Introduction to Week 4:
Firstly in considering the strategic purpose of an organisation you should start by reading  chapter 4 of Johnson, Whittington and Scholes – Exploring Strategy, to refresh your memory with regard to organisations’ mission, vision and values statements as well as to focus on governance structure and CSR as per the diagram below. These topics will be the focus for the forthcoming week partly within this introduction but also for the activities which you will be expected to perform.
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STAKEHOLDERS

We’re going to start by examining to what extent the purpose and strategy of an organisation is influenced by the expectations and indeed power of its stakeholders as well as analysing the influence of an organisation’s culture on strategy together with recognising the importance of questioning the ‘taken-for-granted’ aspects of culture. In considering these factors it is also important to appreciate the part history plays in creating an organisational culture.

As we go through this session we will undertake analysis by practical deployment of suitable frameworks for gleaning a more in-depth understanding of a chosen organisation’s strategic position.
Start by briefly considering the following:

· list the key stakeholders within your organisation 
· which stakeholder expectations require the most attention by managers

· to what extent the expectations and influence of different stakeholders vary

The concept of stakeholders can help in the understanding of the political dimension of strategy and the positioning of stakeholders can be determined by specific events and strategies and therefore will vary over time. To analyse the influence of individual/groups of stakeholders, Mendelow’s stakeholder mapping matrix can be used to identify power/interest of associated stakeholders. As suggested by Johnson et al (2011), the matrix underlines the importance of 2 issues:
· the interest each stakeholder has in imposing its expectations on the organisation’s purposes and choice of strategies

· the power each stakeholder has to influence strategy

Medelow’s stakeholder mapping matrix
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(Johnson et al, 2011)
This matrix enables managers to be able to group stakeholders in relation to their position of power and how interested they are in either supporting or opposing a particularly strategy.

It has been suggested by Buchanan and Badham (1999) that power ‘is the ability of individuals or groups to persuade, induce or coerce others into following certain courses of action’. As can be seen from the table below there are different sources of power, the importance of which will vary over time according to changing circumstances within the organisation and the business environment.
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(Table 4.5, Johnson et al, 2011)
You will be applying the Mendelow’s matrix to an organisation as you progress with this week’s session, in the meantime consider the following question:

· What are the sources of power  and indicators of power within your own organisation?
CORPORATE SOCIAL RESPONSIBILITY (CSR)

Turning now to an organisation’s Corporate Social Responsibility which has been suggested by the World Business Council for Sustainable Development to be the commitment by an organisation to ‘behave ethically and contribute to economic development while improving the quality of life of the workforce and their families as well as the local community and society at large.’ 

However not quite the view of Milton Friedman who asserts that organisations have no obligation to do any more for society over and above meeting its legal requirements or rather should we ask ourselves whether an organisation should meet and exceed the expectations of the wider society (societal expectations). For example, following the earthquake and tsunami in Japan in 2011, Walmart demonstrated its social responsibility by organising the delivery of supplies to survivors (David, 2013); Pepsi  Co introduced a range of healthy snacks for schoolchildren in 2009 and GlaxoSmithKlein (GSK) provided cheap medicines for underdeveloped countries. 
· What then is the impact of such action on strategy?

In considering to what extent an organisation exceeds its minimum obligations to its stakeholders, we could look at the different stances taken by organisations with regard to CSR as depicted in the diagram below.
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(Table 4.2 Johnson et al, 2011)
You can see that there is a broad range of approaches to CSR, from a minimal but legal ‘nod’ to CSR at one end of the scale to those organisations strongly committed to their strategic purpose of reshaping society, eg Traidcraft UK. However to achieve the status of ‘shaper of society’ it is suggested by Browne and Nuttall (2013) that organisations have to focus on integrating external engagement with stakeholders in building stronger relationships with the external world.

In addressing several business leaders and posing the question - what can an organisation do to integrate external considerations into decision making across a business? Browne and Nuttall concluded in their recent report that organisations need to define what they contribute, know their stakeholders, apply world-class management and engage radically.
Further reading: To further develop your thinking with regard to this concept it is recommended that you read Browne and Nuttall’s report entitled ‘Beyond corporate social responsibility: Integrated external engagement.’

CULTURE

Start by considering the following questions:

· What has the greatest influence on the way you think?

· Is the answer to the above an essential element of your cultural make-up?
Such questions might also be considered in relation to organisations many of which have long historical legacies which are embedded in the organisations’ culture, eg Marks and Spencer, Sainsbury’s, Woolworth’s, universities and government departments. However if such organisations’ strategies develop incrementally on the basis of historical and cultural influences then after a time they might suffer strategic drift because they have not kept up with the changes in the environment but instead have gradually become misaligned with the business environment. Examples of recent organisations that have not been able to recover from strategic drift are Woolworth’s and HMV (sold to restructuring expert Hilco in 2013). The reason for experiencing such strategic drift could be because the systems, style and values of the organisation are locked in their historical roots. 
According to Furnham and Gunter (1993) culture is simply ‘the way we do things around here.’ It can be said that the organisational culture is the taken-for-granted assumptions and behaviours that make sense of people’s organisational context, representing  the social ‘glue’ and generates a ‘we’ feeling amongst its employees, offering a shared system of meanings and the basis for communication and mutual understanding. In addition culture can impact the efficiency of an organisation either in a positive or negative way.
Organisational culture can be considered as consisting of 4 layers as proposed by Schein (1998) further expanded on by Johnson et al (2011) as follows:
· Values – often formally communicated by an organisation to its shareholders, in the case of some banks during recent years, they based their values around value creation, risk management and good customer service, yet participated in risky lending. Therefore the actual values which drove the strategies were somewhat different in practice.
· Beliefs – the way in which people talk about issues the organisation faces eg. a belief in not trading with certain countries; a belief in maintaining correct procedures and standards.

· Behaviours – the way in which day-to-day business is conducted and how it is perceived by internal stakeholders as well as external stakeholders.

· Taken-for-granted assumptions – at the heart of an organisation’s culture yet difficult to put into words. Alternatively known as the ‘organisational paradigm’, ‘a set of assumptions held in common and taken for granted in an organisation,’ (Johnson et al, 2011). The paradigm is built on stakeholders’ collective experience, informs what people in the organisation do as well as influencing how organisations respond to change. Whilst the paradigm might aid in bringing about change it can also hinder the implementation of strategic changes.
An organisation’s culture is developed over a period of time driven by visionary leaders, critical incidents that might have occurred, the need to maintain effective working relationships and of course by the influence of the organisation’s environment.

Therefore for managers to be able to effectively implement change it is imperative that they gain insight into the drivers of organisational culture and their impact on strategy, this can be achieved through analysis by utilising the framework of the Cultural Web as below.

The Cultural Web
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(Johnson et al, 2011)
In order to fully appreciate the usefulness of this framework in analysing culture, before undertaking the scheduled activities for this week, it is recommended that you first read Johnson, Whittington and Scholes Ch. 5 together with some of the suggestions for further reading listed below.
Further reading:

Browne  J. and Nuttall R., ‘Beyond corporate social responsibility: Integrated external engagement,’  Issue: March 2013, McKinsey Quarterly 
Bhattacharya C.B., Korschun D. and Sen S., ‘What really drives value incorporate responsibility?’ Issue December 2011, McKinsey Quarterly
CIPD (2012) ‘Leading Culture Change: Employee engagement and public service transformation.’

Grant A., ‘Givers take all: The hidden dimension of corporate culture’, Issue April 2013 McKinsey Quarterly

Shehadi R., Ghazaly S., Jamali D. and Jamjoom M., (2013); ‘The Rise of Corporate Social Responsibility A Tool for Sustainable Development in the Middle East,’ Booz&co
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