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[bookmark: _Toc150680198]Introduction 

This essay will critically assess the culture and context of the organisation I work for, The DWP.  I will look at the various models of culture and compare the two.  I will reflect on what I believe is the most relevant model in my workplace.

I will evaluate my organisation within the broader environment use appropriate tools to do so and study the cultural and ethical behaviours of my workplace.
[bookmark: _Toc150680199]Definition of Culture

Culture can be defined as the way an individual or a group show their behaviours, values, and beliefs.  It could be the way they show their attitudes towards one another or their moral or religious beliefs and what we know and control as well as what we can’t fully know and control such as nature or good and evil. 
[bookmark: _Toc150680200]Different Models of Culture 

There are visible types of culture such as language, traditions, and food and invisible ones such as beliefs and values. With culture there is a common humanity which reflects the ways we love, show dignity and meaning in our lives as per Maslow’s theory of human motivation, which explains what motivates human behaviour and how we pursue our goals at the top of his triangle being self-actualization where our purpose is to do good and help others.  Maslow (1943)
[bookmark: _Toc150680201]Mullins

Mullins's (2016) view on culture is “In its broadest sense, our understanding of workplace culture is that it embodies the ethos and values of a particular organisation, which are expressed through the way it operates and the practices it undertakes”. Mullin's theory describes organisational culture as the collection of traditions, values, policies, beliefs, and attitudes within an organisation.  The culture within an organisation is built around the people who work within the organisation providing a sense of identity.

[bookmark: _Toc150680202]Schein

Edgar Schein spent most of his career looking at organisational culture and development, in 1980 his organisational model was created where he argued that culture doesn’t develop overnight and that the organisation experiences numerous changes, he believed that employees learn from past experiences, and attitudes from employees shape the overall workplace culture.

Schein, (1988) theory, had a pyramid and at the top sat Artefacts. These are the characteristics of the organisation that are easily seen, heard and experienced, these could be the business logo, company uniform, organisation layout, facilities, and behaviours. As the Artefacts are at the top of Schein’s organisational culture pyramid, it is thought that they may give minimal insight into what an organisation is like, and they are altered and will not alter the culture of the workplace.

Espoused values sat in the middle of his pyramid and are what employees and the employer say about the organisation, this could be its value statement or mission statement, employee charter, or how employees say they behave. These could provide some insight into the organisational culture.

At the bottom are the underlying beliefs that employees keep hidden and they can give a deeper insight into organisational culture. These values cannot be measured. Certain practices that arise from these values are followed but are usually not discussed.
[bookmark: _Toc150680203]Handy

Charles Handy specialised in culture models and believed there were four types of  roles, Power culture, Role Culture, Task culture and person culture.
Handy’s (1993) Power culture reflects where major decisions the responsibilities sit with an individual or a few usually a business owner. These individuals have a high level of control over the organisation’s activities. This type of organisation usually has a flat structure where employees follow and receive work from above. It’s usually a small business where the founder remains in control.

Task-oriented culture focuses on completing specific tasks and projects and it’s having the right people with appropriate skills, interests and resources come together to work on a project as a team. The team’s work takes precedence over individual objectives, and influence is based more on expertise than position or seniority. 

Person culture companies have very little structure and management. Individuals work independently and the organisation only exists to support them or further their interests, by sharing resources such as the building they work in or the IT infrastructure they use.  Hierarchies are unlikely to exist in these organisations. Examples of where this type of culture may be seen include GP surgeries, law firms and some universities.
 
Role culture organisations have clear procedures and hierarchies, and individuals know where they sit within that structure. Employees are assigned roles and responsibilities according to their skills, qualifications, interests, and specialisms and as an individual works their way up the career ladder, they gain more power. There is usually a clear career path in these workplaces. Bureaucratic control with individual goals 
[bookmark: _Toc150680204]Hofstede

Geert Hofstede's (2001) model proposed that societal values influence the culture of an organisation and the behaviour of its employees and suggests that six dimensions influence organisational culture.

Power distance index, less powerful members of the organisation accept that power is distributed unequally. There is a large degree of power distance, people generally accept there is a hierarchical culture, but where there is a lower distance, people demand justification for inequalities in power.

Masculinity v femininity defines what values are considered more important. ‘Masculine’ values include achievement, heroism, competition, and assertiveness, whilst ‘feminine’ values could include cooperation, modesty, consensus, and overall quality of life.

Individualism v collectivism, how an organisation treats individual versus group interests. Those with a culture geared towards individualism expect individuals to take care of only themselves, while collectivism focuses on collaboration and looking after others.

Uncertainty avoidance index is how comfortable employees feel about uncertainty and ambiguity and if the organisation should try to control the future or see what happens. Those who rank highly on the index maintain strict codes of conduct and are less likely to tolerate unconventional ideas or behaviours.

Long-term orientation v short-term orientation is the way the organisations behave. The long-term helps facilitate future rewards, while those on the short-term are at the end of the spectrum and prefer to maintain culture and view change with suspicion.

Indulgence v restraint was added in 2010 to Hofstede’s model and organisations with indulgent cultures focus more on individual happiness, needs, leisure, and wellbeing, while those with restrained cultures are less likely to exhibit these, and emotions are less freely expressed.
[bookmark: _Toc150680205]Deal and Kenndey
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Deal and Kenndey’s model which is based on four cultures- Work hard, play hard culture has rapid feedback/reward leading to stress from quantity of work, and high-speed action. Tough-guy macho culture has rapid feedback/reward and high risk which could lead to stress from risk or potential loss or gain. It focuses on the present rather than the long term. 
The process culture has slow feedback/reward and low risk with less stress, comfort and security stress could come from internal politics, develops bureaucracies as was of maintaining status quo and focus is on security of past and future. The bet the company culture has slow feedback/reward and high risk and could result in stress from not knowing if actions have paid off, the long view is taken with work taken to make sure things happen as planned. Deal, T. and Kennedy, A., (1988)
[bookmark: _Toc150680206]Trompenaars

Trompenaars's (1993) model has 4 cultures – family/Power culture is hierarchical and person-oriented. Such as a parent-child relationship with loyalty and trust, is personal with a close face-to-face relationship, which mimics the atmosphere of the home.  
Eifel culture is a bureaucratic division of labour with lots of roles and functions. These are coordinated at the top by a hierarchy and the boss must be obeyed because their role is to instruct you.  The Guided-missile is impersonal and task-oriented. The focus is on the tasks undertaken by teams or groups.  The employees must do whatever it takes to complete the task and what is needed may be unclear or to be discovered, everyone is potentially an equal since individuals required contributions are not yet known.
An incubator–person culture is personal and has almost no structure and the purpose of the organisation is free from routine to be creative. 
[bookmark: _Toc150680207]Critically Assess 2 models 

It can be difficult to compare the models of organisational culture as culture can be managed as a continuous process. The culture of organisations should always be learning and developing, Charles Handy (1999) categorised culture into four major types and Hofstede favoured six.  Handy’s research helps one understand why a person can be more comfortable in some organisations than others and he describes the way a company may operate, and the cultures used by leaders or managers to control their company. 

Handy’s model reflects whether decisions and responsibilities sit with an individual or a business owner. How much control is in organisational structure and where employees follow and receive work from above whilst Hofstede model focuses on how an organisation treats their employees as individual versus group interests with the expectation individuals to take care of only themselves. 

Handy’s culture organisations have clear procedures and hierarchies, and individuals know their place in that hierarchy, with assigned roles and responsibilities according to their skills, qualifications, interests, and specialisms as an individual works their way up the career ladder, they gain more power. There is usually a clear career path in these workplaces. Bureaucratic control with individual goals, Hofstede's model is similar in some ways as he proposed that less powerful members of the organisation accept that power is distributed unequally, but where there is a low power distance, people demand justification for inequalities in power.
Handy believed that employees who had specific roles assigned to them according to their skills, qualifications, interests, and specialisms and as an individual could work their way up the career ladder and gain more power. Hofstede’s Individualism v collectivism also reflects on how an organisation treats individuals and expects them to take care of only themselves. 
Hofstede found that elements of both regional and national culture impacted the way organisations and the people within them behaved. Hofstede considered in his research included family, religious beliefs, ethnic groups, legislation, politics, work ethic and business organisation, whilst Handy’s model leaned more towards delegating roles and responsibilities according to specialization, educational qualification, and interest to extract the best out of the employee and “employees decide what best they can do and willingly accept the challenge”. Charles Handy Model of Organization Culture (managementstudyguide.com)
Handy’s models do not reflect on family, religious beliefs, or ethnic groups which I believe could influence the way some people act and behave or what their morals are. 
[bookmark: _Toc150680208]Models in My workplace 

When reflecting on my workplace culture as it is a government organisation, the Hofstede model represents the social values and influence on the culture of the organisation, power is distributed unequally, there are middle managers and higher managers and ultimately, we as an organisation answer to the prime minister and more importantly stakeholders such as the general pub – the taxpayer. 

There is a hierarchical culture where decisions are made on a day-to-day basis that affect stakeholders, staff and customers and people demand justification for inequalities in power. Uncertainty avoidance is shown about uncertainty and ambiguity and whether the organisation should try to control the future or see what happens, such as the cost-of-living crisis, the public purse, and advances in technology such as AI. There are codes of conduct and behaviours to follow.

My organisation treats staff as individuals and as a group, with a culture to expects individuals to take care of only themselves, while on the outside focusing on collaboration and looking after others.

The organisation during COVID was very fluid and progressed in terms of behaviours where they increased staffing levels, allowed staff to work from home, recruited more staff and were more flexible in their approach to when the work was done.

They will not allow work coaches to work from home, so many are leaving for hybrid roles, which in turn increases pressures for those who are left rather than focusing on individual happiness, needs, and well-being they have a blanket band on hybrid despite it being proven during covid and when convenient to the department for estates issues that work coaches can do it and they can work effectively by telephone and video appointments. 

[bookmark: _Toc150680209]Culture in my workplace 

The mission statement of The Department for Work and, delivering vital services to some of the most vulnerable in society. To make this happen, we need to value everybody and work together. (Department for work & pensions our culture) 
Work coaches generally in my department will show concern and well-being and will often go the extra mile for someone who is vulnerable or needs our help, they show respect for one another as well as claimants who quite often find the experience of attending the job centre as demoralising as they come to UC for several reasons.  
As standard all members of staff have a basic DBS check and when recruited the values of trustworthiness and honesty are taken into consideration.  We comply with all matters of the law, such as GPDR rules and on occasion can help prevent harm to others with our six-point plan about suicide, we are also trained in other various scenarios such as modern-day slavery and human trafficking. There is a lot of learning available and support for those who would like to progress within the department. 
[bookmark: _Toc150680210]PESTEL

To be able to understand how external factors may impact my organisation, I conducted a PESTEL analysis, and this allowed me to see the bigger picture.
	
	Local 
	National
	Global

	Political 
	· Stakeholders  

	· policies 
· General elections, and possible new gov. 
· Cost-of-living  

	· Israeli/Palestine wars
· Ukraine war

	Economic
	· Gas and Electric
· High unemployment 
	· Cost-of-living  

	

	Social and Cultural
	· Health
· Demographics factors 
	· Pensions
· Cost-of-living  


	

	Technology
	· Lack of trained individuals
	
	· Artificial intelligence

	Environment
	· Staff retention
	

	· Carbon footprint 


	Legal
	· Diversity and inclusion
	· Policy and law  
	Legal



The Political factors I considered were varied and would impact my organisation perhaps differently than others, as it is a government organisation and must be seen doing the right thing and acting with all stakeholders in mind, such as taxpayers, service users, senior leaders and the Government who are ultimately responsible for the organisation, government policies and new laws and regulations, general elections, and possible new gov. The cost of living could impact claimants and staff and support for both needs to be a place such as cost of living payments and employee assistance programmes.

Economic factors to consider are the cost-of-living crisis could bring additional workload pressures as more people could claim benefits or need help and support to increase the amount of work that they do.  The national statistics website concluded that “There has been a steady increase in the number of adults reporting an increase in the cost of living over the previous month since November 2021” They found that between 16 to 27 March 2022, 87% of adults reported their cost of living had increased compared with 62% between November 3 to 14 November 2021. (Appiah Marilyn, Beha Ozer, Hendry Chris & Chapman Nick, 2022) 

The cost of gas and electricity would impact the business and as an organisation, there could be cost-cutting exercises such as heating on for shorter times. The rising cost of fuel impacts both claimants and staff as using their vehicles, or public transport could result in missed appointments and sanctions or staff falling into debt.  High unemployment could also be economic as the government could be seen as not doing enough or pulling out all stops due to forthcoming elections.

Social and Cultural Analysis I found that the cost of living crisis could affect people’s health by increasing sickness claims and staff being off in the workplace resulting in additional work for colleagues, the loss of jobs could mean pension being reduced so long-term implications as well as a possible decrease in the population, as some people may not be able to afford 2 or even one child particularly due to benefit cap and according to gov.uk website, 86,000 people were affected by the benefit cap. (Hatton Michael & Leighton Gill, 2023). 

Demographic factors that can affect business decisions and processes include the age of the workforce, gender- some claimants prefer speaking to a woman others a male, the race of the workforce so there is diversity as well as the nationality of the workforce, the employees also need to have the beliefs attitudes and values of the workplace at forefront, that we are a government agency with the purpose of ” administering the State Pension and a range of working age, disability and ill health benefits to around 20 million claimants and customers” (Corporate information - about us).

Technological advances such as Artificial intelligence – AI could positively impact the business, the system we use can be continuously improved upon when new ideas and suggestions are made and we could use AI, for answering journal messages if they fall into specific categories, and “There’s a lot of potential for workers to step outside of the box with the assistance of generative AI, whether it’s improving their daily workflows, or developing long-term projects and goals” (Noenickx & Casey, 2023). It could increase the likelihood of fraud due to the checks it could conduct and pick up information missed by the human eye.
Legal factors affecting the organisation are policy and law imposed by the current government, employment laws including how many hours an individual can work, holidays they are entitled to, pay – receiving national minimum wage or more, GPDR Laws and the protection of claimant’s data. 
Diversity and inclusion should also be considered making sure there is a diverse workforce, and all are included and protected characterises such as gender/sex/race rules are adhered to. Health and safety factors such as the upkeep of estates and regular checks such as PAT testing electrical equipment.
The environmental issues are important all organisations should be looking at ways they can decrease their carbon footprint and where we can offer phone appointments and video appointments, so the customer does not need to attend in person. 
There are guidelines and policies in place for strategies to set out departments' actions to reduce their impact on their environments, Universal credit for example is a paperless system, all messages, letters, notifications, and communication are done through the claimants’ journal, we are also recycling in kitchen areas and approx. 70% of waste is being recycled.  Procure also focuses on sustainable products and services by “aiming to achieve the best long-term, overall money for society” (Policy paper greening government commitments 2021 to 2025)
With the cost-of-living crisis, staff may also decide to upskill and leave the department this could result in a shortage of trained staff, and could lead to a drop-in service, and there would be an expectation for others to maintain the additional workload, this could cause burnout in current staff. Things to take into consideration is whether staff can work from home like other government departments which could be a good compromise as well as save the department money and retain those staff who would possibly consider leaving.
[bookmark: _Toc150680211]Critically assess Cultural/Ethical Behaviours of the workplace

[bookmark: _Toc150680212]Values, Beliefs and Attitudes

“We look out for each other. We listen to each other and our customers. We take people’s needs seriously. We are committed and professional. We take responsibility for getting the job done right. We take pride in our expertise and our purpose. We learn and grow together to find better ways of working.” (Department for work & pensions our culture) 
Schein describes values beliefs and attitudes as “A basic pattern of assumptions invented, discovered or developed by a given group as it learns to cope with its problems of external adaptation and internal integration” (Schein, 1985)
[bookmark: _Toc150680213]Why does my workplace behave this way?

All workplaces have a corporate social responsibility and should be seen as doing the right thing, and there are also rights and responsibilities assigned to private industry (couch and McClean 2012) to develop a high-performance culture. All civil servants sign up to the code of conduct and how they will act with Integrity, honesty, objectivity, and impartiality. (gov.UK)

(Gibbs, 2020) reflective cycle could allow my organisation to plan and learn from some of the errors it makes, for example, during covid they put in place a “trust and protect policy” This meant that we could process UC claims without needing to verify housing costs and children on the claim (What Happened), Agents could see that this was being taken advantage of by some people who after days of making the claim were moving to higher rented private rented accommodation and also had added additional children to their claims, (feelings). The trust and protection meant those who were vulnerable and required benefits were helped without the need to come into job centres and verify their information, others were able to take advantage of the situation, and this cost the government fraudulent claims (evaluation).  This was a quick fix implemented obviously to help those in need, (analysis). If a pandemic or other occasion were to arise for a speedy turnaround.

In conclusion, children and housing costs need to be verified before putting into payment, (conclusion). I would have the child’s birth certificates or a link with child benefit systems to auto-verify all children that the claimants were seeking to place on claim and tenancy agreements uploaded to claim for private rental costs before these were put into payment (action plan).

When applying Caroll’s (1991) pyramid of responsibilities to my organisation economic responsibilities within my organisation is to use the payer's money responsibly and ethically, obey legal requirements by adhering to the laws and regulations of the benefits act, ethically doing the right thing, supporting vulnerable customers and ultimately being theanthropic – being a good corporate citizen, Carrol's pyramid is similar to Maslow’s(1943)  Hierarchy of needs where again at the top of the triangle is self-actualisation – where one desire is to achieve one's full potential, where they have the time to do good and give time to charity and help others.   

Senge believed organizations where people continually expand their capacity to create the results, they truly desire, where new and expansive patterns of thinking are nurtured, where collective aspiration is set free, and where people are continually learning to see the whole together (Senge. Peter, 2006)

Organisations must Maintain levels of innovation to remain competitive and to be better placed to respond to external pressures such as the cost-of-living crisis, knowing better to link resources to customer needs so a network of providers that work coaches can refer claimants to for support in all matters such as housing, health, and more complex needs. Having quality checks improves the quality of customer service. The organisation works hard to improve its image and embraces change within the organisation.

[bookmark: _Toc150680214]Stakeholders

Internal Stakeholders 							External Stakeholders 


Employers 									Suppliers

Managers									Taxpayer
DWP
(Company)


Employees								Customers/Claimants							

Government 									Creditors					



Stakeholders I identified that could be affected by the success or failure of the organisation are per the diagram above, if there is an issue like fraud then this could affect the reputation of the government and organisation, cause additional work for employees, and increase costs to taxpayers.  

Human rights must be considered for both employees and claimants and the organisation must ensure that they adhere to diversity and inclusion policies that they have set for the department. 

[bookmark: _Toc150680215]Teams

To allow a good working environment teams must have several important elements and according to the Indeed website (Indeed Editorial Team, 2022), the 7 Characteristics of Effective Teams are clear leadership, which helps unify the team and focus the team, Defined goals, where the teamwork to established goals to align with companies’ organisational goals.  Assigned roles, specific roles for everyone understanding each other’s skills and expertise. 
A team must have open communication and allow its members to discuss their thoughts and opinions to help solve problems and complete tasks and have effective communication team members hear one another’s ideas and reflect to enable them to share knowledge, and ideas and work together.
They must collaborate to complete tasks and collective goals and seek help when problems arise during life and possibly after the project.  Teams that trust one another often accomplish their goals as they have belief in the process.
Finally, they must have effective methods of conflict resolution, and this helps them listen to differences and use disputes to improve their decision-making and problem-solving.
[bookmark: _Toc150680216]Conclusion

In conclusion, this essay studied how culture and context of my organisation and looked at the relevant workplace model I identified to fit my organisation I believe Hofstede’s model reflects mine, but other models could also fit.
My PESTEL analysis of local, national, and global factors can affect how my organisation sits within its environment and the most common element I identified causing my workplace issues was the cost-of-living crisis.
I was able to examine the culture in my workplace and the values and beliefs that we hold help us continue to work as a team to support the most vulnerable in society. 
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