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Executive summary

This report looks to identify the culture and climate in Neath Port Talbot County Borough Council (NPTCBC) to make suitable recommendations for organisational change and management development.  

Culture has many definitions, seen by Balogun and Johnson as ‘the way we do things around here’ (Young, 2024) or by Hofstede (2011) who described it as ‘the collective programming of the mind that distinguishes the members of one group or category of people from others’ (Young, 2024).  There have been several models developed to identify an organisation’s culture such as Hofstede’s dimensions of culture, Shein’s culture model, McKinsey’s 7s model, Denison’s culture model and many others.  For this report, Charles Handy’s dimensions of culture was used and identified NPTCBC as having a role culture.  Limitations of role culture include bureaucracy, communication issues, inflexible, reduced innovation, lack of employee autonomy, limits to progression and sub-cultures (Brenyah and Darko, 2017).  

Climate is seen as the feelings, meaning and atmosphere experienced by those inside the organisation (Young, 2024).  Climate can be broken down into different dimensions, with the most recognised being safety, innovation, learning, ethical and inclusion (Barends, Rousseau, Wietrak and Gifford, 2022).  This report uses the CIPD’s maturity model to identify the current level of NPTCBC in relation to their learning and inclusion climate (CIPD, 2017).  It was identified that NPCTCB need to ensure employees are provided with adequate career progression, including management guidance and support.  Managers should be encouraging employees to develop their skills by delegating acting-up tasks and new challenges.  Inclusivity can be improved by promoting peer-to-peer communication and learning and challenging the rigidity of roles.  

It was recommended that career coaching to improve employee engagement and motivation, whilst promoting a positive culture of value and investment in employees.  Furthermore, the team induction of new employees be delegated to employees rather than carried out by line managers, to empower employees to develop new skills whilst, communication the internal culture and welcoming new employees into the team.  Finally, managers in NPTCBC need to ensure that they are having regularly monthly in person meetings with their team to improve two-way communication and the opportunity for employees to have formal and informal discussions.
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1. Introduction

1.1. NPTCBC

NPTCBC is a local authority based in South Wales serving a population of just over 140,000 residents (Neath Port Talbot Council (NPTC), 2024b).  NPTCBC adapted the leader and cabinet model in 2002 and have 60 elected Counsellors making decisions on policy, budget and appointing the cabinet, made up of 10 counsellors.  The executive is responsible for Council decisions with decisions scrutinised by 4 scrutiny committees (NPTC, n.d.). 

NPTCBC has 5 directorates covering 16 service areas, including schools, with approximately 6,500 employees (NPTC, 2024c). The workforce has a hierarchy system with clear management levels and defined roles (Mullins, 2019, pp.683; Buchanan and Huczynski, 2019, pp.497; Taylor and Perkins, 2021, pp.239–242).

1.2. Aim 

This briefing paper is created for the Senior Management team and will examine the culture and climate at NPTCBC, assessing the impact culture has on engagement and motivation of employees and how well positioned NPTCBC are to further develop the management team.  

1.3. What is Organisational Culture?

An organisation’s culture is hard to define, however, it can be perceived as an organisations personality and character, unconsciously driving behaviours and actions of those involved.  The culture not only influences physical performance of tasks but shared beliefs, views, values, customs and systems (Buchanan and Huczynski, 2019, pp.107–108, Arnold et al., 2020, pp.401).  Balogun and Johnson (2004) state that organisational culture is ‘the way we do things around here’ with Atkinson (1990) describing it as a fundamental understanding of what is acceptable, unacceptable, encouraged or discouraged in a workplace.  Cunliffe (2008) states that organisational culture is essential to an organisation’s brand, direction, effectiveness, perception and employee motivation. An organisation’s culture directly impacts the success of its strategy (Taylor and Woodhams, 2022, p.64) with a healthy workplace culture being essential to progression (Conmy, 2023). As Peter Ducker said, ‘culture eats strategy for breakfast’ (CIPD, 2024c).  

1.4. What is Organisational Climate?

Organisational climate can be defined as ‘how it feels to work around here’ with climate influencing employees attitudes including belonging, goodwill and morale (Mullins, 2019, pp.577-578).  Young (2024b) describes climate as the ‘feelings and atmosphere’ of an organisation and the denotation and perception employees have on the workplace culture.  These include perceptions of the organisation’s policies, practices and procedures and behaviours they observe getting rewarded (Scott et al 2003; Denison 1996).  


2. Main findings

2.1. Critical Analysis of the concepts of Organisational culture and Organisational climate

Culture and climate are distinct concepts but closely related in the organisations value system, influencing behaviour and organisational success (Mullins, 2019, pp. 577).  Young (2024) highlights that defining culture is difficult, making it almost impossible to measure and implement change, unlike climate, which is more specific and tangible allowing for greater influence over behaviours.  Ehrhart and Schneider (2016) support this, stating that culture focuses on assumptions and ingrained behaviours affecting all areas of an organisation, whereas climate focuses on specific processes and perceptions.  Research around culture is limited with Jung et al. (2009) stating it is inadequate due to the lack of diagnostic instruments. Climate research is more available as it is measured via surveys, questionnaires etc. (Schneider, 1980; Barends, Rousseau, Wietrak, and Gifford, 2022). Schein (1987) argues that culture can be measured qualitatively through ethnography with researchers immersing into the culture to gain a holistic understanding (Kramer and Adams, 2017).  However, Gifford and Wietrak (2022) highlight that organisations cannot reasonably undertake such research.

Culture is built over time and is ingrained in the organisations history, making it stable and harder to change, unlike climate, which vary between individual teams/areas making it more volatile (Schein and Schein, 2019).  Schein (2017) noted that culture develops through shared learning and experiences, unlike climate, which can be driven and changed by leadership.  

2.2 Identifying the culture in NPTCBC

Organisational culture is fundamental in influencing employee engagement and motivation (Young 2024a).  Schein (2017) warned that to implement any change, understanding the nature of exiting culture and how it was created is essential.  Once the mechanisms that create culture are identified, strategies for change can then be implemented.  Ghinea and Bratianu (2012) state that organisational culture is not static and changes over time. Models of change help organisations understand structure and behaviours. Many frameworks that can be used to identify organisational culture, with popular models developed by Schein, Hofstede and Handy (Personnel Today, 2023).

2.2.1 Handy’s model of Organisational Culture

Philosopher Charles Handy was a specialist in management behaviour and organisational culture with his model published in 1976 setting out the four culture types based on Greek gods i.e. power culture (Zeus), task culture (Athena), person culture (Dionysus) and role culture (Apollo) (Personnel Today, 2023; Handy, 2011).
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Figure 1. Handy’s Model of Organisational Culture (Janicijevic, Nikcevic and Vasic, 2018).

Power culture – Visually described as a web-like structure with the main power/powers being central to the organisation, in control of decision making and strong influence with the lines circling being sources of influence with decreasing power the further out they go (Handy, 2011).  This culture is usually found in small organisations with few rules or regulations and is based strongly on trust, personal communications and empathy (Arnold et al., 2020, p. 402; Mullins 2019).  With its short lines of communication, the power culture is adaptive and responsive as decisions can be made quickly with a strong focus on results.  Power cultures can be autocratic with employees having little autonomy or control limiting innovation, engagement and motivation (HRC Online, 2024). NPTCBC does not have a single power position, with responsibilities and decisions split between managers and therefore does not suit this culture.  

Task culture - Visually described as a net with individual strands (with some strands stronger than others i.e. senior leaders) intersecting to come together to achieve a specific task (Handy, 2011).  Task culture is made up of individuals with certain skills and interests with resources and tasks allocated by senior leaders leading to high levels of efficiency (Arnold et al., 2020, p. 402; Mullins, 2019, p. 565).  Task culture is focused on teamwork, innovation and collaboration with high autonomy amongst employees resulting in adaptability flexibility and democratic work environment (HRC Online, 2024).  Senior leaders have little control over the way a task is completed and monitoring individuals and can lead to lack of cohesion and consideration of the overall organisation’s strategic goals (Fripp, 2011).  Although there may be subcultures in NPTCBC that have a task culture, generally managers have control over workload and employee’s roles are structured with less autonomy.

Person culture – Visually described as a constellation of stars with each star representing an individual employee and shining independently to one another (Hardy, 2011).  With little structure, each individual is solely focused on their own ambitions, goals and interests with little consideration for the organisation, which is only seen as a mechanism to achieve such (Arnold et al., 2020, p. 402; Mullins, 2019, p. 565).  Person culture promotes an environment of innovation, creativity and autonomy but team-based problem solving is challenging and alignment of goals and focus on organisational strategies is difficult (Fripp, 2011).  Retention is problematic, with employees showing little loyalty to the organisation (HRC Online, 2024).  NPTCBC is an organisation built on teamwork and collective effort and therefore this culture is not compatible.

Role culture – visually described as a building (the organisation) held up by pillars (functions, divisions and policies) with the pillars serving an important role to support the building (Handy, 2011).  Role culture puts emphasis on rigid structure, hierarchy, rules, procedures and accountability with set roles/responsibilities and decision making and powers reserved for those higher up the hierarchy (Arnold et al., 2020, p. 402; Mullins, 2019, p. 565; HRC Online, 2024).   Role culture is secure and predictable but can be resistant to change, decision making is slow, and adaptability and flexibility limited.  NPTCBC is a large organisation with a structured bureaucratic hierarchy as set out in figure 2.  Power and decision making is subject to one’s position in the hierarchy in line with a role culture.
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 Figure 2. Management Structure (NPTC, n.d.)

Employees are employed for specific roles based on their skills and competencies, with employee’s roles with responsibilities clearly identified in the first instance via the advert, job description and person specification and enforced throughout the onboarding process (NPTC, 2019, NPTC, 2020). NPTCBC has a number or policies and procedures that employees are governed by, such as Employee Code of Conduct and Managing Performance Policy (NPTC, 2022a; NPTC, 2024a), furthermore supporting its link to role culture. 

2.3 The effects of NPTCBC’s culture on employee motivation and engagement

NPCTCB has clear responsibilities, roles and expectations for employees giving a sense of security and stability resulting in a higher level of confidence, with employees able to focus on their roles better without confusion, enhancing productivity and efficiently and therefore engagement (Mohammed, Firmansyah and Djudiyah, 2024).  The hierarchical structure and the constraint and rigidity of roles can lead to less autonomy, flexibility and innovation, resulting in reduced engagement and motivation (Jain, M, Christy, Singh, and Inamdar, 2023; Gagné and Deci, 2005, Sharafizad, Redmond and Morris, 2019).  

Role culture can hinder communication between management and the workforce, as communication tends to be through formal channels, limiting employee voice and negatively impacting a sense of team and community resulting in employee withdrawal and lower motivation and engagement (Nafei, 2016; Shipton, King, Pautz and Baczor, 2019).  Communication has been impacted by hybrid working patterns, as less employees are physically together in an office environment and with NPTCBC’s workforce widely made up of agile hybrid and mobile hybrid workers, communication is a high priority.  However, Norris-Green and Maxwell (2022) found that communication, information sharing and cross collaboration has increased due to hybrid working with the use of technology and normalisation of virtual meetings.

NPTCBC relies on a system of formal procedures for reward and recognition, as common in role culture’s, with hard work and commitment rewarded with development and career progression.  This works for some employees who feel this is fair and transparent, however, others may feel demotivated if their efforts go unrecognised (Cotton, Gifford and Young, 2022).  Career growth opportunities in some roles are limited, leading to loss of motivation and engagement (Hay, 2023; Sadilla and Wahyuningtyas, 2023).  NPTCBC’s employee survey highlighted that only 41% agreed that appraisals help them plan for the future and only 48% agreed that there were good career pathways available (NPTC, 2025b).  A psychological contract will be created when employees feel they have job security, career growth opportunities and are treated fairly, which results in increased motivation, engagement and discretionary effort (Peters, 2024).  


2.4 Identifying priorities for change and manager development to improve employee engagement

The CIPD (2017) created a maturity model for organisations to measure their manager development programs to improve employee engagement.  The model is similar to a diagnostic tool and helps prioritise resources and action whilst outlining steps to move towards competence.
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Figure 3. CIPD’s Maturity Model (2017)

Barends, Rousseau, Wietrak and Gifford (2022) highlight that there has been much research carried out to better understand organisational climate with climate being broken down into several dimensions.  The following dimensions were found to be strong indicators of organisational performance:

Safety Climate
Innovation Climate
Learning Climate
Ethical Climate
Inclusion Climate

2.5 Review of NPTCBC’s current position in relation to Learning and Inclusion Climate

NPTCBC’s Corporate Plan 2024-2027 (NPTC, 2023a) states ‘our ability to achieve our purpose, vision and values rests on our ability to support people to achieve their potential’ and highlights the organisations aims to develop and support employees with the enabling programme noting investment in employee’s development.  NPTCBC’s strategic workforce plan 2022-2027 (NPTC, 2022b) was designed to help ensure the council’s employees are ‘the best they can be’ outlining the importance of trust and empowerment that employees are trained, supported and able to carry out their roles.  

Employees who feel a strong sense of support from their organisation/leaders are more likely to experience psychological safety and feel empowered to contribute and share ideas (McKinsey & Company, 2023).  Maslow argued that individuals are naturally motivated to meet their 5 needs as set out in Maslow’s needs hierarchy (Buchanan and Huczynski, 2019, pp.285–288), which puts psychological safety as a physical need.  It highlights the importance of social and relationship needs, such as team-work, social connections, friendships and belonging (McLeod, 2024).
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Figure 4. Maslow’s hierarchy of needs (Stothart, 2022)

NPTCBC recently carried out an employee survey which found that 80% of employees felt it important that managers included them in decision making, 79% felt it was important that managers kept them informed on what is going on in the organisation and 81% felt it was important that managers give them time and space to connect as a team (NPTC, n.d.).  36% of employees said they did not have regular team meetings and 7% felt their managers were not open to suggestions (NPTC, 2025c).

MacLeod and Clark (2009) reported that high performing organisations were likely to include the ‘four enablers of engagement’:
· Leadership that promotes the organisational strategy
· Line managers who are engaging, supporting, motivating and empowering
· Employee voice and employee involvement in decision making
· Organisational integrity with values reflected in the culture 

The CIPD (2025) state that employee voice is fundamental to inclusivity and employee engagement, allowing employees to voice opinions, suggestions and ideas.  Having managers that support employee voice is essential, with the CIPD reporting that 25% of employees choose not to speak up, known as employee silence, even when they have something they would like to say (Shipton, King, Pautz and Baczor 2019, CIPD, 2025).  Concerningly, only 68% of employees in NPCTCB report that their views have been asked for and even less, 64% felt their views were listened to (NPTC, 2025c).  Communication from management was problematic with 20% of employees saying they were not updated in relation to performance and activities in their department and 21% said they were not consulted in relation to changes (NPTC, 2025a). 

Ryan and Deci’s self-determination theory (2000) highlighted employees need to feel competent and have autonomy in the workplace to be motivated and engaged.  NPTCBC’s has invested in training managers to create a succession plan allowing for clear career pathways and talent development enabling identification of the competencies, skills and development needs of its employees and future managers (NPTC, 2022b).  Although succession planning has not been published to the wider workforce, employees are encouraged to participate in training and development through the employee portal, with free access to a variety of compulsory and additional training courses promoted through management.  NPTCBC work alongside colleges and universities to provide training and apprenticeship opportunities for new and existing employees (NPTC, 2022b).  

NPTCBC were the first employer in Wales to achieve the People Development Partner status from the CIPD in 2022 with part of the processes involving a people impact survey measuring the alignment of NPTCBC with the CIPD’s standards set against the profession map alongside public sector benchmarking (CIPD, 2024b; CIPD, n.d.; NPTC, 2022b).  This found that NPTCBC’s average rating were above the public sector benchmark in many areas of the profession map, including learning and development, professional courage and influence, passion for learning, working inclusively and inclusion and diversity (NPTC, 2022b; Rees, 2022).  Managers are encouraged to work with the values promoted by the CIPD in line with the profession map.   

Considering the above, NPTCBC would be assessed as a level 2 on the maturity scale for both learning and inclusion climate.


3. Conclusion

Although the senior management team of NPTCBC have focused on creating succession plans and the Learning and Development team developing employee learning and development opportunities, employees are not always aware of what’s available (NPTC, 2023b).  This was supported by a You.Gov poll, with 23% of employees reporting that their managers are poor/very poor at discussing training and development (CIPD, 2016).   Lewis, Donaldson-Feilder and Godfree (2017) highlight the importance of organisation and management support of employee development in promoting engagement and wellbeing (Lewis, Donaldson-Feilder, Jones and Johal, 2014; Macleod and Clarke, 2009; Jha, Pandey and Varkkey, 2019).   By investing in development and growth of internal talent, NPTCBC will increase engagement whilst helping retain culture and values (Cave, 2024; Arnold et al., 2020, p.367; Schrage et al., 2020).  Josephs (CIPD, 2016) explains that organisations need to challenge their traditional hierarchal approach to career progression and look to have a push strategy in identifying employee’s aspirations and pushing them towards available internal opportunities fulfilling business needs.  HCL Technologies has been successful in this strategy by creating a career connect portal whereby employees can select a role in the organisation they aspire to, have career counselling and training, added to a talent pool and be identified when a suitable role is available (CIPD, 2016).  

There is strong evidence to support that inclusion is the responsibility of all levels of the workforce and throughout all organisational activities (CIPD, 2024a; Green and Young, 2019).  The culture of NPTCBC is embedded in its employees and as such employees are best placed to communicate and model the culture (Devine, 2024). For employees to meet their psychological needs, as outlined by Maslov’s hierarchy of needs (McLeod, 2024), Stothart (2022) highlights the importance of managers empowering employees to achieve their potential and purpose by delegating work and responsibility in a supported way. The McLeod review (2019) identifies an enablers of engagement being line managers who motivate, empower and support employees by providing opportunities and new challenges to develop their skills, whilst strengthening the trust relationship via the Social Exchange Theory (Gifford and Young, 2021; Blau, 2017).  

Keyton (2011) states that the survival of organisations depends on its employees communicating effectively.  To create an inclusive environment, employees need to be able to participate in both formal and informal communication in the workplace (Barends, Rousseau, Wietrak and Gifford, 2022; Mor Barak, 2015).  Mor Barak and Cherin (2018) argued that inclusion is at the root of psychosocial wellbeing and identified 3 main areas for inclusion in the workplace: work-group involvement, influence in decision making and access to communications.  The recent Leadership and Management Staff Survey at NPCTCB obtained qualitative data from employees reporting that due to hybrid working, they would like managers to ‘check in’ with them more regularly and felt it would beneficial to have more face-to-face interactions with their manager and team with one colleague stating that ‘regular informal chats to re-connect with co-workers encourage a healthy work/life balance and a sense of camaraderie’ (NPTC, n.d.).  To promote inclusion, NPTCBC need to ensure that employees are encouraged by management, and have the opportunities, to put forward their ideas and opinions, are listened to, included in team communications and remain informed. 


4. Recommendations

4.1. Career Coaching

To increase engagement and learning and development opportunities, NPTCBC should focus on encouraging internal mobility by identifying and upskilling internal talent to satisfy future vacancies and meet the needs of the succession plans (Baska, 2020; Lyons and Bandura, 2021).  Brown (2019) highlights that many employees are unsure what upskilling options are required and/or available to them, therefore it is essential that employees discuss their career goals, understand what is needed to achieve them and relevant support within the organisation is in place, promoting an organisational culture that encourages personal development and investment in its employees. NPCTCBC should consider training 2 Talent Management Specialists (TMS) to become internal career coaches (CC’s) who can liaise with heads of departments, the experts in their field, to understand career pipelines, skills gaps and succession plans.  McQuillan states that it is important that employees are empowered to be responsible for their own careers and therefore emphasis will be on employee’s interested in upward/sideways movement to contact the CC’s directly to start the process and for line managers to refer identified talent through one-to-one meetings (McQuillan, 2020).  The service should be promoted through the Employee Portal, Viva Engage and staff e-newsletter.

Initial costs
Training for 2 CC’s – 2 x £886.26 = £1772.52 (British School of Coaching, 2024)
Time for 2 TMS’ to undertake training – 14 hours x £20.48 = £286.72
Time for TMS to initially liaise with heads of service (HOS) to understand needs – 60 hours x £20.48 = £1228.80
Time for HOS to liaise with TMS – 60 hours x £24.75 = £1485.00

Weekly cost
Career coaching by CC’s – 10 hours x £20.48 = £204.80

4.2. Monthly in person team meetings

[bookmark: _Hlk190034228]To increase inclusion and engagement NPTCBC need to ensure managers are arranging face-to-face in person meetings with their team.  Meetings should be held in the department’s base location with a meeting space booked by the manager.  This ensures that employees will have access to appropriate meeting space, refreshments and free company parking/transport links (Leach, Rogelberg, Warr and Burnfield, 2009).  Young and Gifford (2023) highlight the importance of meetings being relevant and effective with opportunity for employee voice to contribute to psychological meaningfulness, engagement, increased productivity and positive manager-employee relationships.  Meetings should have set agendas for discussion including updates from the manager on team performance and goals and how these fit with the organisational strategy.  There should be allowance for informal conversation, playfulness and humour to increase perceptions of effectiveness and productivity (Pham and Bartels, 2021).

Monthly costs/per team

Time for Managers to arrange meeting, set agenda and arrange attendance - £23.32 x 4 hours - £93.28

Time for managers to attend meetings - £23.32 x max 4 hours (including travel) - £93.28

Time for employees to attend meetings – variable depending on team size and roles

4.3. Peer-to-peer inductions 

For NPTCBC to tackle historical institutionalised hierarchical behaviours and promote a culture of inclusivity, equality and empowerment, increasing levels of engagement and wellbeing amongst the workplace (Butt, 2018) they should embrace peer-to-peer communication, empowering employees at all levels.  A recent employee survey on the onboarding process at NPTCBC has shown that 25% of new employees felt they were not provided with enough information about the team they were joining (NPTC, 2025a) alongside Wyatt (2024) who reports that 14% of new starters feel isolated during onboarding.  O’Reilly and Banki (2016) found that social exclusion in the workforce was very damaging to employee motivation and engagement.  69% of NPTCBC employees surveyed, felt that it was important that managers gave them opportunities to ‘act up’ and lead on aspects of work (NPTC, n.d.).  Drawing on both points, NPCTCB’s people professionals should support line managers to delegate the team induction process to their employee’s.  Depending on the team, the induction process could be split into parts and distributed between team members so several employees can be involved, or individual employees can be given induction of an individual.  The benefits of this are that the new employee is learning the organisational culture from a peer alongside the day-to-day job role whilst integrating with the team, building personal connections and promoting a sense of ‘relatedness’ and community as outlined by Ryan and Deci’s Self-determination theory (Buchanan and Huczynski, 2019, p283).

Initial costs

Time for HRM to amend induction guidance document – 1 hour at £20.48
Time for HRM to provide guidance to HOS - 15 hours x £20.48 = £307.20

Time for HOS to liaise with HRM – 15 hours x £24.75 = £371.25

Weekly costs

Limited ongoing costs as work will be re-distributed between the team.  
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