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EXECUTIVE SUMMARY
A successful organisation needs to have a culture which is still somewhat new, debatable, and little accepted management conception. It has been demonstrated that different sorts of organisations necessitate different structures and rules, that even seemingly equivalent organisations can be successful using entirely diverse methods and theories, and that organisations are not always mainly rational. (Brown, A. D,1998)
In addition, three things happen when an organisation has a strong culture, employees know how the management want them to behave to different situation, employees believe the expected responses are the appropriate one, and employees their reward depend on demonstrating the values of the organisation.
One of the requirements of Students at level 5 in BA Leadership and Management Skills in for the Workplace is to demonstrate their understanding by writing a report of the module taught and its application into real life of the workplace.
This current report will look through the culture and context of the Welsh Refugee Council. Kathy Ireland quoted that “in business it is about people. It is about relationships” (2004). Additionally, Hsieh quoted that” he believed that it is important to come up with core values that one’s can commit to. And, by commit, he meant that one’s is willing to hire, and fire based on the values. If one’s is willing to do that, then he is on the way to building a company culture that is in line with the brand one’s wanting to build”. (Hsieh, 2010)
Through this report, different areas will be investigated and critically examined from theories to understanding culture in an organisation as well as two external factors of Pestle analysing influencing the business and employees’ values.
From the findings discussed, a conclusion will be drawn followed by some of the recommendations for a future improvement of the organisation host.
Being limited by word count, further reading will be put in appendices for more details on some of the theories.
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Workplace Culture and its impact on organisational efficiency
The Culture and Context of the Welsh Refugee Council
1.0 Introduction
 This report is about the culture and context of the Welsh Refugee Council and its personality and character. Through this report, the investigation will be made on how the Welsh Refugee Council (WRC) share its values, beliefs, and assumptions with regards to the interaction and behave among various people  
Additionally, how the external factors such as economical, socio- environment and political have impacted the organisation and which support that Management team have put in place to support people during this continuous period of the pandemic of Covid-19.
Furthermore, organisational culture began in the 1970s and early 1980s with the work of Peters and Waterman (1982), Deal and Kennedy (1982) and Kanter (1983) even though academics had brought out attention to the notion of culture. Blake and Mouton (1969) suggested a link between organisational characteristics that people might now refer to as cultural and organisational performance. (Brooks, 2009 p.260). In 1952, Jacques argued that culture comprised behaviours, attitudes, customs, values. Beliefs and the less conscious conventions and taboos”.
It follows to Managers and Leaders to understand that organisational culture is important for an efficient leadership. This is to implement different strategies helping them to achieve their goals despite any disturbances that could arise from external factors. 
Although each employee or group of employees have their own values, beliefs, assumptions, and norms which guide them, they should be committed into the culture of the organisational values, beliefs, assumptions and so on.
That is to say that through this report, investigation will be made on some management theories helping to understand organisational culture. From these theories, an appropriate modal will be chosen to analyse critically the WRC culture, its values and beliefs, its ethical behaviour, skills, knowledge and how well the employees perform with regards to the organisation’s values. An analyse on the way the leaders are handling the situation of the pandemic on adaptation of the new work system and how they preserve being affected.
The research method will be based on secondary research and will include sources of information from books, journals, websites and so on.



2.0 Findings
2.1 Organisation Background
From the book Organisational culture and leadership, Edgar Schein (1992, p.12) points out culture as” a pattern of shared basic assumptions that the group learned… that has worked well enough to be considered valid and therefore, to be taught to new members as the correct way to perceive, think, and feel.”
In a simple way, culture is the way people do things around them, also how decisions are made. Culture can make one group of people behave, think, and even look different from another having different beliefs, different values, and different interpretations of things around them explained Brooks (2009, p261).
All organisations have their unique culture and working environment which is different to one to another. Leaders and Managers are worried with what takes place in their own organisation.
 The organisation host for this study is called the Welsh Refugee Council which is a Charity with 30 years ‘experience working with asylum seekers and refugees in Wales. The organisation is driven by a passion for human rights, equality and social justice and a desire to make Wales a Welcoming nation of sanctuary for those seeking the protection from the government.
The organisation is driven by four core values, namely:
1. The organisation champions human rights, equality, and diversity.
2. They empower and promote the voices of refugees and asylum seekers.
3. The organisation is a strong, independent voice that demonstrates leadership, builds capacity, and works collaboratively.
4. They exemplify organisational excellence in service delivery, staff development and governance.
Being a multicultural organisation, Andrea Cleaver, the CEO stated at the previous annual report that “one of the organisation’s strategic aims as an organisation is to enable asylum seekers and refugees to become integrated, independent, active members of Welsh society and to be able to face challenges while they are being settled across Wales”.
For the organisation to achieve these aims, a unity in diversity is most important by working together for a Wales multicultural society where refugees and asylum seekers are welcomed, respected, and have access to protection, safety and dignity empowering them to be fully taxpayers participating in the development of the Welsh society. 
To better understand the nature and importance of organisational culture and climate, employee commitment and the successful implementation of culture into an organisation, it is highly recommended to have an overview of different theories of the culture organisational. 
2.2 Theories to Understanding Organisational Culture
Organisational culture can be seen from multiple facets and has different approaches that illustrate its complexity as it is a general concept with various different significations and difficult to explain faithfully.
· Edgar Schein defined the formal organisation as “the planned co-ordination of the activities of a number of people for the achievement of some common, explicit purpose or goal, through division of labour and function, and through a hierarchy of authority and responsibility”. (Mullins,2010 p 79). 
Schein (1985) suggested that a view of organisational culture is based by determining three levels of culture, from the shallowest to the deepest: artefacts and creations; values; and basic assumptions. In addition, he believed that culture is the most difficult organisational characteristic to change. 
Details on this section can be seen in appendices. (level1-2-3 explained in appendices)
· By developing the ideas of Harrison (1972), Charles Handy (1989) outlined four
Main types of organisational cultures: power culture, role culture. Task culture, and person culture. Details on these types of cultures can be seen in appendices
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· The Culture web of an organisation: Johnson, Scholes and Whittington present a cultural web, which brings together different aspects for the analysis of organisational culture to help describing and understanding the culture of an organisation.
According to Johnson & Scholes (1993) six elements identified contributing to the paradigm, equivalent to the values of the organisation.
The cultural web is defined as a “representation of the taken-for-granted assumptions, or paradigm of an organisation and the physical manifestations of organisational culture”. Johnson et al. (2005).
More details on this model can be seen in the figure below:
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Further to different theories previously elucidated, more other theories were developed but will not be subject of this present study like Hall’s factors (1976-known for its high and low context cultural factors), Sagiv & Schartz (2007-claimed that people’s behaviour is motivated by great values across any context.). They underlined that what people give to two dimensions of opposing values that drives people’s behaviour. 
However, this current study is based on Deal & Kennedy cultural model (1982). From an examination of hundreds of business organisations and their environments, Deal & Kennedy classify corporate cultures according to two determining factors in the marketplace. 
· The degree of risk associated with the organisation’s activities and 
· The speed at which organisations and their employees receive feedback on the success of decisions or strategies.
It follows that these factors generate four types of culture: 
The tough guy/ macho culture;
The work-hard/play-hard culture.
The bet-your-company culture and
The process cultures.

[image: ]
-Tough-guy/macho culture: an organisation of individuals who regularly take high risks and receive quick feedback on the right or wrong of their actions. Internal competition and conflict are normal, a high staff turnover can create difficulties in building a strong organised culture.
-Work-hard/play-hard culture: categorised by fun and action where employees take few risks, all with quick feedback. There is a high level of relatively low-risk activity. Organisations tend to be highly dynamic and the primary value centres on customers and their needs. The team produce the volume, and the culture encourages games, meetings, promotions, and conventions to help maintain motivation.
-Bet-your-company culture: where there are large-stake decisions with a high risk but slow feedback so that it may be years before employees know if decisions were successful. The focus is on the future and the importance of investing in it. The culture leads to high-quality inventions and scientific breakthroughs but moves only very slowly and is vulnerable to short-term fluctuations.
-Process culture: a low- risk, slow-feedback culture where employees find difficulty in measuring what they do. Lack of feedback forces employees to focus on how they do something, not what they do. Process cultures can be effective when there is a need for order and predictability.
“However, that in a subsequent publication, Deal & Kennedy recommend revisions to the original typology. For instance, under process cultures, banks might not yet fit into the work-hard/play-hard culture but have evolved more into sales-type organisations.” (Mullins, 2010 p.741)
2.3 Impact on the development of culture of the Welsh Refugee Council
Any corporate culture can be driven by several key influences playing an important role in its development. These include history, values and beliefs, rituals and ceremonies, stories, heroic figures, and the cultural network.
· History: The organisation (WRC) is a charity with thirty years’ experience working with asylum seekers and refugees in Wales. The organisation has a multicultural staff member who behaviour according to the core values of the organisation that employs them.

· Values and beliefs: the organisation believe that asylum seekers and refugees are plausible to be empowered to build new future in Wales. Having worked hard to protect and make aware of their human rights by assisting closely and advocating for them for a better future and sustainability.

· Rituals and ceremonies: Teams within the organisation have a weekly meeting and all staff members meeting once a month. Additionally, various forms of meeting for a better interaction of staff are being done regularly via team since the work system has changed because of the pandemic. Staff room chit chat has been introduced where individuals ‘values can be shared between staff members of different project such as Asylum right program project, move on project, policies and communication and so on. Through these chit chat, accent is made on form of human being with no work talk but ensuring the well-being of the employees.
· Stories: Exchanging and reporting quarterly, case studies where employees share experiences on cases they have faced and how they solved with regards to the organisations ‘values. For example, a young daughter from Bangladesh who came for study and lost her virginity and explained the situation later to her husband from the same country who wanted to marry her and accepted the situation. However, three months later, he started exposing her to the family in law which is a shame for the family due to their culture and beliefs even though living in United Kingdom for a while but still be prisoner of their culture. Lots of cases that cannot be stressed in this present study due to the counting words.

· Heroic Figures: Staff from asylum seeker background and Black African and Minority Ethnic have joined staff members with different roles in finance, communication and policy, caseworkers, the board of trustee even managers.

· The cultural Network: a wide range of individuals values leading to a sharing value and culture. With the statistics showing that 2353 asylum seekers were dispersed in Wales in the first middle of year 2020, the organisation needs to have a multicultural staff member to be able to face support in diversity, none included people who have been successfully granted. For more details on the Government statistics with country of origin and number of people granted since 2015 can be seen by clicking on the following link: Migration statistics - GOV.UK (www.gov.uk).
Although the understanding of different theories in the culture context of the organisation, it is important to analyse on how the pandemic of covid-19 has impacted the business and how well leaders and managers are keeping their staff members well and safe during this difficult moment where the new work system has raised. In addition, a Pestle analysis should be done to determine external factors having influences into the organisation.
But above all, “one way examining the culture of an organisation is to look at its corporate image to see what and who is valued in the organisation. A corporate image is the mental picture the clients, customers, employees, and others have of an organisation. The impression is the combination of unconscious, unintended, conscious, and intended factors that arise.” (Mullins, 2010).
That is to say that it seems wise and responsible to first explain the importance of culture before demonstrating the external factors that impact the organisation.
2.4 The importance of Culture in an organisation
Harrison & Stokes sustain that organisational culture influences the behaviour of all individuals and groups within the organisation.
Most aspects of life are impacted by culture such as how decisions are made, who makes them, how rewards are distributed, who is promoted, how people are treated, how the organisation responds to its environment, and so on.
On the other hand, Reigle referred to culture as an important factor in successful technology implementation, innovation, mergers, acquisitions, job satisfaction, organisations success and team effectiveness, and to the importance of determining whether the organisations exhibit organic or mechanic cultures. (Mullins, 2010).
2.4.1 Culture and organisation control
Egan refers to culture as the largest organisational control system that dictates how unwise or eccentric people can be. Companies and institutions have both an evident and secret culture that influences both business and organisational behaviour.
He also distinguishes between the “preferred culture” which serves the business and the “culture-in-use”. This culture behind the culture carries the real beliefs, values and norms that drive patterns of behaviour within the company. These remained unnamed, undiscussed, and unmentionable and these covert cultures lie outside ordinary managerial control. Identifying the preferred culture and ensuring that the company’s way of operating effectively serves the business right now should be the first step in changing that limiting behaviour features.
2.4.2 Culture and work Ethic
Culture influences people’s attitudes and behaviour at work. As organisations are made up of their individual members, the individual is a central feature of organisational behaviour, whether acting in isolation or as part of a group, in response to expectations of the organisation, or because of the influences of the external environment. For example, managers always remind their fellow employees to not be missing their annual leave before the end of economic year at risk of losing it.
However, some people have no choice, for most people there is a degree of choice, but the choices are not made in isolation.
They are the product of the organisational culture of people’s workplace, which concepts of success, of team spirit so that nobody is left down, and a powerful work ethic. People are also influenced by a culture that strengthens that work ethic and its cycle of continual achievements and consumptions as measures of self-worth.
2.4.3 Culture and organisational performance
Culture is clearly an important ingredient of effective organisational performance. An organisation’s culture is the pattern of assumptions, values and norms that are shared by an organisation’s members.
Chatman and Cha suggested that every company has a culture, good or bad. (Mullins, 2010).
However, there is more to a good culture than happy staff. To aid long-term performance, there are three main criteria needed to develop a suitable culture:
· It must be strategically relevant,
· It needs to be strong in order that people care about what is important,
· The culture must have an intrinsic ability to adapt to changing circumstances.
2.4.4 Culture change
This section has been already discussed during the presentation and supplementary notes submitted earlier this month.
3.0 PESTLE ANALYSIS
Pestle stands by Political, Economic, Social, Technological, Legal and Environmental. Through this study, two factors will be developed political and Social.
3.1 Political factors
Political factors take in account the decisions and laws that governments make impacting positively or negatively business. These consist of government policy, political stability or instability, foreign trade policy, corruption, tax policy, labour law, trade restrictions, new health, and safety legislation and so on.
For example, a new plan for immigration policy paper sets out the government’s intention to build a fair but firm asylum and illegal migration system that has been announced a few days ago by Priti Patel, the Home Secretary of the UK with three objectives as follow (www.gov.uk):
-increasing the fairness and efficacy of the UK system so that they can better protect and support those in genuine need of asylum.
-to deter illegal entry into the UK, thereby breaking the business model of criminal trafficking networks and protecting the lives of those they endanger.
-To remove more easily from the UK those with no rights to be in the UK.
Although the consultation was launched until the 6th of May 2021, it will have significant impacts on the Welsh Refugee Council as an organisation working with asylum seekers and refugees. 
In addition, to protect its population against the galloping pandemic in neighbouring countries such as France, the government has taken drastic measures for people who want to travel to other countries, both European and around the world.


3.2 Social factors
Talking about Social factors relate to the population growth rate, age distribution, health consciousness, lifestyle attitudes, cultural barriers, career attitudes, safety emphasis.
A good example of these factors is the continuous situation that the UK population in general, refugees and asylum seekers are facing with regards to the pandemic of Covid-19. Awareness has been raised to be vaccinated showing that the UK is one of the European countries where the population is to date where its population is the most vaccinated.
On the other hand, social responsibility incorporates a wide variety of topics including community outreach, diversity promotion, sustainability, and high ethical standards. 
Also, the organisation has organised a program to vaccinate all the key workers in the front line and has helped to write leaflets in different language for a better understanding of its multicultural customers to decrease the spread of the virus.
4.0 Employees values  
“A value is a basic belief about what is right or wrong, or about what one’s should or shouldn’t do” (Dessler, 2005). Values are important because they guide and channel behaviour. Managing people and determining their behaviour accordingly depends on shaping the values they use as behavioural guides. The organisation’s culture therefore sends spotless signals about what is and is not acceptable behaviour. 
4.1 The importance of the Organisation values
As explained above that the organisation values are the guiding principles that are most important to each employee about the way that one’s work. One’s use these deeply apprehended principles to choose between right and wrong ways of working, and they help making decisions and career choices.
Below are some examples of organisation values without being exhaustive:
-Being accountable					-Fairness
-Making a difference				-Positivity
-Focusing on detail					-Perfection
-Delivering quality					-Quality- orientation
-Being completely honest				-Family- orienteers
-Being reliable					-Professionalism
To be quoted that those there.
Organisation values and determination need to be the continuous basis of the business: clearly expressed organisation purpose and values set direction and pilot the organisation.
When presented with an issue, putting procedures in place may solve it in the short term.
However, it is imperative to consider whether a process-driven response alone will support the longer- term goals of the organisation. With each presenting issue there is a golden opportunity to look beyond instant solutions and shape on the organisation’s cultural foundations.
For example, when putting recruitment processes in place, there is an opportunity to, at the same time, make sure you are defining “cultural fit” and identifying long-term skill requirements as well the immediate technical skills needed.
To identify the values of others, make sure that one’s understand its own values. That is to say that managers or leaders can also talk to team members on a one-to-one basis to get a better idea of the organisation values and coaching them to explore beliefs and values or studying their behaviour.
5.0 Conclusion
All in all, culture is not static, it can be affected by internal and external measures, minor and huge. In addition, if not attended to and reinforced, it can take on a life of its own and the values and purpose of the organisation can become diluted and even mislaid over the time.
Events and changes in the organisation have the prospective to ruin what they are all about. However, studies have shown that there are abundant occasions to underpin the desired way of doing things by implementing and managing organisation change in a way that supports reinforce the system of operating.
Although from time-to-time cultural evolution is needed and suitable to accomplish the organisation’s aims, deviating from your founding principles or losing sight of where the organisation comes from can be disadvantageous to the business and requires action.
As the Welsh Refugee Council still have a clear organisation values helps the organisation ensuring that all its employees are working towards the same goals. The organisation’s vision is supported by its core values and shape its culture, it creates the objective, improve team cohesion, and create a sense of commitment in the organisation making it a safe place to work and improve one’s new skills.



6.0 Recommendations
Since the organisation lives with donations and grants from the Wales Government and evolves in this revolutionary business world where several other organisations are considering adopting similar support projects to Refugee and Asylum seekers, it is highly recommended in medium term to the organisation the following strategies:
· The organisation should start thinking to have their own building for the head office instead of continuing to rent after 30 years of experiences.
· Solve the problem of short-term to long-term employment contracts for a good safety of employees and a perpetuation of its culture. For instance, the organisation. For example, the organisation had just lost its Policy Director for not renewing the funds allocated to the project and such cases can be raised in the future with other projects.
· Allocated a significant amount for the communication and marketing of all its sites instead of focusing only on Cardiff where the organisation is headquartered.
· Continue with various trainings for the continual improvement of its agents to build continuous trust and confidence with employees on the other hand and customers and the government on the other hand.
· Finally, create a system of rotations for front-line agents to get used to other regions and cities and learn about other cultures, especially since it is a multicultural organisation.
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8.0 Appendices

· Schein continuous:
Level 1: Artefacts- this is the most visible level of the culture, this includes physical space and layout, the technological productivity, written and spoken language and the obvious behaviour of group members.
Level 2: Espoused values: solutions about how to deal with a new task, issue or problem are based on convictions of reality. The value can be transformed into belief if the solution works. Values and beliefs convert in the conceptual process by which group members justify actions and behaviour.
Level 3: Basic Underlying assumptions: When a solution to a problem works constantly, it comes to be taken for approved. Basic assumptions are instinctively held cultured responses. They are implicit assumptions that essentially guide behaviour and regulate how group members distinguish, think, and fell about things.
However, even people with the experience to understand this deepest level of organisational culture can become accustomed to its attributes, reinforcing the invisibility of its existence.
· Charles Handy Continuous
Power culture: with a central power source. This type is relied by trust, empathy, and persona communications for its benefits. Key individuals are selected, and control is exercised from the centre with few rules and procedures, and little bureaucracy.
Role culture: organisation is based on rules. Very controlled, with knowledge on what are one’s roles and responsibilities. Power is determined by a person’s role in the organisational structure. The chain of command is long, decision making can be slow-moving and leading the organisation to take risks.
Task culture: Power within the team will often shift depending on the mix of the team members and the status of the problem or the project, it is job-oriented or project-oriented. Task culture seeks to bring together the right resources and people and utilises the unifying power of the group. The focus is widely spread and based more on expert power than on position or personal power.
Person culture: is where the individual is the central focus, and any structure exists to serve the individuals within it. By agreeing that a group of people decide on their own interest to band together doing their own things and sharing office space, equipment, it follows that the resulting organisation would have a person culture. One of the examples of this is professors and specialists.
However, different people enjoy working in different types of organisation culture and they are more probable to be happy and satisfied at work if their attributes and personalities are consistent with the culture of that part of the organisation in which they are employed.
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