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Executive summary 
This report initially provides an analysis and critical evaluation of Organisational Culture and Organisational Climate as dimensional concepts. Whilst the concepts are comparable, the report evaluates their individual impacts on an organisation. 
Using Charles Handy’s model on Organisational Culture the report then critically analyses the culture climate of Castell Howell, examining the organisation’s readiness to motivate and engage employees. To achieve this, the four areas of Handy’s model are explored with relevance to Castell Howell. The four areas being: 

1. Power Culture
1. Role Culture
1. Task Culture
1. Person Culture

Their appropriateness to Castell Howell including advantage and disadvantage is discussed with working examples. 
Two specific climate dimensions from Castell Howell are then reviewed against the CIPD Maturity Model with their positioning on the model confirmed through analyses.
The two dimensions are: 

1. Safety Climate
1. Learning Climate 

Recommendations were then concluded and include: 
· Implement targeted communications and safety training on the impact of taking risks in carry out work activities.
· Implement communications on the need to carry out voluntary Third Age hazard reporting to address the response rate around the lack of reporting accidents and near misses.
· To integrate learning and course completion into daily workflows, task managers with increased monitoring of incomplete courses.
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Introduction
Organisational culture and climate are two concepts that help determine and understand the organisational behaviours and dynamics within the organisation. Whilst both culture and climate are comparable, they both differ significantly in their impact on an organisation (Denison, 1996). They both hold distinct elements which promotes shaping the organisations engagement and culture (CIPD, 2022) Castell Howell Foods is a medium to large diverse organisation which has many different cultures and climate existing within it. The organisation employs over 900 employees where within certain areas culture strives, others requiring improvement (Denison, 1990) The aims and objectives of this report is to analyse Culture and Climate as dimensions within Castell Howell and assess its maturity utilising recommended models. 
Organisational Culture: Organisational culture as a term is often referred to the values, beliefs and practices that shape the way the employee performs, behaves and interacts within their role in the organisation (Schein, 2010). It can be conceived in its simplest forma as “this is the way we do things around here”. Organisational culture develops over time through management, leadership and the employee’s experiences. The impact of having an embedded organisational culture can influence how decisions are made, and the overall engagement output of the employees (CIPD, 2022).
Organisational Climate: On the contrary organisational climate is referred to as the employee’s perception of the working environment and culture of the organisation they work for. Climate can be comparable to personality in that everyone has a different personality which gives every organisation a different climate (Schneider, 2013) Outputs influence employee’s behaviours within in the organisation across various dimensions for example, autonomy and organisational structure (Taylor, 2022).Unlike culture, climate is more directly related to the employee’s immediate experience of the workplace and their reactions and can have a tangible impact on performance and job satisfaction (Schneider, 2017).









Critical analysis on organisation culture vs climate as concepts.
Charles Handy’s model on organisational culture (Handy, 1999) focuses on four organisational cultures, each with distinct characteristics that influence how people work together and how organisations operate (Handy, 1996). Handy’s model provides a framework for understanding how different cultures within an organisation can shape its values, normal ways of working and behaviours (Handy, 1999). It highlights the importance of aligning organisational culture with strategic objectives and recognising the impact of culture on organisational effectiveness. The four organisational culture types are: 1. Power culture, 2. Role culture, 3.Task culture and 4.Person culture. 

The model provides an insight into the organisation that provides the organisational behaviour. However, the model can also outline an appraisal of the organisation’s behaviour, which could then lead to the organisation making sufficient changes (Ekvall, 1996). Handy’s model could benefit the organisation by using this model to identify and shape the types of culture that will most benefit Castell Howell Foods. It could have a significant impact on making informed decisions to improve the employee satisfaction, and enhanced overall productivity (Young, 2024). The most successful international businesses have embraced the need to adapt their cultures and be responsive an example of an organisation is Amazon (Charan, 2019).
[image: ]

1.Power Culture: On analysis, organisations holding a power culture, authority is centralised in either one person, a few individuals or a small group (Handy, 1999). Decision-making is mainly founded and conducted by the board of directors, a level of control existing with the expectation of managers to follow their exact instruction (Patterson, 2005).
Analysing Castell Howell, there are seven board members, one being the owner and founder of the business holding a significant amount of authority, creating the power culture in both a negative and positive outline. 
The positive of having this power culture within the organisation is that it underpins the family environment on which the business has been built on. The power culture at Castell Howell means that the decision making is prompt with the facility to respond speedily to changes in the working environment. However, through obtaining the power culture, the power can create an atmosphere within the organisation that suppresses employee voice and diversity (Handy, 1999). Certain managers at Castell Howell have been promoted to managers through their ability to conduct their job role and responsibilities to a high standard, not necessarily due to the fact they have management or leadership skill competence.
According to Handy,  an advantage of organisations holding the power culture, is that fast decisions yield few push backs. The board of directors in this scenario motivating managers, ensuring their decisions are actioned and driven forward to completion. On the contrary, slow decision making within organisations may hinder progress and efficiencies of duties perpetually on hold (Handy, 1999).
In some circumstances within an organisation’s context, fast pace decision making may be imperative, without aggregate input from all (Hofstede, 2010). For example, it is hard to control a multinational organisation sitting within the power culture. This is where organisations like Castell Howell, uses the power culture to its advantage, standing and promoting itself as a family orientated business, where the likelihood of the figurehead business owner remaining in post is very high. The owner of the organisation additionally has family within roles, guiding their family run the operation successively in the future (Mayer, 2012). Equally, the culture is based on results and not necessarily the method used to achieve them. As mentioned, the culture heavily relies on individuals rather than the teams. 
As a disadvantage, power culture may not suit extremely large organisations. Large organisations have a problem with this power culture as it is known to be linked to a number of operations for a common effect. Should managers act with a biased viewpoint in their decision making, there is a likelihood for that organisation to fail, which is not fit for the majority of organisations (Handy, 1999).
At Castell Howell, senior management and directors train their staff through attendance on decision making courses and tailor this to the organisation to ensure that they do not fall into that bracket. In Castell Howell, a disadvantage with the power culture is that being led by the founder and board of directors, it can be difficult to collaborate with them. 

2.Role Culture: On analysis, organisations with a role culture can be compartmentalised, holding clear procedures which run seamlessly within certain defined roles. Although role culture uses stability to help employees understand their role within the organisation, it can also prevent organisations from evolving and adapting (French, 2015). The key advantages of having a role culture within the organisation is there is clear structure and accountability, it is made clear that employees know what is expected of them to do. On analysis, within Castell Howell, there are clear roles and responsibilities within the organisation through job descriptions, appraisals, employees thus working purely within their roles. The management set aside time to discuss their roles within the organisation to their staff and provide them with an opportunity. The clarity on job roles can lead to more accountability and understanding on their roles with no confusion carrying out their tasks (French, 2015). Stability within a role culture is important and as previously mentioned, there are clear policies and procedures within Castell Howell, which help employees have stability within their role and understand what is expected of them (Rayner, 2009).When the organisation has a clear role culture, it demonstrates consistency. At Castell Howell, the role and task culture cross over, for example the defined roles within Castell Howell make the business run efficiently, through telesales through to the delivery of products. The engagement of the employees with role culture is positive, the advantages that work within the organisation is that the fairness within the different roles (Schein, 2010). Having roles and responsibilities clearly defined, the decision-making process can be made more impartial, all employees within the organisation can be grouped under the same umbrella (Jones, 2019).The role culture can become somewhat rigid whereby employees and managers are focusing on following the correct procedures being unreceptive to change their ways. For example, within Castell Howell, when attempting to introduce new technology, employees are resistant and slow to this change. In addition, employees are fixed within their roles and employees to stop thinking outside the box and become complacent within the organisation (McKenna, 2020). Complacency within employee’s roles can lead to narrowed decisions, altering engagement with their role. A method Castell Howell use to avoid this engagement level is having employees swap job roles and responsibilities for a period of time thus engaging employees in other areas and activities within the business. For example, within the Distribution department, HGV drivers are put to complete a different run from their normal one to challenge complacency should they experience it (Cameron & Quinn, 2011).
3.Task Culture: On analysis, organisations holding a task culture are predominantly a small focused team, results and solution oriented with an element of flexibility and adaptability, empowered by the employees. There is infinite problem solving and creativity, the task culture fostering deeper employee engagement across the organisation. However, employees must be motivated and open to workplace wider collaboration for the task culture to succeed (Handy, 1999) The sense of ownership within the organisation can lead to a higher job satisfaction. Illustratively, on analysing Castell Howell’s Warehouse department, there is a high task culture within roles, the element of picking the correct orders ready to be dispatched holding a high sense of achievement within their role. Aligning to Herzberg’s motivational theories,  if they pick productively there is a financial gain, motivating them coupled with a job satisfaction (Herzberg, 2017).It additionally encourages problem solving, promoting an ideal culture within their environment where innovation and new ideas are essential (Handy, 1999). This culture within Castell Howell is driven by an evidential high outcome, the task element being driven to achieve the required objectives set by the business providing clarity on both requirements to achieve and required development goals. Task culture can lead to high performance and success which is known to Castell Howell. Small incentives engage employees to consistently work within a task culture environment (Bridger, 2022). A recognised disadvantage of this task culture environment is its current application to narrow specific tasks potentially resulting in certain departments working in silos (Pass, 2018). Quarterly management meetings of task sharing has assisted team ethos, whereby other departments are expressing their difficulties to prevent conflict. In reference to conclude, whilst the task culture can vary with demand, it can lead to conflict in working ways and culture within differing departments and their specific priorities, an example of this would be remote working. This highlights further justification for the management meetings as without engagement from the management team, it could create tension and a hostile environment (Ringo, 2020).
4.Person Culture: On analysis, individuals have considerable freedom to act independently in this culture. It is illustrative in organisations where individuals have high levels of specialist technical expertise. In a person culture, such persons can have an element on autonomy on how they approach their working day and lifestyle (Turner, 2020). On analysis, a small percentage of employees at Castell Howell hold this freedom, predominately within specialist subject matter expert roles, they are highly trusted within their role to manage their own role, set their own objectives and make decisions. This leads and engages these employees to reach a high level of job satisfaction, personal growth and development (Cooper & Hesketh, 2019). Specialist roles including those that are safety critical can prove difficult to replace so to retain and optimise, such employees are encouraged to think for themselves, solve their own working ways, handling any tasks with a sense of ownership. Individuals with such expertise in their specialism can contribute to the organisation’s reputation and success (Timms, 2020). The disadvantages of having employees in specialised fields, with such autonomy, employees can work against the organisation and not coordinate effectively. They can find it difficult to see things from a broader business perspective believing their roles and outcomes are the sole priority. On analysis of Castell Howell, this can be demonstrated though the Technical department, they primarily focus on the needs and ambitions of their role rather than the organisation holistically. This challenges the organisation with conflict, running the risk of employees pursuing their own interests. This can lead to contradiction between the employees’ personal goals and the organisations priorities (Frost, 2014). Having a person culture may internally imply and promote that there is a lack of performance and accountability. For example, when an employee does not have clear goals and objectives set, they may not appreciate the need to perform on a constant basis resulting in underperforming employees (Young, 2024). On analysis, Castell Howell’s board of directors cover all the specialised roles, ensuring managers and employees present to the board meeting their outcomes, findings and training requirements, keeping all engaged removing any feelings of disengagement.
The CIPD Maturity Model 
The CIPD maturity model is a diagnostic tool that Castell Howell can utilise for benchmarking its methods and working ways to review the organisations progression in certain dimensions within the organisation (CIPD, 2017).
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In reviewing Castell Howell’s current position against the CIPD Maturity Model, this report examines two climate dimensions of Safety and Learning.

1.Safety Climate
                                                        
A safety climate survey has been issued holding a set of 10 questions and a 73% response rate (HSE, 2025). This has provided useful insight into the safety dimension and enabled actions. On analysis the insights are as follows: 
52.17% of employees agreed that safety is a high priority. 
21.74% of employees strongly agreed that sometimes people take risks to complete their work. Of concern, an additional 26.09% of employees agreed that sometimes people take risks to complete their work.
30% agreed that accidents and near misses are always reported however over 34% disagreed that they were (Marr, 2018).
In reviewing the responses given against the CIPD maturity model, and a current analysis in 2025, the organisation can be concluded at Maturity Level 2 in the Chronological “During” stage (CIPD, 2024).

2.Learning Climate
On job role and task analysis (Gamba Quilliam, 2024). The organisation has a dedicated role holder in place for facilitating training and managers have a clause in their job descriptions surrounding a responsibility to training (Beevers, 2016). On conducting a training analysis, training is blended between on the job, in house delivery, accredited and non-accredited. Some training is face to face, other self-directed or on-line (Paine, 2021).
In reviewing the dimension, it is important to analyse training results and outcomes for example pass rates, pass rate percentages, evidence of what has been learnt being brought into the workplace, individuals training history (Fyffe.D.N, 2015). Castell Howell are fortunate in that it holds a training intake system hosted on a Learning Management System (LMS) platform known as Learn Dash whereby different departments can be grouped, learners attached to the relevant grouping and learning outcomes assessed. The outcomes have been found to be high, for example, 93% pass rate on mandatory training completion (Perkins, 2025).
It holds a reporting function and tailored company plug-ins. The most recent report however indicates lethargy in completing on line courses in full. (Armstong, 2021). Feedback forms also confirm disengagement in some of the mandatory repetitive courses that need to be refreshed, for example food safety that hold a national syllabus. The impact for this is that training certification may not be current in inspections from Environmental Health and accreditation audits. For example 2% - 5% of BRCGS accreditation standard clauses would not be met by lack of certification (BRCGS, 2025). This could mean breaches in law or accreditation and result in fines or loss of contracts. 
In benchmarking against the maturity model, it can be concluded that the organisation is at Maturity Level 3 in the Chronological “After” stage as far as a positive learning climate but some motivational interventions are needed urgently to sustain it (CIPD, 2017).
Conclusion
The aims and objectives of this report was to holistically analyse Culture and Climate within Castell Howell against a recommended culture model. Charles Handy’s model on Organisational Culture was chosen which holds four cultural concepts, Power, Role, Task and Person (Handy, 1999). Following this an evaluation of two business cultural dimensions were assessed for their maturity against the CIPD Maturity Model, this being a diagnostic tool to assess the effect of management and organisational support (CIPD, 2017).
“Safety” and “Learning” culture at Castell Howell were chosen as the two dimensions to assess the CIPD maturity model against. Validated and verifiable data to support the Safety dimension analysis was available from a recent company safety survey facilitated by the Health and Safety Manager. Similar credible data to support the Learning dimension analysis was available from the company’s Learning Management System report function. On analysis against the CIP maturity model Safety was evidentially seen to be maturing in the “During” phase whereas “Learning” had matured to the After stage but had recently become complacent. (CIPD, 2024).
The aims and objectives of the report were met in that through the analysis and model benchmarking, recommendations arose that will lead to continual business improvement, 
The main issues identified in the report around the maturity of these dimensions have been seen to hold consequences for the business if not addressed properly. Some of those consequences are business critical in that enforcement action could result and business loss. This is aside of jeopardising the health and safety of employees (Marsh, 2017). 
The recommendations are achievable in the organisational context and feasible to embed going forward into business as usual. The implementation plan should be initiated as soon as possible. 




Recommendations 
1. Targeted communications
Following the outcome of the culture survey a priority has to be that Targeted communications and safety training is needed on the impact of taking risks in carry out work activities (Lasater, 2019). The outcome of the survey indicates that a large percentage of employees are potentially taking risks to complete tasks. The impact on this may be a fatality, serious injury or other injuries causing long term absence, a RIDDOR and HSE investigation, an increase in insurance premiums (HSE, 2025). This is aside of lost time and the emotional impact on teams, moral, individuals affected. In carrying out a root cause analysis on why this culture may exist we have determined that a lack of a wider understanding on impact is not fully embedded across the workforce. Familiarity with task and complacency has also been noted through behavioural observations. Recommended communications would be the purchase of posters on the need to work safely at all times, posters on not rushing to complete tasks. Additional communications recommended are tool box talks, an agenda note on team briefings covering the topic and outcome of the survey in this area. 
A recommended course to reduce this culture would be IOSH Managing Safely as the focus within the syllabus is all largely on assessing risk and controlling it (IOSH, 2025). This course is offered locally through colleges such as Carmarthen and Ceredigion. A recommendation is to explore the option of a tutor coming to the workplace to deliver the course on site to reduce travelling fees and the impact on carbon footprint. Post course attendance there is a recommendation that cascade training takes places with the learning outcomes made available to teams through attendees delivering tool box talks to their teams (HSE, 2025).
Resources needed would be identification of managers and supervisors to attend the course plus costings and coverage whilst attending. 
Costings: Communications: 5 x days’ work at £300 per day
Costings: Training
£450 per learner
3 x days from duties for each employee

1. Communications 
On the need to carry out voluntary Third Age hazard reporting is needed to address the response rate around the lack of reporting accidents and near misses (HSE, 2025). This refers to the need for employees to feel safe in reporting incidences that they have either witnessed or have been part of the cause themselves. They also need to see a tangible rise in reporting by those in supervisory positions to see the safety around it with no fear of retribution. The impact of them not being reported is illustrative in Heinrich’s Triangle in that gaining the correct insight into safety issues and behaviours may not be optimised (Busch, 2021). Resources needed for this is a strategic targeted programme on reporting with reasons for. The strategy should include leading and lagging indicators with KPI’s to track affect and improvement (Beaven, 2019).

Costings:
Communications: 10 x days’ work for HR Manager on developing written communications, developing tool box talks, coaching and mentoring managers to lead by example on reporting at a cost of £300 per day.
Embedment: Review of reporting dashboards holding KPIs on reporting for adequacy. 3 x days at £300 per day
Strategy: Development, implementation, monitoring of to chart progress on improving responses to this question in the next survey. On going cost within role delivery.

1. Integrate learning and course completion into daily workflows 
Task managers with increased monitoring of incomplete course. This will require communications from the Board to managers and supervisors and a targeted push on it (Rayner & Adam-Smith, 2009). Recommendations are for the board to discuss this and integrate into the learning department an expected percentage conformity rate for course attendance and completion. A learning department objective can be set for the year ahead (Hatch, 2018). Recommendation is that LMS reports to be run and each department provided with their own team’s outcomes. Those who have not started or completed courses must be told to do so and their progress monitored to ensure completion. New staff must be given the set timeframe to complete their training and any completion timeframe become a learning departmental KPI with a view to continual improvement (Morgan, 2013). 
Costings:
Communications : 4 days’ work for HR Manager on issuing communications to the company and briefings, at a cost of £300 per day.  
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