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1. Company Overview
Wilko is a hardware retailer that operates across the UK. The store that is being looked at specifically within this briefing paper is the Swansea store located within region 9, as well as some wider aspects of the company. The store is comprised of the store manager, two team supervisors, two key holders, and 48 level one employees. There are a number of long-term employees within this store.
2. Introduction: What is culture? 
There are several ways that culture can be defined within an organisation, this can make it difficult to generate a clear picture of culture and what is means for an organisation. One way of defining culture is the artefacts, the norms and values that reflect behaviour and attitudes, and the underlying assumptions and beliefs that make up a workplace (Young, 2022). This viewpoint of culture developed by Edgar Schein, allows these different aspects to be interpreted by the individual looking at the organisation, therefore leading to varying opinions of what culture is. 
Culture is important for organisations as a positive workplace culture can be said to have a positively correlated impact on the performance of the employees especially when dealing with setbacks (Nazarian et al., 2017). This is because of the emotional attributes that are associated with workplace culture, if there is optimism within the team, this will be reflected. 
Additionally, culture is important for organisations to be able to align their overall strategy and success as they require their people to aid them in achieving these goals. Both culture and strategy must be linked together to work. It is crucial that leaders involve the those who may not themselves be leaders within the organisation, but influential employees to help make changes to the culture where needed as they will have a strong perspective as to what the current culture is like and how these behaviours can be shaped (PwC, 2018). Culture can promote positive impacts on various aspect of the organisation, some of these areas include a competitive edge, attractiveness of the organisation as an employer, employee performance, and customer service (People Insight, 2023). These are especially important to a retailor as a number of these areas align with the overall strategy of Wilko. 
However, there can be negative cultures within organisations, as culture cannot always be positive. This can be seen for example if an organisation is becoming ‘monoculture’ whereby having too rigid values and cultural fit can exclude individuals who do not share the same viewpoints (Rehn, 2019). It can push out those who do have a different set of ideas, impacting the wellbeing and overall inclusion of some employees within the organisation. 
The overall values of the organisation are important drivers of culture as these can help to ensure that all employees understand what is expected of them daily and help them to act ethically (Karlsson et al., 2017). An effective culture can help to prevent ethical misconduct and avoid wrongdoings such as scandals. 
3. Critical Analysis of Wilko’s Culture
The Cultural Web: 
To understand the current culture that is present within Wilko, specifically the Swansea store, the Cultural Web model will be used. This model was created by Johnson and Scholes in 1992 and involves six interrelated elements that make up the overall culture of the workplace (Mind Tools, 2022). It helps to find what is working, what is not working and elements of the organisational culture that need to be changed to help achieve the strategic goals. 
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(Johnson et al., 2012)
The cultural Wilko can be examined through following the six points of the cultural web. 
Stories: 
The stories within an include past events or history that is passed on through employees and help to show what the values of an organisation are (Williams and Shaw, 2019). It is these stories that can also contribute towards the reputation of the organisation and are communicated to wider areas such as customers and other stakeholders. 
The stories that are passed on throughout Wilko cover:
· A family run business which has been passed down through various members of the family since 1930 (Wilko, 2023). There are no shareholders within the organisation as it is family owned only. 
· A number of employees have remained within the organisation for a number of years, some their whole working careers.
· The belief of having a team that works well together like a family. 
The viewpoint on the culture within Wilko that can be taken from the stories is that those who have been within the store for many years fit the values of the organisation, they would have left the company had they not resonated with them. There are benefits of this for the organisation as it can better employee retention and create positive working relationships (Groysberg et al., 2018). This creates the wanting the organisation to feel like a family value to be reflected as these employees create this image to new starters and stakeholders looking in. This is also reflected to the regular customers as they know the employees, creating loyalty with them through familiar faces, generating customer service. 
Rituals and Routines: 
In organisations the rituals and routines can reflect the culture as ‘the way things are done here’, these are the common practices found throughout the workplace and can help give an insight as to how issues are dealt with (Johnson et al., 2012). As a result of this, it can become difficult to change them. 
The ritual and routines seen within Wilko and the employees are: 
· Employees expect four weeks of rotas prepared in advance, planned out and highlighting who is doing what task each day.
· Four separate rotas created, separates management, morning team, tills and shopfloor, and delivery team. 
· Long term service is celebrated in five-year increments. 
The culture that is created through this section of the cultural web can be identified as creating an ‘us and them’ mentality. This is because the creation of four separate rotas means that some employees do not see each other due to the way the schedules are done. This also creates difficulty when trying to develop people and give them different tasks if they are on one specific rota. 
There is a divide within the store that can be seen through this routine, as there is lack of concern from the delivery team for example, if the store is left untidy at the end of their shift as they will not see the morning team who will have to tidy on their behalf before the store opens. The overall effect of this is that it can damage the strategy of the organisation as this type of culture can be damaging as it creates negative gaps within teams (Blomstrom, 2019), the opposite of what is wanted in this type of environment, as retail thrives on teamwork. 
Symbols: 
The symbols of an organisation as associated with expressions that are recognisable to that organisation, covering logos, colours, language used, uniform, and buildings for example (Williams and Shaw, 2019). These factors will be well known throughout the workplace by most of the employees at all levels. 
The symbols that are associated with Wilko are: 
· There is certain terminology used for specific procedures and aspects of the store.
· All employees wear the same uniform, a red polo shirt. This is worn by management also, there are no status symbols and creates the same identity. 
· There is the same logo and colour scheme used in the organisation, for example, all team rooms in all stores will have green walls, promotional features will have the same banners or posters. 
As a result of using symbols that are recognisable throughout the organisation, the culture of the workplace is affected by an assumption that the terminology used will be picked up by new starters. This can create an accessibility issue possibly or create confusion with the feeling of being left out by a new employee as terminology is not usually explained. The implication of this is the feeling of separation from the team at first as the better communication is with new employees, the better they will adapt to their new role, creating a positive culture (Gajda, 2019). 
However, the use of the same uniform for all levels within store creates an idea of unity and that everyone is the same. This is also reflected using colours and logos as a Wilko employee from one store could enter another and it would be the same. The benefit of this is that it can create a greater level of responsibility amongst the employees (Smith et at., 2020), especially the same uniform, helping to achieve better employee commitment.
Organisational Structure: 
The structure of an organisation can contribute towards the overall culture perceived within a workplace. The structure can be the formal lines of authority made up of the typically seen hierarchy composition but can also reflect any informal lines (Doherty and Stephens, 2019), these are likely to also reflect the power structures seen within an organisation. 
The organisational structure within Wilko is as follows:
· A centralised structure is used within the store, for example, manager, assistant manager, supervisors, key holders, and level one employees. 
· The store has a till runner that deals with customer complaints who other level one employees go to, this is to not call management if they are not needed. 
The structure that is seen within Wilko overall is one that is centralised from head office, and this is then followed by stores on a smaller scale. This creates accountability and a clear chain of command for the employees to follow (Ahmady et at., 2016). 
However, a key factor in the Swansea store is that there is a level one employee who disrupts this part of the culture as they have an informal place in the structure. This is due to their long-term experience in customer service, and therefore to aid the strategy of the organisation to improve customer satisfaction, they can deal with some tasks that management teams would be called for. The implication of this is that it can create conflict for some of the other level one employees, as the chain of command is altered (Serrat, 2017), affecting upon the behaviour of teamwork within the organisation’s culture. 
Control Systems: 
The control systems that are used in an organisation can show how loose or lightly controlled the workplace is, how the employees are rewarded or penalised, and how reports can used to control the overall operations (Williams and Shaw, 2019). These factors can change the culture within an organisation and how the employees behave in reaction to the management controls in place. 
The control systems used in Wilko include: 
· The stores are tightly controlled by the regional manager of each region, the Swansea store receives a visit from the regional manager every two weeks.
· Employees are rewarded for customer service feedback responses that are checked by the store manager, and performance management controls used when needed.
· Daily reports received about sales, gap scan and stock write off. Weekly reports received for store budgets and overall stock loss for example. 
The impact that this control has on the culture within the store is that employees become more motivated to perform well and improves work performance. It has a positive impact on the overall behaviour of the employees as is proved in the performing aspect of the group dynamic theory (Forsyth, 2018), whereby the goals and individual roles are understood by the employees, and they demonstrate this through achieving the targets. 
Currently, the store is achieving the strategic targets set through a strong team performance. The most recent period to date figures show overall customer satisfaction at 87%, friendliness of staff at 84%, and speed at checkouts at 83% (John, 2023). The target for each of these being 75% minimum, indicating positive employee performance. 
Power Structure: 
It can be said that the power structure of an organisation plays an influential role in setting the culture within the workplace. This shows who has the most power in an organisation, they can show their beliefs and encourage others, they are likely to be a key decision maker (Johnson et al., 2012).
The power structure reflected in a Wilko store: 
· The manager has the most power, they are the decision maker on behalf of the store and employees. 
· Mostly has a positive impact, the manager acts on what they say and influences employee behaviour through their own actions that reflect the goals set. 
It is important that the person perceived to have the most power within the organisation can positively influence the team. This can be seen in store as the manager proves the values of the organisation, which leads to the team doing the same. It helps the team to reach the strategic objectives of the organisation if the most powerful person is able to help motivate and improve the employee’s performance (CIPD, 2022), creating a positive culture to work in. 
4. Human Behaviour 
The idea of human behaviour can be applied to organisations to understand how the way employees behave can influence the goals and strategies of the organisation (Berberoglu, 2018). No two employees will have the same behaviour or personality traits, this can make it difficult to find a HR strategy that motivates and influences all employees in the same way (Nuckcheddy, 2018). Therefore, it is important to look at how human behaviour can help form practices that deliver value. 
When looking at human behaviour and how this relates to Wilko, the factor of organisation commitment can be applied. Organisational commitment refers to the level of engagement, dedication, and feelings that a person has towards their workplace (CIPD, 2021), and is usually linked to job satisfaction. The level of commitment that an employee has towards their organisation can make them more willing to contribute towards the goals that have been set out (Michael et al., 2016), if they were not committed, they would be less inclined to do so. This is demonstrated within the store as there are employees who have worked for the organisation for a number of years, and as a result are more willing to do additional hours as overtime when the store needs them. This is contrasted by some employees who work smaller parttime contracts who have less of a commitment to the organisation and are less willing to take on other responsibilities if asked to. 
It is an important role for HR to develop a commitment strategy throughout the organisation as this is a key behaviour trait seen in strong employees in the retail environment. 
5. Employee Engagement 
Employee engagement and motivation are crucial features of creating a positive organisation environment. A team of motivated employees can encourage and influence each other to behave in a certain way, helping to align with the desired strategy of the organisation, and satisfy some human needs through positive reward (Bawa, 2017). Additionally, employee engagement can also be used to create a better culture as when used effectively as a HRM strategy, it can better the relationships employees have with the organisation, as they feel their needs are met (Bailey et al., 2017). This is important for an organisation like Wilko which is reliant upon positive outputs from its employees to achieve the goals and targets set out as stores are very customer facing based. 
Currently within the organisation there are some factors that could be said to be affecting the engagement of the employees within the store. One of these factors is the removal of assistant managers from a number of stores, creating redundancies (Houghton, 2023). The impact of this is that it creates uncertainty about the performance of the organisation and removes a level of progression from those wanting to develop. 
The removal of this opportunity to progress can affect the engagement of the employees, especially supervisors as this would have provided a step towards becoming a store manager, creating job dissatisfaction. The removal of the assistant manager role can have a negative impact on engagement as seen through the equity theory of motivation, whereby employees will give back to the organisation based on what they receive from it, trying to create a balance (Ryan, 2016). The supervisors in this position will be expected to take on more workload to cover the gap created by the removal of the assistant manager, however, the pay is not being adjusted to cover this. Therefore, as this input is not being adjusted by Wilko, the output given by the supervisors will not be altered to cover this change. 
Another factor that could be affecting the engagement of the employees in store is the inconsistencies seen in conducting performance reviews with the level one employees. These reviews are meant to be undertaken to discuss the employee’s performance. However, due to time management or employee holidays these are not always completed in the time scale, or at all. 
This can create disengagement within the team as feedback and goal setting are key factors when trying to achieve outcomes. These are tools that can be used to better an employee’s performance and help align them to what the organisation needs to do to improve (CIPD, 2021). Conducting these reviews also provides praise for those employees who do perform well, creating a level of job satisfaction for them and helping to increase their levels of engagement (Bhatia, 2016). Without this, the employees are unsure of how they are performing and what they can do to get more value out of their job role. 
6. Positive Culture and Wellbeing 
The wellbeing of the employees within an organisation is beneficial in ensuring that there is a positive culture within the working environment. Good wellbeing and a positive culture can also influence the engagement of employees and the performance of the organisation (CIPD, 2022). To have a positive culture, the focus on employee wellbeing must be prioritised throughout the organisation. Therefore, it is important for the organisation to consider a strategy that promotes a culture of employee wellbeing. 
A benefit of creating a positive culture within an organisation is that it can reduce the levels of absenteeism and sickness. This can be because the workplace has created an environment where employees are able to discuss with their managers any issues they are experiencing and can access help through this way, avoiding not coming into work (Parent and Lovelace, 2018). However, the organisation needs to have these resources available to the employees for them to be able to access them when needed, for example mental health support. 
Additionally, the focus on employee wellbeing may not be that invested into as an actual part of the organisations HRM strategy. This is because some organisation leaders have stated they have invested in employee wellbeing to maintain the organisation’s reputation, and to satisfy the legal obligations set out to them (Department for Work and Pensions, 2021). As a result of this, the measures in place for promoting a positive culture through employee wellbeing may not be as significant as what is required from the employees and their needs. 
Managers need to also have emotional intelligence as a skill for helping promote a positive culture within an organisation. This is to have an awareness of how they react to situations can have an impact on the people around them (Landry, 2019). The better a manager can relate to the team, the more successful they will be in achieving the aims set out. 
An inclusive and diverse workplace can also promote a positive organisational culture. This can be done through helping leaders within organisations to understand that some employees will face challenges and how they can support these people in the best viable way, enabling them to work in an encouraging environment (Ingham, 2022). Promoting an inclusive workplace will allow everyone to feel welcome at work and create teams of people from different areas who may not have worked together otherwise. 
7. Conclusion and Recommendations 
To conclude, the culture of an organisation can be influenced and changed by a number contributing factors. This can cover how the organisation applies strategies to improving and promoting a positive culture, the elements of human behaviour that form the way employees work within the organisation, and how employee wellbeing can benefit the performance of the team.
However, there are changes that can be made to cultures when necessary to ensure they do not become negative or divided, and issues addressed when they have been identified to help achieve organisational strategies. 


There are three recommendations being made.
1. Leadership Development
To improve the knowledge of other levels of management within the store on workplace culture, not only the store manager. This is to encourage more involvement from the team supervisors, and to highlight the role that they have in promoting a good organisational culture. 
This could be done through a training day in person, to allow the team members to meet and interact with other employees and get their insights on their stores culture. Additionally, this training would be delivered by a professional, providing a better insight into culture and its importance to the store. A top up course can also be added to continue knowledge development on the LMS portal to keep the information relevant. 
The cost of this would have to look at: 
Paid day out of work for store supervisors: £11.53/hour x 8 = £92.24 per supervisor
The cost of a professional to deliver the course: £200 for course based on averages.
The cost of developing a learning package for LMS (developer salary): £687.50 x two week time scale to create = £1375
2. Conduct Employee Reviews Efficiently 
This would be an easy recommendation to implement in store as the reviews for employees are set up annually. However, better time management is needed to conduct these. It would allow for employees to receive better feedback on their performance and give them increased job satisfaction as a result. It would also allow the employees to voice any opinions that they have to the store manager about what could be improved in store. 
The cost of this would factor: 
Time needed from employee to conduct review: £10/hour x 48 level one employees = £480 
It is important that these reviews are conducted in the time scale set by head office otherwise the deadline is missed for confirming on the employee's learning portal that it has been undertake. 
3. Introduce an Employee Assistance Programme
This would provide the employees with a better support system with any issues that they are facing. The benefit of this is that it can improve overall engagement through preventing personal issues affecting employees at work, and can help improve the wellbeing strategy (Bupa, 2023). This can be more beneficial to the employees if there is specialist support in place for them, instead of having to talk to the manager who may not have experience in dealing with certain issues. 
The cost of implementing: 
Cost per year of having an EAP: average cost per employee £15 x 52 employees = £780 for Swansea store (Institute of Directors, 2019).
Overall, it would be beneficial for the store to implement all of these recommendations, with some able to expand to the organisation as a whole. More detail is provided in a supplementary poster regarding the recommendations made in this briefing paper. 
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