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The purpose of this briefing paper is to provide a critical analysis of workplace culture and its relationship with organisational behaviour. This paper will give an overview of the differing definitions of organisational culture and will explain the importance of culture to different stakeholders.  This paper will then focus on a targeted area of cultural progression within Hywel Dda and will critically analyse the culture and behaviour of the organisation using a specific model.  This paper will also make evidence-based recommendations designed to instruct Hywel Dda’s senior leadership team.
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In general terms, culture is extremely hard to define.  Almost an ethereal concept, culture is many-layered and complex.  As the CIPD note, defining culture is difficult (Young, 2022) Balogun and Johnson (2004) describe culture as ‘the way we do things around here’.  In his seminal work, arguably one of the most popular conceptualisations, Schein (2017) described an organisation’s culture as a composite of layered factors: artefacts, values and underlying beliefs.  Hofstede’s theory describes culture as the oil where the organisation is the engine (Hofstede Insights, 2022).
Whilst the citation is ambiguous, many sources attribute management consultant Peter Drucker with the famous quote ‘culture eats strategy for breakfast.  Heskett (2015) explores how having an understanding of an organisations culture is a valuable insight as the impact that culture has on profit is a quantifiable and measurable metric. From these points, it is clear that culture is vitally important for the success of any organisation.  
Research by Deloitte (Kaplan et al, 2016) points out how culture must be everybody’s business and not just task delegated from c-suite executives.  With this in mind, it is imperative that to have an understanding of the bottom line: culture and financial success are intrinsically linked.  This point has been demonstrated by Gallup’s (2022) report which found strong links between engagement and performance outcomes of its surveyed organisations. 
As with the NHS, Hywel Dda Health Board is currently aiming for many desired ‘cultures’ – rather than just one.  The Workforce, Organisational Development & Education Strategy (HDdUHB, 2020b) has been designed to support the Health Board’s Strategic Objectives:
i) Putting people at the heart of everything we do
ii) Working together to be the best that we can be
iii) Striving to deliver and develop excellent service
Within the strategy, references are made to no less than ten desired cultures: ranging from a culture of compassionate, collective leadership to a culture of feedback and appreciation.  Because of this broad scope, this briefing paper will focus on Hywel Dda’s intention to build an open and honest culture of feedback and learning.  This is a huge area of focus for Hywel Dda and for the NHS in general, having been called out as being ‘systemically deaf’ in past research (Pope, 2018)
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There are a range of culture models available to business leaders and to the People Profession.  At a general level, Handy’s (1996) four types of culture are a useful tool for analysing culture.  Handy’s model explores how four distinct management styles evolve into four distinct cultures.  Namely: Club Culture, Role Culture, Task Culture and Existentialist Culture (MindTools, 2022).  At a richer level, Hofstede’s seminal work characterises culture into six dimensions.  Hofstede’s work explores the role of individualism versus collectivism; the uncertainty of avoidance and so-called masculine and feminine elements of culture (de Mooij & Hofstede, 2010).  
Whilst cultural models have long been of interest to business leaders, the range of differing models can often be overwhelming.  As such, the remainder of this briefing paper will focus on the cultural model of the late Edgar Schein, who was arguably one of the most eminent figures in this field.
Figure 1
The visible structures, processes and observed behaviours 
The goals, strategies, aspirations and vision
The unconscious beliefs that people hold to be true

(EPM, 2023)

As summarised in the above diagram, Schein’s pyramid is sectioned into three distinct areas.  At the very top of the pyramid are the ‘Artifacts’, which Schein (2017, page 26) describes as the phenomena that can be seen, heard and felt in an organisation.  The pyramid model is often depicted as an iceberg, in which case the artefacts would be those that are above the waterline, those which can be plainly seen (Open University, 2021).   The next level contains the ‘Espoused Values’ are construed as the values and norms of an organisation and should be congruent with the bottom level.  The ‘Assumptions & Underlying Beliefs’ are defined as the ‘invisible reasons why people perceive, think and feel the way they do’ (Schein, 2013, page 254)
In order to analyse the culture of Hywel Dda against Schein’s model, it is prudent to start with the corporate values of Hywel Dda as its flagship artefact.  Whilst Schein’s model categorises corporate values into the second layer of the pyramid, it is this author’s view that they straddle both areas of the model.  The organisation sets a lot in store by its values, having been co-created by patients and staff almost a decade ago (HDdUHB, 2021).  Internally, it is rare to come across a health board document or email without the values logo appearing.  The organisation has attempted to embed the values into strategy by ensuring that the three organisational values are also the three strategic goals of the entire health board.
Schein’s artefacts make reference to how factors such as uniforms and physical spaces are indicative of an organisation’s culture.  Whilst the ageing NHS Estate is often a source of discussion in the tabloids (Welsh Parliament, 2023, the Welsh Government have invested millions of pounds into physical infrastructure (NWSSP, 2022).  In Hywel Dda, car parking is an historic and notorious issue (Harries, 2019).  Staff voice is particularly strong here, with many qualitative examples gleaned through Exit Interviews (HDdUHB, 2023a) that demonstrate that lack of parking has forced them to either move or leave their jobs.
However, as Schein (2013) states, these artefacts are merely the top of the pyramid.  They are, arguably, the superficial elements that are visibly projected to the outside world.  Whilst the organisation strives to promote values-driven positive behaviours, the measurement of this can prove somewhat challenging.  Engagement scores can provide some insight to how well the values are embedded.  In this industry, studies have shown that NHS organisations with higher engagement scores often have better outcomes for patients (Wake & Green, 2019).  
As readers descend Schein’s cultural model, they find themselves analysing the espoused values of an organisation.  Schein (2013 remarks that these are a deeper indicator of organisational culture than artefacts. These are evident in Hywel Dda’s internal publication of its values-based behavioural framework (HDdUHB, 2020a), which effectively provides guidelines on how people should behave.  Internal data, captured from colleagues moving to different teams, paints an interesting picture of this level of the culture pyramid.  It is shown that over 22% of staff did not feel that they worked in a positive environment.  While this data is naturally prone to bias (Webster & Flint, 2014), it is a rather stark figure.  Similarly, almost 40% of staff surveyed felt that managers did not maintain equitable treatment for all employees.  With this in mind, is this more indicative of Hywel Dda’s culture than organisational leaders would care to admit?  It can be inferred from the data that there is inequality across staff groups.  However, this data set does not break down ‘inequality’ in any further detail.
At the bottom of Schein’s pyramid are the assumptions and underlying beliefs of those within the organisation.  Or, in simpler terms, what the organisational culture is actually like.  Interestingly, whilst these factors are inherently difficult to measure; they are arguably the biggest indicators and drivers for culture change.
At this point, it is imperative to clarify the varying subcultures that exist across differing staff demographics.  For example, a study compiled by NHS England found that Nurses were 15% more likely to speak up against an issue than administrative staff, who were in turn 11% more likely to speak up than cleaners (Hughes, 2018).  Whilst there is a notable lack of this evidence in Hywel Dda, it is a notable finding as it could be a cultural indicator of systemic issues.  
Hywel Dda has diversified its employee voice channels and now surveys new starters within their first three months.  From the new starter survey, almost 90% of respondents stated that the values and behaviours framework is embedded within their department (HDdUHB, 2023b).  If this is compared with intelligence taken from exit interviews, then this response drops by a staggering 21%.  Is this an example of Schein’s pyramid and the contrast between factors that are above and below the surface?  It’s difficult to say with total surety but there is evidently a huge cultural gap between the two.
If it is true that there is a difference in opinion between new starters and leavers, it is imperative to explore this in further detail.  It could be suggested that the positive culture of Hywel Dda is merely one that is projected, whereas there is an underlying belief that the organisational values are only upheld at the beginning of the employee life cycle.   For the past 18 months, intelligence has been captured from a’ Thinking of Leaving’ survey.  At the end of the questionnaire, respondents can opt to either be contacted by one of the HR team or they can choose the ‘no response’ option, caveated with their acknowledgment that no action will be taken’.  Essentially, respondents have a choice between anonymity or action.  Whilst there is some research that suggests that anonymous surveys provide more honest results (Morrel-Samuels, 2002), there is strong research that suggests the opposite (Murdoch et al, 2014).  As Hywel Dda has recently been promoting a culture of anonymous feedback, it could be argued that further research should be completed in this area to ascertain the best method.
The monthly engagement surveys provide valuable insight to the assumptions and beliefs in Hywel Dda.  For example, only 56% of staff felt valued and appreciated and only 49% felt genuinely listened to (HDdUHB, 2022a).  With over half of the workforce not feeling listened to, the impact on patients could be catastrophic.  This data could suggest a deficit of psychological safety, which Edmonson (1999) describes as critical to team effectiveness.
In a healthcare setting, psychological safety is vital.  NHS leaders only need read the recent Ockenden Report (2022) to see the devastating impacts that can occur from a lack of psychological safety.  One of Hywel Dda’s core values is ‘Developing and delivering excellent services’, which sits near the top of Schein’s pyramid.  This value requires staff to speak up and offer suggestions for service improvement, yet the data from engagement surveys (arguably, the assumptions and beliefs) prove otherwise.
This again is mirrored when looking at data captured from exit questionnaires.  In an in-depth study of nursing staff (both registered and ancillary), a colossal 71% of respondents stated that senior managers were not open to feedback or suggestions from subordinates (HDdUHB, 2023a).  Whilst the organisation is professing to have a culture of improvement, these statistics tell a different story.  Sadly, it could be suggested that the real culture is poles apart from the top of Schein’s pyramid.
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The People Profession have long been enamoured with theories that explain why
people behave in the way they do.  It is important to note that there is not one sole
theory that can be universally applied by leaders in Hywel Dda (Mullins & McClean,
2019).  In general, work psychology is the application of various areas of basic psychology in a work setting (Arnold et al, 2020).

Behaviourism, or Behavioural Theory, is a concept first formalised by Watson (1913) at the turn of the 20th Century.  Watson generally theorised that all behaviours are learned from the environment and was not much concerned with human emotions and thought processes.  Since Watson’s seminal work, Skinner has emerged as one of the leading behaviourists in the field.
Skinner was slightly more concerned with emotions than Watson and felt that Watson’s work was too basic to cover such a complex topic (McLeod, 2018).  Skinner’s work highlights that humans respond to a stimulus and are then rewarded or penalised depending on their response, this reward or punishment then respectively reinforces or discourages the behaviour (Omomia & Omomia, 2014).  In simpler terms, people will continue to display positive behaviour if rewarded for it and will decrease behaviours that have negative consequences.
Linking back to the emerging themes from the previous part of this paper provides some insight.  By contrasting Skinner’s theory with the cultural findings noted previously, many conclusions can be drawn.  Firstly, the evidential lack of psychological safety is indicative of behaviourism.  It is widely researched in healthcare settings that clinical staff feel less comfortable challenging staff that have more experience (Churchman & Doherty, 2010).  From a human behaviour perspective, many staff may not wish to challenge others due to consequences for peers who have historically spoken up (Schappach & Gehring, 2014).  This learned behaviour could explain the assumed unwillingness of managers to accept feedback.  This, in turn, could have serious implications for patient safety (O’Donovan & McAuliffe, 2020).
Similarly, it is apparent that there is a difference of experience between starters and leavers.  Naturally, this could be explained by Kelley and Conner’s (MindTools, 2023) emotional cycle of change, whereby uninformed optimism morphs as the change of a new job take hold.  However, it is more likely that Skinner’s behaviour theory is at play here whereby learned behaviours of substantive staff are impacting and influencing those of new starters.

The previous section in this report alluded to the inequitable treatment of staff by managers.  Searching through internal data, it is evident that there is not enough scrutiny into the definition and scope of this perceived inequality.  From what data is available, there is a need to examine age demographics.  For example, of the leavers aged 51-65 (53% of all leavers), 12% of them resigned due to bullying and conflict.   Interestingly, the number of grievances raised by staff in the same age group rose by 15% from the previous year. (HDdUHB, 2022b).    If this is viewed through a behaviourist lens, it could be argued that staff who have worked in the organisation longer, and therefore subject to more of Skinner’s ‘operant conditioning’, were more likely to complain.
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Storey et al (2009) define employee engagement as positive engagement that enables high performance.  West & Dawson (2012) go further to explain the variety of meanings that engagement has.  He highlights that, more recently, it has come to describe the psychological orientation of employees towards their work.  The CIPD go further still by explaining a dual definition; one being the umbrella term that includes motivation and commitment; the other being work engagement which covers the human dynamics of vigour, absorption and dedication (Gifford & Young, 2021, page 9).  With these in mind, it is a fair summary to define employee engagement as the level of motivation and loyalty an employee has towards their employer.
As such, it is vital to understand the factors that can impact employee engagement.  At a general level, the biggest of these factors are Leadership, Career Development, Pay & Benefits, Talent Management and Recognition (Chandani et al, 2016).  In a healthcare context, there is strong empirical evidence that links high engagement scores with better service outcomes and lower patient mortality rates (Badgett et al, 2020).  
Taking a lead from the Kings Fund (2020), a key focus in Hywel Dda has been the development of compassionate leadership. Comprising of effectiveness, inclusion, collectiveness, and systems leadership (HEIW, 2021), this mantra is what Hywel Dda is consistently aspiring to.  Lilius et al (2011) found direct links between compassionate leadership and increased employee engagement.  However, recent engagement surveys show that only half of surveyed staff feel that they are involved in deciding changes that have a direct impact on their work (HDdUHB, 2022a).  This suggests that there is still much work to be done to ensure that the collective and inclusive elements of compassionate leadership are fulfilled.
For the purposes of this paper, talent management and career development can be evaluated together.  A partial test, undertaken in the construction industry, found that career development has a significant positive impact on employee engagement (Hendrawan & Pogo, 2021).  It is promising to see that 50% of employees who had recently moved teams responded that they were moving to further their career development (HDdUHB, 2023a).
The next considerable factor is pay and benefits.  As a public sector organisation, pay and conditions are largely controlled at a national level.  The recent industrial action by nursing colleagues is due in part to the fact that their basic wages have declined in real terms over the last decade (Buchan et al, 2022). It is well publicised in the tabloids that nurses are leaving for unskilled roles which offer more pay (Royal College of Nursing, 2022).  Naturally, the potential impact on patients could be devastating.  As well as pay, a recent commentary highlighted how nursing staff are reportedly suffering worse mental health conditions than they were during the peak of the Covid-19 pandemic (Ford, 2023).
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Across all industries, there are a huge number of organisational benefits of positive culture.  In a healthcare setting, research has linked a strong research culture to lower patient mortality rates (Harding et al, 2016).  This alone is enough to ensure that culture is taken seriously by healthcare leaders.
A positive culture can have a direct positive impact on productivity (Harwiki, 2016).
Recording productivity in the NHS is a contentious issue, with many frameworks being devised in the past few decades.  Predominantly, the major indicator of productivity is value for money (Maguire, 2015).  On an individual level, it could be argued that Hywel Dda staff can provide value for money by providing the best quality patient care.  High quality care, in the main, is often subjective and dependent on the needs of the individual patient.  However, it is agreed that good relationships between healthcare staff to positively correlate to good patient outcomes (Hahtela et al, 2017).

Another benefit of a positive culture is innovation.  Or to be precise, innovation is a by-product of a healthy organisational culture (Naranjo-Valencia et al, 2016).  The Welsh Government is notably keen to promote innovation to support NHS recovery from the pandemic (Welsh Government, 2022).   The Kings Fund have highlighted how the NHS is generally a key adopter of innovation and that this has a marked impact on patient outcomes (Collins, 2018).

Well-being is a natural output of positive work culture (Purcell, 2019).  Organisations that promote employee well-being may find their employees: are more engaged, more resilient, perform better, are more productive and have reduced rates of sickness (Suff, 2022).
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This briefing paper has provided a critical analysis of workplace culture in Hywel Dda and its relationship with organisational behaviour.  Using Schein’s model, this paper has analysed the complex factors that contribute to the differing levels of culture within the organisation.  The use of internal data has uncovered a stark difference between the artefacts and underlying beliefs of staff in Hywel Dda.  Contrasting this with behaviourist theory, this report has attempted to explore some of the barriers to the evidently low level of psychological safety. The report has evaluated factors impacting employee engagement and has given an appraisal of the benefits of positive culture.  It is recommended that another paper be compiled to explore opportunities for feedback across the organisation. From the findings of this report, there are several recommendations that should be considered:

i) Work to increase levels of psychological safety across all staff groups
The research in this report highlighted an evidential deficit of psychological safety across the organisation.  If the organisation is to thrive, then levels of psychological safety must be increased dramatically.  By focusing on psychological safety as a priority, the organisation can assume higher levels of team effectiveness and individual wellbeing (Edmonson, 2002).  There is already an established ‘Speak Up Safely’ framework within the organisation (HDdUHB, 2023c), so it would be prudent to explore ways to embed this across the organisation.  From the contained findings, there was a notable lack of internal research on actual levels of psychological safety within teams.  Therefore, it is recommended that initially a survey be undertaken which could assess these levels against varying demographics.  This would be a relatively inexpensive activity as the organisation already has the resources needed to create and distribute this resource.  However, there would be a significant time-cost attached which would need to be planned and managed carefully.

ii) Develop a feedback culture with specific focus on building Line Manager capability
With a huge percentage of leavers citing an unwillingness from managers to accept feedback, there is plainly some work to be done.  Research has demonstrated that a positive feedback culture positively impacts patient outcomes (NHS England, 2005).  In Hywel Dda, it is recommended that leaders explore methods of cultivating environments that encourage and normalise feedback at all levels.  Predominantly, success will depend on raising levels of safety and trust (Willis, 2007).

iii) Encourage and promote local recognition initiatives
Whilst there is already a vast programme of organisation-wide initiatives (HDdUHB, 2023d), this report has noted how many staff are still reporting that they do not feel valued or appreciated.  It is recommended that these local initiatives are non-financial, however there is merit in the organisation considering a small budget (circa £5000 per annum) for teams to draw down if needed.  Whilst this would need further consideration, there is research that demonstrates that non-financial appreciation initiatives have a positive impact on retention, encouraging behaviours and employer branding (Silverman, 2004).
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