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Evaluation of organisational
culture and nurse burnout

A study of how perceptions of the work environment affect morale found
that workplaces considered by employees as innovative and supportive had
a positive effect on their wellbeing. Jenny Watts and colleagues report
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Ahstract

A survey of murses working wilh older adults across
three NHS trusts was conducted to explore how
perceptions of the workplace affect nurse wellbeing,
Standardised validaled measures were used o assess
burnout, perceived organisational support and
organisational culiure. Significant associations were
found between innovatne organisational culture and
nurses” sense of personal accomplishment, which
reduce the likelinood of burnout. Multiple regression
shivwed expenence of burnout 1o be predicted by the
nature of organisalional culture. It seems therefore
that nurses' wallbeing may be affected by their
perceptions of the working emaronment. Applications
of this knowledgs and suggestions for futume

research are discussed,

Keywords
Bumout, nurse wedlbeing, erganisational culfure,
workplace culture

MUHSLESR" MORALL and perceplions ol palienls
can be shaped by values, sssumplions and belels
ilrinsic b e workplace (Broso e al 20081 This
phenmenon, known as organisalionsl culiure,
appedrs 1o allect iumerois dspects ol s
(So - Findlay and Estabrooks 20006), A supparlive
warnd cullure seems posilively relaled o nurses’
commalment W their roles (Lok and Crawdoed 19945),
s wiell s o jub satslaction and the guality of care
nurses deliver (Kanpgas of ol 19949

The dominant characleristics ol arganisalionsl
Clillures mdy vary, Those experienced s supporine
by stadl (Wallach 19830 may makee explicvit tee values

ol codlaboration, encouragement and st By

| conlrast, more business-oriented cullures eonpluasise

vilues such as risk, cluage aoed ex peranenbation,
and are ollen perceived as inrovalive and dynamic
workang environment =, yel highly pressueed and
comstanlly chalbenging, Orpganisations Ul are
perceived as having bureaucratic culiures appesar
hierarchical,

ortenled lowards power and drven by prodocals
and procedures,

Literature review

Whihe cullure is one delerminanl of ourses'
perlormance and welbeing, many studies have
dllempled o identily other [aclors capable

ol improving pelienl care, sEAIT relention and
oeeupalional bealih.

I'hese Taciors are particularly relevant tooolder
adull care, which has experienced dilTiculty in
recruiling aod retaining swlliciently gualilied stall
(Mordenlel 2009), They are also pertinent in ligb
of the Francis (20130 ingudry reparl inla posr cars
al Mid Stallordshire KIS Foundation Tousl, which
emphasises Lhe imporiance ol stall selection,
relenlion Al mrale

The lileralure supgrests hal sogial suppoerl,
allen understood a5 the practical and emod el
resourcey provvicded by olhers, can bave a benelicial
ellect on nuese wellbeang amd scoupaliona
headith, Mol only bas coploves absenlecism been
inversely associaled wilh perceived posilive
wovial support (Lisenberger of ol 1986, Michse
and Willizums 20008, bul svcial support is also
thouphl o have a bullering ellec) on pelentizlly
slresslul experiences and o redues heallheare cosis
(Maruiiigs ol 1996),

Furthermuore, this relationship belween pereeivied
support and wellbeing becomes more slienl when
indivicdwals are under prealer sieess (Manoing e ol
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1996). A cross-sectional study (Atken ef al 2002} of
more han 10,000 nurses 1o dcute hospitals across
Canada, Ingland, Scotland and the US revealed that
perceptions of impoverished organisational support
were linked directly o high rates ol burnout and low
jub satislaction

I'he lileralure sugpests, therelore, thal enhancing
perceived support can redoce The detnmental
consequences of buroout and oller aspects of
occupalional stress.,

Burnoul has been described (Maslach e al 1996)
as @ Lripartile expenence thal comprises:

B Lmotional exhaustion.

W Depersonalisalion

B Decressed personal accomphshment.
This delinition suggests thal nurses, because
they inleract with patients who require care,
allentton and &n empathel approach, can
experience depleton of thewr emotonal
reserves (emotional exhaustion),

In additsn, with the exhaustion of therr capacily
lor empathy, nurses may become distanced
Irom, and numbed 1o, the concerns of their
patients (depersonalisation). The linal component
describes how, because they perceive thal they
are overburdened by others' problems, nurses
think they are not beinp producive or progressing
professionally (decreased personal accomplishiment)
(Maslach et al 1996).

Assoviated symploms ol burnout include
sleeplessness, headaches and pastrointestingl
disturbances (Leiter 2005), which alfect nurses’
abilities to provide oplimal care and consider that
they are funciioning as compelent prolessionals.
Accordingly, because burnoul s linked
to daminished job sausfucton and high rates ol
volluntary job turnover, these negalive experientes
can allect stalling levels and patient oulcomes
(Vahey el al 2004).

Aims

The purpose ol 1his survey was (o explore and
examine relaionships bebween nuses’ experiences
ol burnoul and their perceplions of organisational
cullure and support across three NS Lrusts

delivering acute and community care in the Midlands.

The study was guided in its scope by previous
research and qualitative narralives ol nurses’
experience ol caring lor older adults, and wanted
1o examine which variables in the workplace
mughl predct nurse wellbeing. 1 was desgned
parttcularly 10 examine (he expersences ol nurses
working with older adults, given « relative dearth of
previous research examining predictors ol burnout
i s dorn,

Methods

Alter seeking and recerving ethcal approval [rom
the local NHS ethies commutiee, and initial pillinong
ol questionnaires 1o assess respondents” abilily

o understund content and lormal, and 1o respond
in a timely way, validated standardised measures
ol organisational culture, burnout and support
were made avalkable 1o ligible nursing stall online
across the three NIIS trusts belween January

and June 2012, S1all were dlerted 1o the survey by
trust newsletters, posters and Miers. The survey was
also made avadable as a paper copy i requested

One ol the authors also publidised 1t during
meelioes with nurses employed in relevanl specalist
care areas, such as wards [or older adults,

The survey was advertised as seeking
responses Inom stall with & patient-contac! role;
adminsiration and management stall were nol
eligible. No exclusions were made according
1o working hours, with Tull and part-lime
stall elgible, The survey was open 1o all nursing
stadl, including registered nurses, healtheare
assislants and nursing auxiliaries.

Workplace culture The Organizational Cullure
Index (OCDH (Wallach 19873) was used 10 assess
emplovees’ perceplions ol their work place,

I s d brael and robust measure, with high
mternal consistency (Lok and Crawlord 2001,
Scoli-Findlay and Lstabrooks 2006), 1L comprises
24 slems, split o three subscales, namely
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Respondents indicate on a four-point Likert scale how applicable they think specific adiectives are to their organisation:

Bureaucratic subscale Innovative subscale Supportive subscale

| W Hierarchical. B Risk taking. B Collaborative.

B Procedural. B Resulls anenlad B Relalionships orienled.
B Structursd, B Creative, B Encouragng.

B Ordered. B Pressurised. B Sociable,

B FRegulated. B Stimulating. B Personal fresdom,

B Established/salid, B Challenging. B Equitable.

B Cautious. B Enterprising B Safe.

B Power onented. B Orpang B Trusting.

huregucralic, inmdwvalive and supportive, each
ol which conlains eipht ivems (Box 1)

Burnoul lool The Maslach Burnowl Invenlary
(Maxlachy et el 1996) is a 22-ilem sell-reporl measwuee
and the most widely used and best validated

Lol lor determining burnoul (Schwab 1999,
Schowleli ef o 20028 1 coables the distress
associated with palienl care 1o be assessed, amd
lakes aecoanl ol 1he Three points ciled earlier,
namely emolional exhawstion, depersonalisalion
and decreased persomal accomplistuneol.

Mean (standard Frequency*

deviation (3D1)
Age in years 4474 (10.12) =
Years in nursing 19.54 [10.43) =
Years with older adults 1673 (945 =
Males - 23
Famales - 104
Regslered nurses - g8
Other nursing roles - 27
Mental heallh Trst 57
Apute care trust 41
Frimary care trust 23
Qifer trust affiliation 3

= Not all mepondanks cormplsbed damographic items fully

The tiso] hias been adapied Tor use with
dillerent ocoupational groups, and this research
employed the [luman Services Scale version ol the
queslionnaire 1o assess heallhears wirkers, Lach ol
(hiee dlerres has seven possible responses, wille scores
ranying [rom cero 1o six, where hipher scores Lor
emidinnal exhiaustion and depersonalisalon indicale
grealer burnowl, bul lesser burnoul lor decreased

Work place support s was assessed using

{he Survey ol Perceived Organisationa] Support
(Lmenberper e al T986), which is g slandardised
validlaled] medsure thal has been employed
corpseguenlly i more e 70 studies {Lisenberper
el ol 1980, Hutchinson 1997, Bhosdes and
Lizenberper 221 I comprises 36 lems soored
using d seven-ilem Likerl scale,

Results

Kesponses were received Lrom 161 participant s
aeross Wree KIS brusts, 129 of whsch were usable
alter excluding quesigimmaires that bad been only
parbially compleled. Charsclers s of e sample
are sunrsrised inlable 1.

Workplace cullure The tlal seare in esch ol Uhe
Thres 001 subscales was divided by eighl o achisve
a e i accurdaoee wilh Lok and Crawloed's (2001)
priweddurs - higther soores indicale gredler dpreemsnl.
Partiapants pereerved 1hear orgamisalions (o be mors
bureaucratic tran inoevalive (lable 21 Figare 1 shows
1he mean soores (M) Lor each OC] ilem wilh inmovalive
iems in while, bureaucralic in green and supporlive in
red, The highest scoring adjectives wepe;
B Innowvalive organisaliongl culiore:
resulls-triented, M=3.41,
B lnoevalive oreamsaliongd culluee: pressunsed,
M=1.H0
B Hureaucralic organisalional cullure: procedural,
M=3.32
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Onverall, mean scores show That arpanisationsl
cullure was perceived (o be bureaucralic

(Table 2), yel the highest scores were [or innovalive
items (Figure 1).

Norms lor the UK are nol available, bul
comparison & possible with data collected from
214 hospitals in Australia. Mean scores assessed
by Lok el al (20605) were lower Than those in 1his
study for supportive (M=153) and innovalive
cultures (M=170), vet the burcaucratic mean was
similar (M=2.81). ‘Ihus both this and Lok et al's
Ausiralan study und buresucratic cullure (o be
the dominant dimension.

Burnoul Scores [or nursing, respondents in the
current sample were compared with normative data
[or healthvare professionals as well a5 mean soores
collected From other pursing, contexts, including
oncology and mlensive care,

Scores [ur emotiona exhaustion (M=25.57) and
depersonalsation (M=16.46) in the curren! study
were lound o exceed the norms reported in other
clinical contexts, while personal accomplishment
(M=15.63) was reported as lower (Maslach el al
1996, Alimoglu and Donmez 2005). Overall, this
would sugpeest et burnout mn our sample of older
adull nurses was hagh,

While the measure of perceived onpgamsations]
support does not oller threshold scores (hat
deline clinical signilicance, the mean (olal scores

Mean (SD)

Bureaucratic 2.97 (0.53)
Innovative 2.64 (0.50)
’ Supporlive 2.24 (0.69)

\

reparied in our sample (M=32.91) were of equivalent
g lude (o a sunilar study of Austraban oursing
stall (Ng and Sarrs 2009

Demographic variables 10 assess whether
demuyraphic factors were associated with
dillerences in organisational cullure, burnout
or perceived supporl, 1-lests were underiaken.

They revedled no duferences i measures relaliog

o gender, years ol experience, registration stalus
or trust alfibation,

Signilicant correlations Personal accomplishment
positively correlaied with innovalive
orpanisabional cullure.

Multiple regression Polential predictive variables
for burnout were entered mto stepwise mulliple
regression Perceived organisational support
explained 5.5 per cent ol the variance in emotional

[ innovative
[l Bureaucratic
B Supportive
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exhauslim. Supporlive organizslional callure
sipmlicantly predicted depersonalsalion, explamng
4.9 per cent ol the variaonce,

Discussion

Mean scures Lor each O] subscale suppest thal
nurses perceived Lheir orpanisalions i be more
buresucralic 1han inmevalive, wilh supporlive ilems
o e guess Liomosare recenvang he leas| apresment
(Fipgure 1).

This s nob an wneswal loding, given Dhal
Bspital envicommenls Bave been described
ws herarchical and conservalive workplaces
{Lak and Crawlord 20010

Ilinwever, innovalive arpanisaliongl culiure
pusilively correlated with personal accomplishmeni,
suppesling thal s1all who perosive Their workplaces
Loy b mwore dynamic and enlreprencurial bave
o prealer sense of salislsotion o e roles,

Multiple repression models reveaded (ha
experience ol burnoul could be predicied by
vrganisational cullure aml perceived support,
supgpesliing thal nurses working with older
wlulls can benelil lrom belonging toowork places
perceived b more innivalive and supporive,

T reduce sl bucmoul, organisaliomal cullure
mAy reid L changs, bal changes do nol nesd e be
larpes small changes thal Toster mulual support
al wird level and Facilitale wollaboration may
be ellective.

Burnoan scores in this siudy were hipher (han
reporbed cocupationel normes (Maslach ed al 1996),
suppesling lhal supporive aclion is warranled.
Implemeniing oceupational healih nlerventions
Ler reduce burnout can be problemalic, because
sladdl ey wiand Lo avoid Being bwedled as wralsle
Loy coopee dnid coneerned Thal expressions ol dsiress
Conld b detrimental e e promelion pros pecls
{Jearesson and [lalabi 200061, I is teerelore, mporial
Lhal stall leel comlortable aboul seeking support,
and 1hig should be considered 1o be normal
and rouline,

Promuding an MLY% that [oslers employes heallh
snd wellbeing: has hesn studied by & number
o resedrchers (Black 200 2) Perceplions ol 1he
vrpanisalion appeared mportam for stall wellbeing,
wilh an innovative cullure associated with reduced
b, The pusilive relaticoship suppested (hal
slall e periencing greater revwand and salislaelion

The findings suggest that staff who perceive

their workplaces to be more dynamic have

a greater satisfaction in their roles

also perveive Lheir arpamnssalions o be mors
challeming, enlrepremeural and dyname

“Lhis is an imporiant londing becawse
arganisalionsl coullure, FTor example ol
indaviclwal wards, and especially subculiure,
can predict posilive vulcomes, including stall
commilmen! {Lok et al 2005}, The developmen
al & mare absviusly and moee valued innovalive
organisational cullure could reduce relention
anid recruilment problems, which are especially
prevalent in obder adull care comlexis
(Murde lell 2009),

While organistional suboalbare may rellect,
ar diverge, lrom the larper orpanisational cullure,
il is one Thal may play & grealer role in 51407
retention. Lok el af (2005 assessed subcullures ol
individwal wards, a5 well as The larper orpgnisational
culiure of the hosptal, revealing that murses’
perceplions vl wards ax inonovalive or supporcive
hadd a preater associalion with their organisational
commilmen! Lhan their perceplions ol the hospital
culiure being so.

Lherelome, norms, values and alliludes prevalen
in smaller components of the wider orpganisaiion,
sk s wirds dand ledams, may be mare imparian
L shall re tenation s percepliones of the Bospilal
ar wider (rpEnisslion.

Conclusion

The KLIS, particularly in Pngland and Wales, is being
reslruciured and reorganised. However, This survey
supgesls change need nol be pereerved as disruplive
in the long term Stall may benelil from belonging wo
a4 more dynamic wiorking environmenl.

We, Lherelore, supgpest (hal, sl orpganisalnonal
subvullure levels, ward managers need b make
clear ow proposed changes can be benelicial.

Al g wider crpanisaional level, W unprove

slall recruitment and relention, senioe NS
managers should emphasize The benelils ol

lhe heallth service being a conlinually evilving
arpganisalon and challenge notions Thal i s slaln
and wires punsive,

Towehieve this, they can consider imple msnling
ourse-led inovaticns, The Hoval Collepe of
Mursing (RCN) (2013, as an advocale lor workplace
innowation, has made cosl-assessed nurse-led
slralepies available om ik wehsile 11 alko provides
publicly accessible advice on bow nurses can
parlicipale in, or lead, innovalive heallh care n
Their workplaces,

Such gudelines can be applied &l ward
level 1o madke small bul meanmglol changes in
arganisalicngl cullure, which may help b reduce
murse burnoul,
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l'oy demonsirale cosl ellecliveness, puidance on
baldurys the economic case Tor specilic mnovalions
b beeen prowvided by (e RCN in oo llabomlion
wilh the Olfice for Public Management based on
wiark weslerlakeon by Doy S and Filepatnck
{20713), Capilalising on Uwe lamiliarity of the
nursing prolession wilh gualily improvemenit
lechnigques, They supgest Thal wards, hospitals and
lrusls where stall are keen Lo benelil lrom more
inniwalive cullures could draw on siralepies that
dre publicly available and already evalualed lor
ool arml ellereny,

Thee predictive models used in this sy
suppes] that Facels ol an orpanisation’s irails play
& predler rode in burnool than palisnl conlaEct.
Length ol nursing experience in this study was

orpanisalional supporl and orpanisalionsl cullure
ey explain ol
Furtbier research coubd consider whether (hese
orpganisalivnal laclors are ruly the cause ol
sladl burml and, Turileromee, explore s sall
burnout allects stall o patienl miios and the
number ol direcl palienl conlact howrs.
Oualitalive inlerviesws Al open-ended survey
ilemes, which are nol part ol our current research,
mmy wiell oller o meore nuaneed woders landing of
Tectors benelicial or detnmental 1o nurse wellbemg.
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and search using the keywords,
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