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Executive summary 
Beaconsfield University is a research-led higher education institution based in the UK. The institution has recently restructured its eight colleges into three faculties, causing a period of disruption and staff motivation levels dropping.  This report has analysed the University’s culture, in a historical context as well as mid and post-pandemic.  Using different HR strategies, cultures, and motivational models, areas were highlighted for improvement. Organisational weaknesses and the impact the restructure and the pandemic has had on its staff have been considered.
The aim is for senior management to have the tools to achieve higher employee engagement and ways to meet their motivational needs. Improving internal consistencies and overall adaptability to improve everyday operations and consequently the institution’s reputation and profitability. 
This report discusses recommendations to the University’s Control systems, rituals and ceremonies, and cultural networks in line with Johnson and Scholes culture web as well as Deal and Kennedys six culture elements. Herzberg’s two-factor theories on hygiene and motivational needs have also been highlighted.  In addition to these recommendations, limitations within this report are also highlighted and suggestions on additional models’ worth exploring in the future have been provided. 
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2. Introduction
Beaconsfield University (Pseudonym) is a public sector research-led higher education institution, founded in 1920. The University until recently was made up of 8 colleges. The Institution underwent a major restructure in 2021, merging its 8 colleges into 3 faculties (Beaconsfield University, 2022).
The university offers over 330 Undergraduate courses and 120 Postgraduate courses to over 23000 students, supported by 3300 members of academic and administrative staff (Beaconsfield University, 2022).
[bookmark: _Hlk98750318]This report will be discussing ways in which senior management can improve the transition from eight colleges to three faculties, including higher employee engagement and ways to meet employees’ motivational needs. improving Internal consistencies and the overall adaptability. Therefore, a report will be conducted providing information on different HR strategy models for senior managers to consider why this is a priority area, the organisation’s current weaknesses, and the impact this has had on the organization so far. Concluding, recommendations will be made for challenges that have arisen throughout the faculty merger and how some of these challenges can be mitigated and overcome. 
3. Organisational Culture Report

Organisational culture can be defined as a group’s shared beliefs, values, and understanding of how employees do things and distinguish themselves from other organisations (Giorgi, Lockwood & Glynn, 2015). Organisations benefit from understanding culture as it has implications for employee morale, motivation, and communication, impacting the whole organisation’s effectiveness (Schein, 2010). During periods of organisational change, culture becomes a focal point –In this instance when the colleges merged into faculties and their cultures and work ethics clashed, this meant that the existing culture became inappropriate and has shown to hinder rather than support growth and progress in the area (McKinsey, 2019). This report will provide an analysis of the organisational culture at Beaconsfield University. 

3.1 Culture Web

The Cultural Web established six sections that help combine what Johnson and Scholes call the "paradigm" - the work environment model. By analysing the factors in each section, the culture can be identified: what is working, what isn't working, and what needs to be changed (Johnson, Scholes, 2002).

Figure 1.
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(Johnson, Scholes, 1992)

The Model is split into the following six sections:

Stories
People and past events from within and outside of the organisation are ultimately what the organisations values and perceived as important. The University has laid great emphasis on Diane Russel (pseudonym) representing the law school and becoming an honorary fellow (BBC, 2017).

Symbols
The visual representations of the institution include branding; how new buildings are laid out and equipped, and how professional staff are dressed. At Beaconsfield University this has been a priority over the past 5 years with the expansion of their facilities, which has involved a self-purging and regenerating building (carbon copy, 2021).  Thus, representing themselves as a forward-thinking and sustainability forward institution.

Control Systems
These can include systems for finance, quality, and reward. The University rewarded each member of staff with five additional annual leave days for their hard work and contributions through a tough period of working from home and Covid. Although this was a welcomed reward, the university had removed flexitime during this period, resulting in many members of staff working above their contracted hours and having no chance to reclaim their overtime.  In addition to this, workloads increased substantially.  Although the five additional days were appreciated, this has not addressed the overarching challenges staff members have been facing. The workloads have not been adjusted, additional staff members have not been recruited, and therefore to continue with meeting organisational needs, not all members of staff have been able to take this additional time off without ensuring the workload has been completed in additional hours in the lead-up (UCU, 2021).

Power Structures
These are primarily the people or departments with the highest amount of power in terms of operations and strategic direction. The University has completed a cycle of voluntary severance packages, merged eight colleges into three faculties, and many senior members of staff have taken early retirement or have left to progress their careers which the University could not provide.  This has resulted in a prolonged storming process, where staff are feeling the effects of loose strategic aims and a lack of operational direction (Narlock, 2011).
 
Organisational Structure 
This encompasses both the structure described by organisational charts and unwritten authority and influence. As mentioned before the university is currently finding itself with many gaps within its organisational charts that it is in the process of restructuring or recruiting into (Unison, 2022).

Rituals and Routines
This indicates what management values and expects from certain situations.  This aspect is strongly underpinned by the institution’s HR Policies and Professional development reviews. Holding members of staff accountable to their objectives and goals for the coming year. 

3.2 Six Cultural Elements 

Similarly, to the above culture web, It is suggest that the foundations of culture within the workplace is a uniting of six cultural elements:

History
Beaconsfield University has a strong belief in the historic importance of research and the field of academia, cultivating new talent and thought for over 100 years (Beaconsfield University, 2019).

Values and beliefs
The Institution is built on three core values.  We are professional, we work together, and we care. These values are echoed through the recruitment process as well as in individual professional development reviews. However, there is a discrepancy between stated values by the organisation and the values that are internalised and shown by employees’ day-to-day which can be evidenced by witnessing behaviours displayed by employees when trying to get promoted (Beaconsfield University, 2020).

Rituals and ceremonies
Ceremonies and rituals, quite like a tradition are described as things that employees do daily to bring to interact with one anohther. In Beaconsfield University pre-pandemic there were many opportunities for personal and professional conversations in the staff rooms or ‘water cooler’ moments while getting refreshments throughout the day.  During the pandemic office sharing and these individual water cooler moments ceased to exist (Ruder, 2019).

Stories
Stories within Institutions such as Beaconsfield typically demonstrate company values and capture the manipulation of employees who personify them. Stories enable employees to attain what behaviour and output are expected of them and understand what the institution’s core values are. As previously stated, stories surrounding the core values of Beaconsfield University have diminished the real value of having these values in place.  Instead of being personified, these values open themselves up to be exploited for personal gain, and employees who do impersonate them are often considered trying to get promoted above their ability (Arieli, 2020).

Heroic figures
Heroic figures are members of staff who are somewhat idolised due to their exemplar of the institutions values. These people are seen as good examples, their behaviours and achievements portray everything that should be strived for. These figures in Beaconsfield University often find themselves in high-powered positions with nowhere to progress to as positions above the standard grading platforms become finite.  This often leads to leaders who have been beneficial to the organisation, leaving to pursue promotions elsewhere and needing to adopt a new set of organisational values (Baron, 1986).



The cultural network
Although Beaconsfield University has an extensive training portfolio where employees have access to mandatory as well CPD courses, it can be quite clear that the ‘real’ learning happens in manager meetings and away days. Demonstrating that to progress within the institution one must in with the ‘in crowd’  
Many of these cultural elements can also be found as part of Schein’s theories on culture within organisations. Schein outlines the belief that culture needs to be observed rather than measured for organisation studies to advance. The failure of most organisations can be explained by the typical responses to change by members of staff across broad occupational cultures, even if that is within the same organisation (Schein, 1996).
3.2.1 Cultural Model by Deal and Kennedy
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After examining the six cultural elements, four types of cultures and two marketplace factors that have proven to influence cultural patterns and practices within organisations have been identified. 
These factors are:
a. The scale of risk associated with a company's key objectives and activities.
b. The pace at which companies seek feedback on their actions and strategies. By this Deal and Kennedy do not mean bonuses, general praise, and promotion. They use the term much more broadly to refer to knowledge of results.
They believe that both the risk involved as well as the time it takes to assess the outcome have an influence on how cultural elements develop amongst the institution’s employees. These factors are presented in a matrix that identifies the four culture types in the figure above (Deal, Kennedy, 1983). These culture types are relevant to organisations as senior managers can create and encourage consistent and cohesive culture and by doing so build a strong foundation for purposeful and fulfilling work. 
3.3 Herzberg two factor theory 
Hertzberg’s two factors theorise that employees have two levels of job satisfaction. This is particularly important regarding Beaconsfield Universities’ recent restructure in the backdrop of the Covid-19 pandemic. 
a. Hygiene needs
· Interpersonal relationships
· Salary
· company policies
· administration
· supervision
· working conditions (Herzberg, 1993).
b. Motivators
· Advancement
· the work itself
· possibility for growth
· responsibility
· recognition
· Achievement (Herzberg, 1993).
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(Samatic Scholar, 2020)

By assessing these factors directly to staff and motivation levels at Beaconsfield University, Senior Management will be positioning themselves to understand where more motivation is needed and where more meaningful work can be created to fulfil their employees on a more personal level (Hoffman, 2006). Interpersonal relationships in the workplace, as well as outside of the workplace, have been strained. Salaries have not increased in line with inflation due to the pandemic. Supervision and working conditions have drastically changed in light of the restructure affecting staffs morale and the Institution not being in a position to meet employees’ Hygiene needs (Forbes, 2020).
Beaconsfield University, as many other Universities have had to adapt to working from home, increased workloads, and a reduction in job vacancies to progress to (CIPD, 2021). In attempts to mitigate some of these challenges, the University has introduced Christmas hampers, additional days of leave in both 2021 and 2022 (Beaconsfield University, 2022).  Although these gestures were appreciated, the issues shown through this model have overall not been addressed. 

4. Conclusion
[bookmark: _Hlk98752140]After Analysing Beaconsfield Universities’ current culture and development using different HR strategies, cultures, and motivational models some areas would be worth senior management to explore deeper. This report has highlighted current organizational weaknesses, and the impact this has had on its staff and consequently the overall institution. The aim is to achieve higher employee engagement and ways to meet their motivational needs. Improving internal consistencies and overall adaptability to improve everyday operations and consequently the institution’s reputation and profitability. 
To overcome these challenges, the University needs to be open to Integrating staff in various ways and levels including, downstream strategic integration, upstream strategic integration, bottom-up integration, and most importantly horizontal integration, involving various activities and function areas (Millmore, 2007).
This report includes recommendations to the University’s Control systems, Rituals and ceremonies, and cultural networks in line with Johnson and Scholes culture web as well as Deal and Kennedys six culture elements. Herzberg’s two-factor theories hygiene and motivational needs have also been highlighted.  As these theories have their limitations and cannot always map across to exact challenges that need addressing within the chosen organization, additional model recommendations are featured in this report. Tailoring these to the specific challenges, such as employee motivation and satisfaction, or overall organizational culture will be required. 

5. Recommendations 
Control systems
The University would benefit from addressing its quality and reward systems, as work ethic and day-to-day procedures were individual to colleges as they worked in Silos. In time this should give the University an overall approach to the ‘bread and butter’ of internal and external stakeholders. 
Regarding the University’s reward system, as a public sector organization, this has historically been challenging due to public funds.  Often reward systems are on a ‘non-cost’ basis (Personnel Today, 2009). 
Alternative rewards strategy should be worked on, engaging staff during the development stages, and keeping the communication line open regarding what behaviours and attributes are going to be rewarded and why. The Key will be to avoid a ‘one size fits all approach’ (CIPD, 2016).
In this instance, it is vital to develop key policies and practices within the current HR function which will help motivate staff.  These include conflict management, training and career development, work-life balance and must include direct as well as indirect employee voices (CIPD, 2021).
Rituals and ceremonies 
Due to the pandemic, most rituals and ceremonies were put on ice or ineffective. Working toward a hybrid approach to working at home versus in the office will provide more opportunities for idea sharing and working together, providing an opportunity to work on many of the institution’s core values (Ruder, 2019).
Marketing conferences and attendance at business fairs should also commence now that lockdown restrictions have eased. Allowing management to provide strategy updates, end-of-year results, goals for the coming cycle, and nominations for excellent work.
Cultural network 
Observations around promotion strategies and ‘inside knowledge’ need to be prioritised. Working toward a more open and inclusive approach to knowledge sharing with help of systems such as teams, CPD courses that can be attended inside or outside of worktime. Workforce data should be gathered or utilized more stringently to improve diversity and inclusion. This has proven to boost, innovation, and enhance the institution’s capability to provide for a diverse range of stakeholders.  (CIPD, 2022).
Hygiene and Motivational needs
[bookmark: _Hlk99041929]The University should prioritise working closely with their unions on a solution to the pension crisis, salary increases, and overall workload. As strikes are already ongoing, it is in the university’s favour to address these items as soon as possible to mitigate staff morale dropping and valued staff and exerts in their field departing (Unison, 2022).
Strategic workforce planning needs to be at the forefront of the HR functions priorities at this time, this will be needed to calculate the risks and opportunities the university is facing and how this merger will affect the institution, their people development, recruitment as well as management policies.
Investing and developing in people management skills for line managers will also be key as they play an integral role in keeping staff engagement levels high, boosting well-being, and improving inclusivity (CIPD, 2022).
In addition, motivational needs are covered above in control systems. 
Additional models to explore
To mitigate some of the limitations within this report, it would be beneficial to analyse Schein’s Three Cultural Levels in addition to the Culture Web. Integrating a more in-depth analysis of h the overall culture will be beneficial (Schein, 1992). Maslow’s hierarchy of needs model should also be mapped alongside the Herzberg model to assess employees’ motivation and feeling of belonging within the institution (Maslow, 1987). Assessing some of these models in more detail will ensure that there are clear alignments between the institutions business strategy and the current people strategy (CIPD, 2022). 
This report has alluded to and entails certain skills needed by the University’s HR function to work on a strategy as well as acquire certain skills to improve its current culture and future development. These will be unpacked at further length in the following presentation with suitable references.
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