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Workplace culture at UWTSD Birmingham
Introduction:
Workplace culture plays an important part in any organization and it defines the character and the personality of the organization. Workplace culture is often guided by the organizational values, beliefs, traditions. It represents the DNA of the organization and makes it unique. According to Hofstede et al (2010) rituals, symbols, heroes, and values define the concept of culture. For this report, UWTSD Birmingham will be used and this organization will be analyzed to understand the workplace culture. UWTSD Birmingham is a branch of the university of Wales Trinity Saint David and this learning Centre gives many students and many mature students another chance to the educational path. The first part of this report will critically analyze the macro environment of educational sector using PESTEL analysis tool. The second part will look at BLC using the cultural web and how the modern technology affect the organizational culture. The final part of this report will identify and explain three ethical dilemmas that the manager of BLC needs to resolve and the impact on the organization, external parties, and employees. Once the analysis has taken place, recommendations if any will be given to conclude this report.
1:  Analysis of macro environment using PESTEL:
UWTSD Birmingham is an educational learning centre that aim to give the opportunity to people from many walks of life to access higher education (University of Wales Trinity Saint David,2020). To be able to understand and analyze BLC, it is important to analyze the macro environment of the educational sector using the PESTEL analysis tool. According to Perera (2017) “the model appraises each of the key factors, which are directly and indirectly affecting the business performance so that strategies could be developed to overcome the issues for a better market position”.  Furthermore, a better understanding of the external market and how it will affect the business tend to minimize the risks of the failure and can save time and money (Thomas, 2007).  The PESTEL compromises of six environments that influence business such as political, economic, social, technological, environmental, and legal.
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Political:
Political environment plays an important part to many industries or sectors as the decisions taken by the government could affect them. In the UK, the two big political parties have some big differences in ideology, and this can also affect the educational sector therefore, the political environment can be difficult to predict for businesses as policies can change along with the government.  Many political factors can influence the educational sector but let us look at the three factors such as higher education budget, student’s debt, and Brexit. BLC must adjust to the educational sector changes and adapt to be successful.  Per graduate, £27,500 is received by the university for the duration of 3 years degree and it is 5% drop since 2012(Britton et al, 2019). This budget is still quite considerable especially with a higher number of intakes that most universities tend to have. BLC can benefit from this budget to attract and hire new staff, to invest in new resources and to create a good learning environment. However, with more students, more resources, more staff, and bigger premises may be required, and this can have a big impact the budget.  Along with the budget, student debt is another factor that can affect this Centre.  Coughlan (2017) argue that fears of debt may stop students from working class to apply to university compare to other classes. This can be a barrier that could affect UWTSD Birmingham as many of the students attending the university tend to be from working class. However, in the short time, UWTSD Birmingham managed to find solutions because the Learning Centre keep expanding and most learners come from working class. The next big political factor that will affect the educational sector and UWTSD Birmingham will be the uncertainty about the Brexit and the impact of this on the foreign students. The way this political factor will affect UWTSD is difficult to predict but some of the students who attends UWTSD Birmingham are from European origins. However, to minimize the impact, UWTSD Birmingham will have to attract the settle statues potential students living in UK.
Economic:
This environment represents the economic factors which can affect businesses and consumers such as Economic growth, interest rates, job market.  The actual situation with Covid-19 will affect all these factors and will challenge the educational sector. Although the full impact of the Pandemic is not yet known, UWTSD Birmingham will face some challenges and this may reduce students’ interest in higher education and create a bigger fear of debt. In the similar lines, the actual economic impact is not yet known but UWTSD Birmingham may have to make so cost cutting measure to minimize the impact of the Pandemic. However, with all difficulties comes opportunities and UWTSD Birmingham still managed to start new intakes while the Pandemic was at his pic which shows that UWTSD Birmingham can adapt and react to new challenges. 
Social:
Social environment is where people live in and their   social and cultural circle. They are many social- cultural factors that can act as a barrier to higher educational sector. Social factors such as poverty and working-class culture tend to play a role in students attending higher education. For example, 25.6 % of free school meal pupils entered higher education in 2016/17 compare to 43.3% of non-free meal pupils and 61.4% students from independent schools or colleges entered higher education compare to 22.4% from state funded schools ( department of education 2018). Along with social barrier to higher education, they are some cultural barriers as well, for example students of gipsy/ roman origins are less likely to attend higher education due to their way of life. Only 5.1% of students from that origin were estimated to join higher education in 2016/17(Department of education,2018). Although these factors will affect UWTSD Birmingham like many other educational institutions in attracting new students, but it also gives an opportunity to create a niche market for the learning Centre. Birmingham Learning Centre managed to attract many students from these social- cultural environment and UWTSD Birmingham reputation is growing fast among people from that social sector. 
Technological: 
Technological environment refers to how science and technology progress tend to affect businesses. Technology is improving fast and this allow the sector to have the resource required to have online courses as well as online lectures and this tend to help the sector to ad value to the higher education. In the actual climate related to the pandemic, Technology is playing a massive part in UWTSD Birmingham teaching programs for example all the lectures are delivered online. However, with technology improvement comes with some challenges too such as Data protection, online security and UWTSD Birmingham must stay on top of this issues by either creating awareness, training, or investing in new technological tools. 
Environmental: 
Environmental sector is an important sector to many industries including education as it is important to preserve and manage natural resources. They are an awareness about the environmental issues and the education sector is trying to play his part. Factors such recycling, walking, or cycling to university and energy saving measures are some of the factors that UWTSD Birmingham is trying to implement and educate his students. Although Birmingham Learning Centre is trying to implement these changes to the building, but it is an old Centre and it will require some time and investment. 
Legal:
This is the rules and regulations that influence business code of conduct. Many legal factors are part of the higher education system such as discrimination law, disability act, employment law, Data protection law. These laws are there to guide and protect UWTSD Birmingham as well the stakeholders of the university. So UWTSD Birmingham must act with these rules and regulations otherwise it could face consequences. For example, due to the Pandemic, it became illegal to give face to face tuition until further notice. UWTSD Birmingham may have invested in new technology or training but this also gives an opportunity to create some online courses in the future. 
2: Analysis of the culture of UWTSD Birmingham using cultural web.
Culture is a way of life for a group of people using stereotyped patterns that are passed on from one generation to another by the means of imitation and language. (Barnouw, 1973). According to Alvesson(2012,p2) “ culture is highly significant for how companies and organizations function: from strategy change to everyday leadership and how managers and employees relate to and interact with customers, as well as how knowledge is created, shared, maintained and utilized”. In the modern days, this culture can give the competitive edge and lead to the success of the organization. To understand and analyze the organizational culture, Kevin Scholes and Gerry Johnson created a tool known as cultural web. This tool has six elements that give a framework to understand and analyze the culture. Elements such as Power Structure, Organizational Structure, Control System are mainly for the big while Stories, Control System, Rituals and Routines are for everyday life. All these elements tend to be linked to the Paradigm which is the goals of the organization. 
Cultural web of UWTSD Birmingham:
Stories: 
The stories of the organization tend to highlight the past and are often talked about amongst employees. According to Browning and Morris (2012, p12) “stories are more interesting than mere facts because cognitive processes that draw casual relations among important elements of the story give the listener work to do”. UWTSD Birmingham stories reinforce the beliefs of the students as the central to Birmingham Learning Centre. Most stories told both internally and externally are either based on student feedback or based on staff experience with or of students. UWTSD Birmingham beliefs are fundamental to the continued success of the Centre. All members of staff share in the centrality of students and their learning experience, as all roles have at least some relationship back to the student’s timetable, activities, or needs. Birmingham Learning Centre does not tend to have consistent heroes. Rather, the focus is on providing opportunities for different members of staff to rise into a heroic role at different times, or within different spheres. This element of cultural web for Birmingham Learning Centre tend to give students and staff the chance to write their own stories and to play a part in the organizational culture. The first student getting their degree from this Centre will be part of future stories that will be told amongst students and staff. However, not having existing stories or heroes, could be challenging for the Centre because students and staff may need to see some evidence to join the organization.
Symbols:
Symbols represent the organization such as logo, building, dress code and use of language. BLC uses the shield emblem that can be found with the emblem of the University of Wales trinity St David and along with the shield, English and Welsh writing can be found. This symbol shows the connection and link of Birmingham Learning Centre to the University of Wales Trinity St David. There is a sense of belonging and history for the Centre, however some of the students may not feel this way due to cultural and geographical differences. Other symbols that can be found on the Learning Centre website and inside the building are the students’ images. This tend to give new students a sense of belonging and connection to the organization. 
Power structure:
This structure is about who oversees the decision- making and how the power is distributed in the organization while keeping up with the core values and strategy of the organization. In Birmingham Learning Centre, power is centralized to Stephanie Meyer who is the Academic and Centre manager and radiates out from there to other members of the team who hold leadership roles. In this system, power is given from authority but also earned through demonstration and ability. The core assumptions of the leadership focus primarily on the organization’s shared goals and all members of staff have a deeply held belief in the values. the benefits of this type of power structure is that everyone known who is in charge and makes the decisions. It also gives opportunities to willing staff to develop into a leadership role by hard work and dedication. However, this type of structure has his limits if the Centre develop into a bigger organization then this power structure may not work, and a more decentralized power structure could be required. 
Organizational structure:
Hierarchical, flat, formal, and informal are organizational structures and this element of cultural web highlights the structural composition of the organization. Birmingham Learning Centre has simple structure for the moment, and it is quite a flat structure. There are a few steps of hierarchy that exist between the members of the team and a more informal approach is taken in the Centre.
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Figure 1: BLC’s organizational Structure.
The benefits of this type of structure is that the communication is simpler between people and less time is wasted waiting due to the lack of hierarchy. However, this structure will develop organically or not when the Centre will develop into a more complex organization. the structure of this Centre will have to adapt to the demand of the Centre. 
Control System:
Control system is the way the organization is controlled and managed from financial to reward systems. All UWTSD Birmingham control systems relate back to the experiences and outcomes of students. Staff measure their own success against metrics such as the student retention rate, the student academic success rate, and the formal student feedback. The BLC firmly places emphasis on reward and development rather than punishment. Like students, punishment is always seen as a last resort for staff members. BLC rely on staff and their belief in the core values and objectives and expects that those who go above and behind will be rewarded and provided with accolades and recognition. Those who fall short are first provided with opportunities to learn and grow, and with support. This kind of control system tend to give the employees the room to develop and progress as well taking responsibilities in the organization. in this type of control system, there is opportunities to highlight yourself by good work and dedication. However, without a precise reward system, certain member of staff may not feel capable of achieving the heights needed to receive accolades and recognition. 
Rituals and Routines:
Rituals are important for the organization and tend to reinforce the organizational culture. While routines tend to focus on how employees interact with each other and carry out activities. Rituals in BLC are based around students such as student enrolment, assessment period, and staff-student committees are part of this rituals. The BLC’s rituals emphasize the importance of students to the process. Staff build their own job roles around the belief that each job should, in some way, develop the experience of learners. While all routines in BLC start from the point of the student routines. The primary focus of each department or team’s schedule is the necessity to be accessible to students, for example by help desk or phone in hours. All other work routines are organized around this central focus. This type of routines emphasizes a student- focused approach to work. This type of rituals and routines are very good for the success of students in BLC but can sometime lead to over reliance on staff and reduce the experience of independence. 
How technology changes affect aspect of organizational culture?
 Technological changes can enhance communication, reduce paperwork, provide data, information, and knowledge. those technological changes will affect certain part of the cultural web and hence the organizational culture. For example, organizational structure may be affected by the changes, such a new position is created, or an old position is made redundant. Furthermore, less physical space may be required such as classes or storage rooms, for example, online classes may replace the face to face classes. However, this may not suit everyone, as the loss of human contact may be detrimental to certain individuals. Along with the structural changes, control system and power distribution are affected too by the changes in technology. Due to the Data, information, and knowledge available, there is more transparency and accountability for the staff, hence success and failure will be better monitored and could result in reward or punishment as well as certain individuals loosing their position of power and others gaining it. However, technological changes tend not to affect to much the stories, symbols, rituals, and routines of the organization to create a cultural change. 
3: Three ethical dilemmas on the management of Birmingham Learning Centre.
An ethical dilemma is when a person is faced with two chooses that conflict with each other. An example of this could be when a friend has cheated during an exam and you know about it. Do you tell the truth and risk of losing friendship or do not tell the truth and protect your friendship? Another example of this could be when selling your car , do you tell the truth about the condition of the car and risk not selling in or do you hide certain details about the car to sell it. organization faces dilemma too and according to Mattes (2010, p2) “the classical dilemma between formalization and flexibilization has never been fully resolved and maybe cannot be solved at all”. Let us look at three dilemmas that BLC faces: 
Dilemma 1: 
At BLC, agents are used to recruit students and unfortunately when there are financial gain then certain recruiting techniques used may be unethical. The manager of BLC must choose between parting company from these agents and risk loosing new intakes or carry on as it is. The benefits of leaving those agents are that it would be morally right, and it would enhance the image of the organization amongst the stakeholders and the employees’ job may become easier. However, the challenges would be that this may reduce the numbers of new intakes and create financial difficulties for the organization and even loss of jobs amongst staff.
Dilemma 2:
Unfortunately, certain students tend to join BLC to access student loans and grants but however, they are not really interested in studying. The ethical dilemma is that either the manager reports them to the authorities or let them carry on as normal students. The benefits of reporting them would enhance the reputation of BLC as well as creating a better environment to study for the rest of students and make lecturer’s job easier. However, it would be challenging to prove it as well as it could lead to loss of revenue for BLC.
Dilemma 3: 
close friend and colleague of the manager is not performing well at his duties.  Does the manager reprimand him and risk creating friction or let him carry on as if nothing happened? The benefit of acting would create a better organization as the manager would set a good example for the rest of staff. However, the friendship may suffer, and it may create a fear a failure amongst certain employees. 
Conclusion:
The workplace culture is an important part of any organization and tend to make the difference against competition. BLC has understood the importance of creating a good culture where employees and students play a key role in developing and enhancing the organization and its culture. Going forward, certain aspect of the culture such as organizational structure, power structure will develop organically to accommodate the future needs of the business. Furthermore, an understanding of macro environment as well the microenvironment tends to help set goals and according to those goals, workplace culture can be aligned to achieve the best results. 
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Appendix:
Questionnaire sent to Stephanie Meyer (academic and central manager of BLC)
What core beliefs do stories reflect?
How pervasive are these stories?
Who are the heroes?
Which routines are emphasized?
What behaviour do routines encourage?
What are the key rituals?
What core belief do they reflect?
What is the most closely monitored/controlled?
Is emphasis on reward or punishment?
How flat or hierarchical the structure?
How formal and informal?
Do you have the organizational structure?
How the power is distributed in the organization?
What are the core assumptions and beliefs of the leadership?
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