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UWTSD – University of Wales Trinity Saint David
WFH – Working from home
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UWTSD is a large organisation in the public sector and needs to be aware of culture within the organisation. The term organisational climate was developed in the1960’s, organisational culture took over later in 1980’s (CIPD, 2022). These concepts should be considered and be consistent with each other (Gifford et al, 2019). Culture is complex and that can be seen as one of the problems with it as it has too many meanings (Nazarian, Atkinson & Foroudi, 2017; Piekarczyk, 2017). Climate is slightly easier to describe and refers to the behaviour in an organisation (CIPD, 2022). Schein (2010) for example, believes that organisational culture includes values, beliefs and assumptions shared by the members of an organisation (Meng & Berger, 2019; Nazarian, Atkinson & Foroudi, 2017; Schein, 2010). 
A company’s culture is the spinal cord in an organisation that keeps everything together, should define and shape a business and not be over looked (Guper, 2023). A positive organisational culture ensures employees understand their organisation and that they are listened to and form part of driving the business forward (CIPD, 2022). 
Ethics and integrity of a company needs to be clear to all employees in order for there to be an effective culture (Karlsson, Aguirre and Rivera 2017). When discussing culture in a Culture Survey in 2018, it found 71% felt culture was an important aspect on their agenda (Strategy&, no date). As Peter Drucker said the “Culture eats strategy for breakfast” (Conmy, 2022), a healthy corporate culture is needed in order to deliver on a business strategy. 
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[bookmark: _Hlk123823031]Several models review culture within organisations, focusing on Charles Handy’s 4 dimensions of Organisational Culture model for the purpose of this briefing paper. Handy’s model fits well within the educational context and has been used in organisations (Bottery, 1992 ; Dorczak,2011). He describes four types of cultures in organisations; Power, Task, Person and Role (Management study guide, 2022). 
Based on this model it could be identified that UWTSD adopts a role culture. Role culture is bureaucratic and focuses on the way in which work is structured and procedures are followed, using initiatives isn’t necessarily encouraged within these type of organisations (Nasarireh, Abdullan and Obeidat, 2019). Described by Handy (1993) as a Greek temple consisting of pillars as the departments (Cacciattolo, 2014). Organisations will put their strengths in their pillars and expertise (Cacciattolo, 2014). UWTSD has specific departments where peoples skillset are matched to their role, for example Lecturers, are qualified in the area that they teach, and often specialise in that subject. The IT Department, Marketing department etc, all specialise in the area that they work, this can be related to the pillars that Handy describes. All the roles within these type of organisation are important and control stems from senior management (Mert, Sen & Yilmaz, 2020). This links to how UWTSD operates a top-down approach. In role culture types of organisations finances are controlled centrally for example this is how UWTSD operates whereby employees pay is all processed through the payroll department (UWTSD, 2021).
One of the values mentioned in the strategic plan is ‘Collaboration through strategic relationships’ (UWTSD, 2022a). However, in a bureaucratic organisation which most universities are this can be hard to achieve as there is very little room for adaptation (Kompaniiets, 2019). The general public are becoming more aware of bureaucracy within higher education (Terjesen, 2022) and according to exit interview in UWTSD some peoples reason for leaving UWTSD was due to it being too bureaucratic, with no room for progression or collaboration (UWTSD,2022b). Bureaucratic organisations can be slow in realising the need for change and change itself can take a long time (Handy, 1993; Cacciattolo, 2014). Bureaucracy in higher education can be viewed both externally from polices and internally in university’s processes (Terjesen, 2022). Being a bureaucratic organisation means that processes within UWTSD have to go through an approval process for any changes to policies that needs to be signed off by the head of departments and lastly by the senior management team (UWTSD, 2023d).
A limitation to this type of culture within UWTSD is that the cost of academic bureaucracy is often high and usually passed on to student (Terjesen, 2022), this could lead to admission costs becoming too high especially during the current financial climate, leading to a lower student intake. Google for example created its own education certification for employees (Dishman, 2020), potentially reducing the need for a university degree in some areas. Therefore looking at ways to de-bureaucratize higher education could be beneficial for universities by instilling a culture of competition and collaboration (Terjesen, 2022).
At UWTSD there are situations whereby a different culture, other than role culture, is present, due to the size and complexity of UWTSD it might also have subcultures that disagree with each other (Cacciattolo, 2014), for example some departments may present different cultures and be less bureaucratic. Handy’s model is a useful model, however offers limitations, even he claims that typifying culture didn’t produce a complex enough interpretation of organisation life (Close & Wainwright, 2010). It should be used in conjunction with other models like Hargreaves (1994) teacher culture model, this looks at how schools as institutes have been in-ward looking and restrictive as they just focus on perspectives within the organisations and mentions how departments work in contrived collegiality due to the leadership from senior managers (Hargreaves, 1994; Close & Wainwright, 2010).
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Max Weber’s theory of bureaucracy looks at the structure and characteristics of organisations (Sridharan, 2022; Borry & Reuter, 2022; Weber, 1946). He suggested that big organisations implemented a more bureaucratic form (Jain, 2004; Weber,1946), and arguably the best way to understand public organisations (Borry & Reuter, 2022; Gamay & Ancho, 2019). There is lots of research that there is strengthening hierarchical governance within universities (Maassen & Stensaker, 2019). Although labelled slightly different at time’s Weber’s concept of bureaucracy was generally based on six principles; 1) Formal rules; 2) A hierarchical system of authority; 3) Division of Labour; 4) Impersonality; 5) Career development; 6) Formal selection process (Sridharan, 2022; Gamay & Ancho, 2019; Mansfield, 1973; Weber, 1946).

Weber’s six principals of Bureaucracy can be linked to UWTSD, for example Weber claims that organisations are regulated by ‘formal rules’ (Weber, 1946). At UWTSD there are policies that provide clear rules on how the organisation functions, if there are any new policies or changes to existing policies this is communicated to all employees via UWTSD staff bulletin, this aims to ensure that as a large organisation everyone to a certain extent conforms and acts a certain way. They are also displayed on the internal intranet for employees to access (UWTSD, 2023d).

Weber’s principal on the hierarchy of authority stated that hierarchy is a vital characteristic and authority areas are arranged according to the fixed rules, and authority is exercised within the constraints of the rules (Weber, 1946; Mansfield, 1973). This can be seen in UWTSD where everyone has a line manager and although the Vice Chancellor has the most authority the role does sit within the Senior Directorate team. This touches on working collaboratively as a team on decision making, one of the values of UWTSD’s strategic plan (UWTSD, 2022a).

The division of labour, also referred to as specialisation uses specialised knowledge and technical expertise as a way of admission to specialist positions (Borry & Reuter, 2022; Weber, 1946). At UWTSD the roles need to be filled by people with specific expertise and knowledge, as specified in the Job Descriptions (UWTSD, 2023b), this is to ensure we are educating and teaching to a high level by qualified lecturers to ensure we are seen as a credible university. Weber also looks at how employees are hired based on their specialities and technical skills (Mansfield; 1973; Weber 1946). At UWTSD the job descriptions outline criteria required for the role and successful candidates will have to meet all the essential criteria to be shortlisted for an interview (UWTSD, 2023).

Weber also touches on the principals of Impersonality whereby relationships in a bureaucracy should be impersonal and professional (Sridharan, 2022; Gamay & Ancho, 2019;Weber 1946). Weber (1946) also looks at career orientation where candidates have unique skills for the role and they should be given clear career paths (Sridharan, 2022; ;Weber 1946). These last 2 points aren’t necessarily common within UWTSD, as UWTSD encourages team working and getting to know colleagues, by offering coffee mornings etc (UWTSD, 2023c) however can be seen at times in some aspect.

Weber pays particular attention to higher education and although Weber is generally positive about bureaucracy within organisations, he states that the control over employees could be seen as an ‘iron cage’ (Lueg & Graf, 2022; Nash, 2018; Jain, 2004; Weber, 2002; Weber,1946). A study by Harvard business review looked into bureaucracy in over 7000 organisations and found new ideas encountered resistance and that senior management recognised the need for change once the problem was well advanced (Buchanan & Huczynski, 2015). Bureaucratic tends to hinder creativity as its so restrictive. Other theories could be considered alongside Weber’s, for example Waters (1989) argued that in universities that there maybe a consensus on the value of education and that decisions from Vice – Chancellors in universities are constraint by government bureaucratic practices (Nash, 2018). This showing that although there may be bureaucracy in UWTSD until bureaucracy in the government changes it would be difficult to create a complete autonomy culture within UWTSD.
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Employee Engagement has been seen as essential within education institutions in organisational success and management productivity, if employees are engaged they will produce better results and be more committed and loyal (Shirina et al, 2022). Employee engagement is important in higher education institutions (Azmy, 2019), employees need to feel associated within their role otherwise they will feel demotivated and potentially leave (Kahn 1990). Several theorists have looked at Employee Engagement and suggested that cognitive, emotional and behavioural elements are linked to an employees performance (Ibrahim, Radzi and Zin, 2021; Saks, 2006). During engagement people are demonstrated physically, cognitively, and emotionally during role performances (Swarnalatha & Prasanna, 2013; Kahn, 1990). Communication between the employer and the employees is part of employee engagement and creating trust of team members in the organisational culture (Shahid, 2019). 

Job satisfaction can be defined as a positive emotional state from a person’s job or experience (Swarnalatha & Prasanna, 2013; Brief & Weiss, 2002) is a significant factor affecting employee engagement (Shirina et al, 2022; Miao, Humphrey & Qian, 2017). It’s key to match the goals of the job to individual goals in order to feel job satisfaction (Chandani et al, 2016). A survey that looked into employee engagement amongst higher education workers found that lecturers who loved their job had a strong link to their engagement at work (Byrne & MacDonagh, 2017). A further study found that  higher employee engagement encourages higher job satisfaction (Goestjahjanti et al, 2020). UWTSD uses staff surveys in order to gain an insight into employee engagement (UWTSD, 2022), for these to be beneficial they need to be answered honestly and the data should be used to make changes when relevant. Spotify, for example have an employee assistance programme in place and a self-care hub dedicated to employee engagement, job satisfaction and well-being (Garrett, 2023). UWTSD could learn from them and offer something similar. 
The work environment, described as the physical and psychological environment contributes to employee engagement (Shirina et al, 2022). It includes the environment where the persons works, the arrangements and methods of how they work (Hertati & Sumantri, 2016), including things like the lighting, noise levels and visual aesthetics (Setiyani et al, 2019) and plays an important role in employee engagement (Shirina et al, 2022; Kumar &Kumar Sia, 2012). It can lead to reduced productivity if not comfortable (Setiyani et al, 2019), this could have a negative impact on employee engagement. A study looked at the working environments and found that it is beneficial to create a workplace environments that encourage a healthier lifestyle among employees at the office and working from home (Amano et al, 2020). In order to do this UWTSD need to ensure the correct equipment is provided to staff to carry out the job they’re employed to do.
If an employee feels safe in their work environment this has a positive impact on their engagement to work, this includes how the managers support their employees (Kumar &Kumar Sia, 2012). Kahn (1990) claimed that leadership had the greatest influence on followers psychological safety by providing a safe environment to work and feel fully engaged (Kahn, 1990; Popli ,2016). Communication and getting praise from a manager has been shown to effect employee engagement (Chandani et al, 2016) and that leaders influence others to achieve goals within the organisation (Ariussanto et al, 2020).A study by Moss (2008) found that when leaders provided recognition and emotional support the followers felt more secure (Moss, 2008; Carasco- Saul, 2015). A further study looked at the influence on leadership in organisations and found that negative comments about leadership lead to poor engagement (Boggs, 2022). The UWTSD Strategy states the importance of their staff and are committed to an inclusive supportive environment (UWTSD, 2022a) therefore leaders need to be supportive to their employees.
Dyson, for example had new leadership every few years and restructures related to a disengaged organisation (Louis, 2020). UWTSD needs to be aware of the impact of poor leadership especially as UWTSD strategic plan as it states commitment to providing effective leadership and management as well as wanting to maximise opportunities for staff (UWTSD, 2022a).This needs to be felt by employee’s within UWTSD to be successful. On the UWTSD job vacancies page it says how as a university they recognise the importance of learning and developing in order to thrive at work, and how they offer development programmes for employees to reach their potential (UWTSD, 2023b). UWTSD seems to be supporting this by stating in the HR strategic plan that they are keen to develop leaders and have put in place a future leaders programme as well as leadership programmes for aspiring managers (O’Rourke, 2022).
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[bookmark: _Hlk127436556]When an organisation is positive it achieves higher levels of effectiveness including employee engagement, financial performance, and productivity (Seppala & Cameron, 2015). Like universities, schools are resistant to change and the standards within a school will be based on the culture so developing the right culture is key (Dinsdale, 2012; Barth, 2002). The culture develops as people work together and leaders play an important part in influencing the culture (Peterson & Deal, 1998; Dinsdale, 2017). Leaders who show empathy, trust their employees and offer support will help foster a positive culture by setting the tone for the organisation (Seppala & Cameron, 2015). Strong leaders provide an inclusive environment where all individuals regardless of background are treated equally (Ortlieb, Glauninger, and Weiss, 2021), this aligns with the universities values of being inclusive and collaborative (2022a). However, being a bureaucratic organisation means that this isn’t necessarily the case as power stems from the top where senior management have control. 

Wellbeing of staff is key to a positive culture (Seppala & Cameron, 2015), and increased importance in the workplace (Perkins and Taylor, 2021). HR professionals have a key role in the wellbeing agenda in organisations and should ensure they work with senior management to make it form part of the strategic agenda (CIPD, 2022). According to a report by CIPD (2022) 70% of senior leaders included employee wellbeing as part of the agenda, and state this is key as it enhances the productivity of businesses (CIPD,2022). Leaders and managers need to raise awareness of the importance of wellbeing and to provide compassion as this is important when supporting employees well-being (Cook, 2021; Baptiste, 2007). Organisations that invest in well-being generate better outcomes, success is achieved through people and there needs to be focus on employee and business benefits (Baptiste, 2017). It can however be argued that there is little research on the benefits of employee wellbeing initiatives (Whitehouse, 2019; Perkins and Taylor, 2021)  so when considering wellbeing UWTSD needs to consider what it wants to achieve. The UWTSD staff survey in 2020 showed that staff would like to see time to focus on wellbeing and a better work/life balance (UWTSD, 2020). This should be actioned to help towards a positive culture within UWTSD and to show that they are being heard. Allowing all employees to have a voice is the right thing to do and helps towards an inclusive culture (Gifford et al, 2019).

Working from home encourages greater levels of organisational engagement which can also provide flexibility for employees, reduced commuting time and costs
(Perkins and Taylor, 2021). UWTSD staff survey showed that of those that took part only 51% of them rated their wellbeing as good or very good (UWTSD, 2020) suggesting an area of improvement required. Working from home has encouraged an ‘always on’ culture which employees need to be aware of so that work and home life don’t become blurred (Perkins and Taylor, 2021). This can also be linked to presenteeism, when employees are working when they’re ill, and more prevalent when employees are working from home. A recent CIPD (2022) report found that in 2022 81% of HR leaders found presenteeism to be present in the workplace, they also found that only 27% of HR leaders are taking steps to address presenteeism (CIPD, 2022). UWTSD needs to ensure that they discourage this kind of behaviour. Stress is present in most work environments its key how the stress is dealt with to the impact it has on the culture in the organisation (Dinsdale, 2017). There is some assumption that a cut -throat work environment with stress and pressure makes employees perform better although stress can lead to disengagement over the long term (Seppala & Cameron, 2015). Organisations need to help ensure employees have the resilience to cope with mental health, burnout or stress (Perkins and Taylor, 2021). Employees could feel isolated when working from home, other senior leaders are putting on place new support to staff working from home including good communication and training for line managers (CIPD, 2022). 

Lack of a positive culture will have a negative impact on UWTSD putting it at risk of potentially not achieving the strategic goals. Good members of staff could become disengaged and leave the organisation and go to more collaborative universities that offer more autonomy. Although positive culture can be seen as beneficial to an organisation there are still some organisations that manage to perform well even though they don’t have a positive culture e.g. Boohoo. Culture within an organisation isn’t stagnant and should be constantly evaluated as positive culture is difficult to maintain. This can be done by reviewing and measure the culture through internal feedback in staff surveys, exit interviews and staff turnover etc.
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For the purpose of briefing paper I will focus on a few key recommendations. Having a positive relationship between the culture of an organisation and the strategic objectives is key (Moodley, 2020) for UWTSD to be successful we should ensure this is present in the organisation.

Of highest priority is to focus on the wellbeing of staff. When surveyed 51% of the 29.5% of the respondents that completed the survey felt their wellbeing was good or very good (UWTSD, 2020). UTWTSD should have a policy in place to help managers support their employees so they feel more looked after, training should include how to spot key signs of mental health concerns within their team. UWTSD needs to be mindful that since Covid the way we work has changed and therefore the policies that support UWTSD need to adapt to these changes including reviewing the sickness policy. Reviewing the policies and implementing new ones which could take a HR Business Partner in UWTSD on a grade 8 at £23.19 per hour for about 10 hours work, this would be £231.90. Line management training is available online through lots of companies, an example of a course is through Mind Matters(2023) which costs £100 per delegate. If 100 managers were to do the course it would take £10,000 (Mind Matters, 2023). There are also lots of free tools and guidance available online as well.


There is a general feeling from reviewing UWTSD strategic plan that the focus is on students (UWTSD, 2022), as strategy is easier to change than culture (Favaro, 2012 and CIPD, 2022), and although students are the key element of UWTSD , there still needs to be a focus on staff, if not UWTSD could lose key knowledge of staff to competing universities. Staff in Norfolk council for example left the organisation because they didn’t feel valued (CIPD, 2012). If we lost good staff this could mean we will not be always able to provide excellent teaching, one of the universities values (UWTSD, 2022a) we are then at risk of ruining reputation if the staff don’t have the knowledge to teach the students or if staff chose to leave during the middle of a course, this could interrupt the students studies. If students stop coming to UWTSD this will affect the financial income . It is estimated that disengaged employees are costing the UK economy £340 billion every year (Perkbox, 2022). The cost to this would be the time it would take to review and change the strategic plan to give it more of a staff focus as well as student focus. For example there are 4 senior management employees on grade 10 at £33.00 per hour and could potentially take 20 hours in total. This would cost £330 x 4 senior managers = £2540 and could take a few months to implement. 
 

As mentioned in the strategic plan (UWTSD, 2022a), one of the values it to be inclusive and collaborative, but according to exit interviews etc this isn’t something we practice (UWTSD 2023). This is a key issue that needs to be addressed, as collaboration is crucial to improving the efficiency and effectiveness of public services (CIPD, 2012). If we don’t improve this and become more collaborative UWTSD may struggle to meet the objectives and recruit and retain good lecturers. Training should be provided to managers on enable them to be more collaborative. Employees should be given more of a voice by allowing a forum for feedback from staff on the processes in UWTSD and welcome suggestions for improvements on the strategic plan. The cost of this is hard to measure, however courses for managers on working collaboratively through future learn is £34 per person (Future learn, 2023). If 100 managers were to do the course this would cost 100 x £34 is £3400 and could be implemented over a few weeks. Providing a forum for managers will include employees time to implement the forum, which could take an administrator in UWTSD on a grade 4 at £12.29 per hour for about 6 hours work, this would be £73.74. The whole process including the time for people to use the forum and for the results to be reviewed and feedback provided could take 3 months.
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