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Executive Summary 

This report has been produced for the senior management team. This report contains a critical analysis of organisational climate and culture as concepts; provides an assessment of the organisation’s innovation and inclusive climates against the CIPD maturity model. 
The critical analysis of organisational culture and climates as concepts demonstrates how essential organisational culture and climate is to the success of the organisation. Organisational culture enables the senior management team to evaluate the espoused values, attitudes and behaviours that define the employee’s experience (Young, 2024a). Organisational climate, while it’s deep-rooted, reveals the employee’s perception of policies, procedures and rewarded behaviours (Rozman and Strukeli, 2020). While organisational culture and climate are distinct concepts, it’s essential that the two are balanced in order to maintain an engaged, productive and innovative workforce (Ehrhart and Schneider, 2016). 
As a diagnostic tool, the CIPD maturity model is a framework to assess how an organisation is building managerial capabilities and support (CIPD, 2017a).  In this report, innovation and inclusion organisational climate dimensions have been selected. Innovation climate analyses the workforce on creativity, risk-taking and collaboration (Gifford and Wietrak, 2022), while inclusion climate delves into the workforce’s perception on whether its policies, procedures and  practices enable an inclusive environment (Green and Young, 2019).  
For the organisation, strong inclusion and innovation climates contribute to positive employee engagement and productivity (Young, 2024a). The assessment undertaken in this report outlines NRW’s steady progression from emerging to maturing stages for both innovation and inclusion dimensions since its establishment in 2013 (CIPD, 2017a). 
The three recommendations detail how the organisation can progress from maturing to leading stage of the CIPD maturity model. If endorsed by the senior management team, the recommendations will enhance employee engagement, increase productivity and enable greater innovation from its employees (Young, 2024b). 
The senior management team are asked to approve the first recommendation and to allocate the funding required to develop a leadership training programme that will align management to inclusive practice which in turn will improve employee engagement and stimulate productivity across the organisation (Zheng et al., 2023).  
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Young (2024b) asserts that organisational culture and climate are drivers that influence how employees behave, their engagement and overall performance. While organisational culture and climate are both distinct and interrelated (Schneider and Barbera, 2014), they both equally contribute to the success of the organisation (Deloitte, 2016).   
	Organisational culture provides an insight into the espoused values, attitudes and behaviours that help define the lived experience of the employee (CIPD, no date). Organisational culture is developed by factors which include leadership, history and the external environment (Laker, 2024). While there exist a plethora of academic definitions of organisational culture, Edgar Schein’s hierarchical model consisting of ‘artefacts, values and underlying assumptions’ is complex and can be interpreted in many different ways (Young, 2024b). For the senior management team, NRW’s organisational culture will be assessed utilising Charles Handy’s model to identify the dominant cultural traits. Laker (2024) asserts that culture influences strategic decision-making which is essential component adapting to external factors influencing the organisation. 
Organisational climate reveals employees perception of workplace practices and policies (Rozman and Strukelj, 2020). While organisational culture is deeply rooted and requires more time to evolve (Laker, 2024), organisational climate can fluctuate and is susceptible to leadership styles, workloads and relationships between co-workers (Scott, no date). Organisational climate is measured through employee surveys where job satisfaction, employee morale and relationships between management and workers is assessed (Young, 2024a). 
Despite organisational climate and culture being distinct concepts (Ehrhart and Schneider, 2016), the synergy between the two is essential to establish a cohesive and a healthy work environment. Failing to address these factors will have significant implications for organisational performance (Hartog and Verburg, 2006). When organisational culture and climate are aligned, it can result in increased employee engagement and productivity (Algaraja and Shuck, 2015). Misalignment of organisational culture and climate can result in decreased morale and increased turnover hindering employee engagement and productivity (Bijalwan, Gupta, Johri and Asif, 2024). 
Natural Resources Wales was established in 2013 by the Welsh Government, incorporating three legacy agencies into one (Wales Audit Office, 2013). The incorporation of three legacy organisations has required significant investment in harmonising three distinct organisational cultures and climates into one which is centred around  employee engagement, innovation and inclusivity (Deloitte, 2009). 
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Ehrhart and Schneider (2016) define organisational culture and climate as concepts which provide an understanding of the dynamics within the workplace. Both organisational culture and climate play an essential role when shaping employee behaviour and performance (Ostroff, Kinicki and Rabiah, 2012). While organisational culture and organisational climate are closely linked, they are at the same time distinct from one another (Neuro Leadership, 2023), where culture focusses on deep-seated values and assumptions (Gifford and Wietrak, 2022), climate on the other hand provides an insight into employees’ perception of the workplace practices and policies (Rozman and Strukelj, 2020).
Schein (2010) asserts that organisational culture is a combination of shared values, beliefs and assumptions which influence how employees behave in the workplace. Deal and Kennedy (1982) defined culture as ‘the way things are done around here’ highlighting the deep embedment. While organisational culture is broader than organisational climate (Ehrhart and Schneider, 2016), organisational culture highlights ‘patterns of shared underlying norms and world views’ which are visible through behaviours, encompassing rituals, symbols and stories that reinforce collective identity (Gifford and Wietrak, 2022). 
In contrast, Martin (2002) proposed that organisations are more likely to have sub-cultures rather than one ‘integrated and totally unifying culture’ (Schneider and Barbera, 2014). The contrasting view by Martin when compared to Schneider’s and Barbera’s view suggests that as organisations grow, subcultures are established which could be an indicator of weak organisational leadership (Aldrich and Ruef, 2006). 
Schneider et al., (2013) outline that organisational climate encapsulates employees perceptions to organisational policies, practices and management behaviours. Climate is dynamic and shaped by short-term leadership actions, making it more tangible and measurable than culture (Schneider, Ehrhart and Macey, 2013). Gonzales-Torress et al., (2023) highlighted that the foundation of the organisational life can be broken down into two components; the first is organisational culture which underpins the daily life and the second is organisational climate which reveals the employee’s daily experience. 
While culture and climate are similar and interrelated, there remains significant differences (Schneider and Barbera, 2014). Hofstede (2010) detailed that culture is stable and can resist change, however, it does evolve over time as a result of people’s experiences. For the organisation, it helps define the identity and shape long-term strategic priorities (Suellen and Leonard, 2014). In comparison, Young (2023) details that climate is adaptable in response to senior management actions and practices within the organisation. Through climate, the organisation can gain insights into the total experience of employees (Schneider and Bartlett, 1968). 
	While organisational culture is broader than climate (Erhart and Schneider, 2016), organisational climate can enable NRW to gain tangible insights by encouraging the workforce to complete employee surveys and to provide a structure where regular feedback can be captured (Schneider et al., 2013). These effective tools enable the senior management team to be responsive to address immediate challenges (Ostroff, Kinicki and Rabiah, 2012). Young (2023) asserts that organisational climate can be influenced by the manager through direct action, these include practicing inclusive leadership approaches such as recognising employee’s contribution to the organisation. While staff engagement surveys and feedback reports enable managers to harness the data in order to address immediate concerns, it may not factor the longer-term needs of the organisation (Young, 2024a). 
	The narrow focus of organisational climate based on shared perceptions of the employees highlight its limitations (Ehrhart and Schneider, 2016). Due to the fluid nature of organisational climate, it is liable to variation which could result in deeper cultural issues being embedded (CIPD, no date). Laniado (2017) argues that organisational climate depends on leadership behaviours; as a result, it is susceptible to inconsistencies and could disrupt any developments of a positive climate, in particular if one climate is prioritised over another (Van Den Berg and Wilderom, 2004). For the organisation, investment towards training programme designed for the senior leadership team will support managers adopting inclusive practices that will aid with fostering improved staff engagement (Ramarajan, 2006). 
	Schneider, Ehrhart and Macey (2013) describe both organisational climate and culture as ‘two alternative constructs’ to understand the way employees experience and describe their work-setting. Young (2024a) outlines when employees are engaged and satisfied, it is an indication that both culture and climate have been aligned. The delivery and success of the environmental objectives outlined in the organisation’s corporate plan (NRW, 2023a) will be influenced through the alignment of its organisational climate and culture (Demerouti et al., 2012). It is therefore imperative that employees have a sense of purpose on the job to ensure high-engagement (Segan, 2023). However, employees will become disengaged if the espoused values aren’t consistently reinforced by the senior leadership team and as a result it will lead to disengagement and mistrust (Young, 2024a) when the goal is to ensure that employees feel respected and motivated (Lencioni, 2022). 
	While organisational culture and climate are distinct but overlapping concepts (Schneider and Barbera, 2014), their characteristics pose unique challenges (Schneider and Reichers, 1983; Schein, 2010). Organisational culture provides the foundation to deliver the long-term strategy, however, its lack of fluidity demands careful navigation (Hofstede, 2010). Organisational climate provides the shared meaning of employees’ lived experiences (Ostroff, Kinicki and Rabiah, 2012). Therefore, alignment of cultural values and a positive climate is essential for NRW to improve and enhance employee engagement in order to achieve the strategic goals (Shaw, 2019). 
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Employee motivation and engagement in the form of job satisfaction, productivity and innovation is influenced by organisational culture (Silva and Gomes, 2015). Charles Handy’s framework categorises culture into four archetypes: power, role, task and person (Handy, 1993) and these typologies help us understand how they function, make decisions and engage with their employees (Young, 2024b). At NRW, the culture demonstrates characteristics of both role and task culture, with occasional elements of power culture (Ehrhart and Schneider, 2016). 
 (Veigas, no date)
	In hierarchical organisations, role culture is prevalent where power emerges from roles rather than from individuals (Handy, 1993). Power culture thrives where rules, policies and procedures exist which makes it suitable for organisations whose remit encompasses regulation or compliance (Personnel Today, 2023). 
	Within NRW, the dominant culture is role-orientated. This is evident across the organisation’s environmental (water, industry and waste regulation) and biodiversity teams who all operate within strict frameworks ensuring alignment with environmental policies (Pickstone, 2019). The hierarchical structure facilitates compliance and accountability with legal and environmental mandates (Environment Act, 2016; Civil Contingency Act, 2004). In these areas of the organisation, team members must follow rigid guidelines and adhere to governance principles which ensure that the decisions are escalated and approved at the appropriate senior level (Cacciattolo, 2014). 
	While role culture facilitates NRW’s environmental objectives, the rigidity can stifle innovation, creativity and flexibility (Shaw, 2019). Freedman (2024) stress that bureaucracy can leave employees feeling constrained by slow processes which delay the organisation’s ability to respond to environmental incidents. However, Young (2024b) states that role-culture offers employees stability because roles and processes are defined which keeps the employee focussed and productive. These factors can be deemed as having positive impact on employee motivation and engagement, because individuals understand how to carry out their roles with greater confidence (Schneider, Ehrhart and Macey, 2012). Howbeit, internal data from 2023 the Ein Llais survey challenges the views presented above, and indicates  that employees want greater autonomy to undertake their role and find management stifle innovation as a result of role culture (NRW, 2023b). For the organisation, managers need to be aware of the impact of role-culture on its employees. 
	The introduction of place-based teams is an example of task culture (Handy, 1993). Through place-based teams, decision-making is devolved at regional level (Pickstone, 2019). While task culture is team-oriented, through power distribution across the organisation (Personnel Today, 2023), multidisciplinary teams have collaborated and successfully developed solutions to mitigate risks to sites that are prone to flooding. For NRW, task culture has had a positive impact, it has enabled  creativity and innovation within teams to address environmental challenges (Freedman, 2024). The Ein Llais staff survey highlights increased job satisfaction within placed-based teams (NRW, 2023b), because the staff can actively see how their roles are contributing to the corporate objectives (Personnel Today, 2023).  Howbeit, Gamba and Quilliam (2024) highlight that the coexistence of role and task culture can lead to tension, where employees are unable to manage adherence to procedures with autonomy needed for innovative problem-solving. 
While applying Handy’s framework to categorise culture types is useful, the simplicity of the model could result in misunderstanding the deeper cultural dynamics which influence both employee behaviour and organisational outcomes (Freedman, 2024). Edgar Schein’s model of organisational culture offers a richer analysis of the NRW’s culture through categorising culture into three levels: artefacts, espoused values and underlying assumptions (Schein, 2010). 
(Geraghty, 2023).
Utilising Schein’s model will help the organisation to address both the visible and hidden elements (Schein, 1990). The cultural dimensions as part of Hofstede’s model provides the framework to analyse how values shape organisational practice (Hofstede, 2011). 
(Nickerson, 2023).
Although Handy’s model has its limitations on factoring external influences (Schneider and Barbera, 2014), Schein and Hofstede’s models provide the framework to address societal and industry-specific factors in greater detail (Schein and Schein, 2016). 
The organisation’s reliance on role culture aligns with the regulatory and compliance remit, however through task-culture NRW will be better placed to address future environmental challenges (Silva and Gomes, 2015). While role and task are the core-dominating cultural traits, the organisation’s structure also relies on power culture (Handy, 1993). Through balancing both task and role cultures, NRW is better placed to not be only operationally effective but also operationally adaptable to align organisational culture with employee needs and strategic objectives 
(Orstoff, Kinicki and Rabiah, 2012).
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Schneider et al., (2013) assert that organisational culture plays a critical role in shaping the employee’s experience. With the goal of addressing employee engagement, health and wellbeing (Lewis et al, 2012), the CIPD maturity model is a structured framework providing the organisation with the diagnostic tool to track and monitor its progress on building management capabilities and organisational support (CIPD, 2017a). The CIPD maturity model is structured around four levels, these include: Emerging (0), Developing (1), Maturing (2) and Leading (3) (CIPD, 2017a).  
For the purposes of this report,  the two organisational climate dimensions selected for review are Innovation and Inclusion climates. 
Innovation Climate
Gifford and Wietrak (2022) explain that an innovative climate explores how an organisation fosters creativity, risk-taking, and knowledge sharing amongst its employees. Organisations that posses a strong innovation climate encourage employees to experiment and to take risks and at the same time provide the resources to develop innovative solutions (Young, 2024b). 
Since NRW’s establishment in 2013 and following the incorporation of three legacy environmental bodies, the organisation operated at ‘emerging’ stage of the CIPD maturity model (CIPD, 2017a). Since 2013, the organisation confronted significant operational obstacles integrating three different organisational cultures, standardising policies and ensuring consistent management practices (Wales Audit Office, 2013). During this period, the organisation’s approach to people management was reactive and as a result a number of policies and frameworks were still in development (NRW, 2014). 
As a result of a company-wide reorganisation in 2018 (Messenger, 2018), the organisation transitioned from emerging to maturing stage of the maturity model (Ghosh, 2015). The newly formed structures introduced a placed-based leadership model which promotes and empower regional teams and local-decision making (Pickstone, 2019). In addition, the organisation’s significant investment in Digital, Data and Technology (DDaT) services demonstrates its ongoing commitment to harness the benefits of task-culture to support continuous innovation (NRW, 2023b). 
As a result of these incremental steps to decentralise decision-making processes, employees had autonomy to carry out their statutory functions within established governance frameworks and their placed-based structures (Freedman, 2024). The action undertaken by the organisation has enabled employees with different skills to collaborate on environmental projects and deliver innovative outcomes (Machado and Carvalho, 2006). 
For NRW, the bureaucratic structure continues to be a challenge, as rigid decision-making processes significantly reduces productivity and limits the employee’s ability to implement innovative solutions (Wale, no date).  Concurrently, the Ein Llais data segmented to managerial level also highlights similar theme where managers want greater autonomy over their function (NRW, 2023b). For NRW, employees don’t require financial incentives to increase productivity, however, they are motivated through alignment of the corporate values. Each employee is encouraged to think innovatively and to take initiative (Young, 2024a). In order to advance to the Leading stage, the organisation must invest in a leadership development programme. Investing in managers will equip them with the necessary skills to create psychologically safe environments where employees can collaborate, contribute and thrive (Cote, 2023).  
Inclusion Climate
According to Gifford and Wietrak (2022), inclusion climate outlines the employees collective perception as to whether the policies, procedures and practices are conducive to an inclusive environment.  A strong inclusion climate promotes equal representation, psychological safety and equitable decision making (DeBaylo, no date). These factors positively contribute to increased employee engagement, reduces turnover and strengthens organisational reputation (Okatta, Funmilayo, and Olufunke, 2024). 
Following the merging of three legacy organisations, NRW’s inclusion climate was assessed at emerging stage (CIPD, 2017a). The creation of NRW resulted in cultural fragmentation with poor levels of diversity and inclusion awareness across the different teams (NRW, 2025a). Data from three legacy organisations highlighted gaps when reporting equal opportunities monitoring data  and inconsistencies capturing and recording employee feedback on inclusion (NRW, 2025a).  
The company-wide restructure enabled NRW to progress from emerging to maturing stage of inclusion climate (CIPD, 2017a). The establishment of diversity, equity and inclusion action plan was aligned with NRW’s corporate values and operational practices (NRW, 2019). In addition, the introduction of mandatory e-learning modules centred on diversity, equity and inclusion and unconscious bias ensured managers and employees had the necessary training to facilitate an inclusive climate (ACAS, no date). By embracing inclusive practices, teams have become more diverse (NRW, 2025a) and as a result are adaptable to responding to complex challenges (Rock and Grant, 2016). 
Despite the organisation’s figures highlighting an increase in workforce diversity, there is lacking representation across the leadership and executive team (NRW, 2025a).  The organisation’s role based culture prevents NRW progressing from maturing to leading stage of the maturity model (Young, 2024b). However, this could be mitigated if the organisation pivots to task-culture which would stimulate opportunities encouraging the inclusion of individuals from underrepresented groups   (Ployhart and Holtz, 2008). 
The steady progression from emerging to maturing demonstrates the organisation’s commitment to innovation and inclusion climates (CIPD, 2017a). While the organisation has transitioned positively through the maturity model, the Ein Llais survey results across the organisation suggests that managers require additional support to understand inclusive practices and autonomy to manage (NRW, 2023b; CIPD, 2017b). On going progress requires continued commitment and investment from the senior management team (Young, 2024a). 
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The driving factors that influence employee engagement and performance is organisational culture and climate (Young, 2024b). Culture focusses on deep-seated values, beliefs and assumptions that define how an organisation operates (Gifford and Wietrak, 2022), while climate reflects employees perceptions of policies, leadership behaviours and workplace practices (Schneider et al., 2013).  As outlined in this report, culture provides employees with stability and sense of purpose in their roles  (Segan, 2023). By aligning culture and climate, it will create an environment where staff will feel valued and supported which will drive productivity, engagement innovation  (Lencioni, 2022). 
	Charles Handy’s framework categorises culture into four archetypes: power, role, task and person (Handy, 1993). At NRW, the dominant cultural traits are role and power cultures which is visible through bureaucratic structures (Handy, 1993). While Handy’s framework to categorise cultural types is useful, the model is simplistic and it could result in an oversight of the deeper cultural dynamics that influence both the employee behaviour and organisational outcomes (Freedman, 2024). Instead, Schein or Hofstede’s models could provide a richer analysis and insights around employee engagement and motivation (Schein and Schein, 2016). 
	Since 2013, the CIPD maturity model demonstrates how the organisation has transformed from an emerging to maturing across innovation and inclusion climates (CIPD, 2017a). This has been achieved through previous organisational re-structures (Machado and Carvalho, 2006) and the creation of the DEI action plan (NRW, 2019). However, the Ein Llais survey highlights the gap concerning inclusive management practices and employees needing greater autonomy to innovate (NRW, 2023b). If this isn’t addressed, the organisation will not progress further from maturing to leading. The senior management team are asked to consider the three recommendations that will improve employee engagement and increase productivity through addressing gaps in leadership alignment, employee feedback mechanisms and collaboration within the workplace (Kotter, 1995).
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Recommendation one (high priority): Develop a leadership training programme
To ensure that managerial practices align with the organisation’s values, a leadership training programme is needed to harmonise the hierarchical nature of NRW. The organisation’s leaders play a critical role in shaping the culture and environment (Young, 2024a), however, the data gleaned from the Ein Llais Survey has highlighted inconsistencies of managerial practices within the organisation (NRW, 2023b). 
	The leadership training programme will be created in-house by the Learning and Development Team. The senior management team are asked to commit to the following budget request: 
	Cost of 2 Learning and Development Team Advisors to create and facilitate the programme over 9 months. 
	£181,368

	Support from internal communications 
	£4,932

	Course per manager attending   (110 in total) 
	£90,684

	Course materials 
	£7,150 

	Total 
	£284,134 



Recommendation two (medium priority): Implement a structured feedback employee system 
The Ein Llais survey provided rich and insightful data on the employees experience working at NRW (NRW, 2023b). A regular and structured feedback employee system through quarterly pulse surveys, quarterly reviews and anonymous feedback channels will strengthen NRW’s inclusion climate. This proposal is an efficient way to gather employee insights. Young (2024a) asserts that organisations that implement a feedback culture attain stronger engagement levels. The investment into this initiative will positively contribute to the organisation progressing from maturing to leading stages of the CIPD maturity model (CIPD, 2017a). 
	Cost to build and design an anonymous feedback platform. Resource required for 2 months:
· Application Developer x1
· Content Designer x1
· Welsh Translator x1
· Communication Officer x1 
· Group Testers
	

10,076
8,984
10,076
8,984
6,439


	Total 
	£44,559 





Recommendation three (low priority):
As a traditional bureaucratic organisation, employees previously had assigned desks and relied meeting rooms to collaborate with other team members. Following the closure of various sites and the opening of new spaces within the Welsh Government Offices, the flexible desk booking system has encouraged more people to attend the office (NRW, 2025b). 
Further investment is required to ensure that the new space accommodates collaboration zones, quiet zones and digitised meeting rooms. The optimisation of the workspace will strengthen the organisation’s inclusive climate by providing a working environment that promotes cross-team collaboration (Nanayakkara, Wilkinson and Halvitigala, 2022). The senior management team are asked to approve the costs to engage with external consultants to review the organisation’s current office spaces and to provide report outlining recommendations. 
	Internal Costs 
	£24,839

	Predictive costs for consultants 
	£80,000 

	Total 
	£104,839
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