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Promoting a positive workplace culture is a goal all organisations should strive for; this assignment will discuss if the National Express West Midlands has achieved that goal and if so how. It will be taken into account how environmental factors play into the culture of the National Express West Midlands by using PESTEL analysis to dive into each of the external factors that may contribute overall. Another topic that will be discussed is if the organisation is encouraging ethical behaviour amongst their workers and any ethical issues they may face, this will be analysed by using Mckinsey’s 7S framework which will allow a closer insight on how things are being approached internally. Lastly the barriers that are affecting the success of the National Express West Midlands culture will be reviewed and then solutions will be suggested in order to fix these issues this will be provided using the Michael Beer framework for change management, with an outsider’s point of view a new perspective may be offered.
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[image: All National Express buses in Birmingham and the West Midlands buses to  stop for drivers strike | BirminghamWorld]
(Birmingham World, n.d.)

A business organisation is one or more than one business managed by someone or a group of individuals. Organisations are built to last so as time passes organisations need to adapt to the changes happening around them because if they do not then they may be left behind. To remain a successful organisation and to stay ahead of its competitors, organisations will need to continually grow and improve (Managing Research Library, n.d.). One million passengers every day that is how many people are transported on the National Express West Midlands per day. This makes it one of the greatest bus transporters in the UK (National Express, n.d.b). The National Express Group also known as NEG has become Britain’s largest network of travel. It is a private owned company operating over 2000 buses and running through 500 routes in the West Midlands (Leeder, 1999). The leading transport provider announced that effective from June 2023 they will be changing their organisation’s name from National Express Group PLC to the Mobico Group this is because they believe the name suits their future endeavours better. The National Express coach services however will not have a change of name and will remain the same (Mobico Group, 2023).
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(IBIS World, n.d.)

External factors are those situations that are out of the organisation’s control. Macro external factors are those that are targeting a broader area and not the organisation directly but most organisations in that area. This allows the organisation to gauge the situation and plan their next moves accordingly, but it does not provide enough insight that it would cater to them specifically, that would be micro external factors. Micro external factors are those targeting a much more specific area of an organisation allowing them to know the situation and preparing them to make their next steps but with much more confidence (Buye, 2021). The PESTEL analysis framework is a tool that allows the organisation to learn the main reasons for change in the organisational environment, it allows factors affecting the organisation or industry to be identified. PESTLE is an acronym for political, economic, social, technological, legal, and environmental. This framework is used to determine external threats and weaknesses and can help the organisation to decide on their next steps (Washington State University, 2023). By using the PESTLE analysis, the external threats and weaknesses of the National Express West Midlands will be reviewed.
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Due to Brexit workers who had been working in the UK for organisations such as the National Express, those workers may now be forced to leave due to the new rules that Brexit has brought forth. Some workers had already made up their minds and began leaving before it had even started being enforced. This had caused fear that there may be a shortage in drivers as lots would be leaving the country (Robertson, 2019).
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Due to Covid 19 and coronavirus travel rules put in place, the National Express West Midlands lost up to £445 million due to a reduction in passengers of 80%. During the height of the pandemic around 40,000 employees in the bus and coach industry across the UK, Spain, and the US along with some other countries were temporarily unemployed due to the decrease in profits the National Express West Midlands were making because of the travel restrictions. Although this allowed them to save £300 million in operating fees (Kollowe, 2021).
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Bus drivers for National Express have been going on strike as a result of their pay not matching the efforts they put into their jobs, with one worker saying that although most passengers are great, they will get aggressive passengers too, stating one had punched him resulting in him losing a tooth. They believe the difficult hours they do with no se times for their shifts and having to deal with difficult customers and now with the cost-of-living crisis they should be paid a higher wage. Since 2018 to 2021 the pay for the workers was reduced by 6 percent whilst the National Express’ CEO was earning £2.6 million a year for the past 10 years. Although the workers were well within their rights to strike to the unfair conditions, they work in National Express Group refused to agree to their pay terms (Unite the Union, 2023). After continuous strikes that had been affecting everyone from the employees to the organisation to the country in general as it was affecting people getting to work and school, the National Express and their workers have come to an agreement with a pay rise of 16.2% this was agreed on Sunday 26 March (ITV, 2023).
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The National Express seem to offer multiple technology services on their buses such as free Wi-Fi, which can help customers stay connected to their family and friends when travelling. The buses also have free charging ports so that if a device is running low on battery customers can charge it on their journey. Some other techs they offer on their buses are CCTV audio and cameras which allows a sense of safety as anything unusual can be captured. The National Express buses also have DriveCams and speed monitoring this is helpful for training purposes and allows them to know what mistakes their drivers may make and how to correct it in the future (National Express, n.d.a).
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The National Express West Midlands came under scrutiny after being accused of having a racist and Islamophobic driver, 4 college friends 3 of whom were wearing headscarves had been discriminated against by the coach driver with their tickets and coach cards being thoroughly inspected whilst the other passengers had not received the same treatment. When they then went to board the bus the driver had then shouted at them saying they were not allowed to eat their curry on the bus because it was smelly and would make the coach smell, even after being told by the girls that they weren’t intending to eat it on the ride or that they could give it to the homeless person outside of the bus the bus driver and the security did not allow them to board and they had to wait 2 hours until the next bus arrived. The students had not received an apology from National Express and were appalled at the way they had handled the situation even after the bus driver had admitted to making those comments. The organisation did not acknowledge them until their Facebook post started gaining traction after which they received an apology and refund (Rhoden-Paul, 2015).

[bookmark: _Toc139841101]Environmental

WM2041 is a target the WMCA have put forth, they aim to be carbon neutral by 2041 this is 9 years before the Government’s national target to be carbon neutral by 2050 (WMCA, n.d.). WM2041 was first introduced in 2020 they wanted to reduce their greenhouse gas emissions each year until they eventually reached their target of net zero greenhouse gas emissions by 2041. Some of the goals mentioned were to have no fossil fuel run vehicles in the last 5 years to 2041, a quicker transition for buses to be low carbon and low pollution and to have a minimum of one electric bus towns (Sustainability West Midlands, 2020). The National Express West Midlands are one of the organisations moving towards these goals they are moving with the times they realise the expectations people have for organisations these days and they are adapting well, an example of this is their promise to have a total zero emission fleet of buses by 2030 in the UK. This means more than a third of their buses will be zero emission and by 2026 they hope to see 800 electric and zero-emission buses on the streets of the West Midlands. Thanks to the government’s support and their investment of £150 million they are able to move forward with their plans with 300 electric zero emission buses arriving by December 2024 (West Midlands Combined Authority, 2023).
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(Edraw, n.d.)

Tracey and Blood describe McKinsey’s 7S framework as a method of diagnosis used to try to pinpoint the elements required for the successful execution of a strategy. The concept is based on the idea that the seven components are interrelated and must be aligned to improve and optimise organisational results. There are the hard S’s and those consist of strategy, structure, and systems where strategy is the organisation’s plans of action depending on competition or other external factors. Structure means the division of duties and labour defines the organisation’s coordinating mechanisms as well as the structure of authority. Systems are the methods employed to govern organisational practises and procedures, including financial planning and internal controls, hiring and employee performance management, and information technology. Then there is staff, skills, shared values, and style these four are known as the soft S’s. The staff are those working for the organisation and the skills are what they are best at. The values and beliefs the organisations believe in is known as the style and this is how they are viewed. Lastly the shared values are the goals both the organisation and their employees are aiming for together (Tracey and Blood, 2012, pp. 7-8)

The soft S’s, staff, skills, shared values, and style are proven to be used by National Express West Midlands in their policies they state that they strive to not cause any human rights issues and acknowledge that they have a responsibility as an organisation to promote human rights and they will only do business with those who have similar values and beliefs as them (Mobico Group, n.d.a). They are also aiming to hire more women also trying to get more women into a higher position. Their UK office has also seen an increase in graduates who are women joining from 50% in 2021 to 67% in 2022 (Mobico Group, 2022). Health and Safety are also a prioritisation for the organisation by providing safe equipment, maintaining safe environments, and providing instructions for the safety of everyone they sate it is their top priority (Mobico Group, n.d.b).

[bookmark: _Toc139841103]Key Ethical Elements

Ethics are sometimes considered as ‘problems’ this is because when having ethical thoughts there is a person deciding what is considered right also known as ethical and what is not in that moment based on what they believe. Depending on what they end up deciding they would then need to make a decision and the decision they make and the thoughts that are had in that moment can depend on a multitude of reasons, one of them being the time this is because what was considered morally right and wrong in the past can be considered the opposite in the future (Pincoffs, 1971, pp. 552-555). The Six Pillars of ethics are as follows: trustworthiness, respect, responsibility, fairness, caring and citizenship (Josephson, 2002, pp. 7-14) Elements that can be considered unethical can range from illegally to just immoral the difference being one is a crime and the other is just frowned upon. Deceit, fraud, behaviour by organisations which may classified as wrong, and many more are some unethical behaviours which are present currently (Gino, 2016).

An ethical dilemma which National Express West Midlands has faced was the recently resolved conflict with their workers. The bus drivers had requested more pay as they had pay cuts from 2018 – 2021 by 6 percent whereas their CEO was earning £2.6 million per year also due to the cost-of-living crisis everything costs a lot more. They originally had refused the workers requests for pay increases but then offered a 14% increase which was refused and then after multiple strikes causing them losses in their profits and their reputation, they eventually agreed to a pay rise of 16.2%. 
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(Indeed, n.d.)

Above are some reviews from Indeed based on current and former employees of National Express West Midlands. After checking their reviews, a lot of them seemed to mention that the management was poor regarding their communication, that the drivers were always wrong, and the passengers were incredibly rude. Others stated they had no time for social lives because of the hours National Express West Midlands. Some of the pros mentioned were the free bus passes they got as a worker there, free parking at their local hotel, and they also made some great friendships whilst working there. Overall, the organisation was rated with 3 stars based on the 734 reviews from the Indeed website (Indeed, n.d.).
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Beer’s model for change believes that timing is crucial because if a step is taken too soon it could throw everything off balance. There are six steps to this model and the first step is to increase commitment to change by collectively diagnosing company issues this allows the problem to become known by the organisation and its workers. The second step is to create a mutual understanding of how to manage and organise for effectiveness this means that although everyone will be given new tasks and obligations to complete the job roles and titles will stay the same allowing for a smoother transition. The next step is to encourage agreement on the fresh approach, the ability to put it into practice, and a shared commitment to advance it. This is when strong leadership will be required to help guide everyone. Afterwards, they need to promote the change and encourage participation before making policies to make those changes concrete so that even when they are gone the changes they made will still be in place. The last step to Beer’s model for change is to monitor how the changes are coming around, if they are effective and how the employees are handling these changes, this will be up to the managers to monitor but everyone should try to help (Beer and Eisenstat and Spector, 1990, pp. 116-119).

Based on the barriers to effective organisational culture that were mentioned above the steps required to help the organisation where they are lacking can be completed by using Beer’s model for change. This can be done by first diagnosing the issues in this case it would be the lack of communication with higher ups, unsociable hours given to the employees and not having enough safety for their workers. The next step would be to allocate different schedules so that everyone gets to work different times this will allow everyone to have a time where they can work but still have time for their family and friends and this can be done every few weeks so that everyone has a shot at the more desirable times at some point in the month. In regard to the lack of communication from the managers there should be a survey system that allows the employees to review how their managers have helped or interacted with them once a month, this will allow the higher ups to get feedback on their managers and tackle the problems from there and this will motivate the managers to do their jobs better. To solve the issue for hostile passengers it should be a requirement that each bus should need to have at least one security guard on board, this will help the workers and passengers feel safer and will deter rude passengers as they will know that there is an authority figure watching. Finally, they need to introduce these new ideas companywide this will allow the latest ideas to become the new norms and give a new set of expectations for everyone to aim for.

[bookmark: _Toc139841106]Conclusion

In the introduction, it was mentioned that having a good workplace culture is something all organisations should strive for, and the question was if National Express West Midlands had reached that goal. After reviewing all the data that was presented above and more it seems that the National Express West Midlands has provided a good workplace culture and although they are lacking in some areas overall, they seem to be doing a good job this can be seen in how they are trying to actively help the environment with their zero-carbon emission electric vehicles and the technology they use on board to allow more comfort for their passengers. They also have shown they prioritise the health and safety of their workers based on their policies and their future goals of hiring and promoting more women showing that they care about equality.
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not what you think

Bus Driver (Former Employee) - Birmingham, West Midlands - 25 February 2019

soul destroying. abused and disrespected all day every day.

driving a bus is in reality 10% of the job..even though your driving all day. The abuse
and disrespect you receive all day is unbearable .

even though everyone in the country including management know how terrible the
drivers are treated the companies response is to tell drivers to deal with it and it is up
to the driver to accept it as part of the job.

no one should go to work to be abused and disrespected every day.
you are a bus driver not a police officer and certainly not in the army.

they have no answers on how to deal with public unsocial behaviour so concentrate
on telling drivers maybe it is their fault !!!!

buses have panic alarms, assault screens and emergency buttons....did they install
those because their drivers are rude, abusive and anti social? I don't think so.

' Pros
none
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Challenging company to work for. Go on holiday and
come back to find, incidentally, that you have lost your
job.

Test Manager (Permanent) (Former Employee) - Birmingham - 6 January 2022

Indeed featured review

(&

The most useful review selected by Indeed

National Express was an okay place to work. A typical day at work meant dealing with
the 3rd party software suppliers which was very difficult as they were running over
budget and not delivering on time. Also there were unfriendly users who were difficult
to make good working relationships with. What you I learned at National Express was
no matter how professional, helpful or nice you were to the users of the system you
were developing and testing if they were vile - which they were - you really couldn't
win them round.

Management - good. Workplace culture - generally good. The hardest part of the job -
dealing with difficult and awkward users. The most enjoyable part of the job - using
my free bus pass.

+ Pros
Free bus pass for West Midlands travel, Free parking at a local hotel, People who
Were competent at their job were absolutely brilliant and great to work with, Still
maintain to this day friendships I made while working at National Express.

X Cons
Unfriendly users, Difficult to make good working relationships with several people,
Poor management communication regarding redundancies, Stress from users
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Avoid if u ca
Bus Driver (Former Employee) - Birmingham, West Midlands - june 12, 2023

Too many rules always drivers fault long duties no social life, you don't get any
support from management there always against you, passengers disrespect you

Was this review helpful?

Yes 3 No P Report {1y Share
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Bus driver (Current Employee) - Birmingham, West Midlands - June 10, 2023

Rubbish place to work. You won't have any social time with family or friends. They
force you to do overtime! Absolutely rubbish Passengers are vile towards you

Was this review helpful?

Yes 3 No P Report  {y Share
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