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[bookmark: _Toc128322468]Overview of Organisation
Hywel Dda health board serves the regions of Carmarthenshire, Pembrokeshire, and Ceredigion with four acute sites Glangwili Hospital (Carmarthen), Prince Phillip Hospital (Llanelli), Withybush Hospital (Pembrokeshire) and Bronglais Hospital (Ceredigion). The health board has an executive board that sets the goals for the organisation along with the culture expected by employees Hywel Dda (2022).
The demographic of the patients based on the 2011 census is mostly white with an aging population. Based on data from 2014 the health board serves 384,000 people with just under half speaking fluent Welsh, Welsh Government (2018).
[bookmark: _Toc128322469]Executive summary
This paper aims to outline why culture is important, I have included a cultural model (Cultural Web) to analyse and explain the culture and organisational behaviour.
Included also are behavioural models (Rationale Model) to highlight the challenges in making strategic decisions. Motivating and engaging employees and driving inclusive culture to help understand how to engage in a cultural change.
A review of the literate reveals the impacts culture has on organisation performance and well-being. The recommendations made are based on the research conducted in this paper, linked to a cost-benefit analysis.
This paper outlines the key challenges to a positive culture and the challenges in linking this with increased performance based on the research, highlighted are some of the key challenges in understanding the culture that can be difficult to assess and compare.
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Organisational culture can be described as “how we do things around here” which was coined by the Mckinsey organisation, basic beliefs on the philosophy of how behaviour should be maintained within an origination and how this affects the ability of a business to achieve success. It is a framework to allow employees to understand what they can and cannot do within a business context. Company philosophy provides laws or guidelines that gradually become established, through trial and error or leadership. High ethical standards, decisions based on facts, performance management, competitive urgency, and an agile business model form basis of the majority of organisation philosophy Bower. M. (2003)
MindTools (2022) provides insight into what it calls the elements of the cultural web. Six interrelated elements help make up what is called a "paradigm" the pattern or model of the work environment. The Six Elements are:
Stories – Past events and people talked about inside and outside the organisation.
Rituals and Routines – Normal behaviours and actions of people signal acceptable behaviour.
Symbols – Logos, office spaces, dress codes, the visual representation of the company.
Organisational Structures – Organisation chart structures and unwritten lines of power and influence that indicate those that are most valued.
Control Systems – How the organisation is controlled, financial systems, quality systems, and rewards.
Power structures – Pockets of power within a company, senior executive team, or even a department. Who has the greatest amount of influence on decisions and strategic permissions?
Culture has been extensively studied over the past few decades with outcomes strongly suggesting that culture influences company performance. It is believed that people are born with a certain culture, and they develop and learn cultures throughout their lives, due to this it can be challenging to change the culture of employees to meet the organisation need. They are affected internally by the organisational culture and externally by the national culture of the country Ghinea, V., Bratianu, C. (2012)
[bookmark: _Toc128322471]Literature review
Hywel Dda Health Board (2022) has identified three values that align with the framework above:
· Putting people at the heart of everything we do
· Striving to deliver and develop excellent services
· Working together to be the best we can be
Hywel Dda goes a step further identifying that these values should also become design principles for the organisation. Setting out also nine personal values:
1. Dignity
2. Respect
3. Fairness
4. Integrity
5. Honesty
6. Openness
7. Caring
8. Kindness
9. Compassion
These cover the behaviours and personal values expected by all employees working within Hywel Dda. This is driven by the board who worked in partnership with over two thousand staff to develop this values framework.
In their analysis, Buchanan, D, Huczynski, A, Huczynski. A, Buchanan. (2015) point to organisations being affected by the culture in two distinct ways, internally by their organisation culture and externally by national culture based on the country the business resides. Culture is thought to be the personality of the business, it covers the personality, philosophy, ideology, and climate, and it goes beyond economic benefit. It provides the business with its own unique identity. Organisational culture is the shared values, beliefs, and norms which influence the way employees think, feel, and act toward others inside and outside the organisation.
Edgar Schein’s model for organisational culture identifies three distinct levels, basic assumptions, espoused values, behaviour, and artefacts. Artifacts cover tangible, evident, or verbally identifiable elements of an organisation that can include workplace design, fitting, and maintenance. Dress codes, wearing ID cards, and being cleanly dressed provide the basis for the organisation's reputation. Espoused values are the stated values and rules of behaviour and organisation values, it is how an employee represents an organisation through behaviour and shared values. Assumptions are usually unconscious behaviours that impact employees and the work environment, power structures, and ability to act, which have an impact on the organisational culture Hattangadi, V. (2021).
Artefacts, within Hywel Dda dress code is strict due to the professional nature of the business, AuditWales (2016) reports that facilities are mixed between modern and failing, this difference could lead to a differing culture between employees based on their employment base due to the impact of Artefacts on employees and the business BusinessBalls (2022).
Considering the above culture can have a positive and negative impact on a business, retention of staff, meeting performance goals, and general well-being can all be affected by culture. Karlson, O et al. (2017)
It is important to identify the culture in the organisation, this can be done by creating safe spaces for staff and managers to report issues, raise concerns, or whistleblowing. Work also needs to be done to support employees to be capable and confident in identifying cultural issues, guidance and training can help in building a culture that challenges behaviours CIPD (2019).
Identifying culture and its impact on the organisation is one stage to better understand culture, I have used the cultural web model to analyse the culture within the nursing workforce. This will be broken down into Stories, Rituals and Routines, Symbols, Organisational Structure, Control Systems, and Power Structures MindTools (2022)
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MindTools (2022)
The cultural web aims to identify six factors that affect the culture of an organisation, these factors have been identified It highlights the changes needed to meet the culture wanted within an organisation. This model considers the history of the organisation (Stories) and how these impact positively and negatively, stories can be used to impact culture, allowing an organisation to remember specific stories that positively impact the culture, including positive awards, patient outcomes, and quality standards linked to Nursing. Negative culture can be ignored, but this risks creating a false culture, identifying the failings of the past, and highlighting the solutions to provide a more honest reputation and culture can also be the start of a positive culture Duncan, R. (2020).
Symbols (Brands, Terminology, Titles, and Benefits) express meaning and serve a purpose to carry meaning, this allows staff and potential employees to easily understand the culture being shown by the business. Hywel Dda Health Board (2022) links their values and benefits together to create a vision of putting people at the heart of everything we do while celebrating and recognising staff. These Symbols and Benefits have been crafted by senior managers, this can be challenging to change if there is a cultural shift (Change of CEO or board) for example. The main aim is to get people to think positively about the business Pattinson, H. (2015).
The hierarchy of an organisation (organisational structures) can have a positive impact on culture and can be a key starting point, the difficulty is when command and control become a norm, currently, the health board is under targeted intervention Welsh Government (2022) this has caused additional pressures around financial spend. Forced changes to bring us in line with our financial budget could impact patient care. The balance needed is staying away from leadership by coercion which would create a differing culture compared to the vision and behaviour model. Culture can easily move from what we should do, to what is ok to do, based on external factors Buchanan, D. Huczynski, A. (2015).
There is universal agreement that culture does exist and that it plays a crucial role in shaping behaviours in an organisation, there is however little consensus on what organisational culture is, how it influences behaviour, and whether it is something leaders can change. There are multiple different viewpoints on what culture is, this is important to understand before trying to identify culture within an organisation and how or if it is possible to influence it Watkins, M. (2013).
CIPD (2022) also highlight in their evidence review that there is little evidence linking culture to performance, but there are limitations to this paper which include disagreements about how to define and assess culture. Due to this, it is hard to compare different cultural frameworks due to the lack of methodology to demonstrate a link.
Tupper, H. (2020) highlights that there is not a magic formula to culture, but there are things we can control to contribute, rhythms or flow of business, key dates that include fiscal years or operational pressures (winter pressures) for example in the NHS. Routines (day-to-day activity) can also have a positive cultural impact, sharing good news stories, and patient outcome stories can help highlight the excellent work that goes on or highlight the challenges that need to be focused on. Hywel Dda has a local staff award (rituals) (Hywel Dda (2023), positive feedback, story sharing, and awards, these events translate into engagement and pride for employees.
The role of power equates to only 20% of a person’s overall power organisationally, orders lead to compliance but not alignment, and the culture of using power structures over organisational structures can lead to challenges between managers and staff. Relationship power is the work that allows teams to improve communication and understand why the work needs to take place. A culture set by better understanding other people’s viewpoints, can lead to a positive relationship with power. Empathy and emotional intelligence can lead to better outcomes. Expert knowledge can also lead to specialist areas, an example of this within workforce is informatics and its use in workforce planning, a single point of contact can be beneficial, but without this knowledge being shared can lead to misrepresentation of information Kaplan-Moss, J. (2021)
Rachman, G. et al. (2022) highlights that organisational culture has a positive impact on employee performance based on the results seen. Management control systems linked to employee performance sees the largest impact, and employee performance evaluation leads this research as the highest impact. Hywel Dda currently has PADRs in place, but further work is needed to link this to the cultural framework which could improve better understanding. The conclusion of the paper also points to higher management control systems within a company to improve employee performance. Ensuring there are control systems in place linked to business objectives provide the most clarity to employees.
Uzonwanne, F. (2016) identifies the rational model as the opposite of intuitive decision-making, the model focuses on the use of facts and information (Data-Analysis) and a step-by-step procedure to come to a decision. This model is advanced and does take time, so will not be suited for a decision that needs to be made urgently, instead it can be used for planning and strategic decision-making. It is broken down into the following steps:
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Uzonwanne, F. (2016)
The step-by-step nature allows the user to identify and provide solutions to the challenges identified. More experienced managers tend to lean towards rational decision-making vs their less experienced counterparts. Scott, S. and Bruce, R. (1995) also support the view that different ages tend to lean towards different decision-making frameworks, with younger staff choosing a more direct approach versus older staff that choose structure in their decision-making. This highlights the need for potential training within management teams to better identify solutions to workplace problems.
Hywel Dda (2022) strategic workforce plans involving international nurses to improve vacancy factor within the nursing workforce can utilise this framework to better understand the challenges and workable solutions to improve implementation.
[bookmark: _Hlk128123871]Schunk, D. and Usher, E. (2019) sets out a framework that human behaviour works within three sets that interact and influence each other. Personal, Behavioural, and social/environmental factors.
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People are influenced by their actions and environment, social cognitive theory emphasizes the human need to attempt or exert a large degree of control over their thoughts, feelings, and actions. This model aims to set a standard for how people think, this is a crucial factor to note when discussing employee engagement.
Walkme Team (2021) Highlight seven factors that can impact employee engagement, job satisfaction and how satisfied employees are with their place of work, meaning, and purpose, the culture they align with the business, work environment, career development, digital work experience (modernisation), management and leadership. Some of these are easy fixes and others like poor culture, leadership, and management require investment in time to improve. Job satisfaction can be polled but will be based on the culture of the organisation on how open employees will be.
The cost-of-living crisis has impacted the ability of the organisation to hire and retain staff, this is due to the increased pressure on employees to earn enough to live a life they feel is appropriate. NHS Employers (2022) in their information pack highlight the main challenges. The main topic being the urgent action for pay reviews, highlighting that one-eighth of UK workers are already unable to meet their essential living costs. Due to this, there is very real pressure on the health board to improve retention through employee engagement.
Further, additional strikes being called by unions across the UK including the RCN with the first nurse walkout since 1988, highlights the challenges that all staff groups are currently facing concerning the cost of living, with skilled Nursing roles being in line with non-skilled roles in the private sector RCN (2022).
University of Leicester (2022) highlights the impact leadership can have on employee engagement. Involving employees in the decision-making process for change can provide a sense of empowerment, creating a shared purpose. This can be seen by the engagement that the government has had in working with trade union representatives to identify a solution to the current nursing strikes in Wales Welsh Government (2023). This is only a supplementary pay offer with further work ongoing to review pay moving forward from 2023/2024, this highlights the ongoing challenges but points to engagement through leadership having a positive impact RCN (2023).
Ethical practice is highlighted by CIPD as a key part of a culture, having ethical values and behaviours. The decisions the organisation and the people who work for them make, ensuring transparency with all stakeholders about those decisions. Doing the right thing leads to improved morale, better relations, ethical businesses outperform their peers overall. The people profession can impact ethical practices through recruitment and induction, inclusion, and diversity, learning and development, performance management, and rewards CIPD (2023).
Good culture allows employees and managers to be able to speak up, challenge and question behaviours, the NHS is a large complex organisation, and ensuring channels are open to staff to raise these concerns formally and informally (whistleblowing) leads to better culture and ethics. The people that work for an organisation are the most vital and setting up the ability for them to have a voice improves culture Lamb, P. (2015).
Culture of inclusivity Purcell, J. (2019) highlights the research that involving employees in well-being programmes improves the right selection and creates ownership. Surveys and focus groups can lead to a better understanding of employee and manager needs. Employees' well-being must become part of the core values of an organisation, leaders, and managers should be evaluated to ensure positive change can happen. A culture of well-being should not be incentivised instead it should form a permanent change and become a business goal.
Missions, visions, and values, well-being needs to be incorporated into all business goals for it to be successful. Well-being has been linked to health and safety, human resources, and occupational health, wellbeing is recommended not to be attached to any of these instead should be its own business, with support from an executive leader. Well-being is not there just to help staff it also improves organisational resilience, lower absence rates, higher morale, and a motivated workforce Hesketh, I. and Cooper, C. (2019).
Wellbeing needs to be disconnected from driven metrics if this does not happen there is a chance employees will not feel supported. A holistic approach to well-being based on five pillars is recommended by the CIPD (2018):
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CIPD (2018)
A wellbeing program built for the company’s employees. Ensuring the employees are part of the process further supports the need for staff engagement in well-being support. Employers that focus on making employees feel cared for and supported, drive a higher proportion of employees to feel cared for and supported giving back to their organisation. Successful wellness programs create a supportive, healthy, and happy workplace Greenwald, A. (2016).
[bookmark: _Toc128322472]Conclusion
How we do things around here is a basic belief of how behaviours should be maintained within an organisation, this is the basis of what defines a culture, this research paper highlights that there is more to culture than just how we do things.
Organisational culture exists in all businesses, understanding the fine detail between cultural visions and the culture within the organisation. A vision needs to be followed by a framework for achieving the required culture, they can also be affected by internal and external factors MindTools (2022).
Culture has been unanimously agreed as existing but there is still little consensus on what organisational culture is and how it influences behaviour and whether leaders can change it Watkins, M. (2013).
The cultural web outlines the basis of what impacts culture within an organisation, due to the six factors culture can shift very quickly if one of the factors changes. Moving from doing what we should do to what is ok to do. Culture needs to be embedded throughout the organisation Duncan, R. (2020).
Managers and leaders play a significant role in ensuring that the culture of the organisation is embedded, this should be done through engagement with staff through collaboration. Understanding what actions are in our control to be able to positively impact culture within the organisation University of Leicester (2022).
The benefits of a good culture led to better employee performance, in addition to control measures that link to business objectives showed even better improvements CIPD (2023).
The impact of culture on employee well-being can be negative if well-being is not a core part of the business goals, a holistic approach should be taken with well-being managed outside of normal workforce programmes to provide benefits to employees based only on well-being Tupper, H. (2020).
The below recommendations are based on the research of the cultural factors identified.
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[bookmark: _Toc128322473]Recommendations
1. Cultural additions to performance reviews can highlight the impact a positive culture has on business objectives, based on the research above, Trakstar (2022) has also highlighted that including culture in performance reviews drives the narrative to support culture in a wider context. It is important to remove subjectivity and instead focus on key areas of culture based on the visions of Hywel Dda Hywel Dda Health Board (2022).
2. Engaging with employees has been highlighted in the report as an effective way to improve well-being services and to provide those services that staff need most. CIPD (2021) highlights the inclusion of multiple engagements which can include, surveys, Face to Face, and through current communication streams. It is recommended that discussion around the identification of staff could impact the results seen through engagement.
3. Employee behaviours can change when managers' behaviours change, engaging with managers through cultural training offers an opportunity not only to highlight what is expected but also provides a place for questions to support managers who can influence culture. Coaching implementation is also a positive way to re-enforce culture allowing for discussions around the topics and improved understanding FORBES (2021).
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Survey employees on the wellbeing 

services they feel will benefit them

Improve current wellbeing services 

and support to match the needs of 

the employees Wellbeing team Quarterly 

Through interactive survey's and 

employee feedback sessions Q4 2022

1 x 8a 3hr (£74.46) session to create 

survey, support for staff to attend 

feedback sessions and employee 

engagement ongoing through other 

streams

Culture training for managers to 

better understand the impact it has 

on employees

Highlight the benefits to the 

organisation through positive 

cultures and the risks that can be 

brought by not doing this Learning and Development Bi-Monthly

Provide training to all staff to 

encourage the understanding of 

positive culture Q4 2023

Current training plans to be 

reviewed to understand if culture 

training can be incorporated into 

existing sessions. If not a business 

case will be needed to fully cost


