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Magstim is a leading supplier of Transcranial Magnetic Stimulation (TMS) stimulators and packages used for TMS therapy and neuromodulation research. The company was founded in 1990 and is headquartered in Whitland, Wales, with offices in Minnesota, USA. Magstim employs over 100 people, including engineers, manufacturing operatives, and supporting functions. Magstim is part of a group of brands dedicated to non and minimally invasive health-care technologies. 

For this report, culture refers to the shared values, beliefs, norms, and practices that shape the behaviour and performance of the members of an organisation. Context refers to the external and internal factors that influence the organisation's goals, strategies, structure, and processes. A critical assessment of the culture and context of an organisation involves examining how they affect the organisation's strengths, weaknesses, opportunities, and threats, as well as its ability to adapt, innovate and compete in a changing environment. Part two of this report focuses on a SWOT and PESTLE analysis of Magstim in the broader environment. 

[bookmark: _Toc151996167]Critically assess the culture and context of an organisation

Organisational culture is a way to describe a set of values, beliefs, norms, and practices which shape the way that employees behave and perform in the workplace. Organisational culture influences how employees interact with each other, clients, customers, stakeholders, and the external environment. Organisational culture is sometimes referred to as the personality of the company, reflecting its history, vision, mission, and aspirations. 
There are core elements of corporate culture. These comprise of vision, values, norms, and practices. Vision is the shared purpose and direction of an organisation. The organisation visions are often explained and expressed in their mission statement or a vision statement. Values are the principles and standards that guide the actions and decisions of an organisation and their members – such as integrity, loyalty, innovation, or excellence. (Deal & Kennedy, 1999) Norms are the unwritten rules and expectations that lead the actions and decisions of the organisation and its members, these dictate communication styles, dress codes, working hours and etiquette. (Hechavarria & Reynolds, 2009) Practices are the policies, procedures, systems, and rituals that reinforce the vision, values, and norms of the organisation. For example, these could be performance reviews, training programmes or recognition programmes. (Hechavarria & Reynolds, 2009)
The corporate culture at Magstim is based on its vision to be ‘The Brains behind TMS’ and its mission to provide high quality, cost-effective and innovative solutions for neuromodulation. Magstim values collaboration, integrity, loyalty and has a customer focus. Magstim fosters a supportive and respectful work environment where employees can grow and develop their skills and careers. Magstim is engaged with the scientific community and research sector and has an interest in the education field of TMS (Transcranial Magnetic Stimulation). 
Organisational culture can have a significant impact on the success or failure of a business. (Deal & Kennedy, 1999) A positive organisational culture can inhibit creativity, loyalty, engagement, and commitment. Whereas a negative organisational culture can breed conflict, toxicity, distrust, and poor performance. It is important to understand the organisational culture that aligns with the business objectives and desired outcomes. Magstim’s corporate culture has been shaped by its history, products, and customers. The company was founded by researchers who wanted to develop reliable and affordable TMS devices for the neuromodulation sector. Since then, Magstim has been at the forefront of TMS research and innovation. Magstim’s product range are used to treat depression, epilepsy, stroke, and other neurological disorders, as well as being used to explore the functions of the human brain. Magstim has a client base of universities, hospitals, clinics, and research institutes worldwide. The organisation has a culture of wanting to improve patients’ lives, in a cost-effective and well developed (researched) way. 
It is important to understand who is responsible for company and organisational culture. It may be assumed that the responsibility for company culture lies solely with leaders and managers within the business. The reason this is assumed is because they are responsible for setting the company vision and mission, setting goals and targets, and expectations for employees. Another reason they may be seen to have this responsibility is that they also have the power and authority to reward and discipline employees based on their individual alignment with the desired culture of the organisation. However, this assumption is not wholly true. Leaders and managers do play a crucial role in shaping and influencing company culture, but they are not the only ones to contribute to it. Every employee of an organisation is a stakeholder and has a role in creating and sustaining the company culture. 
Employees are the people that breed the company culture every day, by interacting with their colleagues, clients or customers and other stakeholders. Employees also can reinforce or challenge the existing culture by expressing their own opinions, beliefs, and values. Employees also provide feedback and concerns which can change the direction of company culture. This argument suggests that company culture is not something that is forced from the top down, but it is something that is co-created and co-maintained by everyone that is a part of the organisation. Company culture should be a collective responsibility that requires some collaborative and communicative input. By recognising a shared responsibility, employees and stakeholders can assist in creating a company culture that reflects their values, needs, and goals, as well as those of the organisation. 
The culture at Magstim today is the result of collective efforts and contributions from all employees, from the top management to the production line workers. The culture is influenced by the vision to improve patient lives, and goals of the company. The organisational culture is also influenced by the feedback and expectations of the customer base. Employees get their organisational beliefs from various sources. The founders and leaders of Magstim set the direction and strategy to work towards, they also embody the core values and principles of the company. Magstim employees are also influenced by the customers and partners of the business, who express their needs, preferences, satisfaction, and opportunities for improvement. Policies and procedures at Magstim define the standards and expectations for the staff performance, behaviour, and conduct. In turn this creates the value which ensure compliance, quality, and safety. 
It is important to recognise that company culture is not formed quickly. It is formed gradually over time, through assorted factors. Things that can impact when a company culture is formed sometimes depends on the leadership style and behaviour of the manager and executives. It is also formed through the recruitment, training, and development of new and existing employees. (Schein & Schein, 2017) Positive company culture involves communication and feedback, which can take time to implement and work through the employee base. (Rees & French, 2016) Another attribute to forming a company culture is the way the company rewards and recognises achievement of their employees. Employees are more likely to adapt to a culture that praises them for doing good work aligned with the organisational objectives. Working conditions also impact how and when a culture is formed, good working conditions such as being able to work from home or from a comfortable, peaceful place will form a positive working culture, whereas an unsafe, noisy workplace would breed a negative culture. (Mullins & Christy, 2016)
Magstim have two main offices. Once office is in Minnesota, in the United States of America. The other office, which has the largest workforce of the company, is based in Whitland which is in Carmarthenshire. The working conditions at Magstim impact the culture of the business in various ways. The working conditions foster a sense of pride, loyalty, and engagement among employees in the Whitland office. The culture is positive, as the employees feel valued and respected by the company. Magstim reward their employees by conducting annual performance reviews, which result in a monetary bonus. The employees use this as a motivational tool to ensure they are working to an excellent standard. Magstim also enable a culture of learning and growth. Funding is provided for employees to undertake training and improve their skills and competencies. This in turn enhances the organisational performance and allows for a sustainable workforce, with succession planning. There is an organisational culture of collaboration and respect at Magstim, employees can work together as a team, no matter what their level of authority. Top management accept suggestions and recommendations from the most senior managers, down to the production workers themselves. Employees support and learn from each other, which promotes a culture of excellence and integrity. Employees strive to achieve high standards of quality and safety. Research and development are promoted and regarded as the most important solution for neuromodulation which addresses the needs and preferences of customers and stakeholders. 
Work ethics refer to the values and principles that guide professional behaviour, etiquette, and conduct. (Mullins & Christy, 2016) Work ethics reflect a belief in the importance and moral value of work. People with a good work ethic have desire and determination to work hard and achieve excellence. Work ethics are an important element of success in any organisation. Work ethics can vary depending on the culture, context and expectations of different organisations and professions. 
Cultural diversity is a key attribute in shaping the ethical values and behaviours of employees in various contexts. Different individuals may have different norms, nuances, and expectations regarding what constitutes ethical behaviour and how to resolve ethical scenarios. (Trompenaars & Woolliams, 2003) It is important to understand the relationships and synergies between different cultural perspectives, and how they influence the emergence and establishment of ethics and ethical behaviour. Cultural diversity for ethics and ethical behaviour fosters mutual respect, tolerance, and dialogue between employees with different beliefs, backgrounds, and values. (Mullins & Christy, 2016) For example at Magstim, a multicultural team such as the Research and Development department learns from each other’s perspective and experiences and has helped create a more inclusive and respectful work environment. The Research and Development department has people of different faith, people of colour, and there are also employees with intellectual differences such as neurodivergence (autism, ADHD, dyslexia). The Research and Development team for example have experienced enhanced creativity, innovation and problem solving, due to having a diverse group that shares ideas and thoughts. By having a team with different values, cultures and beliefs, ethical situations can be evaluated by different perspectives with different solutions. Working in this way promotes social justice, human rights, and global citizenship by raising awareness of common challenges and opportunities faced by different people, with a need for cooperation and solidarity. (Trompenaars & Woolliams, 2003)
There are also negatives associated with a diverse employee base. Being culturally and ethically diverse may create conflicts, misunderstandings, and mistrust. (Hofstede, 2001) For example at Magstim, a cultural clash happened recently which involved a Christian and Muslim employee. The Christian employee engaged in an argument with one of the Muslim employees regarding their use of a meeting room. The meeting room had been assigned to the Muslim employees to use as a prayer room, however the Christian employee did not agree with this, and said that they should not be entitled to use the meeting room, nor take home full pay due to praying up to 3 times during their working day. What the employee did not know, is that the ethics of using working time to pray had been handled by the human resources manager. Once the Christian member of staff had been told that they were also allowed to pray whenever their religion dictates, they felt guilty that they had questioned their colleague’s justification for abiding by their religious beliefs. Understanding of different cultures and beliefs is required to have synergy and mutual respect. (Hofstede, 2001) This shows that Magstim understands that employees require some adjustments to be made to accommodate different cultural beliefs, expectations, and styles. 
Ethical behaviour is a key factor for the success and reputation of a company. Ethical behaviour is not only a result of individual employee choices, but also of the relationships and synergies that exist within an organisation. Relationships and synergies relate to the interactions, collaborations, and influences among the members of an organisation, as well as between the organisation and their external stakeholders. These relationships and synergies can mediate the emergence and establishment of ethical behaviour in one of two ways: by creating a shared goal and vision and having a culture of good ethics. 
The values, beliefs and norms that shape the behaviour and practices of people and organisations influences how corporate social responsibility is understood, implemented, and communicated within and outside of the organisation. Caroll’s Pyramid of Social Responsibility (1991) outlines the four elements that make up corporate responsibilities which include economic responsibilities as the building block, underpinning that economic performance undergirds everything else. Employees then have a legal responsibility which is the next block. Then, there is the business responsibility to be ethical. Finally, businesses are expected to be good corporate citizens which is part of their philanthropic responsibility. Carroll (2021) argues that a strong organisational culture that supports corporate social responsibility can foster trust, commitment and innovation amongst employees, customers, and stakeholders. The Stakeholder Theory (Bonnafous-Boucher & Rendtorff, 2016) argues that it is in the interest of a company to respect the interests of and support all business stakeholders. 
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A PESTLE and SWOT analysis are tools that can assist in analysing an organisation in its broader environment. SWOT analysis identifies the strengths, weaknesses, opportunities, and threats to a business, whereas a PESTLE analysis looks at the organisations political, economic, social, technological, legal, and environmental influences. For analysis, the SWOT and PESTLE exercises carried out on Magstim can be found in appendices A and B. 
Referring to the SWOT and PESTLE analysis, Magstim’s broader environment includes several factors. Magstim’s core strength in its broader environment is that they have been a market leader in TMS solutions, with 30 years of research and development in the neuromodulation field. Magstim have a broad collection of products, suiting each individual consultant or researcher. In the neuromodulation sector, Magstim has an excellent reputation and most research on TMS has been conducted using Magstim products. There is a global presence, with an office in the United Kingdom and in the United States of America. There are also over 50 distributors globally, promoting the Magstim brand. 
Magstim’s weaknesses in the broader environment dwell with competitors’ products. Competitors are constantly trying to keep up and offer the same products as Magstim. In the past, Magstim did not register a patent as the organisation believed that it was for the greater good, however this has impacted the business over the years as competitors can make the same product and compete with our pricing. Market access is another example for weakness. In the medical sector, Magstim must comply with many regulations that differ over the world. Registration and recognition with regulators costs thousands of pounds and takes months to progress. Magstim also spends thousands of pounds to invest in marketing. The marketing team attend many conferences and trade shows during the year, as this is one of the best methods to communicate with clinicians and consultants. However, this is extremely costly with tables at trade shows costing over two thousand pounds per day. 
Magstim also faces threats in its broader environment, similar to the weaknesses. Due to Magstim’s products being regulated, they are vulnerable to legal and reputational risks. For example, as Magstim produces systems to be sent to the United States of America, they must abide by the Health Insurance Portability and Accountability Act. This is similar to the UK General Data Protection Act. All information is at risk of being hacked into, in an age of digitalisation. Some hospitals that Magstim work with, have been subject to cyber security attacks. This is why Magstim have employed a software security officer, to increase patient data security and manage this risk. The supply chain of components is another threat to the organisation. There is an ongoing project to ensure that products going obsolete or becoming hard to source are stocked in abundance to prevent the threat of the production line being stopped due to shortages.  
There are opportunities in the broader environment for Magstim. Collaboration with clinicians, consultants, policymakers, and researchers is assisting the next generation of engineers to develop new and innovative products and solutions. One key development over the next few years will be to introduce indications (a type of treatment protocol for patients) for OCD, PTSD, stroke, chronic pain, and Alzheimer’s. Introduction of these protocols and indications will be revolutionary for mental health care, putting Magstim at the forefront for treatment. There is increasing demand for TMS as evidence emerges on its efficacy and safety for treating neurological and psychiatric disorders. Research into deep TMS, theta burst stimulation and closed loop TMS is also in development. Magstim can keep up with the environmental trends and technologies to maintain its edge and offer the best solutions to patients. 
Magstim’s corporate social responsibility policy is the commitment to contribute to sustainable development of society and the environment in which the business practices within. Magstim have strongly supported research and education in neuroscience and mental health. An example of this is the free of charge summer school at Oxford University which educates aspiring neuroscientists on the functions and capabilities of TMS. Magstim also offer grants and scholarships to those willing to use TMS as part of their thesis at master’s level and PHD. Magstim recently donated refurbished systems to universities across the United Kingdom for use in research projects. In terms of sustainability, Magstim have made vast improvements to the environmental impact of their products. Packaging has been changed to more sustainable and recyclable materials, and all suppliers must have a sustainability policy as standard to reduce the carbon footprint of the business. Ethics also play an important part in the sustainability of the business. Suppliers must be able to prove that they do not use child labour, and that they pay a fair wage to their employees. Human rights are an important factor to Magstim. By fulfilling their social and environmental responsibilities, Magstim hopes to improve their reputation, trust, innovation, and growth. 
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Culture is a culmination of attitudes, values, goals, and practices shared by employees as part of an organisation. Culture reflects the moral and ethical beliefs and standards that influence how people should behave and interact with others. Ethical behaviour is the conduct aligned with the purpose and values of a workplace, as well as the laws and regulations that surround it. (Schein & Schein, 2017)
Culture involves the collective identities, values, beliefs, norms, and practices of groups of people that share some common characteristics or experiences. Schwartz (2012) suggests that when employees think about their values, they think about what is important to them and their life, and that everyone has numerous values with various degrees of importance. Culture influences what people do, how they do it, and why they do it. It also affects individual perception, interpretation, and evaluation of situations. Culture does move and develop, and changes over time and across contexts. (Handy, 2011) It reflects the historical, political, economic, societal, and environmental factors that shape organisations. Culture is taught through various channels. For example, language, education, religion, and media. Culture provides meaning and purpose to employees. It helps to cope with uncertainty, complexity, and diversity. Culture can be a source of change and innovation; however, it can also cause conflict and resistance. (Handy, 2011) It can also foster collaboration, but is susceptible to domination. Culture can also be challenged and transformed by individuals and groups who seek alternative ways of working. (Schein & Schein, 2017) Culture is important as it affects every aspect of human life. It shapes how we feel, think, act, and relate to others. It also influences how workers understand themselves and others and helps them to understand their place at work. 
Ethics is how people should act and respond in situations. Ethics apply to everyone that makes decisions and act upon them in the workplace. Ethics help to distinguish between what is morally right and wrong, good, or bad, fair, or unfair. Ethics are relevant wherever employees are faced with moral dilemmas or conflicts of interest. Ethics require employees to use rational thinking, moral reasoning, emotional intelligence, and empathy to evaluate choices and actions. Ethics promote wellbeing, happiness, and dignity, as well as preventing harm, suffering and injustice. Ethics encourages employees to be aware of the possible consequences of their actions, as well as the perspectives and feelings of other employees. (Trice & Beyer, 1995) Ethics matter because they shape character, relationships, society and how the workplace performs.  
Magstim has a culture of teamwork and collaboration amongst the employees. Magstim values diversity and inclusion, and the workforce represents this. The team are multicultural and each employee respects each other no matter their ethnicity, religion, or background. There is a culture of mutual respect and trust.  There is continuous improvement being implemented and the culture is changing to be more of a high-performing team. Magstim employees are supported to be creative and to experiment with their day-to-day tasks to develop working practices. Employees are encouraged to share feedback with their peers and upper management. Magstim employees have a desire to understand and meet the needs of their customers and patients. The production floor staff are proud to build high quality, safe and effective products. Employees are aware of the product and what it does for people, which fuels a positive culture on the factory floor, production line and offices. Employees abide with all applicable laws and regulations to ensure the highest standards of quality and safety. 
Most of the employees of Magstim are of rural Welsh upbringing. A Welsh work culture is one that values and promotes the use of the Welsh language in the workplace, as well as incorporating some of the rich traditions such as literature and craftsmanship. Speaking Welsh brings the team together and promotes a sense of community. Using and speaking the Welsh language at work has opened many partnerships with local businesses offering services for the supply chain at Magstim. 
One of the key elements of a high performing organisation is the alignment of the employee’s values, norms and beliefs with the organisations mission and goals. (Trompenaars & Woolliams, 2003) Employees tend to align with the organisation vision, mission, and goals. For example, in the research and development department – this team solely works on innovating and developing the product range not only to be cutting edge, but also to make the products sustainable for future generations to use. The quality department employees align with the company quality policy. The quality team are passionate about the high standards Magstim hold themselves accountable to. The quality department goals are often hit and exceeded when it comes to audits and external validation. One of Magstim’s core values is collaboration. All teams interdepartmentally collaborate with each other and are given opportunities to do so. Another important value is integrity. All employees speak highly of the business, with honesty and transparency. Any problems that arise are resolved quickly, and any suggestions to improve processes are considered, which enhances the employee satisfaction of their role.  The employees at Magstim are supported to achieve operational excellence. Magstim send their employees on courses, and they are trained to an exceptional level. This has bred a culture of continuous and professional development. 
The leadership team at Magstim demonstrate and promote ethical conduct and accountability. They set out clear boundaries and consistent expectations. Employees are aware of the expectations set and are rewarded when they are achieved. Magstim have two social functions a year based on the success of the business. Employees are also rewarded a target-based pay rise. This motivates the employees to achieve their goals. (Schein & Schein, 2017) Leaders model ethical behaviour themselves. They are honest, respectful and inspire their teammates. Leaders are also fair and listen to the employees’ concerns. Leaders encourage their employees to express areas of concern, so they can come to a resolution together where both parties are confident, they will succeed. Leaders also recognise their teammates for their efforts providing feedback and appraisal. By doing these things, they are promoting the culture of trust, integrity, and responsibility within the organisation. 
Ethical dilemmas and challenges are inevitable in any workplace. Employees often have conflicting values, interests, and goals. How they perceive and respond to these situations have a significant impact on the company reputation and culture. Therefore, Magstim has outlined clear ethical standards and guidelines for within the workplace. Magstim also hold training sessions once yearly called ‘Prevent duty training’ – it is a course focussing on the threat of terrorism, extremism, and radicalisation. However, it is a good training tool as it teaches employees to respect each other’s ethical and moral values, unless it is dangerous and putting vulnerable people at risk. This has given Magstim employees the skills to stop racism and bullying due to culture and ethnicity in the workplace. Magstim offers support to employees and stakeholders to recognise, analyse and resolve issues in a professional and respectful way. 
Magstim evaluates its ethical performance and culture on a yearly basis. Employees receive an anonymous survey, in which they are asked a series of questions related to the company culture, and how they feel about their role and environment. This is always a positive experience for those involved, as it brings to light any issues that need to be resolved to improve the workplace culture for employees. However, there are employees that oppose this survey since it is anonymous. Some employees believe that some of the information is fabricated, and that the company isn’t transparent about the feedback received as it does not align with their own views. 
To conclude this appraisal of the cultural and ethical behaviour of employees at Magstim, it is apparent that Magstim has a good working culture and ethics are a fundamental part of the decision-making process and development of the business. 
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SWOT Analysis 
	Strengths
	Weaknesses

	· Market leader in TMS solutions.
· 30 years of experience in the neuromodulation field.
· Wide range of customisable products and services – including stimulators, coils, accessories, software, training, and support. 
· Strong reputation and brand recognition in the field. 
· Majority of TMS research has been conducted with Magstim products. 
· Global presence with offices in the UK and USA. 
· Distributors cover 50 countries globally. 
	· Magstim face competition from other TSM providers such as Neurostar, Brainsway and Nexstim. 
· Market access is restricted due to regulations, products take a while to be approved by global regulatory boards. 
· To maintain competitivity – there is heavy investment in marketing and advertisement. 
· Sphere of Influence (Deudney, 2019)

	Opportunities
	Threats

	· Magstim are developing indications (treatment protocols) for OCD, PTSD, Stroke, Alzheimer’s, and chronic pain. 
· Magstim are leading research into Alzheimer’s and Dementia care and treatment using TMS. 
· Can collaborate with other stakeholders such as clinicians, consultants, patients, policymakers, and researchers. 
	· Legal and reputational risks associated with product failures and complaints. 
· Technological attacks such as cyber attacks and hacking that may breach HIPPAA or GDPR – leaking patient information.
· Supply chain disruption. 
· Product recalls. 
· Economic downturns – hospitals and clinics in the UK struggling with funding. 
· Reduction in demand. 
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Pestle Analysis 

	
	Local
	National
	Global

	Political
	‘Red tape’ in NHS due to government funding restrictions.
	Government lack of support for mental health services. 
	Highly regulated industry – FDA, MHRA, MDSAP.

	Economic
	Provides skilled jobs for local people – 100 jobs on site and expanding. 
	Interest rates rising causing increased pricing for overheads, supplies.
	Supply chain issues globally due to diminishing specialised workforce. 

	Social
	Media focussing on mental health awareness. 
	Lifestyle trends – focus on mental wellbeing and self-care. 
	Diverse needs of patients – surrounding culture, ethnicity, religion. 

	Technological
	Manufacturing production line is suffering due to highly skilled staff retiring 
	New innovations and treatment protocols being introduced. 
	Intellectual property and patents are pending and being reviewed. 

	Environmental
	Sustainability of business – reducing CO2, introducing environmentally friendly materials, using less energy. 
	Corporate social responsibility and reputation. Reducing environmental impact and taking into consideration national initiatives to be environmentally friendly. 
	Consideration for environmental ethics globally such as slave labour, fair trade, sustainability, waste generation and disposal. 

	Legal
	Health and safety laws dictating how many hours of overtime staff can take on – this is limiting the amount of senior skilled technicians on shift to mentor and train less experienced. 
	Environmental laws, business laws, national trade agreements. 
	International trade agreements. 

Suffering due to Brexit impacting customs procedures. 
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