Laura Palmer
Student number - 1551025
Word Count 3779

Briefing Paper for Senior Management Team at Hywel Dda Health Board.
Overview of Organisation
Hywel Dda is a large public sector organisation with over 14,300 employees providing health care for 184,000 people across West Wales (HDUHB, no date). This paper will analyse the organisational culture and its importance in Hywel Dda and provide recommendations on how to improve the culture in the organisation providing a benefit to well-being and employee engagement.

Introduction and Main Findings
Whilst culture continues to be a hot topic in businesses across the world, it is a difficult term to describe, measure and change (CIPD, 2022a). It is the collaboration of an organisations values, expectations and policies and processes that drive employees (Wong, 2020). With Peter Drunker the influential management academic stating ‘culture eats strategy for breakfast’, he states organisations will find it difficult to deliver their strategic goals without an effective and positive corporate culture (Engel, 2018). 
Vision, mission, and values frequently imply corporate culture but do not always define it on paper. It grows naturally over time as a result of the behaviours that management accept and the cumulative features of the employees that the organisation recruits. Culture can be the success or failure to any organisation, a strong culture will aid a company in navigating through problems however a negative culture will allow a company to sink quickly (Gulley & Reznik, 2019).
The significance of organisational culture cannot be exaggerated. This is due to the fact that organisational culture influences how people behave in the workplace however this will depends on the vision, missions and values. A healthy organisational culture can help employees feel valued, which will lower staff turnover and increase staff wellbeing and engagement. Having clear company values can also have an impact on hiring, as it can help employers locate candidates who can fit in and succeed in a certain setting (Indeed, 2023).
A shift in culture can cause dissatisfaction in employees, a bad reputation and a high turnover which can be difficult to change (Carlyon, 2022). The key to a successful organisation is to have a culture based on collection of widely, respected shared beliefs and values underpinned by the organisational strategy (Rockwood, 2022).  
An organisations culture is extremely important for an organisation as once it is embedded it can often be difficult to change, this needs to be recognised when looking at reviewing policies and processes. Employees who work in organisations with strong cultures can relate to their company better and feel that their opinions are heard as the company moves towards a common goal  (Baumgartner, 2020). 
As an example Microsoft would previously hold Quarterly business meetings which had slowly transitioned into a ‘grilling’ for senior managers, causing anxiety and stress , requiring weeks of preparation for fear of not making a good impression.  Statistics showed that their time would have been better spent with customers, achieving sales and these meetings only allowed reward for people who had the right answer and did not admit to failure. Microsoft made the decision to cease these meetings in a bid to start changing the culture and the way things were done to make the company more flexible, agile, and growth oriented and saw a huge difference in employee engagement and sales (Ibara, 2021).
An organisation's culture should be continually assessed because it affects employee happiness and retention as well as the level of customer care provided to customers (CIPD, No date). Organisational Culture has become paramount and has been proven to have a significant impact on patient safety and satisfaction along with staff wellbeing (Simpson et al, 2019). An independent public inquiry was carried out in Staffordshire NHS foundation trust and it was found that organisational culture was a major contributing factor in the huge failure to meet patient’s needs. It found that the trust failed to tackle an insidious negative culture which evolved from poor standards and a withdrawal in management and leadership (Francis, 2013).
HDUHB must take this into consideration as the department of health has publicly acknowledged that cultural change is essential when meeting patient needs and providing patient safety particularly those with complex needs (Hywel Dda, 2022b).
The evidence shows that getting the culture right is imperative for Hywel Dda as it can have number of impacts on the organisation. Culture can increase productivity which is vital in health care as we provide services to the public which are frequently criticised, and it can also can affect turnover which could have a significant impact on the rising nursing vacancies there already are to fill, which is not only a problem for patient safety but will also cause stress and effect current employee well-being, potentially impacting sickness absence (Hywel Dda, 2022b).

2.The success of an organisation is significantly influenced by its organisational culture. The majority of the world's most prosperous businesses have adopted an inclusive and empathetic culture (Austin and Ciaassen,2008).
Charles Handy’s model of organisational culture outlines four different types of organisational culture, power culture, role culture, task culture and people culture. Handy believed every organisation’s culture would fit into one of these categories based on how the organisation is formalised and centralised. Handy believed that the principles and beliefs that developed overtime in an organisation constitutes its organisational culture and this influences the work ethic and the approach taken by both employees and employers (Mister Simplify, 2021).
According to Handy, structured organisations where employees have specific authorities and which are offered security and predictability are defined as role culture. Handy describes that organisations with a role culture put their focus on their roles and areas of expertise.  The organisation is controlled by rules and procedures which are the main influence (Silva and Gomes, 2015)
Handy explains that these kinds of organisations create a culture where a person's authority is determined by their position and the organisation is supported by management who make the decisions. The culture has the benefit of letting knowledge overpower force. Equally, due to a lack of experience, not all managers are able to carry out certain tasks, allowing employees to exercise expertise and gain control (Handy, 2007).
When choosing professionals to carry out diverse tasks, the organisation suffers from the role culture. There is a chance of failure if the management displays any level of favouritism in the selecting process. Failure in businesses that adopt role culture is probably due to faulty selection criteria (Nasaireh, et al, 2019). 
Additionally, organisations with a role culture take longer to recognise the need for change, and if that need is acknowledged, the implementation of change takes a long time. Employees in such a culture decide what they can do and are eager to take on the challenge. Every person has some sort of responsibility and is required to own the work that has been delegated to them. (Cacciattolo, 2014). 
Handy’s model describes four different types of culture that an organisation  will essentially fall into at that current time, whereas  Hofstede (2010) model of culture disagrees with this approach and  following extensive research found that both regional and national culture had an effect on the way people and organisations behaved. Hofstede believed elements such as family, religion legislation and politics come into this. 
Whereas Handy suggests that every organisation will fall into one of the 4 culture categories he describes, it’s been argued that small organisations will not and will often be driven by preference of one leader. Critics also suggest the models is now outdated and should be reviewed for more modern flexible working environments where organisational structure have less relevance (Mbaknol, no date)
In Hywel Dda Health board each employee has a clear defined role, with their full roles and responsibilities set out in their job description and contract of employment (Hywel Dda , 2022a). Each role in the Health board is given a specific banding and the process to determine what band each role is given is job evaluation, whereby a panel will meet to review the role and determine where in the pay scale and organisational structure it sits (Hywel dda 2021b). Each employee sits in a defined role and are given a set of roles and responsibilities, due to this management will often find it difficult to ask individuals to carry out additional tasks that are not in their job description. Our recent Health board survey found that 32% of employees will be requested to carry out additional tasks outside their job description and report feeling undervalued because of this. Only 60% of individuals claim to know what the organisations vision is and 65% of individuals advise they are unsure if they contribute to the objectives of the organisations (Hywel dda 2022c). It was evident from the survey that individuals knew what their departmental objectives were, however were unsure what the organisations strategy outlined. As Handy explains this often happens in large structured organisations, where individuals are aware and focused on their own role within and organisation but feel removed from the overall strategy and often unaware of the vision or goals of the company (Handy, 2008). On the other hand having a job evaluation process and pay banding does ensure consistency and equal pay for all employees (Sorby, 2020). Pay Banding is also thought to provide more opportunity to progress through an organisation and allows employees to acquire additional skills with substantial cross training and supports the development of a culture in which employees would be responsible for their career development, providing a highly skilled organisation with a culture where employees are motivated and wanting to progress through the bands (Arnold and Scott, 2002). Cotton (2019) argues that the transparency of pay banding has a positive impact on organisational culture as concealing this from the workforce can cause a feeling of unfairness. 
Communication continues to be an issue in the organisation, as Handy outlines in his definition of  ‘role culture’, employees and departments often keep themselves to themselves  from the rest of the organisation and communication  with other areas can be limited (Personnel today, 2023). With Hywel Dda’s workforce split over several sites and the introduction of home working, a constant stream of communication can often be difficult. The results from the Staff survey saw a decline in staff engagement with 67% of employees advising they have limited or no contact with individuals outside of their department or ward. 80% of staff agree that staff engagement has decreased since the covid 19 pandemic (Hywel dda, 2022c). This can have a negative impact on performance as employees are often unaware of the wider organisational vision and strategy and are unaware what part other departments play in supporting the organisation from reaching their objectives (CIPD, 2021)
However CIPD (2022b) argue that a positive culture and working environment can only be created by building open teams that work well together via leaders who create channels for information to flow through the organisation. Team members need to feel comfortable and free to express themselves and discuss errors without worrying about repercussions.
[bookmark: _Toc99500351][bookmark: _Toc1934068441][bookmark: _Toc1476985006][bookmark: _Toc624566510][bookmark: _Toc418274130][bookmark: _Toc1760362068][bookmark: _Toc2128798075][bookmark: _Toc840037891][bookmark: _Toc929100412][bookmark: _Toc385384322][bookmark: _Toc528890055][bookmark: _Toc1989877298][bookmark: _Toc1079506939][bookmark: _Toc231165035][bookmark: _Toc1809604216][bookmark: _Toc1111952561]The health boards organisational strategy (Hywel dda, 2022b) supports this by constituting a collaborative approach and encouraging a working together approach, that should be fostered across the organisation, as we seek to ensure a holistic understanding of how we can work together effectively, whilst recognising the strength and value in contribution from internal and external colleagues, teams and organisations.

3. Organisational Behaviour is the understanding, predicting and control of people in an organisation. One model used extensively in personality research is the five-factor model of personality (Tupes and Christal, 1992). This model identifies 5 different personality traits:
Extraversion – shows how at ease and confident people are in social situation. In contrast to introverts, who are typically reserved and quiet
Agreeableness - identifies a person's predisposition to defer to others. Those who score highly on this scale are cooperative and trustworthy, while those who score poorly are abrasive, unpleasant, and chilly.
Conscientiousness – this describes a responsible person who gets their work done on time and is organised and persistent. People that perform poorly in this area are inconsistent and easily distracted.
Emotional stability – This refers to a persons ability to deal with stress, a person that has good emotional stability is confident and calm whereas someone who doesn’t can appear anxious and nervous.

Openness- This refers to a person who is curious and enjoys new things whereas the opposite of this would be someone who finds comfort in consistency and familiar elements. (Robbins and Judge, 2007)

Although this model has struggled to gain universal agreement (Block, 1995) various research overtime has shown its effectiveness, having been labelled the ‘BIG FIVE’ and subsequently transforming personality psychology (Judge and Bono, 2000) resulting in a wealth of studies on personality and leadership qualities ( Yukl, 2006) 

Hywel Dda is a large organisation with a diverse workforce and has individuals that possess each personality trait in every department. Having such a diverse workforce can have both its strengths and weaknesses. Working in Health Care can often be a stressful environment to work in, with stress at work rising considerably in (HDUHB, 2023). This is seen particularly in one area of the hospital, Pathology where ‘emotional stability’ seems to be a common personality trait across the department and following a recent organisational change caused a number of individuals to go off on a period of sickness absence, causing clinics to shut effecting patient care. Conflict is also a significant issues in the department with only a small number of individuals performing and being ‘conscientiousness’ causing low staff morale and staff engagement to decrease.

However Thaler and Sunstein (2009) argue that behaviour can be changed by the uses of ‘nudges’. Nudges attempt to encourage 'good behaviour'  and getting employees on board in comparison to forcing people or relying on rational as this can often cause people to feel stressed or cause their wellbeing to suffer. Nudges must be used in the context of the company culture and focus on the organisations objectives to work. Decades of research has proved that ‘nudges’ do work and can impact human behaviour in the work place, this can be as simple as planning prompts that can be used to encourage individuals to act in their best interest but in turn supporting the organisation to work towards the strategic objectives( HBR, 2021). Nudges can help in supporting change from employee wellbeing to organisational change or new bonus structures, as well as empowering employees ( Burt, 2020) 

Hywel Dda could adopt this model going forward to alter employee’s perception and encourage change, increasing motivation and enhancing employee’s ability. This was recently explored in the  Workforce department where free tea, coffee and cake was provided on a Wednesday, this was originally arranged in an attempt to encourage staff to communicate more and bring the department together in one space every week due to the current lack of engagement between departments in the building. 


4.Employee engagement has become a priority in many organisations as it can effect employee retention, absence levels and staff wellbeing. Organisations can often find it difficult to keep employees’ consistently engaged whilst also following policies and attempting to meet their strategic aims (Chandani et al, 2016). The Hay group defines employee engagement as ‘a result achieved by stimulating an employees’ enthusiasm for work and redirecting it towards organisational success.’ and claim that their research shows that there is a link between employee engagement and business performance (Webley, 2015)
There are a number of organisational factors that may affect employee engagement, recent research shows employee engagement dropped significantly in 2021 for the first time in a decade. As Employee engagement is correlated with performance, productivity, sickness absence, retention, and customer happiness, poor engagement can have an impact on profitability and organisational success. It may also affect a business' capacity for improvement and change (Tenney, 2020).
The employee engagement in healthcare workers saw a decline in 2021, this could due to a range of factors that intensified in health care settings during the pandemic causing stress at work and burnout due to the working environment and high sickness and isolation levels however it could also be due to the lack of career progression during this time (Harter, 2022). 
There has been substantial research on employee engagement and satisfaction and the effect it has on business performance. It has been found that leadership plays a significant role with autocratic management styles having a negative effect on engagement and being one of the main attributing factors to low staff engagement causing turnover rates to increase (Marchington et al, 2020). Ruck et al (2017)adds that it is not all about leadership but giving employee a voice is pertinent when it comes to engagement and allowing individuals to be involved in decisions can have an overall impact on performance and engagement.
Research by Sharafizad and  Redmond (2019) adds to this argument by finding leadership  in linked to the discretionary effort employees make within an organisation and can ultimately effect the organisations performance and it is essential for providing businesses with a competitive advantage. However Schaufeli and Salanova (2011) argue that  having employees that are over engaged can cause stress leading to burnout which will effect the overall performance of the business. Shaw and Gupta (2015) also argue its not all about leadership and wellbeing and that monetary incentives have a substantial impact on employee engagement. 
Organisations must also ensure they are providing career development for individuals, as employees will often feel disengaged if they their next career move is not within their sight, if organisations support individuals in reaching their development needs and regularly review the organisational culture employees are more likely to feel valued and committed to the organisation and its strategy , decreasing voluntary resignations and allowing the company more time to focus on engagement and performance rather than recruitment and the costs that come with this. ( Sandeep et al, 2008).

5. Workplace wellbeing includes a number of factors that contributes to an employees work including workplace health and safety, how they feel in work, the working environment and the organisational culture (Berik, 2018). It is well known that an organisational with a positive health and wellbeing culture is the key to success, it not only reduces costs for sickness absence but it creates an engaged, motivated workforce, that inspires individuals to work towards the organisational strategy to a negative culture that can see employees feeling disengaged and discontented (Suff, 2019). The international labour organisation (2023) goes onto say that supporting employees well-being is imperative when working towards a positive culture especially since the Covid -19 pandemic, with 12 billion working days  lost each year to depression and anxiety having an impact on sickness absence, staff well-being and costs to the organisation but  poor mental health can influence physical health too and cause accidences in the work place.
Managers have a huge role in employee performance and wellbeing and it centres on acting as a leader, facilitator, and role model in fostering a workplace culture, climate, and work environment where employees are so dedicated to the company that they are prepared to go the extra mile and work together to reach the vision of the organisation. If Organisations put a strong emphasis on employee wellbeing and ensure it is a key strategic objective, employees are more likely to stay focused and engaged (Anderson, 2017). However Whitehouse (2019) argues that organisations need to have a goal in mind when wanting to improve wellbeing as there is little research to determine the impact on wellbeing initiatives in an organisation.
The Boorman review carried out on another NHS trust in 2009 found that a healthier workforce would decrease avoidable absences and present a more engaged and efficient workforce which would in turn benefit patient care and experience, the reviews recommendations led to a number of wellbeing and sickness initiatives (Sauerteig, 2019). With the National Health Foundation (2019) finding that staffing pressures have increased staff burnout and had significant impact on staff wellbeing and absenteeism it is important that as an organisation Hywel Dda works towards promoting a positive culture and focuses on the wellbeing of staff, as evidence shows this will not only have a positive impact on the workforce but also on patient care.
With Mental Health illnesses currently accounting for  a third of the health boards sickness absence  it is vital the health board puts measures in to support staff and look at addressing the culture and well being, as part of the overall organisational strategy, the organisation has already committed to providing staff with sufficient well-being resources and improving mental health provisions, it is important Hywel Dda  works towards this objective as evidence shows that this can  have an impact on the culture, effecting patient safety and experience as well as staff engagement and wellbeing.(Hywel dda, 2022)

 

6.Conclusion and Recommendations
The report evidences culture has a significant importance to any organisation and can have a number of impacts on employee engagement, retention and wellbeing. Based on the evidence outlined in this report I have made three recommendations for improvement in Hywel Dda.

1. Relationship Manager Role - Due to the lack of communication between departments and clear separation from the organisational strategy, A recommendation would be that a new role was developed and included in the OD structure with the objective of analysing the Health Boards culture in different departments and putting frameworks in place to assist in improving the culture and improving employee well- being. Based on the size of the organisation there would be a need for 6 vacancies and they would work closely with operational HR and Learning and development to review the organisations hot spots with the main aim of working towards the Health Board’s value-centred culture change journey and supporting Hywel Dda vision to “put people at the heart of what we do’’. 

2. Compassionate Leadership Course – The report has shown how leadership is an influential factor on culture and how employees engage in the workplace.  A compassionate leadership course where managers are equipped with the knowledge, tools and skills on how to understand, empathise and support employees during difficult times and periods of sickness absence is recommended to be put in place.  A toolkit would be put in place to help guide and support managers, with the aim to be proactive in supporting employee’s well-being and therefore preventing short term sickness absence and decreasing episodes of stress at work. Workforce would oversee the adoption of this change during long term sickness meetings and analysis of sickness absence reports.

3. Wellbeing Initiative – As discussed research evidences staff’s wellbeing has a profound effect on an organisations ability to reach the strategic objectives, based on this a recommendation would be that Learning and Development lead a well being initiative throughout the organisation focussing on elements of the staff survey. This will include training, emphasis and support around mental health and ways to reduce stress at work. The organisation will be encouraged to link in with MIND and health boards across Wales to understand what has worked well and what we can incorporate into HDUHB initiative. This may involve looking at each department and reviewing different support based on employee personalities.
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