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Organisation Overview
*M&D Care (* within this report M&D Care will be referenced as M&D). is a specialist social care provider, operating bespoke care services throughout West Wales. It’s committed to the continuous improvement of its workforce and understands the essential need to be innovative in its approach to how it recognises and retains its colleagues. It’s worked tirelessly to transform this critical area of the business. Championing employee engagement and helping shape and promote the company’s core values. It’s committed to creating a culture of appreciation, teamwork, and supporting open and honest communication. An integral part of its people-first culture is treating people with respect and ensuring everyone has a sense of belonging. 
The global pandemic exposed how undervalued the social care sector has been and a lack of awareness of the contribution employees within this sector make to society. It shone a much-needed light on this sector and the workers that make it great. It wants to continue to ensure that the voices their workforce are heard well into the future.
1. Introduction
The purpose of this report is to define, critically analyse and review the strategic approach of M&D’s culture and provide recommendations for improvement.
To be able to assess the cultural stability of the organisation, M&D needs to identify what it is trying to be recognised for. The organisation has an extensive future growth plan, with the aim to grow the workforce expediently from 600 to a 1000. It’s trying to establish itself within the care sector as the employer of choice. To do this the organisation needs to evaluate the current culture and understand the need for change.
1.1 Defining Culture
Culture plays a crucial part in any organisation, it affects all aspects from economic growth to how a business attracts talent, employee engagement, collaboration to impacting performance. Culture has many definitions. Tipuric (2022) states “that every organisation has its own culture, imbued with an ideological framework”.
Organisational culture sets the tone within the business, it’s what influences employee behaviour and the way things are carried out within the workplace. Ristino et al. (2018) supports this and reports on how employee perceptions of organisational culture can greatly influence their attitudes and behaviour.
It’s imperative that M&D is passionate about the culture of its business and remains innovative in its approach. Having a positive culture can inspire colleagues to embrace the organisational values. Workplace culture offers employees a way to understand what is expected and develop a common sense of purpose. CIPD (2024) reiterates this by describing a positive organisational culture allows employees to understand their organisation and feel that their voice matters in driving the business towards a common purpose.
By cultivating a positive, inclusive culture, M&D can build trust amongst its colleagues, laying the foundations for improved care. Schein (2017) states “Culture is a dynamic phenomenon that surrounds us at all times”. Schein (2017) goes onto stress, “that cultures are not adopted by organisations in one day. Rather, they are formed through the course of time as employees undergo various changes whilst adapting to their external environment and solving problems”.
Employee voice can also play a fundamental role in building a positive culture. Placing people at the heart of everything an organisation does is essential, but also listening and hearing their voices is vital. Maxfield (2016) states “Luckily, cultures of silence can be changed”. This quote is referring to where perhaps employee voice is not actively promoted within an organisation and, there is an opportunity for an organisation to change this type of culture. Enabling employee voice can contribute to a more positive culture. Creating a workplace where employees feel included and have a voice can enable a more open and honest way of working. It supports employees to have a sense of belonging.
If an organisation engages in positive communication with its employees, this will help employees to feel confident in sharing their views and speak up, knowing their thoughts, opinions, and views are welcomed and valued.
The Belongingness Theory developed by the neuroscientist Matthew Lieberman (2013) describes that the human need for social connection is just as fundamental as our basic physiological needs for food, water and shelter. The need for social connection extends to the work as well. Employees that have positive relationships at work, benefit from increased engagement and motivation, improved collaborations and communication and enhanced creativity and innovation.
[bookmark: _Hlk159772314]2. Cultural Analysis
Organisational culture can be influenced by many contributing factors. It is often described as an invisible force shaping behaviour and performance and can be difficult to grasp. Fortado et al. (2012) refers to “understanding the origin, changes, and impacts of culture is one of the most important aspects of organizational research”.
There are many different approaches to developing a healthy culture and, in this section, will highlight two models for consideration. 
2.1 Schein's Three Level of Organisational Culture
[bookmark: _Hlk159865057]Schein (2017) proposed that organisational culture develops very slowly and is passed on or actively taught to people who join an organisation ‘as the correct way to perceive, think, and feel’. Schein's model provides a valuable framework for understanding the invisible power of organisational culture. Schein believed that there are three levels in an organisation's culture, outlined below.

Organisational Culture: The Edgar Schein Model
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Figure 1.
The behaviours of M&D’s employees, the mission and vision of the organisation, all come under artefacts and decide the culture of the organisation. M&D believes that its values enhance levels of engagement, collaboration, innovation, organisational health, business reputation and overall performance. Its values were co-produced with employees and service users, making them more memorable and meaningful. M&D believes that these values and supporting reflective statements are not just words but rather have an emotional and powerful meaning behind them, as these are the actual words of the people closest to its services.
 2.2 Limitation of Schein’s Model
Although widely recognised it’s important to acknowledge it’s limitations. The focus on visible artifacts, espoused values, and underlying assumptions may understate the complexity of an organisations culture and not fully capture the interrelationships of factors influencing organisational performance, maturity, size, management systems, and environmental influences.
Baron et al. (2017) argues that the use of Schein’s model can result in the researcher being funnelled, in a rather unreflecting way, and can lead to an emphasis on the integrative aspects of organisational culture at the expense of elements of differentiation, friction, or discord. Therefore, leaving little room for a genuinely holistic interpretation of culture.
2.3 Organisational Values
M&D markets itself as a value-based employer. Its values are the guiding light that shows colleagues how to act in the working environment. Sergeant et al. (2012) supports in stating “It is important to distinguish between values and needs because conversations often focus just on needs, but our values are what give them meaning and purpose”.
M&D believes that the organisation’s values are emotional concepts and only work if they have meaning to everyone and are integral to the way colleagues think and conduct themselves. In a recent survey conducted by M&D, it asked colleagues how they aligned themselves with the organisational values. Over 70% felt that they could relate to the company values, and they gave them purpose and meaning.
M&D is committed to creating a culture of appreciation, teamwork, and supporting open and honest communication. It aims to cherish every opportunity to reward deserving employees on a regular basis and understands the value of appreciating extraordinary professionalism and endearing commitment when it’s due. It provides opportunities to build rewarding careers but is mindful of the fact that rewarding careers are not devoid of rewards and recognition. In place is an established values-based recognition scheme and extensive Learning and Development framework. This is supported by Brimeyer (2018) who describes success depending almost solely on leaders and the culture they foster.
M&D is very proud of its dedicated colleagues and is keen to reward employees for their extraordinary efforts. This is supported by Rodriguez (2021) who mentions “if companies focus on enhancing their rewards and incentives programs, job satisfaction and employee engagement can improve”. As part of its reward and recognition strategy, M&D introduced a value-based colleague of the month recognition scheme. Each month employees nominate colleagues who have aligned themselves with the company values and made an outstanding contribution. The winner is awarded the 'Colleague of the Month – Making a Difference' title. and receives a voucher as recognition of their achievements. 


2.4 Diversity within the Workplace
It’s been well reported that retention and recruitment in the social care sector reached an all-time low in 2022/2023. To improve diversity and increase headcount, M&D in early 2023 introduced the recruitment of migrant’s campaign from within the UK. Skills for Care (2023) reported an increase in employers relying more on international recruitment. The campaign proved highly successful and 113 migrant workers were employed. Workers were recruited on experience and with this experience came an increase in the average working age of a care worker, changing the organisations average age from 26 to 35. With this came a cultural shift in retention and work ethic. 
2.5 Hofstede's dimensions of cultures
[bookmark: _Hlk159863739]M&D is now far more diverse than it has ever been. With this there has been difficulties in managing cultural change and highlighted the need to improve communication throughout the organisation. Hofstede's dimensions of cultures provide a starting point for evaluating cultural values within an organisation. Helping organisations improve communication and cooperation from different cultures. Soares et al. (2007) states “Hofstede’s dimensions have been used to compare cultures, to support hypothesis, and as a theoretical framework”. This model can be applied to M&D as a business, as illustrated below.
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[bookmark: _Hlk159865291]Figure 2.
Using this framework M&D demonstrates ‘good work’ by introducing new recruitment campaigns which improve diversity. Introducing Migrant workers into the workforce has had a positive impact on performance and productivity. Bringing culturally unique and complementary skills and knowledge. It has also Increased access to international knowledge and supported the upskilling of colleagues. M&D has been enriched by the introduction of different cultures. Creating a more diverse workforce with varied experiences and ways of working. 
It is also important to recognise that there are limitations to using Hofstede model. Venaik et al. (2013) reports on the unreliability and invalidity, undermining the model’s usefulness for management theory and practice. They also go on to state that the items used to measure Hofstede and GLOBE national dimensions are not positively and significantly correlated.
3. Strategic Approach
3.1 Ensuring Good Work
According to CIPD Good Work Index 2023: Survey report, The CIPD believes “that good work is fundamental to individual wellbeing, supports a strong, fair society, and creates motivated workers, productive organisations and a strong economy”. 
M&D is making progress in ensuring ‘good work is achieved. To support with the cost-of-living crisis, it announced that from April 2023, that everyone would be paid at a rate over the Real Living Wage (RLW), which was a 10% increase on the previous year’s hourly rate. M&D’s pay rates are governed by the funding streams received from commissioning authorities. Despite local authorities not confirming funding, M&D voluntarily took a stand to ensure that its dedicated colleagues earn a meaningful wage. Its proud to be paying the higher rate and believe it to be a worthwhile investment it’s people and the future. This is supported by CIPD (2024) which highlights the importance of initiatives which support employee Health and financial wellbeing.
3.2 Financial Wellbeing 
Mind (2023a) emphasises the link “between money and mental health stating that money problems can trigger emotions of both anxiety and panic as well as needing money for the basic necessities in life to help stay well”. M&D recognises the importance of financial wellbeing. In 2022 in introduced ‘EarlyPay’, a scheme that enables colleagues to get access to their pay before payday. The organisation thought colleagues may find it useful to take some pay before the end of the month or take their pay in increments - rather than in a lump sum. The app allows instant access to earned income, colleagues can draw down part of their salary ahead of their normal pay date and send the money straight to their bank account. It enhances financial knowledge through an expanding collection of guidance and approaches for handling money smartly, all accessible within the app. The scheme also provides guidance; from helpful suggestions about consolidating debt to ways to better manage utility costs, helping colleagues feel more confident to manage the intricacies of personal finance. Since launch, 54% of the workforce are using the EarlyPay app.
3.3 Post Pandemic Health & Wellbeing Support
Olga Lainidi et al. (2023) reported “The reality of day-to-day practices in healthcare was brought into sharp focus globally during the recent COVID-19 pandemic, which highlighted the fragility of healthcare systems globally revealing the considerable stress experienced by healthcare staff”. 
Following the pandemic M&D introduced a Health and Wellbeing scheme for all colleagues following successful completion of their six-month probationary period. The organisation wanted to demonstrate real commitment to the maintenance of their employees’ health, wellbeing, and in turn improve everyday performance. CIPD (2022) support this in their report emphasising the importance of promoting a healthy and supportive work environment. 
The scheme offers health cash plans paid for by M&D, which enables employees to access a range of treatments including visits to the optician, counselling, dentist, 24/7 GP services and much more. 68% of employees are now signed up and accessing these benefits.
Since the launch of this initiative there has been an improvement in absence management, with a 10% reduction in sickness cases. Staff have felt more supported during the return-to-work process by being sign posted to Simplthealth. Engagement has also been improved with a recent wellbeing survey listing 72% of staff felt Simplyhealth was highly beneficial and helped contribute to supporting their wellbeing.
The implementation of this initiative demonstrated the company's commitment to the mental and physical health and wellbeing of its people. Bhatt et al. (2023) reiterates “that organisations prioritising workforce well-being, may increase productivity and innovation, as well as enhancing recruitment and retention and strengthening the employer brand values”.  
4. Recommendations
Good health can be a core enabler of employee engagement and performance. CIPD (2023) emphasises “fostering colleague wellbeing is good for the people and the organisation. Promoting wellbeing can help prevent stress and create positive working environments where individuals and organisations can thrive”. To help improve organisational culture and bridge the gap, recommendation would be for M&D to launch new wellbeing initiatives.
4.1 Establishing Employee Voice
To improve the organisational culture, M&D needs to strive to create a culture of transparency and openness, where colleagues feel comfortable to speak up and share their ideas. Employee voice is critical to the success of any business.
To achieve excellence, it is important to listen to the voices of our employees and work with them to improve working practices and identify service improvements. In a recent survey employees organisational communication was rated exceptionally low and requires improvement.
M&D has demonstrated innovation in its approach to communication and the way it listens to its colleagues, evidenced by with the recent launch of blink communication app for frontline workers. In addition a recommendation would be to launch a colleague forum, with a representative from each of the 20 sites. The role of the representative would be to attend monthly meetings, share insights from their services and facilitate the annual ‘have your say day’.
ACAS (2022) describes workplace forum is a good way for:
· employees to be informed of and respond to matters that affect them.
· workplace decisions to be made quickly with everyone's involvement.
· workplace decisions to be made in a way that reduces the risk of disagreements about them later.
· build trust and confidence between employer and employees.
CIPD (2014) suggest “Implementing a range of two-way communication and consultation methods to encourage employee voice”. And goes on to state “ensure voice methods are used regularly, such as weekly meetings and annual surveys for individual voice and a staff forum and/or joint consultative forum for collective voice”.
Running alongside M&D employee engagement surveys, a recommendation would be to enhance communication and open dialogue and host an annual ‘Have Your Say’ Fun Day which is organised with the purpose of hearing the thoughts and opinions of everyone working and being supported within M&D. Whilst engaging in fun activities, members of the senior management team will initiate discussions and record comments from colleagues, with the aim of implementing change led by everyone involved. The feedback would be reviewed and added to the organisation’s annual one-page strategic plan and outcomes shared. 
Cost to facilitate this initiative would be colleagues time to attend forum meeting. 
20 x colleagues, attending 1 session per month, based on 3-hour meeting, averaged at £11.01 per hour, total cost would be approximately £660.60.
4.2 Mental Health First Aiders
Olga Lainidi et al. (2023) states. “The reality of day-to-day practices in healthcare was brought into sharp focus globally during the recent COVID-19 pandemic, which highlighted the fragility of healthcare systems globally revealing the considerable stress experienced by healthcare staff”.
M&D has demonstrated a progressive approach to ‘good work’, there is however a gap in employee wellbeing and Mental Health support. Mental Health can affect one in four people. Suff (2023) confirms this and states that “it will have a substantial impact on both employee well-being and is a major cause of long-term absence from work”. (Mind, 2023b) a charity which supports those experiencing mental health, highlights “the importance of employee wellbeing and the organisational benefits in supporting the mental health of the workforce”.
ACAS (2023a) reiterates the law on mental health and highlights that employers have a duty of care to support an employees’ health and wellbeing. M&D have a positive approach in supporting colleagues with a mental health illness. Whilst already linking with various external campaigns like ‘Time to Talk, and internally the introduction of Wellbeing Check-Ins’, there is still more that can be done. 
To keep going in the right direction and bridge the gap in supporting those struggling with mental health, a recommendation would be to introduce Mental Health First Aiders within the workplace. As described by Alpha Safety Training (2024) website “the purpose of having a Mental Health First Aider in the workplace is that they would be the ‘go-to person’ for anyone who is experiencing some form of mental health condition. They will be responsible for ensuring a positive working environment, with the support and facilities that are required to promote good mental health. They will have the relevant knowledge to identify anyone who is showing signs of ill health i.e. a change in behaviour, body language or character. The first aider will be there to help guide the person in distress and support wherever necessary and therefore, be able to intervene before it escalates”.
The Health and Safety Executive (HSE) (2018) have also updated their guidance. stating employers need to consider covering Mental Health First Aid training in addition to First Aid at Work training. Currently M&D provides First Aid training and Mental Health Awareness training for all colleagues, however, does not offer Mental Health First Aid training.
Proposal would be to have a Mental Health First Aider in every one of the organisations sites. Mental Health First Aiders would be recruited from existing workforce. Alpha Safety host a training course which lasts for 3 years. Breakdown of costings below.
20 sites across M&D Care – Allocation 1 per site.
£155.00 +vat pp.
total £3,100 + vat.
Cost to release colleagues to attend 1 day course based on £11.01 hourly rate of pay. Total £1,761.60.
Total cost to facilitate initiative £4,861.60.
4.3 Free fruit at work – Healthy snacks for colleagues
First choice for a lot of healthcare workers is to reach for an energy drink. In 2022 the organisation issued a ban on all energy drinks being consumed on premises, the reason for the ban was more to do with the safety of the servicer users who may accidentally gain access to drinks, rather than the negative impact it may have on colleagues. Colleagues will often on breaks reach for the quick unhealthy snacks, including energy drinks, rather than the healthy option.
Higbee et al. (2020) emphasises “significant relationships existed between energy drink consumption, sleep quality, and perceived stress levels. Nurses who consumed energy drinks had poorer sleep quality and fewer sleep hours compared with caffeine-only consumers and noncaffeine consumers”.
British Journal of Health Psychology (2014) highlights the extent to which food affects our day-to-day experience. The study concluded that “the more fruits and vegetables people consumed (up to 7 portions), the happier, more engaged, and more creative they tended to be”.
Utter et al. (2023) reported that “Among the total sample of healthcare workers, indicators of healthy eating were poor. Fewer than 40% reported their overall diet as very good and fewer than 15% reported eating the recommended 5 or more servings of fruit vegetables per day”. It also noted a relationship between eating behaviour and burnout. Given that rates of both poor nutrition and burnout among healthcare professionals are high, findings from this study suggest that efforts to promote better nutrition among healthcare workers is validated.
Recommendation would be to introduce Healthy Eating Representatives in all M&D sites and launch a new scheme ‘Thanks a bunch’ – Free Fruit for workers. As part of this initiative the organisation could provide free fruit in the workplace to gently encourage colleagues to make healthy food choices, which can be part of a wider drive to encourage employees to eat more healthily. The representatives selected from the workforce could play a vital role in supporting the initiative. 
Fruit provides numerous benefits, incorporating fruit into part of a healthy lunch can be a really great way for colleagues to sustain energy throughout the day. This is strengthened by a survey carried out by British Summer Fruits (2019), which polled “2,000 employees in the UK, has shown more than half think their mood, productivity and stress levels would be enhanced if they were provided with healthy snacks, such as free fruit at work, by their employers”.
The financial outlay would depend on how much fruit the organisation would want to distribute. However, per ten employees it should cost no more than £18.00 to create a sharable fruit bowl twice a week if purchased from a reasonably priced supermarket or a local greengrocer. Based on current headcount total cost would be approximately £1,170 per month.
5. Conclusion
M&D has demonstrated that ‘good work’ is being done as evidenced within the report. Schein (2017) proposed “that organisational culture develops very slowly and is passed on or actively taught to people who join an organisation” and therefore is ongoing. M&D needs to keep reinforcing its values and evolving to meet cultural demands as they happen. It cannot afford to stand still and needs to continue being innovative in its approach. 
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Artifacts
These are tangible and easily accessible, and include material
objects, feelings one experiences in the office, and implemented
processes.

Espoused Values and Beliefs
Espoused values, norms, ideologies, and philosophies are
promulgated by leaders and socially validated and accepted if

they increase predictability and reduce anxiety.

Shared Assumptions
These represent non-negotiable beliefs that were acquired as
a result of a (possibly) traumatic experience. They explain the
world and are notoriously difficult to change.
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