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A fact sheet containing relevant information regarding the external environment of our organisation, our goals, services and customers, and the importance of organisational culture and change management.





Coleg Sir Gâr Information Sheet





As a registered charity, our charitable objective is set out in our annual report:


The College's objective is to provide, for the public benefit in the United Kingdom and elsewhere, further and higher education and (subject to any consultation with any relevant local authority) secondary education. (Coleg Sir Gâr, 2021a, p. 3).


We published our first strategic plan in collaboration with Coleg Ceredigion in 2019 following the merger of the two institutions which outlined our combined purpose: - ‘inspiring learners, fulfilling potential and achieving excellence’ (Coleg Sir Gâr, 2019). Underpinning this purpose is our Strategic Vision, Values, Behaviours and Priorities. Our Vision is learner-focused and driven by developing the learner experience in terms of teaching and learning, wellbeing, inclusivity, technology and progression (Coleg Sir Gâr, 2022e). Embedded in our purpose are our three main Values and Behaviours; Respect, Unity, and Professionalism, which are at the core of our work as an organisation (Coleg Sir Gâr, 2022e). 


A strategic plan to achieve our organisation’s goals and objectives is crucial as the purpose of an organisation can ‘influence the engagement and retention’ of our staff (Young, 2022). Objectives are a key element of performance management and, if linked to the organisation’s overall business goals, can be a positive driving influence towards a common purpose (Gifford, 2022). Furthermore, planning allows us to identify potential risks to or flaws in decisions we make that could prevent us from achieving our business goals (Cote, 2020; Hill, 2019). Lack of planning, particularly around areas of risk, can result in wasted resources and time and the disengagement of employees (Hill, 2019).  








OUR BUSINESS GOALS AND THE IMPORTANCE OF PLANNING GOALS (AC 1.2)





Building our understanding of the external factors that are potentially going to impact our ongoing and/or future activities as an organisation begins with utilising analysis tools such as PESTLE and SWOT. PESTLE provides us with a framework that analyses external factors out of our control at a societal level, allowing us to proactively create a plan of action (Waite et al, 2021). A SWOT analysis can then expand upon these external factors by identifying the Strengths, Weaknesses, Opportunities and Threats presented to us as an organisation (Wilson, 2021). Our current and most pressing factor is the financial crisis linked with falling income from student numbers and income diversification due to a lack of EU/government funding. The Audit and Risk Management committee identified the reduction of government funding as one of our principal risks as an organisation (Coleg Sir Gâr, 2021a). Furthermore, the recent FE strikes in England and vote for UK-wide HE strikes suggests a change of attitude in the education sector that could result in disruption in our workforce (Weale, 2022; UCU, 2022). 


The Welsh Government passed the Tertiary Education and Research (Wales) Act this past summer which radically changes the landscape of further education in Wales in terms of funding, regulation, oversight and quality frameworks (Tertiary Education and Research (Wales) Act 2022). A specific SWOT analysis of this Act could expand upon this factor and identify the opportunities and threats presented to us as an organisation. Finally, the introduction of home/remote working during the pandemic has shifted societal attitudes about work – our lack of a flexible or hybrid working policy will potentially impact upon employee motivation and retention (CIPD, 2020). 










































































KEY EXTERNAL INFLUENCES (AC 1.1)





TECHNOLOGIES AVAILABLE FOR OUR PROFESSION (AC 1.4)





OUR ORGANISATION’S SERVICES AND CUSTOMERS (AC 1.3)





The College provides academic and vocational education over seven campuses across South and West Wales, ranging from further and higher education to school provisions and work-based learning apprenticeships (Coleg Sir Gâr, 2021b). The direct beneficiaries of our services are the students of which, as of last year, there were ‘approximately 10,000 learners of which some 3,000 are full time and 7,000 are part time’ with an additional 1000 or so in higher education (Coleg Sir Gâr, 2021b, p. 5). The learners are the main focus of our work and we collaborate with a range of stakeholders in order to fulfil our mission including our staff, local businesses, Welsh and local government and local communities at large (Coleg Sir Gar, 2021a). In addition to the learners, the parents of our learners are an important recipient of our services and are key partners in our learners’ experience, thus, we provide any relevant and pertinent information for parents on the ‘Parent Zone’ section of our website including open days/evenings, transport details, school transition guidance and communication regarding their children’s teaching, safeguarding and wellbeing to keep them continuously informed (Coleg Sir Gar, 2022c).


Our campuses provide a broad range of services that contribute to the learner experience including wellbeing and counselling centres, libraries, digital suites and various facilities that simulate environments to prepare them for employment (Coleg Sir Gâr, 2022a). Furthermore, our Business Development and Innovation department tailors bespoke training courses, certified qualifications and apprenticeship opportunities for businesses in the local area to upskill and develop their workforces (Coleg Sir Gâr, 2022b). We also work with various partners and businesses on several community projects such as the Slyri Project and the Springboad Rural Enterprise Roadshow (Coleg Sir Gâr, 2022d).











In the era of hybrid and remote working, technology presents people professionals 


with quick, efficient and regular communication channels with their workforce,


connecting teams and departments that would otherwise rarely or never meet in


person (Zielinski, 2022). Collaboration with various departments including Finance


through integrated technology could provide us with a comprehensive view of what


finances and resources we have available to deliver on organisational goals and satisfy


our employees such as monitoring staff turnover and recruitment costs (Visser, 2022).


Automated systems can now be all encompassing; running recruitment, payroll and


staff development all in one place (Martin, 2021).  Furthermore, an automated,


paperless recruitment system presents the image of a modern organisation which will


appeal more to technologically-knowledgeable candidates (Personnel Today, 2021).





McCartney and Fu (2002) found that the utilisation of technology and data analytics 


by people professionals improves organisational performance. The replacement of


administrative and paper-based tasks by automation and digital storing will allow 


more time for people professionals to concentrate on strategic or ‘human-centred’


tasks (Mohdzaini, 2021; CIPD 2020a). Developments in AI could enable people


professionals to examine the current skills of the workforce and identity areas of


learning and development (Albinus, 2022; Underwood, 2021). In the same vein,


performance reviews and appraisals can now be conducted digitally, making use of


information already collated regarding an employee’s strengths and areas for


improvement to plan their career progression (Martin, 2021). Lastly, there are 


various digital apps and platforms available that can aid people professionals in their 


wellbeing policies and initiatives due to their easy accessibility and alternative ways 


of offering help to deal with various mental and emotional strains (Zielinski, 2021). 


New HR technologies and systems can contribute to the improvement of an


organisation’s culture, providing diversity metrics and employee feedback to give an


insight into the work experience and the impact of a positive or negative culture 


(Cave, 2022).








Organisation design theory, or systems thinking, can allow us to view organisations as whole complex systems, connected through different interacting parts aligned in strategy, practices, culture and purpose (Green, 2020; Hanna, 2018). Rather than simply reorganising or restructuring, organisation design considers every component of an organisation and shapes them to work towards the organisation’s mission and objectives that can be achieved as a collective (Stanford, 2015). A shared goal and clear organisational structure ‘enables a culture of accountability’ whereby every team and individual understands what their role and responsibilities are and how they contribute towards the organisation’s shared purpose (Cichocki and Irwin, 2014, pp. 18).  


People professionals’ access to their organisation’s data and all-encompassing view of their organisation and its people places them in a valuable position to implement whole systems thinking through their processes such as recruitment, L&D and performance reviews (Walley, 2016). HR practices are intrinsically linked to how different people and areas of an organisation perform and their outcomes; Vermeeren et al (2014) found that the application of HR practices to several outcomes within an organisation such as financial, organisational and HR resulted in improvements in client satisfaction, sickness and absence levels and an organisation’s net margins. Furthermore, people professionals are the voice of the employee in an organisation and by listening and addressing the concerns of the workforce, employees feel a greater sense of loyalty and fulfilment at an organisation where they feel heard and valued (HRD Connect, 2019). 











Attempting to define organisational culture, and culture in general, is a difficult endeavour due to the abstract nature of the term, with over 50 different definitions for organisational culture proposed over four decades of literature on the subject (Ostroff, Kinicki and Muhammad, 2013). However, there is a common through line in most definitions that organisational culture encompasses the shared ideologies, values and world views that are the foundation of an organisation’s system and practices (Gifford and Wietrak, 2022; Young, 2022). CIPD’s research established that organisational culture influences decision-making in an organisation, echoing Balogun and Johnson’s ‘the way we do things around here’ definition, and that monitoring and managing the culture in your organisation is important in preventing detrimental impact to your organisation (Young, 2022; Miller, 2014). 


Fostering a ‘monoculture’, where only those who share already established values and perspectives are welcomed into an organisation, can limit, and even actively work against, the diversity of the workforce (Rehn, 2019). Culture evolves and can be influenced by any number of internal or external factors; continuing to reinforce a weak culture can disengage the workforce and confuse customers (Miller, 2014). If employee values do not align with organisational values, employees can feel they are not fulfilling their purpose at work and are more likely to seek new opportunities elsewhere (Dhingra et al, 2021). Communication and promotion of the organisation’s values to employees from leadership can encourage better team communication and collaboration and engage employees in the organisation’s mission (Tsai, 2011). 











ORGANISATIONAL CULTURE AND THE IMPORTANCE OF AN EFFECTIVE WORKPLACE CULTURE (AC 2.1) 





ORGANISATIONS AS WHOLE SYSTEMS AND PEOPLE PROFESSIONALS’ IMPACT WITHIN THAT SYSTEM (AC 2.2)





AC 1.4





THE IMPORTANCE OF PLANNING AND MANAGING ORGANISATIONAL CHANGE (AC 3.1)





THE DIFFERENT ROLES OF PEOPLE PROFESSIONALS IN CHANGE AGENDAS (AC 3.2)





Change does not occur within a vacuum and, when implemented at an 


organisational level, will impact all those within it, no matter their role or


area (Mind Tools, 2022). Unsuccessful change initiatives can have serious


consequences for an organisation’s goals, structure, finances and reputation


both internally and externally (Aguirre and Alpern, 2014; George, 2021). 


Therefore, prioritising what change to tackle first is paramount as this 


prevents wasted time and costs on unnecessary transformation whilst other


unaddressed issues persist (Anand and Barsoux, 2017). The external 


environment around our organisation is continuously shifting and evolving, 


whether that is the labour market, technological developments or


investment/funding (Aguirre and Alpern, 2014). A ‘truly agile’ organisation is 


more likely to adapt quickly and efficiently when presented with disruptive or


unpredictable change, thus, surviving and staying competitive (Kotter, 2012; 


Aghina et al, 2018)





Organisation change initiatives have a high level of failure with percentages 


cited in the 50-70% region (George, 2021; Hopper, 2020). In order to prevent


becoming another statistic, a clear and coherent plan for organisational change


must be implemented. Awareness of the typical reactions to change and


engagement with employees at the planning stage is imperative to preventing


resistance to change; uncertainty or lack of understanding around change can 


foster dissatisfaction or outright hostility to new approaches (Hopper, 2020; 


Taylor and Woodhams, 2016). One of the most cost-worthy, and potentially


avoidable, consequences of ill-planned change is employees voluntarily leaving 


the organisation. Morrell, Loan-Clarke and Wilkinson (2004) linked 


organisational change to increased employee turnover, due to the ‘shocks’ of


disruption to their work patterns. 











As previously discussed, change initiatives have a high percentage of failure and, in order to prevent an unsuccessful outcome, we as people practice professionals must be at the forefront of organisational transformation. Historically, people professionals have played the role of the ‘administrative expert’ in change, ensuring processes continue efficiently at an operational level during times of change, however, there is limited communication with employees in this role (Brown et al, 2017). Instead, people professionals should be strategically involved in the planning and development of change agendas at the outset and throughout, adopting the role of ‘change agent’ (CIPD, 2020b). A ‘change agent’ can undertake various sub-roles within their position including change champions, synergists, consultants and adaptors, all active participants in the process of change (Caldwell, 2001).  


During both the planning and implementation of change, people professionals have a duty to communicate with employees and ensure their voice is heard and advocated for, acting as ‘critical friends’ and taking any questions or concerns on board (Mohdzaini, 2021; CIPD, 2020b). Communication is key in change management and people professionals are responsible for facilitating the messaging of change to the workforce, conveying the implications and expected outcomes of said change to employees to foster trust and understanding (CIPD, 2020b; George, 2021). Ullah (2012) proposed the role of ‘gap reducer’ for people professionals; balancing the different expectations and concerns managers and employees have regarding change and bridging a common understanding of the positive effect of the change on both parties. People professionals may also adopt a more data-driven role as the organisation’s ‘gate-keeper’; a bank of knowledge that can be utilised to understand any issues or challenges that arise during change (Green, 2020). 











Reactions to organisational change can be positive or negative and are dictated by a number of factors in a person’s life such as their values, experiences


and socio-demographic variables (Wang and Kebede, 2020). Furthermore, resistance to change within the organisation can depend largely on how those


affected by change understand it and how the new approach is communicated to them (Mind Tools, 2022). Taylor and Woodhams (2016, pp. 62) refer to


individual reactions to organisational change as the ‘uncontrollable’ or ‘human’ element of change management and they can experience a ‘cycle’ or ‘roller


coaster’ of emotions to change they perceive as negative. Similarly, the Kubler-Ross Change Curve maps out the five emotional reactions employees go through


during organisational change; ‘denial, anger, bargaining, depression and acceptance’ (Abbas, 2021). 





Large-scale changes to an organisation such as mergers, acquisitions and restructures can incite fear in employees in relation to their job security, particularly


when rumours of downsizing or redundancies can begin to circulate (Ahmed, 2020). Schein (2010) proposed a number of factors in organisational change that can


induce fear in employees such as the fear of incompetence, punishment and loss of identity. These large-scale changes have likewise been linked to adverse


mental health, such as stress and anxiety, and long-term sickness absence reported by employees (Fløvik, Knardahl and Christensen, 2019). If the change is


unexpected or creates instability in the workplace, employees can experience confusion and shock, affecting their ability to undertake their work (Spring, 2021). 





 





THE IMPACT OF ORGANISATIONAL CHANGE AND THE DIFFERENT REACTIONS TO CHANGE (AC 3.3)







































































ORGANISATIONAL CULTURE AND THE IMPORTANCE OF AN EFFECTIVE WORKPLACE CULTURE (AC 2.1) 









