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Overview of the organisation
Ceredigion County Council (CCC) have over 4,000 employees working across 12 services and 43 Schools. This briefing paper will concentrate on the Porth Cymorth Cynnar (PCC) service. PCC provides early help, prevention, and intervention services to a range of groups and individuals across Ceredigion with the aim of identifying and offering support before more formal intervention is required. (Cerinet, 2022) The Service has 289 members of staff (Ceredigion, 2023) and consists of 6 teams namely Early Intervention, Engagement and Attainment, Lifelong learning and Skills (LLS), the Pupil Referral Unit, Support and Prevention and the Wellbeing Hubs. 

Introduction
This briefing paper aims to present a critical analysis of organisational culture within Porth Cymorth Cynnar service. The critical analysis will be done by exploring several theories and models and applying those to Porth Cymorth Cynnar. The paper will also consider organisational factors that may be affecting employee engagement along with evaluating the benefits of a positive culture. 
As this briefing paper is limited to PCC only, further, and wider research would need to be undertaken to understand the culture of the wider organisation and such research could then be compared to this research to see if the culture found in PCC and the recommendations outlined at the end of the paper could be adopted across the organisation.
Defining the indefinable?
There have been numerous definitions of culture presented and debated over the years and it is probably fair to say that much of it is down to any given individual’s interpretation of what it means to them. CIPD states that concedes that not only is it unclear and difficult to define, by default it is therefore hard to measure (CIPD, 2022).  Hofstede believed that ‘Culture was the collective programming of the mind’ whilst Trompenaars thought that ‘Culture is the way a group of people solve problems’ as listed by Davies (2022, slide 10).
A definition that I will utilise for the purpose of this briefing paper is by Schein (2004) “Culture is both a dynamic phenomenon that surrounds us at all times, being constantly enacted and created by our interactions with others and shaped by leadership behavior, and a set of structures, routines, rules, and norms that guide and constrain behavior.” 
Why is culture important?
“Organizational culture is a strong nonlinear integrator of the organizational intellectual capital acting especially on the emotional knowledge field and contributing significantly to the motivation of employees.” (Ghinea et al, 2012). This is a view that is shared by CIPD who elaborate and outline that benefits to organisations will impact on the quality of customer service offered by the organisation along with the satisfaction and retention of its employees. (CIPD, 2022)
Schein (2004) outlines that culture is essential to understanding intergroup conflict at the organizational level which ties back in with the CIPD’s reminder that at its heart, every organisation is made up of human relationships and human interactions (CIPD, 2022) which by the very nature of humans leads at times to conflict.
How does culture support organisational success?
Furnham (2005 p626) noted that corporate culture does relate to performance although there are others that argue that there is no clear link between the two.  Indeed (2023) have the benefits of a positive culture as improved staff retention, improved productivity, that it can improve an organisation’s identity and customer satisfaction, improve relationships among employees, can lead to growth of the company, attract high-value talent make onboarding more effective. 
Currently, applicants for posts within CCC sit at an average of 1.2 applicants per post within PCC (Ceredigion, 2023). Given the difficult labour market, being able to promote and having the reputation as an employer with a good work culture will be of benefit to CCC. Not only does having a good culture assist with recruitment, but it has also been cited as one of the ways to gain employee loyalty (Ford et al., 2023).

Critical analysis of culture and organisational behaviour within PCC 
Critical analysis of the culture and the organisational behaviour within PCC will be done by two models, firstly the Iceberg culture model Hall 1976 and Handy’s Organisational Power Model (1981). The Iceberg model has been chosen as it leads to analysis of the visible culture within an organisation but also, drilling down into the deeper culture – what is present beneath the surface. (Singanamalli, 2022). 
It is a requirement to recognise what propels the culture e.g., the beliefs, values, and expectations of employees. The requirement originates from the fact that most humans tend to subconsciously learn their values, beliefs, and attitudes from their culture and community. (Harappa, 2020) 
Hall is split in to three pillars, the first of which is the visible cultural practices of the organisation (Harappa, 2020). This can encompass things like perks and benefits, dress and appearance, technology, language and rewards and recognition (Singanamalli, 2022). Most PCC staff have access to the Flexi scheme, can choose their own attire to work, most of the employees of CCC get to work in a hybrid manner either at home or in one of the designated Offices. Some of the LLS offices are in cabins/shipping containers which does not give a reflection of a professional workplace. This is evidenced by 26.9% of PCC respondents to the Health and Wellbeing Survey 2022 stating that they were very unsatisfied or unsatisfied with their Council workplace environment (Ceredigion, 2022).
Secondly is the deeper culture where health and wellbeing, communication, employee engagement, authority, purpose and meaning, learning and development and collaboration and teamwork (Singanamalli, 2022). CCC employs an Employee and Wellbeing Officer who is available to meet employees confidentially and creates wellbeing resources and communications like the monthly wellbeing email sent to all staff.
Thirdly is the mental model which is what the individual believes about what’s happening around them. An example of this would be that 45.3% of Ceredigion’s residents speak Welsh (ONS, 2023), and to comply with the Welsh language standards 2011, PCC as part of a public body needs to treat Welsh ‘not less favourably’ than English (Welsh Language Commissioner, no date) which means requiring employees who can communicate through the medium of Welsh to meet the service provision requirements. These requirements can cause conflict at times with some employees thinking that applicants have been appointed based on their language standards as opposed to their suitability to carry out the role.
Handy’s theory has four types of culture, the power culture, the role culture, the task culture, and the person culture according to Armstrong (2003). Of the four cultures, role culture is the one that reflects the culture of PCC. Armstrong (2003, p269) summarises it as ‘one in which work is controlled by procedures and rules and the role, or job description, is more important than the person who fills it. Power is associated with positions, not people’. Each separate role within PCC is job evaluated according to the skill set that is required and the qualifications required for the post (Cerinet, 2021).  Due to this, once an individual has reached the top of their grade, they should have the transferrable skills to be able to climb and be successful at gaining a higher position within the structure, at a higher pay grade when one is advertised.
One limitation that has been noted of Handy’s theory is that it ‘may lead to ‘silo’ mentality where individuals and departments do not communicate or share information (AQA, no date). This was evidenced in CIPD’s (2011) case study on the English Arts Council where they ‘identified inconsistencies in processes, poor communication between regions and offices, and widespread ‘silo mentalities’. Overall connectivity in the organisation was seen as poor’. 

Review of Maslow’s theory of human behaviour
Maslow’s Hierarchy of need (1943, 1954) and it is one of the most prominent theories of human behaviour. Maslow originally put forward that an employee has 5 level of need and that the most basic need would have to be met first before the next need level of the hierarchy is moved on to, before clarifying that ‘a person doesn't need to meet 100% of the needs in a particular level of the hierarchy before they can move up to a higher level’ as reported by Sarikas (2021). Maslow’s theory is often depicted as a triangle, however that is not how Maslow presented it.  
The 5 needs identified by Maslow are Physiological, Safety, Social, Esteem and Self-actualization which I will review the steps and apply them to the organisation. Maslow went further to split the triangle to need levels to deficiency and growth needs. The bottom three levels of Physiological, Safety and Social needs are required for an employee to be healthy physically and psychologically. The growth levels are Esteem and Self actualization which he believed would assist employees in reaching their maximum potential (Furnham, 2005 p287). 
Physiological needs are at the base of the model of theory. This level encapsulates the need for staff to feel as they are achieving a quality of life. It is interesting that (Furnham, 2005 p287) points out that employees could remain at this level should there be an epidemic. Given that the world has just been through the COVID pandemic which the UN (2020) stated was “one of the most dangerous challenges this world has faced in our lifetime” perhaps organisations need to be aware that some of their staff may still be in this level. The basic needs of an employee would also be to gain a salary for the work they have undertaken. The economic uncertainty and the message from the Bank of England’s top economist that employees need to stop asking for pay rises (Race et al, 2023) follows on from a similar message from the Governor of the Bank of England in 2022 (Chan, 2022). Employees within PCC received a pay rise of £1,925 in line with National Joint Council pay agreement (GMB, 2022) on their spinal point as of the 1st of April 2022, however this pay rise remained below the cost of inflation for all staff within PCC. 
Safety needs brings a level of security for the employees within their work life, be it physically in the workplace or at their home ‘office’ due to hybrid working. Organisations that have hybrid working as an option to staff need to ensure that staff’s safety needs are met whilst working from home which CCC have done with implementation of the Interim Hybrid Working Policy (Ceredigion, 2023b). CCC need to ensure that staff who suffer domestic violence or abuse are protected as well by understanding the effect that working from home or working in a hybrid manner can have on staff who are facing abuse at home. ACAS (2022) have guidance on assisting companies with this, however perhaps CCC should look at updating its guidance and provision to cover this. 
PCC staff are all able to join the Local Government Pension Scheme which ensures that staff not only have safety from a salary whilst working but will also have access to a Pension Scheme to supplement their State Pension when they reach retirement age (Gov.uk, no date). 
Social needs are next of the deficiency needs to be considered by the individual and the last of the needs Maslow believed required to be met for a psychologically and physically healthy individual (Furnham, 2005 p287). Considering the need for employees to form friendship bonds within the workplace and the increase in hybrid working, are we as an organisation doing enough to ensure the social needs of the employees? Given that PCC is part of a public sector organisation, there is a strict limit on how funds are sent, in contradiction to organisations in the public sector.
Esteem needs encapsulates the employee’s need to feel good about the work they are undertaking, to be respected by their peers and to be recognised for their contribution to the workplace (Furnham, 2005 p287). They want to feel valued. 
Self-actualization is at the top of the triangle and is reached when an individual has reached all that one can become, where all potential has been maximised and abilities have been fully realised. (Furnham, 2005 p288). If you reach there though, surely the only way is down? If you reach your potential and abilities realised – what guarantee is there that this will be it for eternity or will people forever be chasing that pot of gold under the rainbow? It is interesting that Maslow refers to the needs of the individual, however the theory is based upon the belief that all individuals are the same, when we are not. Our minds are influenced by a multitude of things that make us individual (Parvez, 2020) therefore Maslow is an easier theory for managers and leaders to utilise to review (Furnham, 2005 p289) a team or an organisation rather than individuals to review themselves.  

Critical evaluation of the extent to which organisational factors may currently be affecting employee engagement. 
PCC staff have been through the Through Age and Wellbeing (TAW) restructure and therefore have faced a period of uncertainty. There continues to be contact with HR regarding some staff being unhappy with the restructure, perhaps the communication wasn’t clear and often enough at the time which is a vital component of a restructure’s success (CIPD, 2022a). Ceplenski (2013) highlights that perceived unfairness affects staff engagement. The teams are newly established in the last year and dependent on the level of changes brought about by the restructure, they could be in various stages on Tuckman’s model of Team Formation (Priestley, 2015). There remains change management processes and job evaluations to go through within LLS team before the TAW restructure is complete which may indicate that uncertainty may continue. Mind Tools (2023) suggests conducting constant reviews to see which stage the team is in and encourages adaptation of leadership to the updated circumstances. 
44% of PCC’s workforce have fixed places of work and therefore no option of hybrid working (Ceredigion, 2023a). This is the third highest percentage of fixed workers within CCC behind Schools Service and Porth Gofal respectively. Perhaps the lack of hybrid working flexibility offered within the Service is influencing employee engagement?
There have been numerous examples of ongoing contentious HR casework within PCC, with the service accounting for 20% of cases the current HR disciplinary, capability and dignity at work casework (Ceredigion, 2023b). The service accounts for approximately 7% of CCC’s workforce (Ceredigion, 2023a). Given the high employee relation cases, it’s probable that PCC staff engagement has been affected by this as the staff in the NHS Trust case study by DeardenHR (2021) was. The root cause of the number of Employee Relations cases within PCC needs to be addressed but perhaps HR also has a role to play?
It has been publicised recently that Local Authorities are struggling with finances, with budget cuts being implemented across the board and some councils having to make staffing efficiencies (BBC, 2022). Such reports, compounded by the knowledge that Ceredigion County Council are already carrying out redundancies within the school sector would have unnerved some employees leading them to question their long-term job security. 
The annual performance appraisal plays an important part in allowing Managers to tie in what the individual’s objectives mean for the organisation. Gallup’s findings presented by Comaford (2018) is that staff are 3.6 times more likely to be engaged if they have been allowed involvement in their goal setting by their manager compared to those who had not been involved. Can individuals do so effectively if the Council and PCC’s objectives have not been shared with them in an engaging manner prior to the meeting?
PCC provides service to one county within one country and with 96.2% of Ceredigion’s population identifying themselves as white and only 4.9% identifying as non-UK (ONS, 2023) you would think that cross-cultural communication and competence is not required. Although it is a minor percentage of non-UK employees within PCC (Ceredigion, 2023a), there needs to be an acknowledgement and an understanding from PCC and CCC that understanding of verbal and non-verbal communication varies dependent on the Country of origin of the employee (Taylor et al, 2021 pp376-378).
63% of PCC respondents to CCC’s health and wellbeing survey noted that they had not had a team meeting in the last 4 weeks and 57% stated that they do not have regular one to ones with their line manager with workload being cited as the main barrier for this to happen (Ceredigion, 2022). 

Critical evaluation of the organisational benefits of positive culture, including improved wellbeing. 
You will be aware that CCC’s Corporate Strategy 2022-2027 includes a ‘golden thread’ which outlines how each level of planning flows and contributes to the next from the National Well-being goals down to how the strategy will be managed and delivered to staff within CCC in order that they can feel part of and take ownership of the Council’s Strategy (Ceredigion, 2021). Employees should be aware and understand the goals of the organisation and their role in achieving those goals as it gives them a sense of purpose. This was evidenced in staff feedback to culture changes within the English Arts Council ‘There was a perceived need for the values to be more nuanced and translated into actual behaviours in the work context for people to really understand them’ (CIPD, 2011).
Boo (2022) outlines the importance of compassionate leaders as they create safe space for employees to thrive. He goes on to say that applying genuine kindness and empathy has positive consequences for health, wellbeing, and performance.  As an organisation are we empowering our leaders to utilise compassionate leadership, or hindering them with stifling processes that must be followed? 
DePaul, (2020) has advice for candidates looking for an employer in what they should look for to gauge the culture of an organisation and given the challenging recruitment picture presented earlier in this report, it would make business sense for PCC and CCC to ensure that their culture has the pulling power to attract prospective employees which should in theory reduce the number of vacancies and ease the workloads of current employees.
PCC have a sickness absence rate of 17.3% in 2022 which is higher than the CCC average of 13.1% (Ceredigion, 2023c) but both figures are very high when compared to the sickness absence rates reported by the public sector in 2022 which was 3.6% (ONS, 2023a). Having a high absence rate affects not only the individual who is absent but also the reminder of the team who must pick up the work of the absent employee and the financial cost to the organisation to name but a few. CIPD (2022b) states that having a ‘trusting culture has shown to decrease absence levels as employees can flag issues at an earlier stage’. 
All CCC staff have access to an Employee Assistance Programme, Care First, and the details are on the staff intranet, and they are shared as a matter of course by HR staff who have meetings with members of staff (Cerinet, 2020). 
Conclusion 
The briefing report paints a picture of Porth Cymorth Cynnar as a Service whose culture has room for improvement before it can be a positive one overall. CIPD (2022) outlines the challenge in front of PCC in their quest for change ‘The reality of organisational culture never lives up to its rhetoric. In being difficult to continually assess, it is almost impossible to actively change.’
There are numerous areas to I believe that there are three main areas to work on with the first being the two-way communication between employees and their line managers. This is the mechanism for concerns, ideas, thoughts, efficiencies etc to be shared, therefore it is imperative for it to be working as effectively as possible for the greater good of the employee and the organisation. 
The second is the need to tackle the high number of employee relations cases within the Service which can be a symptom of poor culture as outlined by DeardenHR above. They also carry a legal risk to the organisation through possible employment tribunals. 
Thirdly, I believe that an engagement survey designed specifically for PCC, centred around the behaviours highlighted in this briefing report.

Recommendations for improvement
	Recommendation
	Justification
	Timescale
	Costs (all costed at top if pay spine)

	Engagement with the PCC Service. Send out a pulse survey to include asking (but not limited to) their feeling about ‘Team Ceredigion’ and if they feel part of the organisation, as they work on various sites, do they feel they have a voice in what is happening within their team, section, and service? 
	Response numbers for PCC employees on the Health and Wellbeing Survey was 26.9% (Ceredigion, 2022)
	3 months to create survey, send it out, get the responses back in, analyse the data and prepare findings. 
	Employee engagement Corporate Manager (pay grade 15) to create survey, collate, analyse, and present findings. Estimate 4 weeks full time equivalent work: 148 hours x £28.76= £4,256.48

Input from PCC Corporate Lead Officer, 5 hours @ £45 per hour = £225

Cost of employee’s time to complete: Approx. 30 minutes @ average pay grade (10) x 289 = £2,718.04

Total minimum: £7,199.52.


	Work with Learning and Development to devise a half-day session to reiterate what professionalism is and what principles must be upheld when working for a Local Authority. a workshop on professionalism, what they think it is, what academics think it is, what behaviours need to be implemented to meet requirements, why are the standards required and what are the consequences of now
	The high number of employee relation cases coming from the service. 
	Two weeks given to create the course.

At least 5 dates to be offered as all employees will need to attend. 



	Time of learning and development Officer employee to design and deliver the course: 35 hours @ £17.05 = £596.75

HR Officer to assist with questions and delivery 20 hours @ £18.81 = £376.20

Time of all PCC staff to attend training (averages pay at Grade 8) 3 hours @ £15.25 = £13,221.75.

Total cost of project: £14,194.70

	Regular one to ones and team meetings to take place, ideally weekly. Both meetings to be half an hour minimum in the first instance. 
	Feedback from employees in Health and Wellbeing survey that these meetings didn’t always go ahead.
	All Managers and supervisors have 1 week from receipt of communication to put in recurring meetings.
	Pay-grade of the Manager/supervisor averaged at Grade 10. Number of staff in the team averaged at 5. Based on minimum meeting length. 39 managers in the service. 
3 hours of meetings per week x £18.81 = £56.43 x 39 managers = £2,200.77

Pay grade of subordinate averaged at Grade 6. Based on minimum meeting length. 1 hour per week. £12.24 x 1 x 289 employees = £3,537.36

Minimum cost per week: £2,200.77 + £3,537.36 = £5,738.13.
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