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Critical Evaluation of Organisational Culture.
Introduction. 

 I have been a qualified nurse for over 21 years starting my career as an emergency nurse in a busy Emergency Department (ED). After 13 years and working my way up to Deputy Sister I was ready for a new challenge and joined WAST (Welsh Ambulance Service Trust). I worked on the Clinical Support Desk for over 7 years until moving over to the Clinical Directorate as a Clinical Support Lead, I have been doing this role for coming up to 3 years.
My key role and responsibilities are managing the high impact service users who call 999 across Cardiff and the Vale and Swansea Bay Health Boards. High impact service users are defined by the Frequent Caller National Network, (FreCaNN) as someone who calls the ambulance service via 999 on a regular basis, and this is currently defined as five or more incidents per month.
[bookmark: _Int_bViRLh02]Many patients often call 999 inappropriately and may have some underlying unmet health and/ or social care needs. My key role and responsibilities include identifying new high impact service users, assessing the calls they have made, finding the reasons why they call and if there are any patterns to their calls as well as finding if they have any unmet needs that require addressing. I then try to help and support them by signposting them to relevant services which may be more right in addressing their needs. Most of these patients have complex needs and therefore requires me to discuss and meet with the relevant professionals involved with their care to help support and improve the management and right care these patients need. This also involves referring or signposting patients to alternative services to support their health care or social care requirements.
[bookmark: _Int_rFaMDsI2][bookmark: _Int_VPhBYP65][bookmark: _Int_gzXQUNV1]Within this assignment I will critically evaluate organisational culture and its influence in the context of change initiatives. Firstly, though what is organisational culture. Organisational culture has been described in many ways over the years. Early research used descriptive attributes of people within an organisation to define organisational culture such as attitudes, beliefs, and behaviours Schein 1985, Handy 1993.
[bookmark: _Int_fp31iXZs] Often organisational culture is described by staff as ‘it’s the way we do things around here’ and I can relate to this as I have experienced this through my times as a student, as an agency nurse and when being new to a ward or organisation and being told this, but this was not always best practice and I can see how you can get stuck in your ways when it’s something you have always done, and when challenged regarding a set routine or task this can often make staff feel threatened as when you have done the job for so long you don’t always question why you do a certain task a set way. Therefore, as an external or new member of the organisation or team you can sometimes see how things could be improved. Boonstra,2013 emphasizes this by saying that understanding culture is viewing it as the identity of the organisation and that changing behaviours will not in itself change the culture. 
Firstly, where does culture come from? Schein, 1999 suggests that there are six ways in which culture evolves.
1. A general change in which the organisation naturally adapts to its environment.
2. A definitive change of teams or sub-groups within the organisation to their different environments.
3. A guided change resulting from cultural insights on the part of the leaders
4. An assisted change through encouraging teams to learn from each other, and empowering a mixture from sub-cultures that are adaptable to the current realities.
5. A planned and controlled change through the making of parallel systems of a steering board and project-orientated task group.
6. A partial or total cultural destruction through new leadership that eradicates the carriers of the former culture.
So basically, culture is about how things are done within an organisation and so if an organisation has a set of core values and beliefs then to manage a cultural change the values and beliefs need to be taken into consideration.
[bookmark: _Int_IoLl0O5f][bookmark: _Int_sqxvcbFD][bookmark: _Int_YBG9cf1h]Now we know what culture is in terms of within an organisation how does this develop in managing changes. During my career I have seen organisational culture and change through the NHS in both the hospital setting at Health Board level, departmental level and within a large organisational level within the Welsh Ambulance service. Also, my experience is that many changes I have seen were not communicated with staff, especially those below management level and so often there was resistance when changes were made.
The foundation of culture is shaped by values, Hofstede et al, 1990. Posner and Schmidt, 1994 say that values are a silent power for understanding interpersonal and organisational life. In tempestuous times values give a sense of direction during conflicting views and demands. 
Organisational culture plays a vital role in shaping the success or the failure of change initiatives. A critical evaluation of its influence reveals several key areas to consider as the existing culture can either help or obstruct change efforts. A culture that values innovation, flexibility and open communication is more likely to accept change initiatives, while a culture resistant to change may interfere with any progress. The extent to which the organisational culture aligns with the goals of the change initiatives is crucial. If a proposed change is consistent and compatible with the existing beliefs and values of an organisation, then they are more likely to be accepted and the change can be successful.
Another vital role is leadership, leaders play a crucial role in shaping and influencing organisational culture. Their actions, behaviours, and communication styles during times of a change can either reinforce or challenge the existing culture, this can have an impact on how successful a change initiative is. Something else to consider is that organisations often have sub-cultures within departments and teams and understanding the dynamics of these sub-cultures is essential as they may have varying levels of readiness for change and can also either help or resist the progress of a change.
Northouse, 2004, said that there are five principles for effective leadership these are to respect others, seek to serve others, be fair and open when dealing with others, be honest and to seek and build a sense of purpose and community. Most leadership theories emphasise leadership from the leader perspective or the follower's context. 
Effective communication and transparency are essential for managing the cultural dynamics during change. Leaders must communicate not only the rationale for the change but need to address any concerns and ask stakeholders for feedback. They should also encourage and build trust and adjust according to the organisational values. The culture of learning and adaptation within an organisation can influence its ability to navigate change successfully. Organisations that encourage research, trials and experiment learning from their failures and continue to make improvements will do better in embracing and sustaining change initiatives as it is important to note that not all changes will work. So, for an organisation to know what works and what doesn’t through these tests they are able to learn along the way.
Depending on the existing culture and the nature of a change, different strategies may be needed to change the cultural norms and behaviours. Things to consider could include cultural assessments, targeted interventions, role modelling by leaders and reinforcing the structure of the organisation.
There are many reasons for change within an organisation, but the main reason is to improve its effectiveness. Rollison, 2002 said that effectiveness is one of the most often used and misused words in discussing organisations but there is no comprehensive accepted theory of organisational effectiveness or a set criterion to measure the effectiveness of an organisation.
From my experience many of these change initiatives came into force following a change in managers, either internally whereby a colleague was promoted into a senior manager role or an external person coming into the organisation/department. Reflecting on these situations and changes some did not go smoothly as for the internal ‘known’ colleague who got the promotion, some staff saw it as the promotion has gone to their head trying to make changes so resisted the change. But it did depend on how that person was perceived by the staff as if they were well liked, and perceived as a role model, had the respect of staff then a change initiative was an easier process. As for an external person coming into the role and looking at making changes, then staff were sometimes feeling threatened, and staff perceived the feeling of that ‘well it is the way we do things around here why change it. So, reflecting on this scenario the biggest hurdle for this manager was to change the staff’s behaviours and their values. Boonstra, 2013, emphasizes this by saying that one way of understanding culture is seeing it as the integrity of the organisation which is ‘enduring, stable and difficult to influence’. Therefore, the culture of an organisation can influence the rate and the outcome of a change initiative.
So, know we know about organisational culture what theories and models are there in supporting a change initiative and how effective are they? Cummings and Worley, 2003, states there are five activities of key leadership in the change process. The five activities include motivating change, creating a vision, developing political support, managing the transition, and sustaining momentum. This can be compared to Kurt Lewin’s, 3 step change model,1951, of Unfreezing, Movement and Refreezing. The Unfreezing process is described as anchoring the change from the long-established approach and this is the motivating change and creating a vision is the unfreezing. This should be the first stage for an organisation when considering a change. The Movement can be described as the focus and development of behaviours and the development of political support and managing transition is the stage of change commencing. Refreezing is the reinforcement, support and ensures the change continues same as the activity of sustaining momentum which shows the implementation stage of the change.
[bookmark: _Int_WJJL0rnu]My thoughts on the Lewin 3 step model and Cummings and Worley five activities are they both seem basic initially but when looking at my own change project and reviewing other models then there is little to support the inexperienced person in supporting a change and therefore, I feel these models are of more benefit for an experienced manager in implementing change. As I have no experience in implementing a change, I feel I need a more structured model to help me to identify all the necessary stages, steps and processes involved which will help me to implement and support making a change initiative within my organisation.
Therefore, I looked at other models for leading change which would be of more benefit in supporting me as an inexperienced leader in promoting a change initiative. This is when I came across the 8-step process, Kotter, 2012. 
Step one is about creating urgency, this step involves the basic facts, the finding and discussing of the potential opportunities available to an organisation. 
The second step is about creating a team who have some influence to lead and are then tasked with the focus and improvement of a change initiative and to share that vision with the stakeholders. They are then tasked with finding and eradicating any problems and challenges and to set and achieve short term goals, supporting an innovative approach to implement the change. 
[bookmark: _Int_qjPVV1Yw][bookmark: _Int_9bbW74nr]Step three is to develop a clear vision, Kotter, 2012 states there are six key attributes for a clear vision these are imaginable, desirable, feasibility, focused, flexible and communicable.
· Imaginable, this sends a clear picture of what the future will look like.
· Desirable, this proposes and addresses the long-term goals.
· Feasibility, this consists of realistic and obtainable goals.
· Focus, providing a clear guide in decision making.
· Flexible, allowing individuals to use initiative and being able to adapt and respond to any changing circumstances.
· Communicable, being efficient at communicating clearly, direct and explain for all stakeholders to understand.
A vision should not be misleading to stakeholders and should drive the organisation in the right direction.
Step four is to communicate not only the vision but the plan and the strategies for change to the stakeholders this is to not only gain their trust but to get them engaged and involved with the change. It is important to announce and spread the vision using different communication methods such as storytelling the change to make the vision more memorable and understandable to all. But being aware of the stakeholder's emotions as this will be changing their culture that their familiar with and this can bring with them the feeling of anger, feeling confused, feeling anxious and may lead to a lack of trust. So, it is also important to communicate honestly, sharing your understanding and to also inspire and motivate the stakeholders into rebuilding the trust and bond by involving them in implementing the change.
Step five is when the stakeholders accept the the change, along with finding any barriers and eliminating them and making sure all the right tools, skills and systems are used to implement the change. It is at this stage that stakeholders could take part which gives them some empowerment. 
Step six involves the planning for and creating short term goals as long term change efforts can lose their strength early on. These early short-term wins are vital in keeping the motivation of everyone involved. Research shows that organisations that have meaningful short-term wins are much more likely to complete change initiatives successfully. This stage also involves having visible performance improvements.
Whilst short term wins are important at step seven, Kotter, recommends not declaring changes as achieved before the improvements are deep rooted into the organisations culture as this may destroy the ongoing drive and could allow resistors to have the chance to take over. It is also at this stage to gain increased prospect to change systems, structures and policies that do not fit the new change vision initiative. It is also the time to recruit, promote and develop employees who can implement the vision and to inspire the process with new projects, themes and change agents.
Finally Step eight is the stage needed to secure these new initiatives into the organisations culture by connecting between the new behaviours and shared success. Kotter recommends achieving sustainability for the change initiative by communicating often on how the innovative approaches have improved performance, to create leadership development, and continuity plans consistent with the new standards and values.
Many of these models/theories have been developed and work well within an industry and private sector organisations as they focus on the senior manager levels to drive the change and overlooking the lower members of staff, but the use of incentives or rewards can support them with a change. However, within the NHS setting more care an attention is needed when developing a change as there are many challenges to consider such as pressure and ever-increasing demands on the services, resources and restricted finances and the most important the complexities of the patients that use the services. Also, staff below management level are not only the main workforce of an NHS organisation but can be the main drivers in how successful a change project is, as if they resist the changes then there can be failures.
NHS England has developed its own model to conquer the limitations of the well-known models to support all size scale changes within the NHS. This was developed by the former NHS Institute for Innovation and Improvement and provides an organised and systemic approach and creates and environment for successful change. The model provides ideas, prompts, tools and resources to support a change project. 
There are 8 components to the Change model.
· Our Shared Purpose
· Spread and Innovation
· Improvement tools
· Project and performance management
· Transparent measurement
· System drivers
· Engagement to mobilise
· Leadership for change.
The first part our shared purpose is where you connect to all stakeholders and share the most prevalent values, beliefs and aspirations and by lining the most common trends to drive the team to work towards the goal then change can be successful.
The second part is the spread and innovation, and this is where you take good practices, share what works best and learn from others, and the sharing of good practices and innovative ideas.
The third part being the improvement tools, and this provides the underlying structure for a change project by using evidence-based practice and procedures to improve processes.
The fourth part being project and performance management this is where you devise a clear and disciplined plan and framework with specific actions, targets and milestones to continue to review throughout the change process.
[bookmark: _Int_rczgRVoV]The fifth part being transparent measurement, and this is where efforts are accurately measured, progress is monitored, and stakeholders are made aware of these outcomes.
The sixth part system drivers are where specific standards and incentives are promoted and the essence of those system drivers can be achievable.
The seventh part engagement to mobilise is where you gain support from stakeholders across professions and sectors to connect and share values and to support the drive forward with the change.
The eight and last part of this model is leadership for change, and this is where you need to consider your own leadership style, approach, the skills you use and how you behave to lead this change and by being a leader and inspiring, encouraging to the stakeholders to commit and to drive a change project. 
Reviewing both Kotter’s eight step model and NHS change model I feel they are both more suited for me to use as an inexperienced leader of change. I feel they are not only both suitable for any level of change, but they also provide an organised and systemic approach in developing and supporting a change initiative.
[bookmark: _Int_UMwGsfIT]Carnall and By, 2014, share a model for strategic change and this model seeks to place change within the context of studying a multiplicity of change initiatives currently underway within an organisation. It also looks to examine the change process as a series of streams of change activities that need to be integrated and managed alongside the demands of an organisations usual work. The model names five performance characteristics and these are a suitable structure, change resonance, change accelerator, change leadership and change culture.
Although there is more to organisational change than just following any of the models or theories. A model or theory should be used as the foundation and as a framework for developing a change within an organisation. It not only helps to recognise what matters but look at all the many principles needed in supporting a change. Some of these are setting up core strengths, having a strategy, a vision for the future and a set of goals, which will all help in driving a change forward within an organisation. Effective communication must be used by senior managers to all staff who would be affected by any change within the organisation. It is important for managers to act as a role model and have an effective leadership and recognize the existing culture within the organisation, supporting the team and possibly individuals through the change and by building on the strengths will support them in driving some changes. Hodges, 2018, states that success in organisational change is highly dependent on the support from stakeholders.
Leadership is extremely important during organisational change as you can face various challenges along the way. These challenges include managing resistance from stakeholders, fostering a culture of adaptability, communicating effectively, balancing short term goals along with the long-term vision, and supporting morale and motivation among the whole team throughout the whole change process.
Additionally, leaders must have the ability to inspire, gain trust, and delegate some responsibilities throughout the process of a change and must also be able to show resilience when difficulties and barriers arise. Also, leaders must be able to embrace innovation and drive the change whilst being able to recognise the importance of preserving the organisations values and beliefs. Overall, the leadership role within times of organisational change demands an approach that is not only one that integrates strategic insight, but to also have excellent interpersonal skills and a deep understanding of the organisations dynamics.
Leading change within an organisation amid internal challenges requires a comprehensive approach that addresses many factors. There are many strategies for leading change, and it is vital to critically analyse their effectiveness along the way. Firstly, to engage and involve the key stakeholders throughout all the stages of the change process and by getting them to acknowledge and take some ownership throughout the change initiative. By doing this it will give the key stakeholders a sense of inclusion and ensures that all perspectives are considered within the organisation.
It is important that leaders communicate not only effectively but are transparent and communicate often with the stakeholders throughout a change initiative, this will not only convey the rationale behind the change but also to address any concerns and keep them informed throughout the process. Effective communication can build not only trust but can reduce resistance to a change. However, communication alone may not be sufficient to overcome any reluctance, uncertainty or distrust from stakeholders towards a change initiative.
A way of overcoming resistance can be to empower stakeholders to take part in decision making and problem solving which can empower them to take some ownership of the change initiative. By involving stakeholders in finding solutions and implementing changes then leaders can gain from their ability and increase their commitment. However, empowerment does require a supportive organisational culture and may meet resistance from those who are accustomed to hierarchical decision making.
It is also important for leaders to lead by example and should model their own behaviours and attitudes they wish to see in others, by showing commitment to a change initiative, being resilient when faced with any challenges and being open to any feedback can inspire confidence and motivate others to follow suit. However, leading by example does require not only authenticity but also consistency as any perceived insincerity will undermine a leader's credibility.
A leader must also ensure stakeholders have not only the necessary resources and training but also the support from them to adapt to a change initiative successfully. This should include providing access to the relevant information, training and emotional support to cope with the uncertainty and stress a change can bring. However, resource constraints or competing priorities may limit the organisation’s ability to provide this adequate support.
It is important for an organisation to have a culture which not only values innovation but also has time for learning and continues to find ways to improve, encouraging change and opportunities for growth. Cultural change does take time and requires sustained effort to overcome the resistance to new ways of thinking and working.
[bookmark: _Int_8JPMhur6]As a leader of a change initiative, you must regularly monitor the progress and provide feedback to the stakeholders. You must be willing to adapt any strategies based on lessons learned. Flexibility and agility are essential to navigate any unforeseen challenges and ensure that change efforts stay on schedule. As frequent changes can create uncertainty and fatigue among the stakeholders if they are not managed effectively. 
The Change I would like to introduce within my organisation and my vision of leading change is within the HISU (High Intensity Service User) team includes building a closer working relationship between the team, standardising the practice across Wales, introducing a WAST HISU meeting for us all to discuss our top 5 callers in each Health Board and how to manage them and to collaborate with other teams within WAST as the work does cross over into other departments i.e. violence and aggression, mental health safeguarding teams etc.
Firstly, the team are currently not working collaboratively as a team and are very much working alone and so there are differences to how we each work. So, by bringing the team closer together by introducing a WAST HISU meeting monthly will bring the team closer together, discussing the top five HISU’s in each Health Board will help bond the team, it will give every team member chance to provide peer support and by sharing each other's experiences will help to offer each other support in how to manage these complex high demand patients more effectively. This will then hopefully improve not only the team's relationship but also improve the standardisation of managing these patients across Wales.
I have found some barriers and resistance when approaching the team with some of my ideas as there is a lack of motivation which I feel is because they are all reaching retirement age, and therefore wanting to slow down rather than change the way they work or have the possible risk of increasing their own workload. Also they are all male with a paramedic background compared to me being female and a nurse and I still have a long time left in my career and have the drive, passion and motivation in my work to help support and improve not only patient care but to promote a patient's health, as a nurse we are good at providing holistic care compared to paramedics who are trained mainly in managing emergency situations and have quick decision making skills in managing the critically ill or injured patient. So, there are distinctive differences to how we each think and act in our role.
To begin the process of this change I will be discussing with my line manager and previous manager to gain their support on driving this change, but I feel I need to do more background work on what I see as the future of the team, and this will be by visiting 2 Ambulance services to benchmark their HISU teams looking at who is in their team such as paramedic, nurse, social worker, admin etc. I will then look at the practices and policies they have in place and from that look at what the best practices are and what works for them, and then bring to WAST to hopefully improve our HISU team and the service we deliver to our patients.
Whilst I do the background work about the overall improvement to the team, I intend to introduce the HISU monthly meeting, in the hope to bring not only the team together regularly but to also build relationships, bond and share experiences within the team.
Once I have made the visits to other ambulance services and benchmarked the good practices, I will put together my change model using the NHS change model and present to my manager my vision on driving this change initiative. I will discuss what is needed to improve the HISU team and the work we do. If I get the support from my manager, I will then discuss these changes with the whole team and I envisage doing this as a transformational leader, with my approach being open and honest. I will be sharing case studies of good practices and I hope that this will inspire the team and by sharing the benefits of the change and how it will improve not only the service but improve patient care and their experiences accessing the right care services at the right time for their needs and hope that the team will then help drive and steer the change initiatives.
[bookmark: _Int_OHDgJ28s]To conclude then organisational culture applies a profound influence on change initiatives and can affect everything from initial acceptance to long term sustainability. A critical evaluation of culture within the context of change initiatives is essential in developing tailored strategies that could take advantage of the already cultural strengths and to alleviate any potential barriers to change.
As for leading a change within an organisation facing internal challenges this requires a multifaceted approach that addresses communication, engagement, empowerment, leadership, support, culture and adaptability and by combining all these strategies and adapting them to the specific context and needs of the organisation then leaders can increase the likelihood of success of a change initiative.
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