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[bookmark: _GoBack]Introduction 
This report will analyse workplace culture and its impact on organisational efficiency in particular School Health Team in GP Care Group. Their mission, vision, people, culture, what they offer, their work practices and history. Leadership management style used in School health team currently and for efficiency and productivity which style of leadership would be more appropriate. External environment analysis using PESTLE and internal analysis using SWOT will also be considered. Furthermore the report will investigate who the stakeholders are and how NHS manages stakeholder relationship in terms of their interest and how these critical interest are to the organisation. The report will also with the specific management approach managers could be using to manage each relationship based on criticalness of the stakeholder and environmental uncertainty. This will lead us to look at Hofstede culture indictor which will give us deeper understanding of the way managers deal with employees in UK compared to other countries. Example will be given on some of the ethical issues faced by managers. The cultural and ethical behaviour present in School Health and Wellbeing Service due to the changes in the organisation and how these changes are managed by mangers with top down approach. The ADKAR model will be introduced and which can be used by managers and employees to guide them through the changes. I will also look at the case study of Vise Europe and how their approach, down top to manage change can also help GP Care Group and School Health and Wellbeing team. A conclusion will be included of my findings and recommendation.
The organisation 
Having worked in School health Team for many years I have, as an employee experience and developed an understanding of the culture of the team and witness the effect it has bought over the years. The School Health team consist of over 50 members of staff, they are  divided into four teams covering different location of the borough of Tower hamlet, however they are based in one location. The team is vibrant with multicultural employee, employers and the community they serve therefore, it is critical that all parties involved understand culture and its impacts. 
School Health Service was with NHS Primary Care trust for many years until the service was contracted out to Compass Well Being Enterprise and named School Health And Well Being. In 2018 Compass Wellbeing lost the tender and the School Health services was overtaken by GP Care Group on 1st September 2018 although their title still remain as School Health And Well Being. The team is integrating the service with Health Visiting teams with integrated pathways and roles to support children with complex needs through their childhood.  
School Health & Wellbeing Service jointly with Health Visiting team serves 0-19 year olds offering support and resources for school aged children and young people in the borough of Tower Hamlets. They work in partnership with 90 state-funded primary and secondary school in the borough and 36 GP practices. The School Health & Wellbeing Service is under the umbrella of Tower Hamlets GP Care Group led by local GPs since 1st of September 2018, previously School Health team was with Primary Care trust. GP Care Groups mission is to provide innovative high quality, responsive and accessible health services.
Their Vision are;
· To work collaboratively to offer impartial, people centred and holistic services to their patients.
· They are committed to high quality care, compassion, improving lives and ensure all local people have access to their services especially the vulnerable people in the community.
· They are fully committed to promote and uphold the values of the NHS Constitution in all they do.
· They insure patients are treated with respect.
· They are local health employer of choice offering excellent employment opportunities and support and development of their workforce.
· They are strong unified voice of general practice in Tower Hamlets.
They hold high Values to work together to put patients at the heart of their care and deliver high quality care that achieves the best outcomes for the patients. Revolutionise especially in the delivery of patient care and reduce inequalities. To deliver the best outcome for patient they take a holistic view of patient care which involves the expertise of the whole multidisciplinary team as appropriate. They provide services that are free at the point of delivery and be financially stable, managing funds carefully and reinvest any money they may generate to maintain and improve services for the benefit of local people. They will promote healthy lifestyle and self-care with evidence based public health approach. To keep the Tower Hamlets GP Care Group in the NHS and never compromise quality over profit furthermore, they will regularly consult patients and stakeholders about what they do. They will be an organisation with a no blame culture with open and transparency. (CIC, 2019).
Organisation culture is influenced by assumptions and beliefs. It comes from things we hear, observe and learn, it can also come from the things we try, organisation culture is learned it grows as we gain experience from our work and move on together with time. It is passed on for development, evaluation and success (Consulting, 2016). Organisation culture is influenced by assumptions of belief. Beliefs and assumption comes from the things we hear, observe and learn. It can also come from the things we try. Organisation culture can be influenced by the leadership in place, company practices, performance, brand, work and life balance and career opportunities. For example GP Care Group is an organisation with no blame culture with open and transparency, the leader of the organisation had to believe in that culture and put in place some practices and policies which in cooperate their no blame culture. Through these practices and policies development, improvement and growth takes place. Hence organisation culture is very important and individual culture can have an effect on organisation culture therefore having the right balance between individual culture and organisational culture is vital. 
Organisation’s culture has a big impact on the success of the organisation and the values of the organisation determine its culture (Toelle, 2019). Many organisations take time and effort to define their values and share them with their employees and stakeholders. As organisations are made of people, these people need to support the vision and mission of the organisation and demonstrate the values therefore, it is critical to ensure individual values align with the organisation’s values to drive success. 
Leadership and Management
School health team has a hierarchy structure, where there are chief executive, GP’s, clinical leaders, managers, team leaders, school nurses, heath visitors, health advocates, nursery nurses and support workers. 
The leadership style that existed in school health currently is a combination of task-oriented leadership and autocratic leadership. The focus is given more on the job getting done similar to autocratic leaders (Education, 2016). Task oriented leaders define the work, the man power needed, structure is put in place with a plan which is organised following with monitoring work. The team leader creates and maintain standards for performance. Task oriented leadership is effective because it ensures deadline are met especially where members of the team do not manage time well. The disadvantage of this method of leadership is they do not consider much about their team’s wellbeing and flaws of autocratic leadership can be identified within this method including causing motivation and retention problems. One of the biggest issue in school health team is retention of staff. Staff are recruited and within six month of holding the position the employee leave.  Although much thought and planning is put in place for first week of employment with induction week in place, it is not followed through with further and ongoing support to the member. Staff are overwhelmed with the amount of work and lack of support hence they leave the position.
When organisations or businesses are faced with making decision they need to take into account of the internal and external factors which may affect their business. Internal factors are the ones that are within their control. For example, how finance is divided between departments or services or even how many people organisation decides to employ. External factors are those that are outside or beyond the organisations control and these may be direct or indirect influences. Direct influences include the suppliers, patient, competitors and stakeholders. Indirect influences include legislation, economy or technology. These external influences can be summarised by PESTLE analysis. This stands for Political, economic, sociological, technological, legal, and environmental influences.
PESTLE
With forever changing environment, external environmental factors may have a profound impact on an organisation’s such as GP Care Group. Political decision on tax policy for example, can have a huge impact on the amount of money distributed to the department of health for the public health and wellbeing. If sufficient tax is not collected from businesses, investors, high paid individuals and organisations then there will be no finance to cater for health services that are currently free for all in UK. 
Economical changes in minimum wages can affect the number of people employed within the organisation. Although there may be the need for staff, consideration has to be given on the budget any organisation has allocated for paying the wages for the members of staff. National Living Wage was introduced and announced by UK government in 2015 which apply to those aged 25 and above on April 2016 at a rate of £7.20. There are plans to raise the national living wage to 60% of medium earnings by 2020 from the significant increase on pay of 7.5% in 2015 from previous years (Aitken, al 2019).
Sociological factor will need to be considered when planning budget for services for health and wellbeing. For example, when GP Care Group are drawing up their financial budget for the year they have to consider the population growth for the particular region they cover over the years.
Technological changes can have a huge impact on organisation’s budgets. GP Care Group are trying to get members of staff to work from home and other locations like schools therefore, they are having to look at access and connection portal. Investing in a light weight laptop and connectivity to internet and other portal can be very costly to the organisation.
Legal changes is another factor that can cost organisation, therefore when financial budgeting is done consideration must be given to changes to legislation. School Health and Wellbeing as a service provider are contracted out every few years, the paper work, policies, leaflets has to be kept up to date at all time or the organisation may find it’s self fighting a legal battle for not using up to date paper work.
Environmental changes has to be taking into consideration by GP Care group when providing their services. With many high rising buildings being built within the area the organisation is serving, they have to consider the impact it will have on their serves and can they meet the demand of the new population that are emerging.
While PESTLE analysis are used to assess external factors that can affect an organisation, SWOT analysis framework can be used to evaluate the organisations competitive position and develop strategic planning. SWOT stands for Strengths, Weaknesses, Opportunities and Threats. 
SWOT
The strength of GP Care Group and School Health and Wellbeing service is that they serve the local people jointly with other service providers. They know their client group and their needs (CIC, 2019). The organisation has multicultural workforce which is perfect for the community group they serve. The organisation has an integrated IT system with clients information and can be accessed by different professionals for a holistic approach for the clients health and wellbeing.
The weakness of GP Care Group would be they have taken on two big service provider; School Health and Wellbeing  and the Health Visiting team. GP Care Group are not familiar with the care and service school health provides however they are aware of few services the Health Visiting team provides as they have worked closely with them with the care of 0-5 years old clients care. 
The GP Care Group has opportunity to grow further jointly with the two new services providers. Synergy is important and critical to the success of the organisation, if people are functioning as one cohesive team, they will be able to move an objective forward and growth will take place. It is an opportunity for GP Care Group to prove that this can work and that three services can be provided under the umbrella of one big organisation.
Although GP Care Group has won the tender to take on these two services from NHS for the next few years, the contract will come to an end which means they will have to bid again. The threat maybe that there will be other organisation bidding with better offer and less costly to NHS. If another organisation takes the tender after few years, GP Care Group will lose out as they would have invested time and capital to improve and sustain the two service provider they had taken on.       


Stakeholder
The GP Care Group was formed in September 2014 as Community Interest Company (CIC) (Bennett-Richards, 2015). The organisational stakeholders are; communities, employees, patients, government and the general GP practices in Tower Hamlets.
The community the GP Care Group serve is their stakeholder, it was formed as community interest company. The community wants a service that is accessible, reliable and accountable. Employees are also the stakeholders who work hard towards achieving the organisational goal, mission, vision and values in return for a fair pay, training and development. Patients interest is to get the best care and get it locally. Government interest is for GP Care Group to provide the care to the patient of the community and be able to adopt and respond to the changing world of health care with the limited funds. General GP practices interest is for CIC to be able to adopt and respond to changes and to turn the results of change into opportunities to benefit patient care and help  sustain and develop General Practice.    
Stakeholders interest are critical to GP Care Group for current and future funding and sustainability. Too many unhappy patient can result in court cases which can be very costly to the organisation. A employee who feels they are unfairly paid compared to their fellow colleagues can involve the union and can result in walk out of the job. All of these things can have an impact on the organisations reputation to the community. As GP Care Group is a community interest company and every general practice in Tower Hamlets is a shareholder, it is vital to make sure all are aboard hence it is led by Board of elected representatives.
There are many training and development opportunities available for the employees of GP Care Group for example Open Doors. They are a team who work in partnership with CEPN, providing clinical education and monitoring for practice Nursing staff and Health Care Assistants. The programmes aim is to enable many practices to recruit, develop and retain a highly skilled workforce (GP Care Group CIC, 2018). To maintain a good relationship with the employee and to retain staff, managers should allow employees to take time out to attend these training facilities. To maintain a good relationship with the patients, managers should make sure the gap between the expectation of services and the delivery of services to patient is narrow. This can be achieved by making sure effective communication takes place between patients and employee.     

Culture and ethics
Culture carry a number of meaning (News, 2018). The programming of human mind through which one group of people can be distinguished from another group is Culture. Culture consists of many layer just like an onion with symbols being one of the layer, heroes, rituals and at the core of culture is values. Values are formed by the environment we grow up in, like the behaviour of other adults showing us what is acceptable and what is not. It is said culture is shaped in the time we reach age of 10-12 years old.
Our culture is built on many component as shown on figure 1.
	Art/Drama/Music	Attitude
		
	Food	
Culture	Beliefs
                      Faith/Religion
	Language
	Behaviour	Ritual	Customs
Figure 1. Factors influencing culture.
The figure 1 illustrations some of the factors that can influence individuals culture. Some of these cultural factors can be linked. For example, the faith individuals follow will determine the belief they have and the attitude they display. An employee may hold a strong view on an organisation providing multifaith room for staff. This maybe because the staff follows a particular religion where it is believed one must perform prayer, therefore their attitude would be the organisation has an obligation to provide these facilities and if they do not the employees attitude towards the managers may not be respectable.
 
There are organisational factors affecting culture in the workplace. Some of these factors are; leadership, company practices, career opportunities, work/life balance, brand and performance. For example; Marriott hotels offers all their employ web-based training on safety topics globally and on an ongoing basis. This increased accountability at all level of service and ensures staff know how to keep themselves safe which in turn keeps a balance on work and life. Marriott hotels has also taken on another interesting and very important steps to ensure their employees have effective work and life balance by introducing TakeCare Wellbeing program. They believe having a good and healthy workforce is important to the organisation. The program focuses and promotes nutrition, physical activity, stress management, smoking cessation, weight management, cancer prevention and general family wellbeing and more (Marriott International, 2017). 
The organisational culture is built by the people who are employed by the organisation and with multicultural workforce, it can be difficult to identify individuals culture which is based on the country they come from or were born and bought up in. GP Care Group has a very large multicultural workforce hence, it is vital managers and the organisation are aware of the culture differences and the impact this can have when decision are made or when dealing with individuals. Below is a table of Hofstede culture indicators displaying different countries culture on certain aspect of individuals performance (tutor2u., 2019).   
Hofstede culture indictors (2016) displays different countries culture on certain aspect of individuals performance.
	
	Power Distance
	Individualism v Collectivism
	Masculinity v Femininity
	Uncertainty Avoidance
	Long-term Orientation
	Indulgence v Restraint 

	Australia
	38
	90
	61
	51
	21
	71

	China
	80
	20
	66
	30
	87
	24

	UK
	35
	89
	66
	35
	51
	69

	India
	77
	48
	56
	40
	51
	26

	South Korea
	60
	18
	39
	85
	100
	29

	Singapore
	74
	20
	48
	8
	72
	46

	U.S.A
	40
	91
	62
	46
	26
	68


If the table above was critically analysed to measure the power distance between countries, it is noticeable China has the highest power distance of 80 while UK has 38. Power distance considers the  extent to which inequality is tolerated and weather there is a strong sense of status and position. China has a culture that accepts and encourages bureaucracy and holds high respect for authority and rank. However, UK has a culture that encourages flatter organisational structures and emphasis on personal responsibility and independence. If comparation was made between China and UK in individualism v collectiveness, the score for China is 20 while UK has 89. For China it is more important to value the performance of the team whereas UK values the performance of the individuals. 
Uncertainty avoidance considers the different attitudes to risk-taking between countries, low level indicates the willingness to accept more risk, work outside the rules and excepts changes culture. Higher level indicates more support for rules, data and clarity of roles and responsibilities. For example, Singapore has a low level of 8 for uncertainty avoidance which may indicate a more entrepreneurial national culture. While U.S.A has level 46 which support for rules and therefore their culture might be less entrepreneurial. 
Managers at GP Care Group can also experience ethical issues which may include;        
· Conflict of interest
· Managing people
· Workforce diversity
· Effective communication 
· Managing for ethical conduct 
· Shaping the organisations ethical climate change 
· Workplace issues i.e. health and safety issues 
· Patient privacy and confidentiality 
One of the most important ethical and legal issues is patient privacy and confidentiality in GP Care Group and in general in the field of health. It is the duty of the professional body to protect the private patient information and only share on a need to know basis. Conversation between a patient and a member of School Health and Wellbeing team are strictly confidential  as is the information about patients medical condition. To cover legal liability provisions of the Health Insurance Portability and Accountability Act defines exactly what information can be shared and to whom (Tyler, 2016).
Due to the changing structure and budget cuts, GP Care Group are forever challenged with choosing between ethical and unethical. For example, when they employ a person with disability they must ensure every support is in place to support this individual, this may mean having a lift in the building for them to use. But if the organisation were to relocate and the new building doesn’t have that facility and that is the only building they can relocate t,o then it comes down to the manager to decide if he/she can be ethical or unethical and that decision may hinder their budget. Manager has to be practical as well as being ethical which is a very big challenge for many mangers with the changing environment and organisation.   
School Health and Wellbeing service in GP Care Group has gone through a major change in their structure, their partners and the services they provide jointly with other professional bodies. There has been many benefits to this culture change including the below;
· Efficiency to service 
· Cost is reduced 
· Duplication has been reduced 
· New services are in place
· Higher level of satisfaction with service provider from user/customers
There are has been some concern from the employee around sustainability of change, uncertainty over future provision and decline in staff moral.
The time length between communicating the need for culture change and the implementation of action was very short which demonstrated the importance. This was possible due to the fact that the team has a hierarchy structure and it is top down structure.
The main cultural change that took place with School Health and Wellbeing service was they were margining with a larger service provider and more structured organisation. Although this change had bought frustrations for staff, commitment to their role and service frequently overrides their frustration. The change was implemented very fast without involving the junior members of staff which had an impact on staff motivation and some employees even left the service. There are many consequences of not managing the people side of change, one of the major one in School Health and Wellbeing was turnover of valued employees. It can be said it is due to the top down culture change management that took place during the process. There are phases individuals go through when faced with changes and managers need to work towards helping individuals through these phase. This can be achieved with ADKAR model, that guides individual and organisational change. ADKAR represents the five perceptible and concrete outcome that people need to achieve for lasting change. They are; awareness, desire, knowledge, ability and reinforcement. Staff must have the awareness for the need to change and they must have the desire to support the change. They must be guided with the knowledge of how to change and have the ability to demonstrate skills and behaviours. There should be reinforcement to make the changes last (Prosci, 2008).
GP Care group has managed their change with top down approach, however the down up approach would have been a better option. As the organisation is having issues with retaining staff, it would be ideal to involve junior employees for them to identify their own values and aspirations that could be connected with those of GP Care Group for mutual benefits. This is the approach used in Visa Europe to develop a peak performance culture. Visa Europe has worked very closely with their employees to help them find their potential and could therefore contribute to the achievement of the organisation’s purpose and vision (Europe, 2016). 

Recommendation
It is essential for the school health team members to work as a team majority of the time. The style of leadership best suites the situation would be democratic and participative leadership where leaders include team members in the decision making process although the leader will make the final decision. As team members are more involved in decision making, they have high job satisfaction and are generally more productive. The skills of the staff is developed and they feel in control of their future which makes them more motivated to work hard more than just for financial benefits. 
School Health and Wellbeing service has a issue with retaining staff. This is due to the pressure of work with less staff in place and demand for service rising. Staff are finding it difficult to maintain work life balance. GP Care Group can do more to help staff balance work life by investing in staff health and wellbeing. This can be done through giving incentive for gym membership or healthy eating coupons.
GP Care Group can make improvement on the culture change management approach, currently it is top down approach. This can change to down up approach, which can make employee feel valued and motivated. 

Conclusion
In this assignment I gave a brief introduction to GP Care Group and School Health and Wellbeing, their values, mission, culture, people  and vision. The leadership management that is present in the service and which leadership management would best suit the structure of the organisation. Using PESTLE and SWOT analysis I looked at the internal and external environment GP Care Group has to consider when providing their services. I talked about the stakeholders and their interest of the organisation and GP Care Group maintain their relationship with stakeholders. Culture and ethics was discussed and the challenges  managers face when dealing with ethics. Hofstede culture of different countries was looked at and compared and how individuals culture can affect how they behave in the workplace. Ethical issues was discussed. Major changes to School Health and Wellbeing service was discussed and models was interduces to manage these culture change. Three key points was identified for GP Care Group to make improvement on or can consider for change. They were leadership management style, retention of staff and how to manage culture change, furthermore recommendations was made for all of them.  
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