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Culture in the workplace is dictated by various different influences. It impacts an organisation in all aspects. Culture is, arguably, the key to a company’s success (Alvesson, 2008). Without a stable, yet positive, culture an organisation has the potential to collapse. Culture is at the heart of any successful organisation and should be as important as other business factors. 

This assignment will look to delve deeper into culture and attempt to understand it’s importance in an organisational sense. Initially looking at the importance of culture, this report will continue to discuss culture within an organisational context to shed light on how culture is implemented. Following this, the broader environment is raised and discussed. The final part of this assignment will look to culture and ethical behaviour. 

[bookmark: _Toc118304857]Importance of Culture

Organisational culture is recognised as how people behave and conduct themselves in a working environment (Sinclair, 1993). It defines the behaviours, values and attitudes of employees under the organization. The culture within an organisation should be organic and consist of shared beliefs and values amongst peers. An organisation should have core elements of the organisation embedded within their culture, such as values, beliefs and attitudes (Hofstede, 1998). The culture will shape employee perceptions, behaviours and understanding to merge with those ideas of the organisation (Sinclair, 1993). 

Any organisation needs to begin with a vision that can then incorporate their values, beliefs and purpose (Oakland, 2011). The success of an organisation is dependent on how well the business can implement the cultural ideas and move towards the common goal. The culture of an organisation should drive the business towards a common purpose (Oakland, 2011). 

A positive organisational culture allows employees to understand the context of their work. Employees should also feel that they are valued as a result of a positive organisational culture that is embedded within a successful company. 

Hofstede (1998) found that although many companies did try to implement a positive workplace culture, this was not because of the employees. In fact, he concluded his studies stating that employee values and organizational values tended to be unrelated and not overlap. Conversely, Wilson’s main argument in organizational culture is that employee values are derived from said culture (2001) The messages employees pass onto customers, communicate with peers or view in offices are all impacted by the organisations culture, resulting in employees’ own opinions and values being altered. Organisational culture is typically a creation based on those who work under said organization. It is determined by the personalities of the employees, hence the importance to hire employees that will best suit ones already established culture (Waisfisz, 2015). Organisations must hire prospective employees based upon how well they will adjust under the culture of said business.

Management plays an integral role in organizational culture. Managers are able to control and influence the culture within an organization and should try to positively contribute in this field (Sinclair, 1993). When things go wrong, managers typically look to amend the culture as a resolution. A study was conducted to show the importance of “top management” in implementing and cascading organizational culture throughout a business. Top management has significant direct and indirect influences on employees’ attitudes towards their working life (Hu et al, 2012).
Culture is the defining factor as to why people think and behave, they do within their own, individual workplaces (Mullins, 2016). There are silent rules within organsations that employees abide by, but do not discuss i.e. uniform, profanity, punctuality etc. These types of behaviours grow a positive, ambitious culture around the business. There could be grave implications for companies that do not allow a flowing and growing organizational culture within their workplaces (Wilson, 2001). 
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As one of the UK’s largest leading financial services, Legal and General are aware of being under the spotlight and therefore try to implement a positive culture within the business. 

One thing Legal and General is good at is a focus on a work-life balance. They implement a flexi-working hour day so that those who are able can arrange their day as they would like. The company is aware that productivity helps their employees to stay happy, healthy and engaged and therefore allows for this flexi-working. A study was conducted during COVID-19 to see if employees were more effective whilst working at home or when returning to the office. It was concluded that companies should encourage the implementation of policies relating to flexible working arrangements. Productivity soared and, in some cases, was better than when working in the office (Weale et al, 2017). This idea of allowing employees to dictate their own working days instils a positive working culture and autonomy within employees. 

Legal and General’s main offices are housed in Cardiff and Brighton. Brighton is notoriously known for its LGBT communities, whilst Cardiff has large BAME communities. Being in areas with differing cultures for minorities means that Legal and General need to be sensitive with their implementation of organisational culture. The modern-day company does not look at the typical white male dressed in a black suit. It wants to embrace all types of ethnicities and sexualities. To do this, Legal and General has a “casual” policy. Employees are able to wear what they like as long as it is not revealing or angering to other colleagues/the general public. By allowing people to wear what they like dismisses the awkward conversations a manager may need to hold with employees of certain religions or sexualities. This makes for a happy environment where everybody is valued and listened to. Sears and Mallory state that companies that adopt a culture that allows people to express themselves have productivity rates that are 68% better than those who repress their employees to dress a certain way (2015). Hoftstede’s dimension model looks at cultural differences and relations and favours this way of working (1998). More people understand one another by using a flexible, free culture as Legal and General do. 

Legal and General also have three main behaviours that are employee focal points for annual reviews, monthly 1-2-1’s etc. These are straightforward, collaborative and purposeful. Being a customer facing company, these three behaviours are very customer focused. Although one may look at this and see the positive look the company has on customers, one can also see the negatives. Employees feel pressured to meet these behaviours and consistently be collaborative, purposeful and straightforward otherwise they could lose out on a bonus or pay rise when it is time for the annual review. Legal and General’s focus on market opportunities and customers has allowed them to grow into a successful company, but the lack of employee culture is felt within the business. The vision is for financial success and not to support or retain their current employees. When looking at a company like Apple, you can see the disparity between the two organisations. Apple is all about their workers creativity and innovation. Apple is a very generous company and does also offer annual pay reviews and bonuses. However, they are not decided by certain behaviours being met, rather how well the individual has done throughout the year. Apple employees know they are being judged on their work, unlike Legal and General employees who always have the three behaviours in their subconscious.

On the topic of bonuses and pay rises, although from the outset it seems like a great idea, Legal and General make their employees write essays to fight for their bonuses and annual reviews. As previously mentioned, Apple employees are judged on their work and attitudes throughout the year. Legal and General should adopt this rather than making their employees focus on values and beliefs that may have no impact on their job role at all. 
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There are various cultural models used by organisations to better their culture policies. Arguably the two most notorious are Hoftsede’s cultural dimensions theory (1994) and Schein’s three levels of culture (1992). Both theories look at the importance of organisational culture and how best companies can implement it in a positive way. 

Hoftsede’s theory looks to understand the relationship between national and organisational culture (Singh, 2007). His theory proposed four dimensions; individualism-collectivism, uncertainty avoidance, power distance and masculinity-femininity. His ideas look to rid organisations of cultural prejudices (Sinclair, 1993). Hofstede himself states that by using his model communication is easier (2011). 

Schein, however, took a much more simple, yet practical, approach with his three levels of culture idea. Schein looked at the artefacts, values and assumptions. The artefacts being verbal, behavioural and physical sides of culture that are visible to the individual. The values highlight a persons beliefs which in turn deciphers how one operates i.e. actions and behaviours. Finally, Schein discuss the assumptions. This is known as the “invisible culture,” (Singh, 2007). Assumptions are the unspoken rules that exist but not discussed i.e. dress codes. 

Similarly, Schein and Hoftsede both have a focal point on values as the core of the culture. Both believe that by changing the value, a company could see a true cultural change (Singh, 2007). An individual is much more committed when their values and ideas align with those of the organisation they work for (Porter et al, 1974). With both methods having a focus on values it shows how important the assessment of values are to allow a company to achieve success. 

Hoftsede’s focus on cultural differences is a key difference between the two models. Hoftsede believes that his model can allow different cultures to mould and mix, whilst Schein’s model completely omits this important factor. In the modern day companies must be inclusive and therefore adopting Hoftsede’s instrument could lead to more employee retention as a result of a more favourable approach to culture. 

However, many theorists have criticised Hoftsede’s ideas as being too complicated (Black, 2003). With Schein’s much more easier to adopt and decipher one can see why organisations may opt for this approach. However, the fact that Schein’s model omits cultural differences could have a negative impact on an organisation’s public perception. 

Nevertheless, Schein’s approach has been praised for it’s ability to problem solve so effortlessly. It allows open communication and problem solving between groups, which is effective for any organisation (Hogan, et al, 2014). Schein himself highlights the importance for culture to include problem solving as a key element (1993). Hoftsede’s model has a focus on communication but in a different light to Schein’s. The Cultural Dimensions theory looks at cross-platform communication and understanding the world, whilst Schein’s simplistic model includes problem solving as a focal point. 

Moreover, both models can be readily adopted by organisations whom are ready to implement their own cultural ideas into a business. The companies must take into consideration their employees and which model would best suit them.  

[bookmark: _Toc118304860]Environmental Influences

Organisations must control the external influences to avoid any substantial changes. Schein references a focus on “external adaption and internal integration,” highlighting the need to control the broader environment (1985). 

When looking at Hoftsede’s model, it is clear the importance to focus on the differing cultures that now exist in society. Each culture has it’s own complexities. An organisation must manage their employees personal cultures and amalgamate them with the companies. A culture must be modern, adaptable and flexible (Goldschmidt, 1968). With Hoftsede’s cultural dimensions theory being focused on cross-cultural communication one can see its relevance to the modern day. It is a framework that is still used today to understand the differences in culture across the globe (Harrison, 2022).

With the use of social media, employees are much more conscious of their cultures and identities. This is not something organisations can ignore. Therefore, organisations must understand their environment and the context they are situated in.

Corporate Social Responsibility is the idea that a company should consistently play a positive role in the community and always consider the environmental and social impact of its business decisions (Carroll, 1979). More companies are opting to use the CSR model to promote a positive brand. Organisations can express CSR in various ways, such as donating to charity, volunteering etc. By adopting the CSR model companies can hope for engaged employees, loyal customers and positive public image. It is a great way to raise morale in the workplace (Caroll, 1979). By having a positive brand, employees of said organisation will know the expectations and strive to meet them. 

Many theorists have expressed their pessimistic opinions on CSR. Mullerat sees CSR as a money-making scheme that allows organisation to promote a positive image whilst doing the bare minimum to impact the broader environment (2017). Organisations may state that they support the CSR model but do not make any adjustments to change for the broader environment. This has been coined as “greenwashing,” (Kielmas, 2019). With the introduction of social media, the public are much wiser and able to force organisations into being transparent. 

If organisations are opting to use the CSR method then they must ensure that they are able to afford the model, whilst also using it for good, rather than to merely promote themselves positively. 

PESTEL is a good way to measure external environmental pressures that could affect a company. Using Legal and General as an example, the below has been created:

	Political
	Must follow FCA and TPR regulations

Labor and internal marketing laws must be abided by

	Economical
	Understand and cater to customer needs

Offer employee benefits for employee retention

	Social
	Continue advertisement on social media to increase younger generations engagement

Maintain a positive brand

	Technological
	Continue to improve technology within the business

Use social media effectively

	Environmental
	Must be aware of areas culture (BAME or LGBT) and cater to this in the workplace to avoid scandals
Building new offices by train station

	Legal
	Secured L&G trademarks and rights

Must abide by FCA and TPR regulations and continue to do so 



Through conducting a PESTEL analysis an organisation can assess the external threats that could affect and impact the wider business environment. Companies using PESTEL have a better understanding of current external influences on the business and are readily able to identify and resolve potential problems. If Legal and General continued to use the PESTEL analysis above, they would ensure that they would remain on the same positive incline they are currently. 

With regards to potential threats, as previously mentioned Legal and General need to be aware of any changes that the FCA or TPR may introduce. If they do not abide by these then they are at risk of being investigated or forced into administration. By focusing on the PESTEL analysis, Legal and General will ensure that they have a continued focus on the legalities of the business.

Similarly, being an organisation that is extremely customer facing it is essential that Legal and General continue to understand and cater to customer needs. By having this as an integral part of their analysis, the organisation can instil and embed a customer focused workforce with a customer service culture. If Legal and General decided to amend their culture they could face losing loyal customers. The PESTEL analysis has exacerbated the importance of customer satisfaction for Legal and General. 

Socially the business has retained a positive brand for some years. Through having a positive brand, this value will be fed through the company. The workforce can then take pride in the organisation and therefore making for a positive organisational culture. They also have a presence on social media. However, the organisation opts for a more organic approach. The organisation would prefer their customers to have heard of Legal and General’s services through word-of-mouth than online, hence why you may not typically see them as much on social media as their competitors. This is currently a negative for the organisation but could potentially be one in the future with the rise and importance of social media for businesses.

Legal and General do fall in the technological and legal area. However, this is not something that would drastically or dramatically impact the culture within the business.

Environmentally the company is extremely good at assessing their employees needs and catering to the cultures of them. As previously mentioned, both Legal and General buildings are situated within minority community areas. However, by adopting certain attitudes and behaviours the organisation has instilled a positive, inclusive culture throughout the business.

Conversely, the organisation has come under scrutiny for causing havoc in Cardiff city centre through building new offices worth more than £1 million. Despite their positive brand, the organisation has had to deal with a lot of criticism for this decision. Legal and General did not take into account CSR when making this decision as it hasn’t only impacted it’s our employees, but the city their offices are situated in as a whole. This could have had a detrimental affect on the organisation. However, after noticing the outcry against this decision, Legal and General decided to build apartments within their office building that can be rented by the public. This sweetened the public and nothing came of the complaints. 

In summary, the strengths of Legal and General’s culture outweighs the negatives and allows the company to thrive a grow. Employee retention remains high as the organisation doesn’t only look at finances and customers, but how best they can assist their employees too. 
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Ethics are a set of moral principles and standards of behaviour perceived the be the correct way to carry ones self. With regards to organizational ethics, these are typically in relation to codes of conduct. Personal ethics can differ from person to person which is why it is so crucial for organizations to implement and embed workplace ethics. The culture is then created as a result of these ethics. Work ethics influence things such as ideas of punctuality, responsibilities, attitudes, effective working and uniforms. 

Culture has different meanings to different employees. Each employee must feel included in any cultural changes within the business. Organisations must look at the wider social context when constructing their own cultural identities (Willcoxson and Millett, 2000). For Legal and General they must incorporate and understand the cultures of each employee so that they can develop and grow a positive working environment. Legal and General make a point of celebrating different cultures. They send communications to show this. By shedding light on Diwali, Pride and Black history month Legal and General are allowing their colleagues to all feel included and valued within the organization. Critics could look at this approach from Legal and General and believe they are being too politically correct and should continue to abide by their previous approach of treating each employee equally. However, in the modern day it is important for employers to note the differences between their employees and highlight these. 

Ambition is a trait held by most employees. Legal and General offer many schemes to achieve and advance within the company. However, there is a culture within the organisation for employees to start in telephony roles and swiftly move to better, admin roles. This leads to a loss of employee retention for the telephony areas. To stop this “job-hopping” culture, Legal and General introduced a pay limit for those switching between jobs internally. This cultural amendment was not appreciated by the employees. As a result, Legal and General offered a higher pay review in the following tax year. The failure to understand why employees were moving job roles led to the departure of many loyal staff and therefore became costly for the company in the HR departments. This cultural adjustment has now led to a lack of employee retention in all areas and costing the company to keep employees and recruit more. 

Legal and General have a focus on teamwork and this is introduced from the moment you join the company. You are immediately placed in a team, with weekly team meetings. Each department abides by this. Teamwork is a good culture to have and promotes positivity and collaboration within the workplace. This results in high morale throughout the business and makes for better working relationships. By forcing people into teams it ensures that the teamworking and collaborative culture is implemented from the offset. Legal and General are also very quick to limit cliques and gossiping, hence the importance of teams within the business. They make it hard for cliques to be created as people work so hard with their teams that they do not integrate with their other colleagues as much. This can be view negatively, however. Collaboration should not be limited to ones team, it should be a flowing ideology that allows cooperation throughout the business. Legal and General fear removing the team model that they have adopted at the moment may cause a dramatic cultural shift within the organisation and result in no team working at all. 

There are many positive cultural ideas within Legal and General, whilst there is still room for improvement. The culture is diverse and inclusive, but the need to focus on collaboration erases the idea for integration within our departments. 
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An organisation must instil a positive culture from the outset to ensure success. There are various models that an organisation can use to adopt a better culture within their business. They must note that one small change could cause a dramatic cultural shift that could be detrimental to the organisation. 

There are also environmental factors that can impact an organisation’s ability to implement a positive culture. This is something that they must factor in when beginning to create an organisational culture. 

Moreover, culture is at the heart of an organisation and determines employee behaviour, attitudes, and values. Without a positive culture an organisation risks losing the success they have maintained, along with a lack of employee retention and customer satisfaction. 
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