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This report will look at how culture effects an organisation and analyse its affects on the working environment. It will look at different types of cultures and how culture drives behaviours of employees.

[bookmark: _Toc117245004]What is culture?

Culture is very complex and therefore difficult to describe and yet it defines the way people interact with the world around them. So, it is sufficient to say that culture directly impacts the workplace as the workplace is made up of people.

People have evolved to be highly cultural and as a consequence spend a lot of time communicating about how to navigate the world around them. One of the reasons it is so complex is that people cover up their intentions whilst communicating cultural issues and don’t realise that they are doing this (Argyris, 1957). Inspecting one’s moral compass is taboo as is many aspects of culture and as a result it is difficult to communicate culture without observing other cultures and their differences, and even then, it is difficult to define if these are cross cultural differences or not.

There are many different definitions of culture. Some quotes are as follows:

“Culture is a pattern of shared basic assumptions that a group learns through solving problems of external adaptation and internal integration.” (Cartwright, 1999)

“Culture is the collective programming of the mind that distinguishes the members of one group or category of people from another.” (Hofstede, 2001)

“A pattern of basic assumptions - invented, discovered, or developed by a given group as it learns to cope with its problems of external adaptation and internal integration. That has worked well enough to be considered valid and, therefore, to be taught to new members as the correct way to perceive, think, and feel in relation to those problems” (Schein, 2017).

“All social behaviour is embedded in a particular context and connected to other deeply held values and beliefs. This means that the stakes are high for mismanaging cultural differences” (Hoecklin 1994).

In essence these quotes are highlighting that culture is partly invisible as it resides in the minds of the people within the culture. This is made up from the fundamental assumptions and beliefs of these people and the values and attitudes that those beliefs foster. This is all part of the invisible part of culture. 

These then become visible when people consolidate how things are done which in turn produces a particular set of behaviours that define the culture. This then creates the environment or “vibe” and mood of the culture. This is the visible dimension of culture or the “way we do things around here”, in other words it becomes the paradigm that the culture operates in.

Culture therefore provides the ethics in which a group of people operate whether at a national, community or workplace level.
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All the quotes share common theme, which is that culture is a shared thought process that helps resolve problems. As such, the consensus should be that culture is therefore integral to an organisation’s success at the very least. To reinforce this consensus there has been a lot of studies over the past 20 years in the field of performance measurement. 

In studies, Pande and Holpp, (2004), Womack and Jones, (2003) and Dettmer (1997) all concluded that there is a need for using performance measures to drive and sustain business improvement.

Even though performance measurement publications (such as Hoque and James 2000; Davis and Albright 2004) suggested that businesses perform better using formalised performance measures, other research (Neely et al, 2004; Ittner et al, 2003) suggest that a balanced scorecard can make very little difference to performance or it is dependent on how it is used (Braam and Nijssen, 2004).

It is not simply good enough to have a good balanced scorecard to be able to drive performance, it is also important (and arguably more important) to have a good workplace culture.

Studies demonstrate two distinct observations: 

1. Organisational culture and management styles have an impact on how performance measurement systems are implemented and used, thus affecting their success or failure.

2. Performance measurement systems can affect management styles and, to a certain extent, organisational culture.

This shows the importance of workplace culture, even over performance measurement. A bad culture can devalue a good performance scorecard and render it ineffective. Some studies also show that culture has an affect on all employees and as such will affect workplace performance although it is difficult to establish how this works exactly as the relationship is not yet well understood (Hosftede, 1980; Handy, 1985; Schein, 1985; O'Reilly and Chatman, 1996; Burnes et al, 2003).
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There are various models that highlight the affect of culture on the workplace. 

Schein (1988) proposed a model that looks at three levels of culture. The first level is called Artefacts and describes the visible side of culture which would include the physical space, technology, and written/spoken language. The visible behaviour of persons also falls into the artefact category as this displays the norms that people exhibit in the day-to-day roles of an organisation.

The second level of culture is called Espoused Values and relates to persons beliefs which become the paradigm by which the group operates and use these beliefs to form their actions and behaviours. A consensus of ethics is agreed on and are used to justify processes.

The third level is Basic underlying assumptions which refer to unconscious responses. These are learned and are used to form a basis of respect which allows individuals to collaborate or compete without relationships breaking down. These underpin interaction between individuals and companies.

Schein’s model for culture allows separation of the invisible and visible aspects of culture. This is important for identifying what is going right or wrong in a culture. It is often a scorecard or measurement process that is examined when a business is struggling. As these measurements fall into the artefact level and are therefore visible, they are often the first area criticised as they are easy to put your hands on.

However, by identifying different levels of culture that are invisible the model allows for a critical analysis of other areas of culture that could be driving a poor performance. For example, is the honesty of workers compromised by a sense of injustice? Are the underlying assumptions of employees different to those of the company? Is this driven by inappropriate management styles?

By highlighting the different levels of culture this model allows different questions to be asked and therefore gives a wider net for investigation.

Handy’s Culture is another model that looks at four culture areas. These are the Power Culture, Role Culture, Task Culture, and the Person Culture.

The Power Culture revolves around a centre of power that pans out, and closer a person is to the centre, the more influence they have. This allows for a quick response to events as there are a few decision makers but means that the success of the organisations relies mainly on a few people making the selection of these individuals critical to any success.

The Role Culture relates to system that is held up by pillars. These pillars are the separate roles that are required to make the organisation run. Although individuals fill these roles, it is the roles rather than the individuals that make the organisation run. The roles are standardised making them the main power of the culture. Power is a negative force in this culture as rules and procedures are the main influence.

Task Culture relates to a project-based culture where the project and the end goal is the emphasis. It is a team culture where the outcome is more important than the individual success of any person. Power and influence are dispersed in this culture as teamwork is the main focus.

Person Culture is a more of a rare occurrence as it relates to the individual being the focal point of the culture. It exists to serve the individual within it rather than any overriding objective. The individual can leave the organisation but cannot be evicted as the organisation is there to serve them. Individuals are recruited for their expertise in a field like a make up artist for an actor or popstar for example.

Handy’s model is better used for identifying what type of culture model is in operation as opposed to Schein’s model being better for identifying problems within a particular culture. They are both useful but in different ways.

The strength of Schein’s model is being able to identify visible and invisible culture attributes. This is ideal for problem solving as you can isolate areas for attention and enables an organisation to ask the right questions when something is going wrong or pinpoint why something is working well.

The strength of Handy’s model is that it can help you identify what type of culture is being used in an organisation which helps to maximise those cultures strengths and helps you be aware of what those cultures weaknesses may be. This helps you get the most from the culture that is in operation.

[bookmark: _Toc117245007]Culture Model Application

Applying the models to a sales department in an energy company, it is clear to see that the Role culture is in operation from Handy’s model. Departments are siloed to provide different services to the organisation’s customers. Each department operates independently and all fit together to service the customers. The sales department brings in new customers while the customer service department services the customer accounts. The engineers provide customer solutions in their home whilst the job booking team manage the customer appointments.

Finance and IT departments also contribute to the overall running of the organisation. These are all separate roles that provide an overall service for the customer. Rules and procedures manage these roles as opposed to centralised power. Any individual can be replaced as the roles are so well defined and they all individually recruit and have training programmes to train new starters the roles.

Schein’s model, when applied to the sales role provides insight to low performances. The culture in the sales team used to be an uncapped reward scheme that promoted hard work and consistent high sales. This worked because employees felt the harder they worked, the more money they would receive. This was the Espoused Culture that drove the Artefact Culture in relation to employee behaviour. The belief that hard work paid off meant that behaviour was industrious.

However, during the pandemic when sales agents were working from home this ethos changed. Not only did the commission become capped, but the scorecard also now required a certain number of sales before any commission was paid.

This triggered an unconscious response in employees. An assumption was made that their company now had a low budget for commission and the sales agents were now fighting for a pot of money with the lower performers each month not receiving any commission at all.

This led to demotivation and the organisation did little to explain their new position and why the changes were necessary and fair.

The new espoused culture quickly triggered new procedures that targeted low performers in an attempt to improve their performance, but this only led to more demotivation and employees feeling micro-managed.

In conclusion, with Schein’s model you can clearly see how the invisible culture spreads to the visible. How changing the Espoused Culture had a knock-on effect to both Artefact and Unconscious Response Cultures. Through this example it is easy to see how the different levels of culture described in Schein’s model affect each other.

Handy’s model can identify culture types to maximise efficiency, but Schein’s model is more useful when things start to go wrong to identify where things are breaking down.


[bookmark: _Toc117245008]Evaluating an Organisation within its Broader Environment

Culture models can help to describe the unwritten rules of society, the expectations, and norms of how to behave in social life. They can be used to highlight child parent norms or different age and gender norms for example. It is a mistake however to think that they describe each and every individual from a particular culture or society.

There is a lot of variety and change in society and this is why each culture is immensely complex. Not only are there vast differences between individuals, but there is also constant flux in individual and societal norms. This means that using models is best to understand a culture rather than stereotyping a culture. In stereotyping the culture, you run the risk of making models religious.

Rather Lie (2003) describes culture as an identity, and this organisational culture identity needs to be evaluated against its broader environment as it needs to compete in that environment and must remain in touch to keep its employees happy and also to be relevant in the marketplace.

If an organisation does not evaluate its culture identity within the context of its broader environment, it runs the risk of coming to ruin. Culture is unconscious but identity is conscious so there must be regular checking to make sure the two still align.

The organisation must ensure that it does not hold a closed-world ideology which has an assumption that the unknown or unclear is automatically wrong. The open-world assumption is that the unknown or unclear requires further investigation and merits discussion or explanation. This allows an organisation to remain relevant as it is open to new cultural concepts.

An example of this is working from home. Many companies would not allow their employees to work from home as it was an unknown practice on a large scale. Along comes the pandemic and many companies needed employees to work from home to keep the business running and now most companies still allow homeworking despite there being no pressing requirement to do so. Organisations would have saved a lot of money if they had already been set up for working from home on mass before the pandemic hit. They lost months of revenue setting the homeworking system up.

This is an example of an organisation not evaluating the broader environment and culture until they were forced to. People have been working from home for years. The gaming culture for example had adapted to this for years. Gone are the days when you had to all be in the same location to play with your friends. Computers allowed for remote interaction at high speed in real time for over 20 years.

In a SWOT analysis this would represent a lost opportunity and an actualised threat. Knowing that the culture for this energy company is a Role Culture this report will assess further strengths, weaknesses, opportunities, and threats.

	
	Strengths 
	Weaknesses
	Opportunities 
	Threats

	Political
	Influence with national energy policy due to large size of company
	Pollical changes can have large impact on profitability
	Able to influence political environment with large unions
	Public opinion can affect profitability and customer acquisition

	Environmental
	Provides essential services for the public
	Large company that takes time to adapt to environmental changes
	Able to influence the wider market with forward thinking products and services
	Regimented roles make it difficult to change the organisation quickly

	Technical
	Dedicated systems for each individual role maximising efficiency
	Non-flexible system. Costly to update
	Stay ahead in systems and equipment
	Fall behind with systems and equipment losing ground on competitors

	Legislation
	Fully compliant with legislation
	Costly to update legislation changes
	Able to lobby registrational changes
	Not keeping up to date with changes in legislation. Fines for misconduct are high

	Financial
	Large company with high turnover. Established
	Large overheads and costly role changes
	Growth opportunities are endless
	Risk of fines. Commodity prices can affect profitability drastically



The role culture in essence gives good advantages and opportunities with the wider environment but can lead to stagnation and falling behind the market if not properly monitored. This is because it is mainly governed by rules and procedures that tend not to change much over time, hence keeping the business in a strait jacket.

Even though there are marketing teams who try to innovate products and services to be relevant to the wider market, the processes in place mean that implementation can be difficult. Where the departments are siloed, it also provides a barrier between the people doing the job and the people planning the direction the company needs to go in. This is a problem because the customer facing workers are not involved in the planning process even though they have their finger on the pulse of what customers want and need.

In summary the strengths of the role culture in this way becomes a weakness. People are skilled in their individual role and are able to give a high level of service as they become experts in their individual role, but that expertise is not always passed on to other departments who could use it to innovate new ways of working. In this sense the role culture is its own worst enemy in relating to its broader environment. 
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In a role culture the power is within the roles themselves and the legitimacy of the respect of the office rather than the individual (Pheysey, 1993). This causes a situation where leadership is more invisible, and leadership tend to “sale” to its workers rather than dictate. This selling is in between telling and consulting (Quinn & McGrath, 1958).

This presents a problem that is part of any selling situation, the customer needs to accept the sales pitch being espoused to them for sale to be successful. This places a lot of likelihood for success on the leadership and how good they are at selling.

As Sims put it, ‘‘what top managers do, and the culture they establish and reinforce, makes a big difference in the way lower-level employees act and in the way the organization as a whole act when ethical dilemmas are faced’’ (Sims, 1992).

The ethical behaviour present in the energy companies’ sales department has demonstrated how culture can descend rapidly when leadership don’t sale their vision to employees in a convincing and satisfying way.

Peterson (2002) cited those employees who feel that their organisation is concerned with their welfare are far less likely to engage in deviance. It is far more likely for employees who feel unvalued by their employer to perform acts of deviance.

This idea was born out in the energy company when employers advised their engineers that they had to sign a new contract with more hours and proportionally less pay due to financial restraints imposed by the pandemic. This was done unethically as the company threatened a fire and rehire policy for engineers that did not comply. This led to a feeling, not only in engineers but in a lot of employees that the organisation did not value them and was only concerned with profits.

This culture led to deviant behaviour form both engineers and office staff. A lot of engineers left and to become independent leaving jobs unattended. They also took customers with them by offering to undercut the organisations prices.

The knock-on effect was that the organisation received a lot of complaints as they could not attend their bookings which led to more pressure on office staff who were subsequently taken from their normal work to deal with the crises. This led high sickness amongst office staff who could not cope with the new roles they were thrust into.

The failure of the leadership to “sale” the new way of working to engineers and office staff led to a change in culture. The culture was now to look after yourself whatever the cost to those around you. This started with the leadership attempting to reduce outgoings without considering the impact to engineers and filtered down through the company.


[bookmark: _Toc117245010]Summary

In summary, the ethics and culture espoused by the leadership will be replicated by the company as a whole. By taking a stance that severely damaged its employees the leadership changed the culture and provided an ethical atmosphere of self-preservation. This confirmed Peterson’s prediction that deviant behaviour is most likely when employees feel their employee is not concerned for their welfare.

It also confirmed Pheysey/Quinn and McGrath’s notion that leadership needs to “sale” its ideology to its employees especially in a role culture. Failure to do this or even to do it poorly causes a disconnect from employees and in turn provides an atmosphere where deviant behaviour is likely to flourish and this in turn will cause detriment to the company as a whole.
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