Value led culture and employee satisfaction.
-
A study and comparison of workplace culture in care and support agencies within the third and public sectors.
-
2105356
Laura Clarke
	BA Business & Management 	
	-
	7774 words









DECLARATION 
1. This work has not previously been accepted in substance for any degree and is not being concurrently submitted in candidature for any degree.
1. This Dissertation is being submitted in partial fulfilment of the requirements for the degree of BA Business Management.
1. This Dissertation is the result of my own independent work/investigation, except where otherwise stated. Other sources are acknowledged by footnotes giving explicit references. A Bibliography is appended.
1. I hereby give consent for my Dissertation, if accepted, to be deposited in the School Dissertation Library.
Name:			……Laura Clarke………………………………………..
Date of Submission:	……12/04/2024………………………………………..
Signature:		……………………………………………..














Acknowledgements
I would like to thank my family, especially my mum, for unwavering support, childcare to allow me to study, and the constant reassurance and the confidence they have shown in me, never doubting my decision to return to study while caring for two children, one of whom was a six-month-old. 
I would also like to issue thanks to the third and public sector staff who kindly agreed to take part in the interviews, and willingly shared their views and experiences, in particular staff at a certain third sector agency who went above and beyond to assist me- you know who you are. (Subcultures – not only punks and mods!) 
Thanks to the teaching staff on the BA Business & Management course, who provided engaging and thought-provoking content over the last three years, and to my peers/course mates who have been so welcoming and supportive, and made the entire course a pleasure to be a part of. 

















Abstract
This research project explores value led culture and value conflicts within the third sector and the public sector. Eight Interview candidates were selected based on their workplace and geographical area, the candidates cover a range of different roles and seniority levels, all candidates were asked a series of semi structured questions, leaving space for their views, paradigms and senses of self and identity to be identified and explored. 
A qualitative approach was taken to the research, as the research question is not one that can be accurately explored through quantitative data. 
Several key themes were identified following examining of the interview data, including that of public service motivation in all interview subjects. 
Issues of entitlement and recognition were explored, as well as issues and differences in perception between employees of different positions within organisations.
This research provides useful information of cultural beliefs and differences within the select organisations and industries and could be expanded upon to provide contract between rural and urban employees, and to explore how workplace culture and public service motivation affects productivity and absence levels.
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[bookmark: _Toc163818683]1.Introduction
Organisational culture and value conflicts have been studied extensively, with theorists such as Peter Drucker, known as the father of modern management theory saying that “culture—no matter how defined—is singularly persistent.” – this is often (and more famously) quoted as ‘culture eats strategy for breakfast’ (Hoffman, 1993.) - Edgar Schein proposed three layers of organisational culture, comprising of Artefacts, Espoused Values and underlying assumptions, and connected this to the importance of psychological safety and feelings of acceptance and worth within the workplace (Kilmann et al., 1986).
This research project aims to explore workplace culture and employee wellbeing within organisations engaged in providing care and support services, focusing on employees within the third sector and public sector, in the geographical area of ‘old Dyfed’ now known as the counties of Carmarthenshire, Ceredigion and Pembrokeshire. Despite being devolved to separate local authorities, the three counties share a health board, police force and other public and third sector organisations work ‘cross-border’ within the counties. 
The three counties are rural, with high rates of disability and an aging population, with a population density of 67 residents per square kilometre, in contrast, Cardiff, the capital of Wales has a population density of 2571 people per square kilometre (Statistics Wales Demography Newsletter: August 2022 | GOV.WALES, 2022)
[bookmark: _Toc163818684]1.1 Research aims and objectives.
This study aims to draw contrasts and parallels between third sector and public sector staff working in help and support agencies across the geographical areas, as stated above, workplace culture and employee wellbeing and satisfaction has been studied extensively, and it was evident that public sector organisations place value on commissioning studies of their own workplace cultures and environments, in an effort to extrapolate data on employee productivity and wellbeing. There is significantly less data available on workplace culture within third sector organisations. Susan Bond, in her 2018 paper on workplace culture in third sector organisations in Scotland drew the conclusions that while the majority of third sector staff used a client focus approach, conflict could arise when this came up against a business centred approach, and that the continuing hybridity of third sector and public sector organisations means that these organisations, which may have viewed themselves as wholly separate agencies with differing priorities now find themselves competing for funding streams and contracts (Bond, 2018)
This study aims to expand on the research of Bond and other theorists, and explore the importance of vocationalism within the workplace, and what impact, if any this has on workplace culture and overall wellbeing of employees. the subject of pay, or financial renumeration will be raised with all interview candidates, with the aim of this question being to identify if emotional reward and recognition is more important that salary or status. An extensive literature review will be carried out, to provide contrast and background to the research project.






















[bookmark: _Toc163818685]2.Literature Review
This literature review aims to examine the available literature and identify how it relates to the research question, in order provide context for this research. While there is a wealth of research dating back to at least the 1950s on employee engagement and workplace culture, when Elliot Jaques defined workplace culture as “"its customary and traditional way of thinking and doing of things, which is shared to a greater or lesser degree by all its members, and which new members must learn, and at least partially accept, to be accepted into service in the firm" (Alchian, 1950) there is much less available research and data on workplace culture and values within the third sector or other help and support agency sectors specifically. In drawing comparisons with the public sector and third sectors for the purpose of this research study, it became clear that there are gaps in the literature, this appears to be due to the fact that public sector organisations are generally larger scale organisations, with the ability or requirement to conduct regular employee surveys and with graduate schemes and bursary schemes which mean that research is more likely to be carried out on these specific organisations, in contract to third sector organisations which are usually smaller or more ‘self-sufficient’ – without the HR capabilities of the public sector. (NCVO, 2023.)

[bookmark: _Toc163818686]2.1 The third sector, SDGs and well-being of future generations act.
The third sector is an umbrella term for those organisations that are neither public nor private sector, and that are involved in creating social wealth and wellbeing, rather than organisational wealth. Third sector organisations include “registered charities and other organisations such as associations, self-help groups and community groups), social enterprises, mutuals and co-operatives” (National Audit Office (NAO), 2023) and the 1997 paper by Salamon and Anheier defines Third sector agencies as those that are “simultaneously; not profit distributing, independent from the state and benefiting from some level of voluntarism, usually donations, volunteering or by grant funding” (Kendall & Knapp, 2000).
Statistics compiled in 2022 show that 3% (1.1 million people) of employed individuals in the UK are employed within the third sector (Third Sector Trends 2022:  First Report Released, 2022), this in contrast to private sector organisations, which holds 82% of the workforce (Statista, 2023) and statistically 75% of employees within the 3rd sector are women, and 50% of CEOs are women (paydata.co.uk 2023) this is in marked contrast to the fact that only “11 firms in the FTSE 250 are led by women” (Murray, 2023). Pay in the third sector is traditionally lower than that in the private and public sectors and Cunningham (2014) states that “Despite reports of a willingness among workers to trade off lower wages and conditions for the chance to ‘do good’, part of the reasons for recruitment and retention problems are because of the twenty – fifty percent gap in wages paid to those in the sector compared with similar roles in the government sector” (Cunningham et al., 2014)
Research by Benz (2005) suggests that third sector employees are motivated by intrinsic motivation and orientation, rather than solely monetary rewards, and by holding shared values with the organisation they become part of a psychological contract, which hinges on a mutual respect of beliefs and values (Frey & Osterloh, 2002) and that this psychological contract can ‘crumble’ if the employees perceive the actions of the management to be unfair, unjust, or against the mutual principles that the psychological contact is formed of (Fehr et al., 2002) despite the key factor in distinctiveness of the paid workforce in the third sector is that it is based on characteristics ‘of altruism, a commitment to a particular group or cause, a desire to care and related political and ideological beliefs’ (Cunningham 2010).
The United Nations Sustainable Development Goals are a set of 17 interlinked goals, which combined aim to tackle poverty, end deprivation and improve health and wellbeing and economic growth, the goals were implemented by all member states in 2015 (THE 17 GOALS | Sustainable Development) and in order to achieve these goals by 2030 collaboration between the third, private and public sectors is crucial. Implementation of the goals has caused funding to be funnelled into the third sector, in a ‘semi-hybridisation’ move that came around as there are some services that third sector organisations are better able to provide due to their innate flexibility (Bond, 2018) 
The SDG also triggered the Wellbeing of Future Generations act, published in Wales in 2015 (Well-being of Future Generations (Wales) Act 2015 – the Future Generations Commissioner for Wales, 2015) in which it requires public bodies and organisations to consider the “long-term impact of their decisions, to work better with people, communities and each other, and to prevent persistent problems such as poverty, health inequalities and climate change.” Wales is and remains the only country worldwide where the requirement to protect the social and environmental world is written into law, and recommendation has been made for other governments to follow Wales’ lead in implementing the act. Concerns have been raised about the lack of clarity in the act, and a review in 2020 found that the Welsh Government have been ‘too slow’ in implementing policies supporting the act (Delivering for Future Generations: What Are the Barriers to Implementing the World’s First Well-being of Future Generations Act?, 2020) 
The Act caused the Welsh Government to implement a STEEPLE test, (How STEEPLE Analysis Informs Strategy, 2023) looking at potential, possible or probable changes in Social, Technological, Economic, Environmental, Political, Legal and Ethical issues, and take action (or make recommendations) to deal with these issues, The actions and recommendations meant that Welsh government funding was channelled towards third sector and public sector organisations, in the aim that the changes to wellbeing required in the policies supporting the WFG Act could be implemented and supported by ‘on the ground’ organisations and agencies, with funds “targeted towards Welsh government priorities” (“Third Sector Scheme” 2014)
[bookmark: _Toc163818687]2.2 The public Sector 
The Public sector can be defined as being any business that is funded by tax payers and/or run by the government, the Public Sector includes organisations such as the NHS, The Police and Fire service, public schools, Local Authorities, the Civil Service and other organisations who are designed to provide goods and services to the benefit of the community. Approximately 15% of employed individuals within the UK work within the public sector (Public Sector Personnel - Office for National Statistics, n.d.). 
Following the second world war, the Labour government, headed by Atlee (PM 1945-1951) expanded the public sector (or government owned business and industry) rapidly, with many industries being taken into public ownership in an effort to regulate goods and services and provide a level of equality, as well as improving health and wellbeing for communities, industries under public ownership included the railways, steel industry, gas, electricity, telecoms and water, as well as the Postal Service under Royal mail (Cribb et al., 2014)
The Atlee Government followed a Keynesian approach to economics (Rabanal & Rubio-Ramı́Rez, 2005) The Keynesian approach follows the theory that “Demand is influenced by public and private economic decisions. Prices and wages respond slowly to changes in supply and demand. Changes in demand have the strongest short-term impact on output and employment” the theory justifies “government intervention through public policies that aim to achieve full employment and price stability.” (Brown & Lauder, 2001) and the expansion of the public sector created a large number of ‘secure’ jobs, which did not have the ‘risk factors’ associated with employment by a privately owned business. 
Following the prolonged economic crisis of the 1970s, the Conservative government commissioned a report, known as the Ridley Report, which (amongst other recommendations) recommended the ‘breaking up’ of the public sector in order to realise capital for the government and reduce wage and pension responsibility. Over the course of the 1980s and the early 1990s the government broke up and sold off a large part of the public sector, including telecommunications and oil and gas industries as well as “British Steel, British Petroleum, Rolls Royce, British Airways, water and electricity” (Seymour, 2017) – This Conservate government were followers of the economic theories of Friedrich Hayek, who believed that “private investment in the public markets was a better road to wealth and economic co-ordination in Britain than government spending programs” (Steele, 1993)
The public sector is now greatly reduced, with public sector organisations themselves now having to largely operate within a competitive framework, with reduced funding, competitive bidding and tendering and outcome-based funding being common (Grand, 2007),
[bookmark: _Toc163818688]2.3 Social identity theory
Social identity theory is a concept first suggested by British psychologist Henri Tajfel in the 1970s (Luhtanen & Crocker, 1992) Social identity theory attempts to explain that individuals behave the way they do due to their self-perception of which social ‘group’ they belong to, perhaps subconsciously trying to please the group and retain status as a member by mirroring behaviour. The stages of social identity theory are presented as ‘social categorization, social identification, and social comparison’ (Vinney, 2019) 
It is important to note that individuals can belong to more than one ‘group’- a group could be a siloed team at work, a family unit, a social group such as supporters of a football club or all of these. Individuals are likely to display slightly different behaviour when a part of diverse groups. For the purposes of this study social identity theory is relevant as the sense of belonging or exclusion an individual may feel as part of a workplace will go a long way towards how they perceive workplace culture. The social identity of a group or silo in the workplace could be described as one of the artefacts of the workplace culture, having an unspoken set of rules around behaviour and what is expected of the individual (Clair et al., 2005)
[bookmark: _Toc163818689]2.4 Organisational culture
Organisational culture is presented and manifested as “the way we do things around here” (Williams et al., 1993) and evidenced as deeply rooted beliefs and values as shared, consciously, or unconsciously by individuals in an organisation. 
Charles Handy proposed that there are four distinct cultures, which are created over time by the management styles within an organisation, Handys’ four cultures are Power culture, Task Culture, Person Culture and Role culture, and it is notable that certain industries are more likely to manifest certain cultures, due to the required behaviours and motivations of the industry, for example the NHS could be described as having a Role Culture, with each individual having clearly defined tasks and responsibilities, while a third sector organisation may be an example of Task Culture, where expertise and problem solving are valued (MindTools)
The cultural Web, developed by Johnson and Scholes in 1992 provides a visual reminder of how organisational culture works and impacts productivity, values and environment. 
[image: ]
                                                   www.mindtools.com 
The cultural web shows that the ‘Paradigm’, or cultural reality of working within an organisation is complex and is made up of six interlinked elements, new starters or others who do not agree with the presentation of the elements, which are often deeply embedded within a culture may quickly leave the organisation due to lack of ‘fit’ (the MIT Sloan Management Review carried out a survey in 2022 and found that “toxic workplace culture is 10.4 times more likely (than low pay) to contribute to an employee quitting” (Sull, 2022) and UK based HR company Breathe state that from surveyed individuals, 34% had chosen to leave a job in the first year due to toxic culture (The Impact of Company Culture, Knight Frank, 2023) ) and it can be therefore very difficult to make a lasting change to the culture or subculture of an organisation.
Culture is not always ‘top down’, and there is likely to be a difference in the presented culture, perceived culture and in the actual lived culture of an organisation (Sözen & Basım, 2022) although positive and supportive cultures, and those with shared values or ‘vocationalism’ are more likely to attract and retain staff and be more successful (Schein, 2010) Schein also suggested that workplace culture is “A pattern of shared basic assumptions that a group learns as it solves its problems of external adaptation and internal integration, 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 relation to those problems.” (Schein, 1985)
There is an argument to be made, in that positive workplace cultures are more likely in smaller organisations, in which employees are more likely to be known to each other and have personal relationships within the workplace, Drucker (1999) suggests this, and that “hierarchical levels should be as few as possible. Too many levels bring difficulties in understanding and communicating objectives both up and down the hierarchy.” Senior and Et Al. (2020).
In the case of third sector organisations, there are likely to be issues of sectoral permeability, or that the sector is insulated from others, thus real organisational change is not likely to come from without, employees within the third sector are likely to move around within the sector, and be of a certain ‘type’, as “People choose organizations as much as organizations choose people. Those working in organizations are more likely to remain in organizations whose structures, with their particular degrees of centralization, formalization, specialization and traditionalism, suit their individual and group preferences and needs.” (Senior & Et Al., 2020) meaning that while institutional isomorphism and mimetic behaviour are likely to occur between networks of similar organisations, there may be culture clashes when the semi-hybridity caused by rigid funding channels and ‘joint priorities’ invite new employee ‘types’ to work within third sector organisations. 
In the public sector, there would traditionally be a strict hierarchy or divisional structure, with a ‘top down’ approach, more levels of structure and less contact and communication between levels. Barbara Senior described the public sector as “A rigid bureaucratic maze typified structural formation (within many such organizations) with the majority of members having narrowly defined and highly specialized jobs and being protected from making decisions through their constant deference to authority and reference to their rule books.” (Senior, 2020)
[bookmark: _Toc163818690]2.5 Value led culture.
In 1984 Geer Hofstede defined organisational culture as “the collective programming of the mind which distinguishes the members of one human group from another” (Wasieleski et al., 2020) but acknowledged that there are at least four different areas of ‘work related value difference’ and that individuals within the same organisation can have different issues and sub-values, He catalogued these differences as his Cultural Dimensions theory, comprising of ‘power distance; uncertainty avoidance; individualism/collectivism and masculinity/femininity’. 
It could be said that the Cultural Dimensions theory, although used widely be theorists and management consultants, is outdated and guilty of applying stereotypes, although considering the area of this research paper, and that we have already established that 75% of staff within third sector organisations are women, this chimes with Hofstedes’ masculinity/femininity dimension which examines “the degree a society values assertiveness and materialism versus feelings, relationships, and quality of life” (FutureLearn, 2022), it could be stated that an organisation that makes its business in providing care, support and improving the quality of lives, as well as statistically lower wages, is likely to have a higher proportion of female employees, based on the traits applied to ‘femininity’ in the cultural dimensions theory.
In exploring values, and value led culture it is important to identify the deeply held values and beliefs of members at the very centre of the organisation’s sub-cultures and the overall culture.
For some members of an organisation, these values and beliefs will be so deeply held and part of their innate personalities that they would not be able to change at all and would struggle to manage under new management regimes or if the overall culture of the organisation is threatened with change.  
While all workplaces have a culture, not all cultures are value based. Mazlows’ Hierarchy of Needs shows us that core needs must be fulfilled before those of self esteem and self-actualisation, therefore many people may work within roles that do not provide them with ‘experience purpose’ or increased self-esteem, but that fulfil the core psychological and safety needs. Value based work is work that fills all parts of Mazlows’ Pyramid, and it is said that “Work based on core values gives sense and meaning to it and aligns with the individual and the values that drive people’s lives. These values are not only ethical and moral, but also social and cultural” (Žydžiūnaitė, 2018)                                          
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Mazlows’ hierarchy of needs 
[bookmark: _Toc163818691]2.6 Motivation and Value conflicts
Motivation is a large part of ensuring that a work force is fulfilled, carrying out their work to the best of their ability and building good relationships with their colleagues or peers. Without motivation workplace culture is likely to suffer and conflicts are liable to appear. John Child, in his 1988 book ‘organization: a guide to problems and practice’ examined the consequences of deficient or malfunctioning organisational structures, and how the organisational structure, and management style can impact motivation, morale and culture. Childs ‘consequences’ are reproduced in the below image.
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Motivation is defined as “all the factors that encourage individuals to be committed to and interested in doing something over time” (Hubbell & Chory‐Assad, 2005) 
Public service motivation (PSM), “which refers to the motivation to serve others and improve the well-being of society at large” (Perry & Wise, 1990) and has been shown to improve performance and relationships within organisations, is a factor that may influence employees in the third sector and Public sector (health), and Wright and Pandey (2010) state that “emphasis on mission may make transformational leadership particularly useful in public and nonprofit organizations given the service and community oriented nature of their missions.”- This leads us to understand that while employees at all levels of the hierarchical chain believe that there is a common goal, motivation or shared vision, specifically if transformational leadership is in place, providing inspiration and motivation (Bass & Steidlmeier, 1999) there is likely to be less value conflict, and while personal conflict may arise, it is easier to set this aside and focus on the shared vision or mission.  
Clashes in value-based systems can lead to impact on individuals and organisations, a study of conflict in Nordic organisations led Enehaug to design her conflict development model, which demonstrates the impact that unaddressed conflict can have on organisations (Enehaug et al., 2016).
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Conflict Development Model 
Transformational leadership can help address value conflicts and culture clashes within organisations and assist in avoiding impact on organisational and individual wellbeing. Transformational leadership is a style of managing and leading that “inspires positive changes in those led and is invested in the success of every single member involved in the process” (Ugochukwu, 2024) Transformational leadership is said to identify strengths and weaknesses within each individual team member, and to nurture and encourage the individuals for the greater good of the team or organisation. It could be argued that transformational leadership can only really be affected in smaller organisations, as the larger the organisation becomes the more difficult it will be for individuals to truly build relationships with more senior colleagues or other teams. This issue also arises where there are multiple levels of rigid hierarchy within an organisation, and Drucker (1999) suggests that these should be as few as possible. Too many levels bring difficulties in understanding and communicating objectives both up and down the hierarchy.
[bookmark: _Toc163818692]3. Methodology
[bookmark: _Toc163818693]3.1 Research Context
The context of this research project must be defined by its objectives, these being to capture data from a number of interview subjects, based and working within the geographical area of Old Dyfed, this now being known as the 3 counties of Ceredigion, Pembrokeshire and Carmarthenshire. The geographical area selected covers an approximate 5765.75km₂ with a population of 375,200.
All research subjects are in paid employment, working within the ‘advice and support’ and health sectors within this geographical area, with a roughly even split between third sector employees and public sector employees. The selection of interview candidates that work in the same area or type of sector should allow the research to draw clear similarities, differences, and themes in the data.
[bookmark: _Toc163818694]3.2 Approaches
This research will take a phenomenological and Epistemological approach (Dovetail, 2023) to qualitative research in order to capture the essence of employees’ experience of working in the advice and support and health sectors. A phenomenological approach allows the researcher to capture information on the ‘social reality’ of the interview subjects, including an understanding of their attitudes, motivation and beliefs, and a epistemological constructivism approach allows us to understand that individuals perceptions and beliefs about the world around them may not be accurate, but are true to the individual and part of their belief systems (Hurst, 2023) Interpretivism will be used to analyse events through the perspective of the individuals who participate in and view them (Interpretivism (Interpretivist) Research Philosophy).
An ethnomethodological approach was considered for this research project, Ethnomethodology was described by Ritzer as “‘the study of ordinary members of society in the everyday situations in which they find themselves and the ways in which they use commonsense knowledge, procedures, and considerations to gain an understanding of, navigate in, and act on those situations.” (Ritzer, 2002) and this approach focuses on the sense of ‘artful practice’ that is contained within micro and macro structures of individuals daily lives  (Scambler, 2021) This approach was considered on the basis that the individuals interviewed, while working in the health, and help and support sectors may find that they are dealing with daily situations that become routine, while these situations would be unusual or out of the ordinary for employees in other sectors. 
[bookmark: _Toc163818695]3.3 Strategies 
A Qualitative approach to the data will be taken in undertaking this study, as this approach will allow for a greater level of nuance and understanding of the interview subjects’ feelings, beliefs and perceptions, and semi structured interviews will allow for additional depth of clarity and avoid generalisations when analysing the data. As this research project aims to investigate values and value conflict within organisations a quantitative data collection method would not be appropriate, as a level of control over interview subjects needs to be maintained, to ensure that the subjects are from the appropriate employment background and the data is not unintentionally polluted by subjects that do not meet the selection criteria. As this study looks at an area that is not heavily researched and covers a relatively small group of subjects within a small geographical area, interviews and qualitative data collection appear to be the most appropriate method, allowing for the holistic perspective of the interview subjects to be considered.
[bookmark: _Toc163818696]3.4 Techniques and procedures 
Due to the limited time available to complete this research project, Cross-sectional or ‘snapshot’ data (Wang & Cheng, 2020) will be captured from the interview subjects, with interviews to be carried out using Microsoft teams or in person, during the Months of January and February 2024 
Saunders et al. (2007 )writes: “Sampling techniques provide a range of methods that enable you to reduce the  amount  of  data  you  need  to  collect by  considering  only  data  from  a  subgroup  rather  than  all possible  cases  or elements” as such, the researcher must consider that it will not be possible or time effective to interview all possible interview subjects within the geographical area, and the data would be skewed by the larger subject group of ‘non third sector’ individuals. Therefore, a representative sample of the geographical population was selected using purposive sampling (Ames et al., 2019) on the basis that they meet the required characteristics for the study; working for a business involved in the ‘help and support’ or health sector. These interview subjects should be able to provide rich data for the purposes of this research report. As there are only limited subjects who work within the help and support sector (3rd sector) the sampling could also be considered homogeneous (Purposive Sampling | Lærd.), although there will be some variation in level within the organisations, for example, managers, ‘front line’ workers and ‘back office’ or non-client facing staff will be interviewed. 
All interview subjects are to be formally invited to interview and given an explanation of the purpose of the interview and of its anonymous nature, participants are to be informed that data will be promptly anonymised, and their records stored on secure cloud-based servers with a coded identifier. Contact details of the researcher to be given to all subjects for any follow up queries, and all subjects to be informed that they may withdraw from the study at any time. 
Interviews are to be carried out via Microsoft teams or in person, to the interview subjects’ preference, and recorded for transcribing. 
Semi structured interviews to be carried out, with questions to be asked focusing on personal values, motivation, job satisfaction and recognition, as well as questions focusing on value conflicts, both between personal values and organisational values, and value clashes between staff members. 
The semi structured interviews will use a set of core questions, reproduced below, which will invite and encourage further discussion with the interview candidates.
	Q1. Can you tell me a little about your role within the organisation?

	Q2. What motivated you to join this organization, and how do your personal values align with the mission and goals of the organization?

Q3. How do you perceive the value of the work you do in contributing to the organization's mission?

	Q4. Have you ever encountered situations where your personal values conflicted with the values of the organization? Could you share an example?

	Q5. How accessible do you find management in terms of addressing concerns or seeking guidance? 

	Q6. Do you feel that management (or you yourself) may have to make choices that may not align with their personal values, or the organisational values, to secure the future of the organisation?

	Q7. How do you perceive the differences in work culture and job satisfaction between the third sector and other sectors?

	Q8. do you think silo-working, sub-cultures or a lack of growth mindset / ‘nostalgia’ is an issue within this organisation, or your sector in general.

	Q9. Have you ever considered transitioning to a different sector for higher pay, and what factors influenced your decision to stay?


[bookmark: _Toc163818697]3.5 Ethical considerations
Prior to commencing data collection an ethics form was completed and submitted to the university for approval, all participants have been informed of the purposes of research and why they been asked to take part and have given informed consent to participate. 
No interview subject is under the age of 18, and all have full mental capacity. Standards of good practice and respect as expected by the university have been adhered to at all times, and consideration has been given to any ethical issue that may arise from this research project, including reputational damage to individuals, organisations or the university. As such, interview subjects to be given the option to decline to answer any questions that they do not feel appropriate.
[bookmark: _Toc163818698]3.6 Limitations, validity, and reliability
The researcher must consider the limitations of the research, as well as the validity and reliability of the data gathered. 
The Limitations include the fact that the sample size is relatively small, and that a longer research period would allow for a larger number of interview subjects, the narrow time span allowed for data collection limits the number of subjects it is possible to interview. The study is also limited by the geographical area, 3rd sector organisations and organisations working in the help and support sector within this geographical area are likely to deal with several of the same customers or clients and may be known to each other or share networks or report similar issues. If this study was broader, and able to compare, for example inner city support agencies with rural support agencies it may provide more and different data.
The study also needs to consider the risk of bias from the researcher, this can be partially avoided by selecting the interview participants randomly from the pool of available subjects, rather than by approaching individual subjects who may be known to the researcher. The risk of Bias in favour of third sector vs private sector remains, and this can be partially avoided by using thematic analysis of the anonymised data.
A validity and reliability issue is that the study is likely to be unverifiable due to not being able to be truly replicated, as even if the same interview subjects were re-interviewed, their views, beliefs, attitudes or employment may have changed, therefore delivering different results (Theofanidis & Fountouki, 2022). The problem of dishonesty, under or over exaggeration from interview candidates remains a risk. 
[bookmark: _Toc163818699]3.7 Methodology Overview
Using a phenomenological and Epistemological approach, semi structured interviews will be carried out with a pool of 8-10 interview subjects, all based and working within the assigned geographical area and having the required characteristics for sampling, the selected approach aims to identify the beliefs, feelings and philosophies of the individuals interviewed in relation to the research objective, that being to identify common themes of motivation and values within the help and support and health sectors, and how value conflicts are dealt with by organisations and individuals. 
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[bookmark: _Toc163818701]4.1. Qualitative Data.
This study set out to examine workplace culture and value conflicts within the workplace, specifically focusing on third sector organisations and public sector organisations engaged in providing help, advice and support to customers. As stated in the methodology chapter, a qualitative method was chosen, with semi structured interviews carried out with a number of employees working within the third sector and the public sector. Candidates were an even split of third sector and public sector employees, and were employed in a range of roles, from CO/senior management to minimum wage employees on fixed term contracts.
Interviews were carried out either in person or via Microsoft teams, with interview candidates encouraged to expand on the questions and share their feelings and beliefs on how their organisation is managed, how they perceive their workplace culture and if they believe that shared values are a key part of their organisation. 
The ideas of belonging and value led culture were discussed with all participants, and the interviews were transcribed and broken down into a thematic chart, as well as plotted on a heat matric, where positive and negative experiences within their organisation are assigned a traffic light coding, With Green representing a positive experience, Amber a varying experience and Red a negative experience. 
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Heat/data matrix- Clarke. 

[bookmark: _Toc163818702]5. Discussion and Analysis
The creation of the heat/data matrix allows us to examine a visual representation of the overall perception that the interview candidates hold about themselves and the organisations they work within. It is interesting to note that while the third sector interview candidates largely hold an overwhelmingly positive view of their workplace culture and embodied values, this is skewed by the interviewing of a senior staff member, who reports issues with their managers, and that they do not feel valued for their contribution, and that of a back office staff member who acknowledges that their values are not fully in line with the ‘organisational mission’ and that their motivation for remaining is mainly financial. 
Of the public sector employees interviewed, the opposite appears to be true, with the senior and back-office staff reporting higher levels of satisfaction and feelings of value that the front-line candidates interviewed. 

Several clear themes were identified in the course of the study, and these are discussed in greater depth in the below section.
[bookmark: _Toc163818703]5.1 Theme- Public Service Motivation
An overarching theme that emerged in the course of this research, and the interviews carried out is that of Public Service Motivation, of the ten candidates interviewed, only one showed motivation not related to carrying out service/making a difference, despite the interview candidates being a mix of third sector and public sector employees (although all engaged in providing care, support and advice in some capacity) 
[image: ]

The other participants expressed that values such as integrity, honesty, and a commitment to serving others are important to them, and this is evident in the attitudes and actions of the individuals interviewed. They appear to prioritise the needs of their clients or patients and strive to deliver high-quality service despite various challenges. The below statement from a participant shows the strength of feeling of some employees who are engaged in ‘making a difference’ through their work. 
[image: ]
Other participants raised concerns about low and limited pay, within the third sector as a whole and the lower bands of the public sector, with the caveat that it was then an active choice by the individual to carry out lower paid work, as the work fulfils them and allows them to honour their own beliefs, ethics and feel they are making a difference. 

[image: ]
Concerns were also raised by participants that although a large amount of investment is made in recruitment and training, the statistically lower levels of pay may mean that retention of staff is limited to those who are in a position to be able to work for lower wages, meaning that highly skilled individuals may have to make the choice to work in a different sector, due to financial limitations.
[image: ]
This potential financial constraint or limitation can also skew the demographic, particularly in the third sector, where the staff are likely to fall into an older age range, this may mean that enforcing cultural change within the organisations may be more difficult, with one member of a management team stating-
[image: ]
And a manager in the public sector expressed concerns that-
[image: ]

The analysis of this theme leads us to believe that public service motivation and vocationalism is the key factor in what draws individuals to work within the help and support sectors, although this cannot be the only factor, and it appears to be often younger, or less financially secure people who are not able to work in a lower paid industry, or remain working long term in an industry that matches their personal values, of the candidates interviewed, it was a defining factor that the age range of the third sector staff was predominantly higher than the public sector candidates. This may be evidence that while public service motivation is the key factor for all candidates, and perhaps the industries examined as a whole, this cannot be the only factor that individuals take into account, unless they already find themselves in a more financially secure position.
			
[bookmark: _Toc163818704]5.2 Theme- Differences in perception of the organisational culture. 
The second clear theme to emerge was that of differences in perception of workplace culture and ‘how things are run’ between senior and junior colleagues, and differences in perception between ‘time served’ employees and those that are more recent arrivals to their sector, as well as a difference in perception of the customer/client or Consumer by the staff. The Interviews participants were an even mix of senior and junior staff members and there were clear differences in how they perceive their organisation, the organisational culture and their worth to the organisation and the subsequent reward and recognition. An interview candidate who has a history of working in the public sector and has transitioned to the third sector stated;
[image: ]
A participant who is currently employed within the public sector expressed concern about the culture of their workplace, stating;
[image: ]
A public sector staff member who is engaged in ‘back office’ work, working closely with more senior figures as well as front line staff expressed the
view that 

[image: ]

Overall, it became apparent over the course of the interviews that while third sector employees usually find their managers approachable and feel valued in their work, as well as feeling that generally the organisation is united and problems being resolved quickly, this is not echoed in the public sector. Within the public sector it appears that senior managers are ‘out of touch’ with the reality of their workplace culture, with emphasis on policies, slogans and the publicly presented ethos of the organisation, while this varies drastically from the ‘real world’ experience of the staff, particularly those on a lower pay scale and client facing, who overwhelmingly feel undervalued and pulled in different directions by demands of clients or customers and that which is expected of them according to organisational policy. The majority of public sector workers interviewed felt that management are not approachable and that they are not valued in their work, which appears to add to their overall disenchantment with their work and lack of engagement.

[bookmark: _Toc163818705]5.3 Theme- Entitlement and Recognition. 
In the course of the interviews a number of candidates expressed views that the personal and team recognition they gain from their work, and the difference that they feel they are making to wider society is of greater importance to them than the financial renumeration that comes from work, however front line staff within the public sector expressed the views that senior management do not lead effectively and that staff are not recognised and rewarded to the level that they feel they should be; 
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As well as expressing concern that the ‘on paper’ values of their organisation are not echoed by the reality of their workplace culture.
[image: ]
A third sector manager expressed that they have been treated very badly by board members, and feel that they have been placed in an uncomfortable position, where they must defend the organisational values as well as the rights of less senior staff, the staff member generally feels supported by frontline and back office staff, with the only conflict arising from senior managers, as their motivation may be more strategic and finance based than that of the ‘on the ground’ team.
[image: ]
Staff within the public sector shared that their workplace culture is not positive or supportive, and that they feel there is a ‘culture of entitlement’ with staff often looking for progression and pay increases rather than supporting their colleagues. Statements included; 
[image: ]
It was also expressed that the public sector does not have a very dynamic or organic culture, with a lack of cultural change and cases of staff members that don’t ‘fit’ the cultural paradigm leaving their roles shortly after joining.
 [image: ]

[bookmark: _Toc163818706]5.4 Theme- Reasons for Retention. 
When asked to discuss reasons for employee retention and long-term goals, the interview candidates expressed a variety of motivations, within the public sector this included guarantee promotion/salary increase through the banding system, as well as enhanced sickness and maternity leave, and generous pension schemes. There was the implication that work would become less arduous as one progressed up through the ranks and that the ‘long game’ was worth playing for job security, even if individuals feel less supported. This detracts from the vocationalism that we assigned to all individuals interviewed at the beginning of this study.
A manager within the public sector is quoted as saying;
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Another public sector employee shared that the role they are employed in is convenient to them, but they do not feel loyalty towards the organisation and do not respect the organisation, due to the disjointed and siloed ways of working they have observed.
[image: ]
Another front-line public-sector worker summed up their work-life and their experiences by stating 

[image: ]

Referring back to the data/heat matrix (fig) it is notable that the interview candidate within the third sector organisation that felt least valued was the senior manager, who stated that;
[image: ]
the interview candidate followed this up with a statement that expressed that the values they see, and try to nurture within their team go some way towards combating the treatment they have received;
[image: ]

A front-line worker within the third sector, who has a history of working in a variety of sectors stated that their reasons for staying included a mutually respectful and supportive environment;
[image: ]
While another interview candidate from the third sector raised the case that presenteeism is not an issue within their organisation, with employees being valued for the contributions that they make and not penalised for illness, absence or personal issues, and that while this is a reason for their retention, it would also be a barrier to them leaving to pursue higher pay, as they would not expect the same respectful treatment in another sector;
[image: ]
A sentiment echoed by the majority of third sector employees, was notable by its absence in public sector employees.
[image: ]
[bookmark: _Toc163818707]6. Conclusion
The subject of employee wellbeing and workplace culture is arguably one of the most studied areas of business administration/human resources, however there is little data available on the working environments of third sector employees. 
This study has aimed to explore the contrasts between public sector and third sector employees and had identified some clear areas of difference in the perception of individual employees. Within this research project we were unable to expand our research question to encompass asking if employee wellbeing increases productivity, and this could be expanded upon in a future paper. 
Key findings of this study are that (taking into consideration influencing factors such as small sample size and geographical area, which may impact the results) overwhelmingly, third sector employees are more supported, feel more valued and are more satisfied with their lot than their equivalents in the public sector. In regard to salary/pay, no individual disclosed their salary/rate of pay, but the published average salaries for the industries shows a marked difference between sectors. 
In the majority of cases within the third sector, financial renumeration is of less importance than the vocationalism of the employees, and the opposite is shown within the public sector, with emphasis on ‘pay equals value of employee’ being a recuring factor. Public service motivation, as exhibited by the majority of interview candidates can be seen as fulfilling the need for eudaimonia, which is a crucial part of Self-determination theory. Both Eudaimonia and self-determination rely on the individual being in a position where self-actualization, personal expressiveness and autonomy are valued, however the views expressed by the interview candidates working in the public sector demonstrate that this self-actualisation is not being truly fulfilled, while they are working in a more rigid, hierarchical organisation. 
Another factor that became apparent is that there is a ‘disconnect’ between senior and junior figures within the public sector, senior figures within the public sector appear to hold the world view that their organisations have a positive workplace culture through all levels of the hierarchy, and that their organisational manifesto or ethos is successfully manifested by the staff throughout the organisation, this view is not reinforced by front line staff within the organisations who present the views that they are undervalued and that management are unapproachable, with value conflicts becoming apparent as front line staff look to prioritise customer or patient wellbeing. This disconnect echoes the social identity theory issue of ‘us vs. them’.
All participants interviewed from the third sector organisations felt that there was no link between being in a position of privilege or financially secure and being able to carry out the work that they do, alternatively the public sector employees felt that you must have a level of financial security in order to work within the third sector, for perhaps less pay but more reward. The age range of the interview candidates shows that the third sector predominantly has employees of an older age range, including individuals who may have passed retirement age and returned to the workplace which could lead us to believe that despite the candidates not agreeing with the hypothesis, there is a higher likelihood that employees within the third sector are more financially comfortable or established in careers than those who may work in the public sector (specifically front line or low grade roles).
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Consequences of deficient organizational structures

‘There are a number of problems that so often mark
the struggling organization and which even at the.
best of times are dangers that have to be looked for.
Child suggests the following st which he says
structural deficiencies wil exacerbate.

1 Motivation and morale may be depressed becauss:

(@) Decisions appear to be inconsistent and
arbitrary n the absence of standardized rues.

(6) People perceive that they have e
responsibilty, opportuniy for achievement and
recognition of their worth because there s
insuffcient delegation of decision making. This
may be connected with narrow spans of control

(©) Thera is a lack of clarity as to what is
‘expacted of people and how their
performance is assessed. This could be due
o inadequate job defintion.

(@) People are subject to competing pressures
from different parts of the organization due to
‘absence of clearly defined priorities, decision
rules or work programmes.

(6) People are overioaded becauss their support
systems are not adequate. Supernisors, for
instance, have to leave the job to chase up
materals, parts and tooks a there s o adequate
system for communicating forthcoming
requirements {o stores and tool room.

2 Decision making may be delayed and lacking in
qualty because:

(@) Necessary information is not transmitted on
ime to the appropriate people. This may be.
due to an over-extended hierarchy.

Dacision makers aro too segmentad info

Separate units and there is inadequate

provision to coordinate them.

(©) Decision makers are overioaded dus to.
insufficient delegation on thelr part.

(@) There are no adequate procedures for

‘evaluating the results of similar decisions

made in the past.

©

3 There may be conflict and a lack of coordination
because:

(2) There are conficting goals that have ot been
structured into a singl sat of objectives and
priorties. People are acting at cross-purposes.
‘They may,for exampl, be put under pressure
o follow departmental priorites at the expense
of product or project goals.

(b) People are working out of step with each
other because they are not brought together
nto teams or because mechanisms for liaison
have not been laid down.

(e) The people who are actually carrying out
operational work and who are in touch with
changing contingencies are not permitted to
participate in the planning of the work. There.
is thersfore a breakdown between planning
and operations.

4 An organization may not respond innovatively fo

‘changing circumstances because:

(a) It has not established specialized jobs
‘concerned with forecasting and scanning the
environment.

b) There is a failre to ensure that innovation and
planning of change are mainstream activities
backed up by top management through
‘appropriate procedures to provide them with
adequate priorty, programming and resources.

(e) Thers is inadequate coordination between the
part of an organization identifying changing
market needs and the research area working
on possible technological solutions.

5 Costs may bo rising rapicly, particularty in the.

‘administrative area, because:

(a) The organization has a long hierarchy with a
high ratio of ‘chiefs' to ‘Indlans'.

(b) There ks an excess of procedure and
papenwork distracting people’s attention away
from productive work and requiring aciitional
staff personnel to administer.

(e) Some or all of the other organization problems
are present.

‘Source: i (1988), Organizations: A Guid fo Problems anc
Pracice London, Paul Chapman.
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“I was boss in my previous role and so it's been quite difficult to adjust to an
organisation where I felt held back....although what attracted me to (The
organisation) was the, you know, the equality, the values, you know, the diversity
and also sort of dealing with vulnerable people and | was disappointed at the fact
I couldn’t progress quickly up the ladder”

Participant 1
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“I joined the organisation very much because of feeling slightly conflicted by the
work I was doing previously (private sector). And | wanted to be able to join an
organisation where you felt that everything you was doing was for the actual
benefit of your clients and possibly influencing policy, law etcetera rather than
working to because | was working in essentially in local government. So rather

than working to maybe comply or to enforce, regulate, complying with laws that

you may feel were unjust and unfair and possibly promoting inequality”
Participant 2
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[t think it's an issue isn't there, when we work in a sector that is historically low
paid and there is a balance between the fact that we may want to work in the
sector or similar sectors because of our values and our ethics. And then we don't
necessarily want to make work for profit driven companies’ or also company or
you know statutory sector and having to comply with rules that don’t match with
your values, or you might say you don't really agree with them. So, we don't want
to be part of it that level of enforcement of those rules. So, you understand and
accept therefore that the pay that you're likely to get is going to the remuneration
is not going to be the same as you may be where you're working in other sectors.”

Participant 4
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“you don't have a very high pay so that means that people who want to do this
kind of work may be disinclined to do so in or staying as you know take on our
current organisation we you've got lots of people who have joined in the last two
years who | would say almost to a person are very bright you know and they're
very committed and they're doing a really good job. But is this really is this
something we're going to stay in as they may want to buy homes, they want to do
other thing you know financially is this a career that they can stay in. And then

from an organisational point of view if you make all that investment in people's
time, if you make all that investment in the training etcetera and if you then going
to lose the people after 18 months, two years and you're going to recruit again
and start again, it's really tricky. So, I think, you know, higher pay for this type of
work is important”
Participant 3
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“ I think there is a big cohort of people who get into third sector feel very
comjfortable and then wants to keep on doing what they've been doing forever.”

Participant 4
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“I am deeply uncomfortable that our trustee board is all aged 60 Plus. and I'm
deeply uncomfortable that our senior management team are all of @ more senior
age range, diversity in management is so important, but super hard to enforce
that change”

Participant 5
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“You would see incidences of bullying in some way or another, whether it's
because people, some people, colleagues are being ostracised from certain
interactions or whatever. It might be that kind of behaviour or probably
sometimes seeing people being spoken to in a very robust possibly was more
culturally acceptable, but you might think now is bullying. Certainly, much more
focus on in private sector, you know, profit, costs, numbers over people you know”

Participant 3
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“And I think in local government, one of the, you know, main differences is that
the expectancy is that you'd be very suspicious of the people you are dealing with
in terms of the public, that you should be suspicious that they're trying to defraud
or they're trying to lie in some way and also possibly suspicious they might want
to punch you or kick your spit at you or whatever, you know. So, theres that kind
of different cultures”
Participant 7
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“So there is the culture of moaning in the public sector. And it’s ignored once
you're in senior management and you're all having deeply intellectual
conversations about fantastic charts and how the organisation looks and work
programmes and whatever, it gets great, but that’s not a true reflection of what’s
going on lower down”

Participant 6
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“the behaviours I see in the organisation from people that | would expect to be
able to understand what leadership is all about, and behave in those ways and
put their own personal, you know, comfort out their way, because actually, you
paid for to do this, and this is your role. Don't exhibit that. And I'm astonished.”
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“And I also think, you know, I do think we have a common set of values. But I think
it's really important that we talk about them more, because I'm not sure they're
quite as shared as | would like them to be.”
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“So, I have never been treated as badly as I have until this job. But I think that's
for lots of reasons and whatever and, you know, so and some of that has been
about conflict management.”
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“People are extremely critical of other people, and they're potentially trying to
influence other people's views of other colleagues and things like that”.
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“There's definitely an element of, well, we do things this way. Ohh yeah. And
that's not a healthy attitude”.
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“What I find is people come into primary care and they get promoted. They only

leave because they've expected to be promoted and then aren’t, We, you know,

we encourage that learning and they learn so much. So, | would say attrition is
high, but it's high for all the right reasons.”
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“I feel the council’s departments are very disjointed and that some departments
want absolutely nothing to do with others. I don’t believe the needs of the
customer comes first with this organisation. | feel very undervalued in my job. As
said it suits me at the moment but certainly does not fulfil me”
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“Public sector, you know, you've got that stability, generally protected from big
changes, whatever, but the misery of people working in the public sector, oh my
God”.
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“The trustees .... their behaviours haven't followed that. So, they continue to |
sometimes treat me that as if I'm not trustworthy, as if I'm not competent. They
all come from very different sectors, and I have been shouted out, I have been
called into meetings at which I've been shouted at. I've had to apologise for the
behaviour of the trustees to other members of staff. And | have been humiliated in
meetings”.
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“Reward is far more than financial, because for me, how we behave and how we
treat each other. It's very trite, but for me, that's absolutely fundamental to feel
about a iob”.




image26.png
“I think there are various cultures. | think one of the things that I think is very
impressive has always been the case and I think now it's been seen in different
ways is the way that support, and mentoring isn’t necessarily a downward
process. So, from you know from managers to people as they supervise etcetera
because lot there's lots of colleagues supporting each other, morale boosting will
come from all members of staff to each other and sometimes that's probably not
recognised”.
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“I feel valued and so people you know obviously managers know et cetera that |
have these health issues and you know and I probably work a hell of a lot
probably more than my standard hours when I'm in work but having these health
issues, that's a barrier to me thinking about working in another sector”
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“I feel a loyalty to the organisation as well because I think the organisation has
shown me loyalty”.
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