cause disruption and uncertainty. Patagonia along with their product and culture have many strengths that identify them as leaders in their field. Being environmentally conscious and actively promoting this fact is a key advantage, whilst highlighting targets and goals on their website allows transparency throughout the organisation. 
Drawing upon key strengths of Patagonia, one of which is they are privately owned, this allows the organisation to remain in full control of their operations and overall business. Allowing Patagonia to focus on the long-term picture, it means fewer governing rules for the organisation. Moreover, in September 2022, Chouinard announced the organisation was donated to the Patagonia Purpose trust (Patagonia, 2020). A trust created to protect the values of the company, to help fight climate change. 
As an international enterprise, Patagonia continues to drive its environmentally conscious ethos across the world. This increases their brand exposure, sales and profit but also allows them to contribute more to the cause and offers further empowerment to impact the effects of climate change. Keeping their product and aesthetics consistent internationally ensures their perceived perception is true to their culture. Furthermore, these advantages mean that Patagonia refrain from advertising heavily. Their advertising budget remains small, in fact in 2011 Patagonia launched a campaign that encouraged people to think twice about buying a product (Patagonia, 2021). The campaign slogan was ‘Don’t buy this jacket’. 
As evidenced throughout this work, Patagonia’s culture isn’t defined by income generation and sales, which seems, in many respects limiting for an income-generating private sector business. A potential weakness, therefore, is the high quality and outdoor nature of its product which arguably attracts a certain type of audience. A product that specific becomes a niche market and one that would only attract the same type of people. Growth would only be dependent on the amount of people within that particular demographic. In addition, the Patagonia product is expensive, with a fleece starting at £150, compared to a competitor in the same outdoor market, such as The North Face, where a similar product costs £50. The price point shrinks their target market even further, however, this is exactly the way that Patagonia want to operate, even if it poses risk. 
A further potential weakness for Patagonia is the high standard they set with regards to sustainable manufacturing processes. As the climate and nature emergencies become an increasingly dominant global issue the pressure on companies like Patagonia continues to mount. This pressure can add additional stress on to the company. 
Every organisation is susceptible to threats, a key factor being competitors in the same industry. Similar outdoor brands such as The North Face, Columbia and Berghaus all share a piece of the market share and branch out to 3rd party platforms to sell their product. These threats pose potential profit loss for Patagonia and pushes them to keep a competitive advantage. A new factor that has had a significant effect on Patagonia and the industry as a whole is the impact of covid-19. Forcing Patagonia to make a business shift in order to remain relevant and operate with minimum effect on the business. 
However, these factors can bring opportunity. Although identified as a niche market, the nature and climate emergencies declared, places the issue of sustainability at the forefront of consumers minds. This means that consumers become more conscious about their behaviours. “66% of consumers, consider sustainability when they buy clothes” and “35% of customers are willing to pay significantly more for sustainable fashion” (McKinsey, 2021). 
Furthermore, the effect of the pandemic saw a negative impact on retail with a 1.9% drop compared to 2019, however, due to the nature of the pandemic which left people isolated at home, unable to leave the house, online sales rose by 33% (Khaliq, 2021). Further research indicates that consumers actually changed their behaviour to be more sustainable and make decisions that take into account the effect the production of the product has on the environment (McKinsey, 2021).
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This segment will demonstrate an extensive review of Patagonia as a business, using a PESTEL analysis (Appendix 3) to determine external factors that could potentially impact the organisation and its strategy and execution. Whilst, each element of the PESTEL is viewed separately, there are many interdependencies and each factor should not be considered in isolation. To expand, political factors are likely to have a bearing across all other factors in some way given that political systems are far reaching and have the power to influence many aspects of the space in which Patagonia operates. The analysis will highlight the some of the macro environmental factors that affect Patagonia. 
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A number of political factors directly affect Patagonia, most notably government policies around sustainability, trade and the economy. This is a particular consideration for global businesses such as Patagonia, given that policies and legislation differ from country to country. It is essential therefore, that the political landscape is monitored closely to ensure that the organisation is always in a favourable position in which to operate. Political factors will have a bearing on all other factors, however economical and environmental factors are most susceptible to influence in the context of Patagonia.  
[bookmark: _Toc119163509]Economy 

The economic landscape is ever-changing and can have varying impacts on organisations like Patagonia. As an example, shrinking economies can have particularly detrimental impacts on high price point organisations like Patagonia. Not only do shrinking economies run the risk of tax rises for the private sector, they also have a negative impact on the disposable income of consumers. Higher rates of inflation and rising costs of living result in a change in consumer behaviour where people favour buying the essentials such as food and household items over clothing. A further example would be the effects of significant economic global events as seen during the pandemic, which resulted in Patagonia closing 39 shops around the world.    
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The environment is a large driver for Patagonia and underpins their culture and context as an organisation. As such, the organisation has measures in place to reduce the impact of their manufacturing processes along with their 1% donation of profit to charities, projects and campaigns. However, climate change poses a risk to any organisation and Patagonia are not immune from this, the increased use of fossil fuels, creates demand and causes inflation which can lead to economic challenges.

3.1 [bookmark: _Toc119163511]Patagonia’s Ethical Commitment

Patagonia has a clear organisational identity and vision, their commitment to the environment and strong organisational values are ones that flow throughout the organisation as well as the employees. The values and behaviour come from the top down, with opportunities and employee well-being at the pinnacle of Patagonia’s identity as an employer. This management style resembles that of Ouchi (1981), allowing the working environment in which they operate to feel integrated with their values, which leads to employees feeling more motivated at work. By allowing factors such as collective decision making and continuous training gives the employees the tools they need to succeed whilst giving them a sense of belonging. 
The employees at Patagonia are passionate about the climate and sustainability, with the organisation actively employing people who want to make a difference. The company goes as far as paying their employee’s bail if they are jailed for peacefully protesting as well as cover legal fees and any time away from work incurred. Through heavy environmental philanthropy, Patagonia has a track record of living up to their values. Their purpose fulfils their needs and motivates them in the workplace and beyond. This motivation comes from the employees as individuals, aligned with the company ethics. Patagonia show how they meet the needs of their employees and more, which resonates with Maslow (1974),  hierarchy of needs (Appendix 4). Meeting each set of needs that fulfils the employees needs and desires at Patagonia. 
To expand, in 2012 Patagonia launched a campaign titled; ‘Don’t buy this jacket.’ The campaign launched was to counteract the Black Friday sales gimmick with the aim of discouraging people from buying products they don’t necessarily need. This was to highlight the environmental impact of creating the jacket and asking customers to think twice before purchasing. Fast fashion detrimentally impacts the environment, with manufacturing creating large amounts of emissions and utilising vast volumes of water whilst polluting rivers and streams. “85% of all textiles go to dumps each year” (Maiti, 2022). The issues that the planet face starts from manufacturing through to disposal and it’s the rate at which this happens across the world that causes an alarming threat to our environment. 
This approach to their campaigns and business models allow Patagonia to make strategic decisions based on long term outcomes. Their confidence in the business vision and ethos allows them to make transformations through a systems thinking approach (Senge, 1992). Their holistic approach helps them to ensure decisions are interconnected and they operate as a learning organisation. Not focusing on profit allows them to be responsive to the climate issue and adapt to new arising environmental challenges. 

3.2 [bookmark: _Toc119163512]Patagonia’s competitor: The North Face 

The North Face is a close competitor to Patagonia, with a larger turnover than and with outdoor apparel becoming a popular trend it’s sending sales for these products rocketing. Similar to Patagonia, The North Face actively promote sustainability. However, North Face have expanded beyond the outdoor activities market and have branched into the more traditional fashion market. Keeping themselves relevant with contemporary collaborations. This undoubtedly places North Face in a demand-driven environment which makes achieving the balance between sustainability and increased manufacturing a more difficult one. 
North Face have built a reputation on encouraging people to go outdoors and motivating them to explore, but they have also stayed relevant in the market through big label collaborations. Fenwick et al., (2015) indicate that organisations must keep their products relevant to their consumers if they are to remain competitive within the market. North Face do this well and have collaborated with many labels which has become synonymous with their identity. Choosing specific brands to collaborate with allows North Face to tap into potential new markets. A notable example would be their collaboration with Gucci, a high end and high fashion label, which is typically removed from outdoor wear.
Similarly, to Patagonia the North Face are advocates for the environment and act on their values and beliefs. The organisation is growing by driving their purpose and cultivating relationships that go beyond financial transactions. For example, North Face have a decade long ‘Explore Fund’, encouraging underprivileged youth to get outdoors. Furthermore, initiatives are in place to ensure that 90% of their garments will be made of recycled material by 2023 (Mainwaring, 2020). These factors all feed into the organisation’s culture and how they align their ethics with their actions.
North Face have further introduced their ‘renewed’ program encouraging worn products in good condition to be resold. This example shows how the organisation embed the circular economy method to eliminate waste and reduce cost. The benefits of implementing a circular economy approach (Pearce & Turner, 1990) allows an organisation to reuse products for as long as possible, creating a closed loop effect from production through to consumption. 
To further expand the North Face actively encourages their employees to spend time outdoors, especially during the covid pandemic. This highlights the extent to which the company is committed to ensuring their employees’ health and well-being is at the forefront of what they do. 
Despite making an impact with their dedication to the environment, in comparison to North Face, Patagonia has a more structured and solid foundation which has been built on for years. They have been advocates of the circular economy model (Pearce & Turner, 1990) which has driven their business strategy forward for many years, in comparison to North Face, Patagonia have been recognised for their efforts and have won critical acclaim. “The idea was to create a line that never ended up in a landfill” (Patagonia, 2022). Unlike other organisations that are trying to reinvent their business model to resemble a more sustainable process and reduce waste, Patagonia has always strived for a return, recycle and reuse process, adopting a circular economy model from the start. 
The North Face have identified how they stay relevant to their consumers, whilst being environmentally conscious. However arguably their marketing and business models such as the collaborations undermine their ethical standpoint. The collaborations increase product production in addition to their original garment line, it also increases sales which gives the impression that they are driven more by financial gains. 
Authentic culture starts with the leaders and at Patagonia this authentic behaviour flows through the organisation, allowing employees to reinforce their identity and creating a sense of belonging, one that resembles a community. Staying true to their ethical ways, Patagonia focuses on making a difference, for example since 1985 Patagonia has pledged 1% of product sales to the preservation and restoration of the natural environment. In addition, they awarded $140 million to domestic and international grassroots environmental groups and to build on this, taking it one step further, Patagonia created a non- profit corporation to encourage other businesses to do the same (Patagonia,2020). Unlike North Face, Patagonia encourage stakeholders to physically experience the reason for change. For example, Patagonia employees witnessed the destruction caused by conventional harvesting by visiting the farms in deprived areas, allowing the employees to understand the decision to move away from cotton. This action, implies that Patagonia genuinely want to make a difference and need their employees to understand the why but also how. 
[bookmark: _Toc119163513]Conclusion 

To conclude, the findings in this assignment show that across all aspects of the operation Patagonia strive to stay true to their values. This extends to their commitment to their employees which also aligns with their ethos. Aside from the high quality and sustainable nature of their products, more importantly, they strive to instil and nurture their employees passion for the company and its vision regarding positively impacting the climate and nature emergencies. This principle has formed a unique culture that creates a sense of pride and loyalty amongst their employees. Patagonia show their resilience when faced with challenges and ensure that their founding principles guide the way that they operate. This translates to a well-functioning and effective organisation both in the sense of an income generating clothing company but also with regards to their wider philanthropic work. 
Patagonia have set the standard within the market by showing similar businesses that it is possible to adopt similar principles and making a difference whilst staying relevant in a competitive market. No organisation is without its flaws but Patagonia have showed resilience and flexibility which allows them to react and adapt to changing circumstances whilst remaining committed to their underlying ethos, culture and context. 
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Build the best product
Our criteria for the best product rests on function, repairability, and, foremost, durability. Among the most direct ways we can limit ecological impacts is with goods that last for generations or can be recycled so the materials in them remain in use. Making the best product matters for saving the planet.
Cause no unnecessary harm
We know that our business activity—from lighting stores to dyeing shirts—is part of the problem. We work steadily to change our business practices and share what we’ve learned. But we recognize that this is not enough. We seek not only to do less harm, but more good.
Use business to protect nature
The challenges we face as a society require leadership. Once we identify a problem, we act. We embrace risk and act to protect and restore the stability, integrity and beauty of the web of life.
Not bound by convention
Our success—and much of the fun—lies in developing new ways to do things.
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	Strengths 
	Weaknesses 

	· Environmentally conscious 
· Reputation as an employer 
· Privately Owned 
· Culture 
· Low staff turnover
· International organisation 
· Keep vision at the core
· Don’t spend much on advertising   
	· Niche market
· Expensive product
· Presence in market
· High standards 


	Opportunities 
	Threats 

	· Product expansion 
· Market share 
· Continue to expand globally 
	· Covid-19
· Competitors
· Climate Change 
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	Political
	Economy
	Social
	Technological
	Environmental
	Legal

	Government policy 
	Economic growth 
	Career 
	Acceptance level of technology to consumers / public 
	Tackle climate issues and global warming 
	Health and Safety 

	Non-government organisations and charities 
	GDP growth rate 
	Equality
	Internet 
	Environmental standards across the world
	Employment legal system

	Tax policy 
	Inflation and interest
	Cultural barriers
	Technological change and disruption
	Corporate social responsibility
	GDPR 

	Democracy
	Disposable income 
	Gender composition in labour market
	Awareness of infrastructure i.e., 5G 
	Emissions and waste management 
	Business laws 

	Covid-19
	Covid-19
	Health & safety
	E-commerce 
	Product and renewable technologies 
	Health and safety 
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