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[bookmark: _Toc120714419][bookmark: _Toc120715629]Introduction
This report will analyse Just Eats’ workplace culture and how it affects organisational effectiveness. It gives a summary of the Just East organisational structure to help readers understand how the business is run. A PESTLE and Porters Five Forces Model analysis has been done to completely understand the internal and external environment. Moving further from this, the academic framework known as the "Beers Model" has been utilised to fully grasp the barriers to a successful workplace culture and how to overcome them. The report ends with suggestions for improving the working culture going ahead.

[bookmark: _Toc120714421][bookmark: _Toc120715630]Overview of Just Eat
Just Eat Takeaway.com is a global internet meal delivery marketplace that uses its platforms to link customers with restaurants. Customers can choose from a plethora of food selections thanks to more than 680,000 connected restaurant partners.
The company, which has its headquarters in Amsterdam, was created in January 2020 by the merging of Takeaway.com, which was founded in the Netherlands in 2000, and Just Eat founded in Denmark in 2001 (Just Eat Takeaway.com, 2021a).
[bookmark: _Toc120714422][bookmark: _Toc120715631]Just Eat Organisational Structure 
As Just Eat operate globally their structure can be defined as a matrix style. According to John Kuprenas (2003) a matrix structure is: 
“is a mixed form in which traditional hierarchy is overlaid by some form of lateral authority, influence, or communication.”
This means that two types of traditional organisational structures are combined. In Just Eats case these combined structures are 
Functional - Dividing the organisation into departments dependant on the area of expertise (Kalu Idika Awa, 2016)
The company operate with a Board of Directors, CEO and Operating Directors whose departments are grouped together by occupational specialities.

[bookmark: _Toc120233379][bookmark: _Toc120233882][bookmark: _Toc120233944][bookmark: _Toc120710881]Figure 1. Just Eat Organisational Structure
[image: ] 
(The Official Board, n.d.)
· Amoebae structure - Each amoeba manages its own profitability since they are autonomous profit-and-loss centres with direct connections to their marketplaces, which enables them to react quickly to market changes (Keshmiri, 2018).
Just Eat work alongside self-employed couriers who are responsible for their own finances etc however they still work under the Just Eat Brand. 
[bookmark: _Toc120714423][bookmark: _Toc120714424]Impact of Structure on Just Eat Culture 
Organisations with a matrix structure are more likely to have a strong task culture. They focus on getting the the work or task completed as the top priority. Task cultures, according to Harrison (1972) and Charles Handy, rely on collaboration to produce results (1999).
The following two concepts serve as the foundation for thinking about the relationship between organisational structure and culture: Before changing the company's organisational structure, it is first important to change the organisational culture, which develops around the organisational structure. Second, while the organisational structure may remain if management adjusts how people are given job assignments within the same structure, the organisational culture may change (Janicijevic, 2013).
[bookmark: _Toc120714425][bookmark: _Toc120715632]External Factors Impacting Just Eat Culture
Two models can be employed to completely comprehend external forces that affect the culture within Just Eat. Francis Aguilar (1967) initially created the first model, PESTLE, which stands for Political, Economic, Social, Technological, Legal, and Environmental, and can be used to predict what other obstacles the company will face in the macro environment in addition to competitiveness. The second model, Porter's Five Forces, provides a framework for gaining and maintaining competitive advantage by assisting organisations in evaluating how appealing a particular industry is, recognising the various trends that influence competition within their chosen industry, and identifying those trends (Porter, 1980).
[bookmark: _Toc120714426][bookmark: _Toc120715633]PESTEL
[image: Text

Description automatically generated]
[bookmark: _Toc120714427][bookmark: _Toc120715634]Just Eat Porters Five Forces 
[bookmark: _Toc120710882]Figure 2: Porters Five Forces


[image: Porter's five forces analysis - Wikipedia]
(Porter, 1980).
 
[bookmark: _Toc120714428][bookmark: _Toc120715635]Threat of New Entrants   
The threat of entrance, which plays a vital role in any business, refers to the difficulty for a new firm to compete in a certain market. In other words, if the start-up costs are extraordinarily high, businesses will be hesitant to enter a new industry. Porter (1980) goes on to argue that the threat of new entrants, rather than the arrival of new competitors, drives competition and affects profitability. Just Eat is required to manage these problems and build obstacles for new enterprises to keep its competitive edge as new entrants bring innovation to the sector, reduced pricing structures, and cost savings.
 
The initial investment required to enter this market is minimal, as a new company would only require a delivery system, mobile app, and e-commerce website. This makes is extremely attractive due to its low start-up costs. Over the years, competitors have entered the industry and gained significant market share, but Just Eat remains the largest in the west (Curry, 2020). Due to (among other things) competitive pressure, the business ended operations in Romania in June 2022. (Just Eat Takeaway.com Newsroom, 2022). While the market may appear enticing, and as competition increases, Just Eat attempts to redefine industry norms and strengthen long-term relationships with its vendors, restaurants, and customers, making entry more difficult and discouraging.
Examples include:  
· Exclusive deal with Dominos to offer delivery via its platform in UK & Ireland (Just Eat Takeaway.com, 2022) 
· Sponsorship of UEFA Euro 2020 and UEFA Champions League has helped to increase and achieve brand status in relative operating counties (Just Eat Takeaway, 2022) 
 
[bookmark: _Toc120714429][bookmark: _Toc120715636]Threat of Substitute Products 
The threat of substitute products is extremely high for Just Eat, as these range from dining in restaurants, preparing meals at home, supermarket deliveries, drive-throughs, and direct orders with the restaurants. Some of these services avoid an added service cost that is usually incurred when using a food delivery platform, although Just Eats tends to be the lowest at just 7%. (Sky News, 2021). To counteract these risks, the company must focus on enhancing its service and offering to remain the most effective and convenient service.

· Consumer convenience by offering a variety of restaurants, grocery outlets and cuisines. 
· Partnership with Apple TV on “industry-first” group ordering. Allowing anyone on the same Wi-Fi network to place an order on their device and this sync to the main app to simplify group orders (Just Eat Takeaway in Switzerland, n.d.). 
 
[bookmark: _Toc120714430][bookmark: _Toc120715637]Rivalry between established competitors 
Because they are all vying for the same existing customers, established companies have intense competition. Since the product offers are frequently relatively identical, the businesses must make sure that their products offer a distinctive value to the customer to encourage use of the platform. Due to the lack of switching costs for the customer, the competition is heightened because it is always difficult to win over new customers or keep existing ones. Due to the similarity of restaurant menu prices across platforms, businesses must focus on areas where they may attract new clients. Just Eat achieves this by having the lowest delivery fees among its two main rivals.
[bookmark: _Toc120233884][bookmark: _Toc120233946][bookmark: _Toc120710883]
Figure 3: Delivery and Service Charge Comparison
	 
	Average Service Charge  
	Average Delivery Fee 

	Just Eat  
	5% 
	£0.50 - £1.99 

	Deliveroo  
	5% 
	£0.99 - £2.49 

	UberEATS 
	10% 
	£0.99 - £2.99 


(Hickey, 2022) 
 
[bookmark: _Toc120714431][bookmark: _Toc120715638]Bargaining power of Buyers  
Since consumers make up most industry buyers, they can impose the most influence and pressure on businesses to cut their costs while also requiring higher standards and better quality. Since the buyer incurs no switching costs, as was already explained, their negotiating position is strengthened. Consumers frequently rely their purchases on earlier reviews posted on the platforms. These reviews may cover factors beyond the brands' control, such food quality and flavour, as well as aspects like ordering simplicity and delivery schedules that are typically within Just Eats' control. Negative reviews can have the opposite effect from positive ones, depending on whether the company fulfils and/or exceeds expectations along with the restaurant. It is essential that Just Eat and its partners offer effective service and high-quality goods. While one client might not have much of an impact on their own, when several customers get together, the bargaining power increases. 

· Introduction of an “order pad” system for restaurants which sends notifications and order updates which helps to increase service reliability, customer satisfaction and helps to enhance customer loyalty. 
 
[bookmark: _Toc120714432][bookmark: _Toc120715639]Bargaining power of suppliers 
The restaurants that Just Eat partners with to fulfil its online orders are its suppliers. Like buyers, suppliers have some bargaining power with Just Eat because the companies are unable to change anything on their own. However, this power is magnified because there are so many different ordering platforms and switching is so inexpensive (Robinson, 2012). Some restaurants utilise their own online ordering platforms, which must also be carefully considered. The organisation must place a lot of effort to guarantee that their delivery service and processes are successful and efficient to win back customers and establish a strong brand presence. By taking these things into consideration, Just Eat can overcome competition that comes into the market. 
· Partnership with Getir in Europe to offer customers the full product portfolio via the Just Eat app (Just Eat Takeaway Newsroom, 2022).
[bookmark: _Toc120714433][bookmark: _Toc120715640]Just Eat Ethical Organisational Culture
[bookmark: _Toc120714420][bookmark: _Toc120715641]What is Organisational Culture 
Organisational culture is defined as the deeply ingrained attitudes, values, and beliefs of a company, as well as the perspectives of the employees and the emphasis they expect to place on their work, which have an impact on their attitudes and behaviour (Willcoxson and Millett, 2000). According to Neboja Janijevi, this may be seen as cognitive and symbolic (2013). The term "cognitive" refers to the common beliefs, norms, customs, and attitudes among the workers. As opposed to this, the symbolic creates the cognitive with standards, beliefs, and perspectives in both materialistic and non-materialistic aspects. This is demonstrated by both the company's branding and employee behaviour, including attitude and appearance (Lee, 2021).

[bookmark: _Toc120714434][bookmark: _Toc120715642]McKinsey 7s
The McKinsey 7s framework was first introduced in the 1980’s by business consultants Tom Peters, Robert Waterman, and Julien Philips. The strategic vision model was developed to help businesses, business units and whole teams and was used as a tool to evaluate and keep track of changes in an organisation's internal condition and how the business can be successful through seven 7 elements (Waterman, Peters, and Phillips, 1980).
[bookmark: _Toc120233885][bookmark: _Toc120233947][bookmark: _Toc120710884]Figure 4: McKinsey 7s Framework
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The 7S Model lists seven aspects that can be divided into "hard" and "soft" categories. While soft factors are softer, more intangible, and impacted by corporate culture, hard elements may be quickly detected and managed by management (Malan, 2003). 
 
[bookmark: _Toc120714435][bookmark: _Toc120715643]Shared Values  
The Shared Values are core beliefs that run through the company and the reason behind why the company was established. These values are defined by the company leaders, shared, and adopted by employees when acting on the company's behalf (Grimsley, 2019). 
These can often be identified by a company's mission statement or values and help to build on the organisational culture. Employees who adopt the shared values of the company become more aligned, their behaviour is reflected by this, and management becomes easier. Consequently, it is helpful when the culture of any successful organisation is founded on principles that are recognised, accepted, and upheld by all its employees (ManagementMania, 2012). 
 
[bookmark: _Toc120714436][bookmark: _Toc120715644]Core Values 
These core values help to determine the identity what Just Eat is, what Just Eat do and what Just Eat wants to be. The values for Just Eat are not only posted on their website, but they also define what the business does globally. 
 
[bookmark: _Toc120233886][bookmark: _Toc120233948][bookmark: _Toc120710885]Figure 5: Just Eat Values  
[image: Graphical user interface, website

Description automatically generated] 
(Just Eat Takeaway.com, 2021) 
 
Just Eat has built an established business model from these values which have been shared throughout to encourage and foster to enable employees to perform at their best, boost their motivation, and increase their commitment to the company. Moving forward the company wants to focus the company’s responsibility and sustainability. It has done this by creating a responsible business strategic framework that focuses on three key areas. This framework which can be seen below not only shares the outlook of the company, but also its employees and customers. 
[bookmark: _Toc120233887][bookmark: _Toc120233949][bookmark: _Toc120710886]Figure 6: Just Eat Sustainability Framework 
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(Just Eat Takeaway.com, 2021) 
 
[bookmark: _Toc120714437][bookmark: _Toc120715645]Strategy 
The model defines strategy as the comprehensive plan an organisation creates to establish and maintain a competitive advantage, successfully implement change, and compete in the market. However, success cannot be determined by the strategy alone; it must also be in line with the mission or values of the organisation and with all other components of the model. It is no longer just about the future of the company but had evolved to become more dynamic and adaptive (McKinsey & Company, 2008). 
 
Just Eats strategy is to partner with restaurants to enable customers to order a variety of food options of their choice in the most convenient and fastest way whilst, providing excellent customer service. They do this by offering more choices than their competitors ensuring that all choices are catered for (Just Eat, 2019). The strategy is clearly defined and communicated for employee and stakeholders which creates transparency and alignment for all. To enhance the strategy and remain competitive, Just Eat need to understand and identify the need to partner with more healthier food outlets and international food types to bridge the gap between their product offering and consumer demands. 
 
[bookmark: _Toc120714438][bookmark: _Toc120715646]Structure 
This represents the way in which the organisation is ran, the hierarchical position of employees and how individual departments relate to one another. Management of daily operations can be extremely challenging, if not impossible, without a solid framework due to the absence of accountability or authority. Lack of structure in an organisation leads to confusion and misinterpretation as there are no clearly defined roles (Ravanfar, 2015). 
 
Just Eat operate with a two-tier structure as identified above and both are responsible for the corporate activities throughout the organisation (Just Eat Takeaway, 2022). By having a clearly defined structure in place allows for employees to understand roles and responsibilities and how to access all necessary information. As the company operates in a plethora of countries and was incorporated in the Netherlands, in some companies such as the UK it may not comply with all specific regulations. However, they combine both centralised and decentralised decision making elements throughout the t organisation, bigger decisions that affect the whole organisation are made by the Management and Supervisory Boards, there are also decisions made by other departments or regions that are independent of the complete organisation To ensure that all cultures are represented, the organisation should strive to recruit employees from the countries in which the company operates into the management and supervisory boards.
 
[bookmark: _Toc120714439][bookmark: _Toc120715647]Systems  
Systems are identified as the procedures and systems, both formal and informal and cover everything from manufacturing to distribution of goods and services that support the strategy, structure, and make the organisation work. It is vital to understand not only the formal standards and procedures, but systems also govern how the organisation runs in practise, because most work is done through informal rather than formal methods (Sammut-Bonnici, 2015). 
Just Eat is constantly innovating within the business to make systems better, in their 2021 Annual Report, they welcomed ethical hackers to test their three lines of defence Bug Bounty Programme across all their operating markets. The organisation has robust system in place to account for all its restaurant partners and customer data to achieve a continuous, successful business model. 
[bookmark: _Toc120714440][bookmark: _Toc120715648]Style 
Style relates to the widespread management style and includes the code of conduct and the culture of the organisation. Ensuring quality leadership style throughout promotes and enhances productivity and job satisfaction of employees. It can be understood as the way things are done with the leadership style influencing pf staff behave; If the management endorses, celebrates, and exhibits cost transformation and control, it will generally embrace individuals throughout the organisation (McKinsey & Company, 2008).
Just Eats’ management style is to create an open dialogue with its employees to identify any possible issues that need to be resolved and so input can be given on strategic operations and tactics. The readiness of Just Eat to create organisational engagement and ownership among both employees and other stakeholders is a result of its participative leadership style and help to create a healthy workplace culture. For Just Eat to continually improve on their style which enhances the culture they need to adopt a zero tolerance for any ethical violations that happen at any of their restaurant partners and communicate this widely with partners, staff, customers, and stakeholders.
[bookmark: _Toc120714441][bookmark: _Toc120715649]Staff 
This not only relates to the employees who already work for the organisation, but also includes the hiring process of new employees, training, and development and how employees are retained. Other considerations are the number of employees, how diverse it is and what benefits and remuneration is included (Jurevicius, 2022). 
Just Eat has a wide, diverse talent pool globally and they ensure that all employees are trained effectively with the potential of growth within head office roles. However, as many employees are courier and sales representatives who work independently, without these employees being aligned to the business strategy and core values the business would not be a success. They ensure that they offer the right amount of flexibility, they offer two types of employment contracts for their couriers and sales representatives are provided with training to ensure they have the relevant skills and there are no inconsistencies with business approach (Natural Training, n.d.). For a more ethical approach, Just Eat could look to partner with companies to provide couriers with programmes to exchange to e-vehicles. 
[bookmark: _Toc120714442][bookmark: _Toc120715650]Skills 
This element of the model refers to the organisation’s skill and skills of those who are employed for then organisation. For an organisation’s success, it needs to ensure the staff have the right skills to achieve the goals and vision. A company may choose to “up-skill” their current workforce through various training methods or it may choose to hire new employees. An organisation not only needs the skills for the work that it does, but also for the activities carried out within various departments such as HR, Finance and Marketing etc. (McKinsey & Company, 2008)
Not only do Just Eat train staff the right people for the right job, but they also provide a “Skills Kitchen”. A link to culinary knowledge held by their restaurant partners for young people through a variety of mentoring, coaching, presentations and via educational institutions (Just Eat, 2019b). They also pay special attention to training and coaching within the food standards industry to improve their FSA (Food Standards Industry) Score (partner.just-eat.co.uk, n.d.). To further enhance this ethical culture, Just Eat could provide communication to restaurant partners on who has completed the training provided and how their FSA has improved after taking the course. 
[bookmark: _Toc120714443][bookmark: _Toc120715651]Barriers to Effective Culture 
[bookmark: _Toc120714444][bookmark: _Toc120715652]Beers Model
According to Michael Beer, there are 6 constraints that prevent Just Eat Takeaway.com culture from operating effectively 
[bookmark: _Toc120233380][bookmark: _Toc120233888][bookmark: _Toc120233950][bookmark: _Toc120710887]Figure 7: Beer’s Model 6 Silent Barriers 
[image: Six Silent Barriers to Performance]
(Free-management-ebooks.com, 2019)
It is stated that: 
These silent killers are always lurking unseen but when there is a change in strategy, that is when they come to the fore -- forcing companies to overcome them if they are to boost performance." 
(Beer, Eisenstat, and Foote, 2009)
[bookmark: _Toc120233889][bookmark: _Toc120233951][bookmark: _Toc120710888]Employees in the organisation are aware of these obstacles, but they are unable to have overcome them since they are a result of problems that senior management chooses to ignore.
To overcome these barriers and enhance the workplace culture and positively impact organisational efficiency Beer recommended: 

Figure 8: Ways to overcome Silent Killers (Beers Model Cont.) 
[bookmark: _Toc120233381][image: The requirements for high-performance teams]

[bookmark: _Toc120714445][bookmark: _Toc120715653]Recommendations for Just Eat to improve workplace culture
By following the recommendations provided, Just Eat can continue to build on the culture and efficient of the organisation. 
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[bookmark: _Toc120714446][bookmark: _Toc120715654]Conclusion 
The organisational culture of Just Eats benefits the company by enabling it to increase customer happiness by placing a strong emphasis on individuals, personal development, and organisational learning. However, the organisational culture is lacking in terms of encouraging excellence and exacting standards. Although Just Eat places a lot of emphasis on education, training, and growth, it pays little attention to individual performance. Just Eat could make progress in one area by emphasising excellence and high-quality production in its organisational culture.
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Our values are defined by three simple words: Lead, Deliver, Care. They undery

Our Values

we do, both locally and globally.

everything

Here is what those words represent for Just Eat Takeaway.com:

#lead

we're proud to be a global leader in the

online food delivery market. Not just in
restaurant choice and order numbers, but
also by creating innovative and sustainable

solutions.

#deliver

we deliver more than just fontostic food,

both to our customers and ourselves. We
work together to ensure success and grow

our business.

#care

we core for our customers and restaurant

partners by understanding their needs. This
care olso extends to society ot large, from

ethical choices to environmental initiatives.
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High Performance
teams need:

Senior Executives'
role is to:

A culture that promotes an open &
honest discussion when teams.
underperform

Setteam priorities
Ensure team has the ‘right staff
Set appropriate expectations.
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Recommendation

Steps to take

Outcome

Build strong employee

relationships

Management plays an integral role in
shaping the culture in the
organisation. If the relationship is
weak, employees feel disconnected

with no sense of belonging.

Encouraging employees to build
personal relationships

Provide team building exercises
Encourage team meetings to
happen outside of usual place of
work

Hold “all-employee” conferences
Encourage “non-work” catch ups &
meetings

Set up daily check-ins with couriers

and lone workers

Employees feel more successful,
build deeper connections, and
support a more positive workplace
culture when managers act as
mentors, actively support employee
development, and connect them with

opportunities.

Transparency &

Communication

The way employees interact with one
another is a key indicator of

organisational culture.

Have clearly defined and
communicated job roles

Encourage bottom-up feedback on
new systems, projects, and ways of
working

Hold open reviews following projects
to discuss success and failures
collectively without individuals being
singled out

Helps managers and employees
communicate more openly with each
other to breed more trust throughout
the organisation. This openness leads
to greater collaboration, mentorship,
and inspiration which all help with

building a strong culture.

Provide development

Helping employees with career

Encourage employees to build a

Employees feel invested in and see
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and training

opportunities

advancements and achieving goals.

growth plan for their future within the
organisation

Managers to track and provide
suggestions on steps to take to
achieve plan

Promote external training where

possible

there are clear development
opportunities within the organisation.
Consequently, enhancing operational
effectiveness as they are less likely to
look for alternative career
advancements if there are
opportunities in their current roles. It
also provides accountability as to who

is promoted and why.

Set employee
expectations and

provide recognition

Employees who are recognised and
rewarded for their efforts are more
aligned with a organisations core

values.

Set team and individual targets that
are clearly communicated and
measurable

Provide recognition regularly via
feedback

Communicate recognition company
wide and provide rewards for

achievements

Help employees find meaning in their
work, boost motivation, reduce
turnover, recruit stronger applicants,
and reinforce positive attitudes and
behaviours. Feedback increases
engagement because it promotes
trust between managers and
employees, fostering a secure,
trustworthy culture where employees
believe their ideas matter and

influence decisions.
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Political
Growing political tensions and instability in various countries have an impact on industry growth and
reduce Just Eat PIc's potential for expansion (Russia — Ukraine War)
Changes in government policies such as the ban on junk food advertising in the UK (Department of Health
and Social Care, 2021)

Economic
Cost of living crisis and inflation reduces takeaway orders. Reduction in 32% in 3 months from September
2021 (Bradshaw, 2022).
Increased labour costs — with many countries raising national minimum wage, Just Eat receives less
margin from profits (Frontier Economics, 2020)

Social

e Changes in consumer attitudes with a shift to a healthier lifestyle means Just Eat need to make an adjust
in their marketing strategy to focus on healthier foods.

Technological

o Customer expectations in the technology have changed because of the advancements and widespread
use of mobile technologies. To be competitive, Just Eat must not only satisfy and manage these

expectations but also invent new products and services.

Legal
Although Just Eat do not deliver food, they need to adhere to Health and Safety regulations set out by the

relevant countries’ government, also ensuring that the restaurant vendors adhere to this also.

Environmental
Consumers are now more environmentally friendly and with a focus of recycling, Just Eat need to work
with vendors to create more sustainable and recyclable packaging and adhere to country regulations
Carbon footprint reduction — Just Eat need to focus on reducing the carbon footprint left from couriers
using cars for short delivery journeys by implementing alternative delivery methods (JET Global Press
Office, 2021).
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