	




	
A Critical Analysis of Organisational Culture


	

Briefing Paper for Bluestone National Park Resorts Ltd.

	FEBRUARY 2024


Stuart Davies-Jaynes (0151126)
University of Wales Trinity Saint David
PGDip/MA in Strategic People Management 
Word Count = 3,841



 


















                                [image: A logo of a knot

Description automatically generated] [image: ][image: logo-placeholder]
Contents
1.0	Bluestone National Park Resort	3
1.1	What is culture and its importance to organisations?	3
2.0 Critical Analysis of Culture at BNPR	4
2.1 Artifacts and Behaviours	5
2.2 Espoused Values	6
2.3 Basic Assumptions	10
3.0   An Analysis of BNPR’s Strategic Approach to Good Work.	12
3.1 Employee Voice	12
3.2 Pay and Benefits	13
3.3 Organisational Policies	14
3.4 Leadership Development	14
3.5 Summary of  BNPR’s Strategic Approach to Good Work.	15
4.0 Recommendations	15
4.1 Recommendation One – Employee Voice	15
4.2 Recommendation Two –Flexible Working Options.	16
4.3 Recommendation Three – Work-Life Balance	16
5.0 Reference List	18
















1.0 [bookmark: _Toc158197635][bookmark: _Toc155182749][bookmark: _Toc155182939][bookmark: _Toc155183036]Bluestone National Park Resort
[bookmark: _Toc155183203][bookmark: _Toc155183240][bookmark: _Toc155183264]Established in 2008, Bluestone National Park Resort, also known as BNPR, is a privately owned five-star holiday destination located in Pembrokeshire. The resort offers a unique experience for guests of all ages providing a range of accommodation, including luxury lodges and cottages, as well as various amenities and activities for guests to enjoy. The resort is famous for its natural surroundings within Pembrokeshire Coast National Park and sector-leading sustainability credentials. Bluestone boasts a diverse team of more than 900 employees, spanning from Accountants, HR professionals to Housekeepers.

1.1 [bookmark: _Toc155182750][bookmark: _Toc158197636]What is culture and its importance to organisations?

According to Buchanan and Huczynski (2019), culture can be seen as an organisation’s personality. It encompasses the daily practices within a company, influencing how tasks are carried out and impacting the way employees interact with each other, customers, and leaders. Organisational culture extends its influence beyond operational aspects, encompassing emotional and ethical dimensions as well.

Achieving genuine cultural change is nearly impossible without a clear understanding of the specific elements targeted for transformation. The annual CIPD Good Work Index, focusing on job quality throughout Wales and the UK, provides insight into these aspects to drive improvements in working lives (CIPD, 2023e). This commitment to enhancing the quality of work and organisational culture serves as a roadmap for identifying specific areas in need of change. CIPD (2023c) asserts that the measurement of good work or job quality is increasingly recognised as crucial for evaluating employment, our relationship with work, its impact on employees' lives, and identifying opportunities for enhancements in working conditions.

[bookmark: _Hlk155171207]A favourable organisational culture enables employees to connect to the company and perceive that their input plays a crucial role in steering the business towards a shared objective (Mohanty, 2018). Consistently assessing culture is essential, as clearly articulated, and shared values impact the quality of an organisation's customer experience and contribute to the satisfaction and retention of its workforce (CIPD, 2019b). 

There are considerable organisational benefits to nurturing a favourable workplace culture. Criveanu and Ivanescu (2019) identify that a robust organisational culture tends to foster a well-integrated and cohesive team, thereby increasing the level of employee retention within the company. Arena, Hines and Golden (2023) also refer to the paramount importance of a positive organisational culture in driving revenue growth and employee engagement.

A culture that promotes open communication and risk-taking not only fosters innovation and creativity but also empowers employees to contribute ideas without the fear of judgment and enhances the commitment of employees. Meyer and Allen (1997) suggest that effective commitment is part of a Three-Component Model, representing an employee's emotional connection to an organisation. It signifies a strong positive bond and genuine commitment, fostering loyalty and motivation. High effective commitment correlates with reduced turnover, emphasising the importance of cultivating positive work environments for increased satisfaction and organisational performance (Chang, Guo and Evans, 2022).

A positive workplace culture is particularly appealing to potential employees, facilitating the recruitment of highly skilled professionals (Valentine et al., 2010). Furthermore, a culture that prioritises adaptability and resilience equip the organisation to navigate changes and challenges effectively. Valuing health and well-being in the workplace contributes to a healthier and more sustainable work environment (Schein,1990). 


[bookmark: _Toc158197637]2.0 Critical Analysis of Culture at BNPR
Culture models are a conceptual framework designed to assist leaders in understanding, analysing, and managing the underlying culture of an organisation. Such models provide a systematic method for exploring the various elements, dynamics, and characteristics of organisational culture. 

In the assessment of BNPR's culture, the initial model under consideration is that of Edgar Schein (2019). Hattangadi (2021) explores Schein's culture model, it consists of three levels: artifacts and behaviours, espoused values, and basic assumptions.

This model emphasises the dynamic interplay between these levels and underscores the most enduring and powerful aspects of organisational culture reside in the basic assumptions. 
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Schein (2004)

[bookmark: _Toc158197638]2.1 Artifacts and Behaviours

According to Buchanan and Huczynski (2019c) the artifacts and behaviours pertain to the superficial aspect of culture, involving noticeable elements such as physical attributes and observable behavioural patterns that can be perceived through sight, hearing, or touch. These facets offer valuable insight into the culture at BNPR. The prominent artifacts at BNPR are its association to nature and sustainable relaxation which is presented through the physical layout of the resort and casual / quirky tone of voice adapted through its marketing messaging across a broad range of online and digital channels. 

Other notable observable culture elements include the engaging style in which employees interact and communicate with each other and guests. This is reflected in a sector leading guest Net Promoter Score (NPS) and anecdotal feedback. High trust, collaboration, and open communication play a pivotal role amongst the team at BNPR in actively transmitting culture. Pham and Tran (2023) support this notion of exuding open communication and promote that it nurtures loyalty and commitment from the workforce. 

The concept and training programme embedded at BNPR, formally known as the 'The Bluestone Way,' is specifically designed to aid its leaders to assess their team dynamics rigorously and establish a heightened level of psychological safety thus enabling an engaged workforce and positive interactions, (CIPD, 2023d).




[bookmark: _Toc158197639]2.2 Espoused Values

Beneath the surface, espoused values represent the Company’s stated beliefs and values, typically articulated in mission statements or codes of conduct. It provides insight into the organisation's aspirations and guiding principles (Burkus, 2014).

BNPR is owned and is still largely operated by its founding family members, whose history derives from an agricultural farming background, whilst an established leisure and tourism operator within the UK, strong cultural farming values remain present within the working environment. 

This is emphasised with BNPR’s profound connection to the land, prioritising stewardship, and sustainable practices to ensure the health of ecosystems. Taylor and Perkins (2021) note that organisations are increasingly embracing ‘Green HRM’ which aims to align the HR strategy of an organisation to improve its cultural outcomes. This is evident at BNPR, an employee survey conducted in 2022 showed that 89% of employees agree with the Company’s environmental strategy and 97% of employees actively contribute to energy savings whilst at work.
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Employees understanding and connecting to the Company’s sustainability credentials creates a culture of pride and loyalty within BNPR (Koster, 2011). According to Newman and Ford (2022), building organisational loyalty involves creating a team where employees feel psychologically safe, engaged, and responsive to each other's needs. This relationship has fostered trust, innovation, and a willingness to take risks and therefore employees are more likely to work harder with additional discretionary effort to exceed the goals of the business, thus creating ‘good work’.

The agricultural notion of collaboration and support is identified as an espoused value at BNPR. Fostering mutual assistance and knowledge-sharing amongst employees is actively encouraged and is the norm. This is promoted and measured through the core expected behaviours of Genuine Care, One Team and Taking Ownership.
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These behaviours are assessed during the recruitment process, introduced formally at the company induction, and monitored through employee appraisals and throughout the onward employee cycle. BNPR's ethos derives from its vision canvas which reflects the Company’s aspirations and principles, emphasising the fundamental purpose of the Company, which is to 'Make People Happy’. This threads through corporate documentation and is common language adopted across the organisation. Sharing the company vision enhances organisational culture by fostering alignment of values, motivating, and engaging employees, promoting teamwork and adaptability, empowering individuals, attracting and retaining talent, and contributing to a positive work environment (Park and Kim, 2018).
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Bluestone (2024)

The extensive communication and engagement of BNPR’s vision canvas above serves to connect employees with the Company’s vision and goals. It fosters a clear understanding of employees’ individual contributions towards these objectives (Artusi and Bellini, 2021). This is underscored by findings from a 2022 employee survey, whereby 96% of respondents affirmed their understanding of the alignment between their roles and BNPR’s overarching goals and objectives.
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Taylor (2019) promotes that in years to come, employees are expected to exhibit diminished attachments to both their jobs and workplaces, along with a reduced emphasis on their prospects within any specific organisation. It is therefore fundamental that BNPR continues to share its vision to allow employees to connect to the goals of the company to create a collaborative and supportive culture, developing positive relationships at work which improve the cultural tone and employee engagement (Sitkin et al., 2011).















[bookmark: _Toc158197640]2.3 Basic Assumptions

Basic assumptions are deeply ingrained, unconscious beliefs that guide behaviour. They are taken for granted and rarely questioned, forming the foundation of an organisation's culture (Buchanan and Huczynski, 2019d). 

At BNPR, an expectation of robust work ethic marked by hard work, dedication, and resilience is deeply ingrained in the cultural ethos, which derives from its founder and CEO. It is common for the values to stem from the viewpoints of the original founder and undergo modifications by the senior leadership team of the company as suggested by Buchanan and Huczynski (2019b).

This commitment to hard work is acknowledged and celebrated through the annual employee awards event, known as the 'Ace Awards.' As a result of such spotlight recognition employees continue to act in accordance with such values and attitudes which are now firmly embedded as basic assumptions within the Company (Grant, 2012).

[bookmark: _Hlk156384019]While the emphasis on dedication is positively recognised, it has a negative connotation on an employee’s ability to achieve a healthy work-life balance (Gröpel and Kuhl, 2009). Given the relentless and demanding nature of the operation, employees in operational roles often find it challenging to relax in their personal time due to the nature of their responsibilities. This is supported by 17% of employees reporting little awareness of the wellbeing and work-life balance initiatives available to them at BNPR. 
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Bluestone (2022c)

Taylor and Perkins (2021) propose that achieving work-life balance has grown significantly more important for workers. Employees are increasingly prioritising roles that offer flexibility to balance work with other pursuits. Thus, presenting a cultural challenge to BNPR if the company is not able to achieve or successfully engage with such arrangements for its employees could result in poor employee engagement, employee burn-out, lower productivity and higher rates of employee absenteeism and attrition (Adame-Sánchez, González-Cruz & Martínez-Fuentes, 2016). 

In addition, the inherent expectation of hard work indeed leads to employees feeling that they are not fairly compensated for their work (Lunau et al., 2014). This assertion is supported by an employee survey conducted in 2022, revealing that only 68% of respondents believe they are adequately remunerated for their work. This aspect is particularly significant given the context of the cost-of-living crisis, as highlighted in the CIPD Good Work Index (2023), which reports that fewer than half of the participants were able to manage their bills and commitments without facing difficulties, CIPD (2023e). 
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Analysing BNPR's organisational culture through Edgar Schein's model reveals observable artifacts and behaviors, espoused values rooted in agricultural principles, and basic assumptions emphasisng hard work. While dedication is celebrated, it challenges employees' work-life balance, potentially impacting engagement and compensation satisfaction. The cultural emphasis on employee voice has led to concerns regarding inconsistent line manager response and actions. Addressing these challenges is crucial for BNPR's cultural adjustment, as employees' well-being and engagement are at stake, particularly considering the cost-of-living crisis outlined in the CIPD Good Work Index (2023e).


[bookmark: _Toc158197641]3.0   An Analysis of BNPR’s Strategic Approach to Good Work. 

The CIPD Good Work Index (2023e) report proposed recommendations on defining, promoting, and legislating fair work. Its findings concluded that job satisfaction in Wales is notably high in 2023, with two-thirds of workers expressing contentment, a figure comparable to the rest of the UK. However, pay satisfaction is less favorable, as less than half of workers in Wales believe they are adequately compensated. The survey also concluded that workplace relationships in Wales are positive, with employees having strong connections with their line managers and teammates (CIPD, 2023a). The following areas review BNPR’s strategic approach to ‘good work’. 

[bookmark: _Toc158197642]3.1 Employee Voice

3.1.1 Employee  Culture Surveys

A positive organisational culture is frequently signalled by a strong employee voice, characterised by open communication, feedback systems, and inclusive decision-making (CIPD, 2023d). BNPR engages an external provider for both an annual culture survey and interim 'Pulse' survey that incorporates a range of dimensions of job quality from pay and benefits to relationships at work. This independent management of the voice platform empowers employees to freely express opinions without fear of retaliation, fostering trust and transparency, as highlighted by Duan, Xu, and Wu (2017).

Leaders at BNPR are accountable to respond to employee voice feedback, encouraging a sense of value and engagement. This dynamic encourages a motivated workforce, adaptability to change, and effective conflict resolution. However, it is crucial to emphasise that the quality of communication and organisational responsiveness are key factors. Leaders ignoring employee voices can lead to decreased morale, disengagement, lowered productivity, increased turnover, and hindered organisational growth and innovation (Barry and Wilkinson, 2015). At BNPR, this can often be inconsistent due to departmental micro-cultures or varying line manager commitment to employee voice, this notion is reflected by Carvalho, Sampaio and Rebentisch (2017). 


3.1.2 Employee Consultation Group

BNPR has a recognised Employee Consultation Group, known as the ECG. The ECG is pivotal in fostering communication, supporting employee well-being, and enriching organisation culture. It actively involves employees in strategic decision-making, addresses workplace issues, and contributes to conflict resolution. Serving as a valuable feedback mechanism, the ECG evaluates policies and promotes continuous improvement, creating a collaborative and supportive work environment (Poutsma, Hendrickx and Huijgen, 2003).

Considering the perspectives of employees and their representatives is valuable for organisational culture as it empowers leaders at BNPR to make well-informed decisions. This involves considering the thoughts, concerns, and issues raised by employees and formulating strategies to address them (ACAS, 2021).

[bookmark: _Toc158197643]3.2 Pay and Benefits

BNPR strategically conduct an annual market pay review which is the process of evaluating and adjusting employee salaries and benefits based on current market conditions. The goal is to align employee pay with the prevailing market rates to attract and retain talent effectively (Aino Tenhiälä, Kepes and Jokela, 2023). This review involves assessing external salaries  and benefits, industry benchmarks, and economic factors to make informed decisions about salary adjustments, helping the Company stay competitive in the labour market and for employees to feel fairly compensated for their work (Armstrong and Brown, 2017). 

Considering the prevailing cost-of-living challenges, the Company has also proactively addressed the situation by introducing initiatives aimed at providing employees with greater flexibility in accessing their pay. This has been facilitated through the implementation of a wage stream facility, enabling employees more convenient options to access their pay. Additionally, the Company has extended its support by offering an interest-free employee welfare loan on a companywide scale. This strategic measure is designed to assist employees facing financial constraints, ultimately contributing to the overall enhancement of their financial wellbeing and resilience during the cost-of-living crisis (Estrada-Mejia, Mejı́a and Córdoba, 2023). People Management (2023) recognise that financial well-being is a growing concern, acknowledged for its unparalleled impact on enhancing employee welfare, resilience, retention, and culture. As BNPR embraces a proactive stance towards the overall well-being of its employees, there is an increased recognition of the crucial role that financial well-being plays in enhancing the general welfare of the workforce.



[bookmark: _Toc158197644]3.3 Organisational Policies

From review it is evident that BNPR is intentional about aligning its HR policies including well-being at work, flexible working, equality, diversity & inclusion thus promoting a culture that prioritises and supports employee well-being (Mannix, Neale and Northcraft, 1995). This positive cultural foundation results in increased morale, heightened employee engagement, and enhanced productivity, ultimately leading to an environment where employees feel valued and supported in their personal and professional growth. This can be attributed to the hierarchy of needs model developed by Abraham Maslow, since critiqued by Acevedo (2015). 

As indicated by CIPD (2023b), the varied HR practices implemented by BNPR can yield different impacts on employee well-being, necessitating a delicate balance between organisational benefits and potential costs to employees. The relationship between HRM and employee well-being at BNPR is intricate, with diverse HR practices influencing well-being positively or negatively (Nielsen et al., 2017). Supporting hybrid working employees’ well-being is viewed as challenging, caution is recommended in implementing 'challenge demand' HR practices to mitigate adverse effects. This challenge is heightened as not all flexible working practices can be universally applied to every role within the Company, leading to employee discontent and a perception of inequitable treatment among various employee groups or departments (De Menezes and Kelliher, 2017).


[bookmark: _Toc158197645]3.4 Leadership Development

Beyond the Company’s HR policies, BNPR features a leadership development programme formally known as the ‘Bluestone Way’. This initiative is designed to furnish leaders with the necessary skills for effective people management and enhancing their overall effectiveness in their daily responsibilities. 

The Bluestone Way leadership development programme significantly enhances the strategic organisational culture by shaping effective leaders who serve as positive role models. Emphasising communication skills and transparency, the programme empowers leaders to manage teams collaboratively and align decisions with the values of the Company (Krapfl and Kruja, 2015). The focus on adaptability, innovation, and conflict resolution fosters a positive work environment which correlates to continuous improvement and develops a culture that values talent and prioritises employee well-being (Dannheim et al., 2021). Overall, the leadership development programme plays a pivotal role in cultivating leaders who positively impact and reinforce a thriving organisational culture (Asadi, 2019). 


[bookmark: _Toc158197646]3.5 Summary of  BNPR’s Strategic Approach to Good Work.

BNPR strategically places a strong emphasis on cultivating good work and prioritising the well-being of its workforce through a comprehensive set of initiatives. The integration of employee voice mechanisms fosters a culture of transparency and collaboration (PWC, 2018). The annual market-pay review and initiatives addressing cost-of-living challenges demonstrate a proactive stance toward fair compensation. While the Company’s policies align with well-being, a nuanced consideration of HR practices is crucial. The Bluestone Way Leadership development programme is instrumental in shaping effective leaders, contributing to a positive work environment. BNPR's holistic approach underscores its commitment to nurturing a thriving organisational culture that values the welfare and engagement of its workforce.


[bookmark: _Toc158197647]4.0 Recommendations
Following the critical analysis of organisational culture at BNPR, the recommendations below have been made in priority order to enhance organisational culture.

[bookmark: _Toc158197648]4.1 Recommendation One – Employee Voice 

Addressing the input from employees, line managers hold a vital responsibility at BNPR in deciphering and suitably addressing feedback from the annual employee voice survey. Inconsistencies arise due to varying levels of commitment among line managers to encourage employee expression and the presence of distinct departmental sub-cultures. A failure to respond appropriately to employee feedback can have adverse effects on the overall employee experience, affecting productivity, morale, guest satisfaction, and ultimately contributing to higher attrition rates (CIPD, 2023). 

BNPR must adopt a more comprehensive strategy for embracing employee voice, emphasising the need to enhance the skills of line managers in understanding the theoretical significance of psychological, physical, and social indicators linked to fostering positive organisational culture. The implementation of a training workshop specifically designed for line managers is strongly recommended. This workshop, led by an external specialist, aims to underscore the role line managers play and the positive influence they can exert on organisational culture (Investors in People, 2019).

The average cost of leadership training per delegate can vary widely based on factors such as the training provider, the duration of the program, the level of customisation, and the training delivery format (in-person, virtual, or blended). A recommended fixed rate of £450 per delegate per workshop suggests that accommodating twenty two middle management roles would require allocating an approximate budget of £9,900 for this purpose and the consideration of time per delegate.

[bookmark: _Toc158197649]4.2 Recommendation Two –Flexible Working Options.

Highlighted in the briefing paper, the current flexible working practices in place are challenging to consistently implement across all roles. Ineffective flexible working practices can cause reduced morale, increased stress, and lower job satisfaction for employees. BNPR may experience decreased productivity, impaired teamwork, and higher turnover rates. Unequal treatment among employees may lead to dissatisfaction and harm the Company's reputation (Chung and Van der Lippe, 2020). 

Implementing effective flexible working policies is crucial to address inequities and foster a healthy work environment. Unequal treatment, whether in opportunities or recognition, lowers job satisfaction, leading to reduced engagement and productivity. In contrast, promoting a fair and equitable culture enhances morale, fostering a more cohesive and motivated workforce (Zigoni, 2022). To address this issue, it is imperative to conduct an in-depth review to explore additional flexible working options that can be seamlessly integrated and offered throughout the entire company. 

[bookmark: _Hlk157929607]A comprehensive assessment of flexible working practices to a proficient independent consultant is strongly recommended. The expert would adeptly interact with employees, swiftly grasping the nuanced aspects of business requirements. Following this, the consultant would systematically present practical and feasible options. The aim is not only to enhance the employee experience but also to significantly improve the broader company culture. 

Typically, external HR consultants charge a daily rate of approximately £800, and with an estimated 6 days needed for a thorough exploration of business requirements, assigning a cost of £4,800 to this recommendation is advisable.

[bookmark: _Toc158197650]4.3 Recommendation Three – Work-Life Balance 

The intricate and challenging aspects of BNPR's operations, coupled with a culture emphasising persistent hard work, present a significant challenge for employees striving for an effective work-life balance. Addressing this challenge is essential for BNPR to promote employee welfare and cultivate a positive organisational culture (Guillén and Guillén, 2021). 

To foster a culture of work-life balance at BNPR, the implementation of a diverse range of strategies is essential. This initiative should be spearheaded by a focus group, which includes a senior member of the People Team collaborating with representatives from a cross-section of employees. The focus group would aim to introduce clear communication of policies, coupled with the establishment of guidelines regarding technology use, serves to prevent employee overexertion and burnout (Koubova and Buchko, 2013).

The focus group should give priority to implementing wellness programs that address both physical and mental health, aiming to significantly improve the overall well-being of employees (Becker, 2021). Emphasis should be placed on the considerate utilisation of planned leave days and breaks, which will cultivate a supportive organisational culture. The focus group should also consider managerial training, family-friendly policies, and regular check-ins aim to establish an environment that truly values and supports employees in their pursuit of work-life harmony, underscoring the fundamental importance of maintaining a strong work-life balance (CIPD, 2020). 

The implementation of work-life balance strategies at BNPR comes with various associated costs. Allocating a budget of £28,000 in the first year is proposed to cover expenses related to resource allocation, the introduction of wellness programs, training initiatives, family-friendly policies, and improved communication efforts. While there are initial financial considerations, it is essential to recognise the long-term benefits, including heightened employee satisfaction and increased productivity. A comprehensive cost-benefit analysis is imperative to evaluate financial implications and ensure alignment with overarching business objectives. This analysis should be conducted after a thorough examination and collaborative agreement on the chosen strategy.
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“THE BLUESTONE WAY” — OUR THREE VALUES:

Genuine Care
True Ownership
Grow as a Team

1. What does Bluestone Leadership look like? (the ‘Heart)

The goal of The Bluestone Way is to develop our people in a way that reflects our company culture
and values. It’s also about developing emotionally intelligent leaders who are capable of uniting and
harnessing the individual talents of all of our people to deliver a truly unique and memorable
Bluestone experience to our guests.

Setting targets alone does not create a culture of high performance and excellence. Equally,
teamwork and collaboration doesn’t just happen.

Bluestone leaders take responsibility for creating the conditions where teams thrive and succeed,
based on open and honest communication, common goals, shared values and behaviours. They
create an environment of trust and support through active listening, understanding and action.

Bluestone leaders know their people, their strengths and talents - and play to them. They know who
needs to be coached, mentored and stretched and take personal pride in people development.
Equally, our leaders are decisive and will not tolerate unjustified negativity, poor attitude or
prolonged poor performance. Time is much better spent on those who want to thrive.

Bluestone leaders take responsibility for their own actions; they are brave and willing to take risks -
failure is an opportunity to think fast, learn and improve. The mantra is one of learning not blaming.
Conversely, successes are shared and celebrated; individual and team achievements receive
recognition and praise is a given.

Pretty amazing things can happen when our people combine talents and consistently, day by day,
learn to excel as a team.

Finally, but most importantly, Bluestone leaders lead by example.
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