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[bookmark: _Toc190358393]Introduction
Workplace culture is the way people in a company think, behave, and work together. It includes the values and attitudes everyone shares. A positive culture helps people work better and feel more comfortable at work.
[bookmark: _Toc734634566]Critical assessment of culture and context in an organisation
[bookmark: _Toc181490964]What is context?
In an organisation, context means the background, environment, and conditions that create how people work and behave. It includes things like the company’s history, values, leadership style, goals, technology, and the outside pressures it faces.
When looking at culture, context explains why a culture develops in a certain way-for example, a fast-growing company may develop a high-pressure, performance-driven culture because its context demands speed and efficiency.
[bookmark: _Toc515531872]What is culture?
‘In its broadest sense, our understanding of workplace culture is that it embodies the ethos and values of a particular organisation, which are expressed through the way it operates and the practices it undertakes. If the latter are deemed to be wrong, then the former needs to be addressed, in order for any issues to be resolved effectively. Anything else would be superficial change and unlikely to have a lasting impact’.  (Mullins, 2016)

Workplace culture is defined by Robbins & Coulter as the shared values, beliefs, or perceptions of employees within the workplace. When a culture affects the values, beliefs and behaviours of employees it can give a reason to the situations that happen, influencing the attitudes and behaviour of the staff (Tsai, 2011)
According to Builtin.Com (Heinz, 2021) having a positive work culture boosts productivity, decreases employee turn over and improves employee engagement.
The results of a study of negative work environment in nursing showed toxic work environments lead to ‘silence’ regarding mistakes, and emotional distress where there is a negative culture defined as toxic leadership (Abdelaliem & Zeid, 2023)

Linking a positive work culture to how mistakes are dealt with, an article about the book black box thinking explains “It is when a culture has an unhealthy attitude to mistakes that blame is common, cover-ups are normal and people fear to take sensible risks. When this attitude flips, blame is less likely to be pre-emptive, openness is fostered, and cover-ups are seen for what they are: blatant self-sabotage" (Swain, 2021) further evidencing the impact a culture has on the organisation.

[bookmark: _Toc1452204178]Models of culture case study ‘Amazon’
A culture is created and to understand how that is done- the culture web can be used (Johnson, 2020). 
[bookmark: _Toc756214354]The Cultural Web 
The Cultural Web shows six factors that to make up a"paradigm". By assessing each factor and how it impacts the next , you can build a picture of a workplaces culture. This model can be used to highlight areas that are having a positive impact and those which are having a negative impact.
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Considering the widely discussed culture of Amazon this model reflects how a culture is created considering each section as evidenced below.

[bookmark: _Toc480567580]1.Stories
Below are some examples demonstrating the factors of this section of the model as told by past employees 
Story A
“The worker who was fired automatically by the system” (The Verge, 2019)
 Warehouse workers described cases where the algorithmic performance system automatically terminated employees who fell below target.
Employee account:
“People told me the system lets you go without a manager even noticing. It feels like you’re working for a machine.”
This 'story’ reinforces a cultural belief that the system is always watching, shaping behaviour through fear of failure. (Vallas & Kronberg, 2023) This system completely removes any human element from decision making, creating an insecure, anxious culture.
Story B: 
“If you work hard, you move up fast, or burn out trying”
 Corporate employees often tell new hires that Amazon rewards extreme ownership, but many also share stories about burnout. (Business Insider, 2023)
Employee statement:
“They said if I survive the first year, I’ll be promoted. Most of my team didn’t.”
 This story reinforces the high-performance, survival-of-the-fittest culture. (Altchek, 2025) It demonstrates a culture of overworking with small chance of reward.
[bookmark: _Toc438970315]2. RITUALS & ROUTINES (Daily behaviours that show “how things are done”)
This example evidence how this section of the model creates Amazon's culture.
“Rate Checking Every Hour”
 Warehouse workers share the routine of checking their productivity rate every hour. (Vickers, 2025)
Employee statement
“Everyone checks their rate constantly. It becomes the rhythm of your day.”
 This routine normalises constant self-monitoring and reinforces the expectation of nonstop productivity. (Vallas & Kronberg, 2023) This shows a culture of what the system says goes and there is no margin for flexibility or consideration for reason and that productivity can nauturally fluxuate. It also shows being ‘micro managed’ by a system.
[bookmark: _Toc687239059]3. SYMBOLS (Visible cues that represent deeper values)
Here is an example of where Amazon use symbols of their preinciples to further display the desired culture.
 “Leadership Principles on the Walls”
 Employees frequently mention that the Leadership Principles are displayed everywhere and referenced constantly. (Bright et al., 2019)
Employee statement
“You can’t go to a meeting without someone quoting a principle. It’s like a shared language.”
 These symbols reinforce Amazon’s identity of discipline, ownership, and authoritarian mindset , displaying the principles like they are ‘law’ (Kim, 2025)
[bookmark: _Toc523934773]4. POWER STRUCTURES (Who holds power; whose voice counts)
This shows the evidence of the power structures of Amazon
“Managers rely on data over people”
 Employees describe how managers frequently use the black and white nature of data as the default rather than context, discussion or reasoning.
Employee statement
“My manager said: ‘The numbers say you’re too slow, so it doesn’t matter what you explain. ” (Vallas & Kronberg (2023)
Power and decision making is held not just by managers, but by systems, metrics, and algorithms. This shows little space for a common-sense approach. 
[bookmark: _Toc1548222336]5. ORGANISATIONAL STRUCTURE (How the organisation is arranged)
Amazons ‘pizza’ teams are widley recognised as term used to describe smaller teams. However the statements below describe it differently.
“Two-pizza teams can still feel huge”
 Amazon’s famous “two-pizza team” rule (teams small enough to be fed by two pizzas) aims to keep groups agile. (Business Insider, Wired)
Employee:
“We were a two-pizza team, but everything needed approval from three other teams.”
Even with a claimed “lean” structure, the culture often becomes drawn out and excessive, revealing tension between ideals and reality. (Kim, 2025) it also nbrings into discussion how much autonomy the leaders have of the teams if they also need to check with multiple teams for approval.
[bookmark: _Toc1488567958]6. CONTROL SYSTEMS (How performance is monitored and rewarded)
“Time off task (TOT) warnings” (Johnson, 2024)
 Workers describe receiving automatic warnings for time not working (even bathroom breaks counted).
Employee:
“I got a warning for being off-task for 7 minutes. I was helping a co-worker.”
 Interpretation:
 Control is achieved through strict surveillance and automated metrics. (Gurley, 2022) This example also discourages teamwork were helping a colleague is reprimanded, questioned and analysed. 
[bookmark: _Toc1878269112]Summary of the culture web analysis of amazon.
When considering the evidence from the research and statements from employees against the culture web, a clear picture of amazons culture is demonstrated. It runs by principles, data, micromanagement and pressure.

	Stories
	Survival-type success stories; tales of burnout
	Fired by system; rapid promotion

	Rituals & Routines
	Constant checking of productivity
	“Rate checking every hour”

	Symbols
	Leadership principles; data dashboards
	LPs quoted in every meeting

	Power Structures
	Algorithms + managers
	“Data overrides your explanation”

	Organisational Structure
	Supposedly lean, but complex
	Two-pizza team still needs multiple approvals

	Control Systems
	Strict metrics & monitoring
	TOT warnings

	Paradigm
	High-performance, customer-obsessed, data-driven
	“Performance above all else”



Where as Amazons culture has a reputation which creates a negative image of the company, its customer satisfaction brings into consideration its effectiveness. Some data to consider
· Amazon has over 310 million users around the world.
· 92% of online shoppers have purchased an item from Amazon.
· 89% of online shoppers prefer Amazon to any other website for purchasing products. (https://www.facebook.com/businessdit, 2025)

A further study on Amazon consumers by Research Gate (Saini Swati & Sweety, 2018) evidences “most of the respondents are satisfied with all the attributes i.e. loyalty, satisfaction, purchasing pattern. There is not even a single respondent who is very dissatisfied with Amazon”
This brings into consideration that Amazons culture in the workplace benefits the customer, but to the cost of the employee.
[bookmark: _Toc179623023]Trompenaars culture  model
Trompenaars and Hampden-Turner’s Corporate Culture Model is a widely used framework for understanding how organisations operate based on their values, structures, and patterns of behaviour. The model identifies four distinct types of workplace culture Family, Eiffel Tower, Guided Missile, and Incubator. Each representing a different combination of hierarchy, task orientation, people orientation, and organisational flexibility. Rather than indicating that one type is better than the other, the model focuses that each culture reflects a different approach to leadership, communication, motivation, and decision-making.
The strength of Trompenaars’ model is in its focus on people and relationships within organisations, showing how cultural values influence employee behaviour, teamwork, and performance. It is particularly useful for considering large, multinational companies, as it shows how different culture behaviours influence management styles and working environments. when looking at his model within the workplace , it shows how to better understand how it works, why certain practices are used, and how employees experience the culture on a day-to-day basis. Below asses Amazon against this model.
[bookmark: _Toc893336939]1. Eiffel Tower Culture (Role- and hierarchy-driven)
Amazon UK shows strong Eiffel Tower characteristics — highly structured, rules-based, and hierarchy .
· Amazon’s fulfilment-centre work in the UK is “highly standardised, tightly supervised and digitally monitored,” showing a strict role-based structure (Vickers & Holland, 2021).
· UK warehouse workers follow rigid productivity systems and have limited autonomy, reflecting hierarchical control (Vickers & Holland, 2021).
· The use of formal monitoring systems like Time-Off-Task (TOT) demonstrates a rule-bound, top-down structure (Akinwale et al., 2025).
Amazon UK’s fulfilment centres operate like an Eiffel Tower culture: formal, hierarchical, and controlled.
[bookmark: _Toc686990974]2. Guided Missile Culture (Task- and performance-driven)
This is the dominant culture at Amazon UK.
· Amazon UK emphasises performance metrics, KPIs, and operational excellence as core cultural elements (Clark, 2024).
· A study on Amazon UK Services Ltd shows that employee feedback processes focus on improving productivity, not relationships — typical of a task-focused culture (Akinwale et al., 2025).
· Amazon’s UK values highlight customer obsession, goal achievement, speed, and problem-solving — all traits of a Guided Missile culture ( Clark, 2024).
Conclusion:
 Amazon UK overwhelmingly aligns with a Guided Missile culture: fast-paced, target-driven, and action-oriented.

[bookmark: _Toc1082908785]3. Family Culture (Relationship-oriented)
This culture is less visible but appears in pockets.
· Some UK employees report supportive team bonds and informal peer support, indicating small pockets of family-like culture (Vickers & Holland, 2021).
· UK corporate teams sometimes rely on relationship-building to cope with high workloads, but this is not an organisational strategy — it is worker-created (Akinwale et al., 2025).
Conclusion:
 Family culture exists informally at Amazon UK, but it is not the dominant or intended culture.

[bookmark: _Toc553850946]4. Incubator Culture (Creativity- and innovation-driven)
This culture appears only in specialised UK teams.
· Innovation-focused teams within Amazon UK (e.g., AWS UK development, Prime Video UK) show higher creativity, flexibility, and experimentation (Clark, 2024)
· However, the wider Amazon UK structure (especially operations) is too rigid to support incubator values (Vickers & Holland, 2021)
[bookmark: _Toc1788157838]Summary:
 Incubator culture is present only in Amazon UK's innovation units, not across the organisation.

	Culture Type
	Focus
	Structure
	Feels Like

	Family
	Relationships
	Hierarchical but personal
	Warm, loyal

	Eiffel Tower
	Roles & rules
	Very hierarchical
	Orderly, structured

	Guided Missile
	Tasks/targets
	Team & project-based
	Fast-paced, results-driven

	Incubator
	Creativity & growth
	Flat & flexible
	Innovative, free-form



[bookmark: _Toc1944887233]Formal and informal relationships
Formal cultures in the workplace are created by rules, policies, clear procedures, and clear communication set by management. Informal cultures involve personal relationships, casual conversations, shared habits, and unwritten expectations among employees. Both impacts how people work, solve problems, and interact, shaping the overall culture of the organisation. Cultures can be broken down into the following categoories according to the book Understanding organisations (Handy, 1999)
Power culture: A few strong leaders make the decisions. People follow their direction.
Role culture: Work is organised by jobs, rules, and procedures. Everyone follows set responsibilities.
Achievement (task) culture: Teams focus on getting results and completing tasks. Performance matters most.
Support (person) culture: People and relationships come first. The organisation supports individual needs.
[bookmark: _Toc129134152]Organisational environmental analysis that can impact/ influence culture
Organisations do not operate in isolation. Their culture is shaped by external and internal environmental forces. An environmental analysis identifies these forces and explains how they influence employee behaviour, leadership styles, communication, and organisational norms.

[bookmark: _Toc2043557033]PESTLE
PESTLE is a method used to understand the risks to a company and what factors can have an impact on it. This then drives the culture within the workforce fed down from senior managers and CEOS’s.
Below is an example of a PESTLE analysis on Amazon.
[bookmark: _Toc1189407814]P – Political
Tax rates are set by the Uk government therefore it has a political factor 
· Amazon UK’s business-rates bill is facing pressure as one of its UK divisions was reported to face a rise of about £28.75 million in business rates in the coming year. (Guardian staff reporter, 2022)
· The company’s UK business paid £18.7 million in current tax in 2023 after the end of the super-deduction tax break, and recorded sales of £27 billion in the UK for 2023 (up from £24 billion in 2022). (Butler, 2024)
[bookmark: _Toc653133475]E – Economic
The current economy impacts the company, data shows Amazon has excelled during a difficult time for the UK and global  economy. 
· Amazon UK’s sales in the UK increased from £24 billion in 2022 to £27 billion in 2023, showing continued growth despite broader economic headwinds. (Butler, 2024)
· Globally, Amazon reported annual revenue of $638 billion in 2024, up from $575 billion in 2023, showing the company's growth and strength (Shvartsman, 2024)

[bookmark: _Toc474129978]S – Social
Social factors are something to consider
· According to the Institute of Customer Service’s UK Customer Satisfaction Index 2023,  Amazon’s website achieved a score of 84.4 out of 100 in the Retail (Non-food) sector.(Causon, 2023) This high ranking indicates UK consumers regard Amazon UK as among the best in non-food retail for customer service and satisfaction. 
· The data suggest Amazon UK benefits socially by maintaining strong customer perceptions of trust, ease of use and reliability — factors that bolster brand loyalty, reputation, and social license. (Butler, 2024)
[bookmark: _Toc345142651]T – Technological
Technology plays a major part in all companies and businesses in modern times. With giant leaps in AI and technology in recent years.
· Amazon UK uses advanced automation and infrastructure investment—its UK division paid increased tax after major investment in robotics and warehouses under the super-deduction scheme. (Butler, 2024)
· Globally, Amazon’s technological reach (e.g., AWS and logistics) supports its UK operations, helping it scales and compete. (Shvartsman, 2024a)
[bookmark: _Toc551933149]L – Legal
With the focus often on large corporations, legalities and changes to any laws have a large impact on Amazon
· Amazon UK is subject to UK tax law, business-rates law and regulation of online retail. For example, its tax and rates burden in the UK has been under scrutiny by government and media. (Reeves Looking at Amazon Tax | Logistics Matters, 2024)
· The UK business-rates rise, and tax arrangements highlight the legal/regulatory pressures on Amazon’s UK operations. (Butler, 2024)
[bookmark: _Toc1580858213]E – Environmental
With a focus on the environment and companies being pressure to have more environmentally friendly ethics it has a big impact on the company.
· Amazon globally has announced net-zero carbon goals, which affect UK operations. For UK-specific environmental pressure: Amazon UK warehouses and logistics infrastructure face public scrutiny about carbon emissions, packaging and delivery-impact.
[bookmark: _Toc773723159]Summary
 Government pressure over taxes and working conditions means Amazon must follow strict rules and it always being investigated and in the spotlight. This leads to a micromanaged workplace culture, if an error is made it makes global news. However, Amazon continues to grow even in difficult times for the economy where most business have been feeling the pressure. This creates a fast paced, performance culture where employees must meet sometimes unrealistic targets due to customer expectation. UK customers expect fast delivery and high service quality, which are met leading to Amazon receiving strong customer satisfaction scores. This shows a customer driven culture where it could be suggested customers are less concerned for the treatment of staff, when they received their parcel the quickest from Amazon. Amazon also uses advanced technology like robotics and AI to run its operations, removing human involvement which drives a data focused culture where performance is closely monitored, and processes are automatic with little room for discussion. Amazon must follow UK employment laws, GDPR rules, and safety regulations.  This results in a structured culture with clear policies and procedures employees must follow. Finaly, there is growing pressure for Amazon and other large companies to reduce its carbon footprint and packaging waste. This encourages a culture that focuses on sustainability and efficiency in operations.
[bookmark: _Toc9282053]SWOT
SWOT is a tool used to understand a business by looking at its Strengths, Weaknesses, Opportunities and Threats. It helps companies see what they are good at, what needs improving, and what challenges or opportunities exist. Below is a SWOT analysis on Amazon considering the PESTLE information.
[bookmark: _Toc1115118014]Strengths
· Strong customer satisfaction and loyalty in the UK (fast delivery, convenience, availability of products).
· Advanced technology and automatic transactions that improve efficiency.
· Large market share and continued growth even in the current difficult economies.
[bookmark: _Toc133189898]Weaknesses
· High-performance, pressured workplace culture that can lead to staff burnout and high turnover.
· Heavy reliance on strict monitoring systems may reduce employee morale. Also potentially devastating consequences if the system goes down or errors occur
· Public criticism over tax practices and working conditions can damage reputation.
[bookmark: _Toc1497204561]Opportunities
· Growing demand for online shopping and next-day delivery in the UK.
· Opportunity to invest in sustainable practices (electric vans, greener packaging).
· Increasing use of AI and robotics can further improve productivity and innovation. Potentially becoming a leader in the field of AI
[bookmark: _Toc876150361]Threats
· Strong political and legal criticism over labour practices and taxes.
· Competition from other retailers improving their online services.
· Environmental requirements pushing Amazon to make costly operational changes.
Amazon UK’s strengths in fast delivery, technology, and customer satisfaction help create a high-performance, customer-focused culture. Its weaknesses, such as strict monitoring and staff pressure, add to a more controlled and demanding workplace culture. Opportunities like new technology and sustainability push the culture toward innovation and improvement, while threats from government scrutiny and competition increase the need for strick rule following, efficiency, and constant adaptation. Overall, these factors shape a culture that is fast paced, closely monitored, and strongly driven by results. It's a questionable culture to create from an employee perspective, however the success of Amazon in terms of profit and customer satisfaction indicate its methods work.
[bookmark: _Toc1886142115]McKinsey 7s
The McKinsey 7S Model (Peter & Waterman, 1982) is a tool that helps organisations understand how different parts of the business work together. It looks at seven areas—strategy, structure, systems, shared values, style, staff, and skills—and checks if they are all supporting the same goals. This model is useful for spotting problems and improving how the organisation operates.
[image: ] (CFI, 2022)
[bookmark: _Toc714375297]1. Strategy
Amazon UK’s strategy focuses on fast delivery, low prices, customer obsession, and constant innovation. The company aims to stay ahead of competitors through Prime services, automation, and expanding product choice.
[bookmark: _Toc664100617]2. Structure
Amazon uses a hierarchical structure, especially in fulfilment centres, where roles and responsibilities are clearly defined. Corporate teams work in smaller “two-pizza teams,” but still follow strong reporting lines.
[bookmark: _Toc183752565]3. Systems
Amazon runs on highly advanced systems, including automation, AI, robotics, and strict performance tracking. These systems guide daily work, measure productivity, and support fast, efficient operations.
[bookmark: _Toc898748855]4. Shared Values
Amazon’s core values—known as the Leadership Principles—focus on customer obsession, high standards, ownership, and innovation. These values shape how employees behave and make decisions.
[bookmark: _Toc568060017]5. Style
Amazon’s management style is fast-paced and results-driven. Leaders expect high performance, data-based decisions, and continuous improvement.
[bookmark: _Toc763426489]6. Staff
Amazon employs a large and diverse workforce across the UK, including warehouse staff, drivers, and corporate teams. Training and performance expectations are strong, and staff are encouraged to work quickly and efficiently.
[bookmark: _Toc281339081]7. Skills
Employees are expected to have strong problem-solving skills, adapt quickly, use technology confidently, and meet performance targets. In corporate roles, skills such as innovation, data analysis, and leadership are highly valued.
[bookmark: _Toc2096407335]Summary
Amazon UK’s 7S analysis shows a high-performance, technology focused and customer satisfaction focused culture. The strong link between systems, structure, and shared values creates a workplace that prioritises speed, efficiency, and results. From an employee perspective there is potential to thrive if you work well under these condition, but also to struggle if stats and high pressured environments do not motivate you.
[bookmark: _Toc1872415533]Organisational comparison of culture and ethical behaviour
[bookmark: _Toc1424613642]What is ethics and ethical behaviour?
Ethics are the rules and principles that help people decide what is right and wrong.
Ethical behaviour means acting in a fair, honest, and responsible way, even when no one is watching.
In workplace culture, ethics guide how employees treat each other, how managers make decisions, and how the company behaves toward customers and society. A strong ethical culture creates trust, respect, and fairness in the organisation. (Ferrell et al., 2021)
[bookmark: _Toc1467594397]Consequentialist V Non consequentialist
Consequentialist ethics focus on the outcomes of an action.
 An action is seen as “right” if it leads to good results, even if the decision itself is difficult. A consequentialist culture focuses on results, performance, and outcomes.
 For example:
· If meeting targets brings benefits to the company, managers may push for speed and efficiency.
· Decisions are often justified by the results they produce (“the ends justify the means”).
This can create a high-pressure, performance-driven culture, like Amazon’s.
Non-consequentialist ethics focus on the action itself, not just the outcome.
 An action is right if it follows ethical rules, fairness, or duties — even if the result is not perfect. A non-consequentialist culture values fairness, honesty, and doing the right thing, even if it slows things down.
 For example:
· Treating employees respectfully even when under pressure.
· Following ethical rules even if it costs time or money.
This creates a people-centred, principled culture.
[bookmark: _Toc1930580739]What shapes behaviours in an organisation?
[bookmark: _Toc747738275]Amazon – More Consequentialist
Evidence shows Amazon is often described as using a consequentialist approach, where decisions are made mainly by the results they produce.
The company focuses strongly on speed, efficiency, targets, and customer satisfaction, which shapes a high-pressure, performance-driven culture.
Research and reports highlight Amazon’s emphasis on productivity metrics, monitoring systems and meeting demanding performance standards. This shows a workplace where achieving results is prioritised, sometimes above employee wellbeing.
[bookmark: _Toc56843325]Google – More Non-Consequentialist
Google is known for a more non-consequentialist, values-led approach, where doing the right thing and supporting employees matter as much as outcomes.
 The company promotes fairness, open communication, and employee wellbeing as core parts of its culture (Schmidt & Rosenberg, 2014).
 Google encourages creativity and ethical decision-making, focusing on treating employees well and maintaining strong internal values, even if this takes more time or resources. This creates a more people-centred and supportive workplace culture. Amazon tends to prioritise results first, with a strong focus on performance and customer impact. Google focuses more on doing the right thing, supporting employees, and upholding ethical values in decision-making. This comparison shows how different ethical approaches can shape very different workplace cultures.
Amazon and Google have very different cultures. Amazon focuses on customer obsession, speed, and high performance, creating a competitive environment with strict processes and demanding targets. Google values creativity, openness, and employee wellbeing, leading to a more relaxed culture where people share ideas, collaborate, and experiment with new ways of working.
Amazon’s leadership is strong and results-driven, using data and high standards to push performance. Google’s leadership is more supportive and encourages open communication, innovation, and employee involvement.
Amazon is influenced mainly by political and economic pressures, such as taxes, labour laws, and fast delivery demands. Google is shaped more by technology, data protection laws, and social expectations around privacy.
Overall, Amazon faces physical and economic challenges, while Google deals more with digital, legal, and social pressures.
Summary
Both organisations have been heavily studied and compared. Googles reputation for forward thinking, worker focused leadership and investment in people create an impression of an inviting culture for most- whereas amazons' reputation for ‘robots’ managing staff, high pressured stats driven creates less of an inviting culture for the majority.
[bookmark: _Toc1786704141]Summary of how culture affects Organisations 
Workplace culture shapes how people behave, communicate, and work together. It affects motivation, teamwork, performance, and job satisfaction, influencing how employees feel, how leaders act, and how the organisation achieves its goals.


[bookmark: _Toc1206733073]References
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