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Culture analysis of Tai Tarian Housing Association and recommendations of improvement





Organisation overview
Tai Tarian is a public sector, Social Housing Landlord based in Neath Port Talbot and the Afan Valleys, South Wales. The organisation currently has over 9000 properties and continues to grow its property portfolio and develop its current properties in line with its sustainable homes for future strategy. It was developed in 2011 after taking ownership of the Neath Port Talbot housing stock and 200 employees at the time. At present it has 520 employees, which are a mix of hybrid working and community-based roles. 
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1. Introduction
Organisation Culture is a term without definitive definition, although, it can be broadly viewed as the way an organisation treats both its employees and customers (People Insight,2023). This can be through an organisation’s strategy, agenda, values, ethos, policies, and procedures, and therefore, in turn employee behaviours and attitudes to work because of the expectations set out in such processes (People Insight,2023). 
Green (2019.p.6) refers to culture as “the way we behave around here”. At its best, Khan et al (2010.p.257) highlights that culture should be both “stable and flexible,” with the organisations mission and goals providing a steady platform to then be flexible in reaction to both internal and external change.
An indicator of organisation culture can be highlighted through its reputation, through current or past employees’ reviews/opinions and through its customer service ratings (CIPD,2022a). 
A survey by Deloitte in 2017 concluded that 88% of participants believed that organisational culture is key to organisational success (Cited in Benton,2022). It is suggested that if the culture of an organisation is right, the correct and best working practices will automatically follow (Hsieh,2010). 
The impact of negative/toxic culture, through demotivation and low engagement along with detrimental effects on employee mental health and wellbeing (Personnel today,2011) and therefore can result in the rise of absence and attrition rates (Green,2019;Woffindin,2022). 
Taylor (2014) highlights for culture to work it should be designed from bottom up and then developed by the organisation as a whole to avoid resistance to change by employees. 
Employees are an organisations main asset (Hobson,2019), therefore investment in employees, through developing culture, will in turn reinforce organisation resilience and success (Wong,2023).
To analyse culture within an organisation various models have been developed. This includes “Quinn and Cameron’s culture model,” also known as a “competing values framework” (1.1 below), (Gardner,2023). 
1.1. 
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(Adapted from Gardner,2023)

As shown in 1.1 the model consists of four cultures but also considers if an organisation is more flexible or stabile or has an inward or outward focus, which therefore considers realistic conflicting priorities of an organisation. An outline of each type of culture is as follows (1.2).
1.2. Types of Culture 
	Culture
	Positive factors
	Negative factors

	

	
Clan culture

	
· Family environment 
· Friendly and respectful 
· Focus on employee wellbeing, involvement and engagement.
· Mentoring and coaching approach  
· HR is seen as a valued element of the organisation
· Promotes communication

	
· Conflict between customer and organisational need - the organisation will more than likely win, which can therefore affect customer service priority.
· Needs clear communication to work 
· Horizontal management structure day-to-day tasks can lack direction

	


	
Hierarchy culture

	
· Internally focused 
· Clear management structure 
· Value placed on clear process and efficiency. 

	
· Highly controlled 
· Less reactive to changing demands of outside factors. 


	


	
Adhocracy culture

	
· Autonomy and freedom to be creative and innovate 
· High profit
· Focused employees 
	
· Success is based on how well the ideas satisfy demand. 
· Fast pace working environment.


	


	
Market culture

	
· Focused on achieving targets.
· Set objectives to work to
· Externally focused – so profitable

	
· Competitive 
· Rivalry created amongst peers. 
· Risk of burnout 


	



               (Gardner,2023; Heinz,2022; People Insight,2023; World of work,2023).



				

2. Main findings 
When Considering Quinn and Cameron’s culture model (1.1,1.2), (Gardner,2023) in relation to Tai Tarian, both the Hierarchy and Clan cultures is shown, with ongoing culture change particularly over the past 3 years.
Pre-Covid the organisation could be seen as having a primarily Hierarchy culture (Gardner,2023), which was inherited from the takeover of the local council housing stock and council employees during the development of Tai Tarian as an organisation in its own identity (Tai Tarian,2011), with a “we have always done it this way” and reluctant attitude to change, which is typical of a public sector organisation due to its general internal focus and hierarchy structure (Burt,2018;Gov.Net,2020). 
The Clan culture (Gardner,2023) could be highlighted to start along with the Covid pandemic circa March 2020 (Institute for Government,2022) where the organisations leaders focus was on creating an organisation of support and care in an unprecedented time (Harvard Business review,2020), this is due to the instant demand of change of working process imposed due to lockdowns (Institute for Government,2022).  
The world of work continues to change in line with societal and employee demand (Ferry,2021), in today’s tight labour market (Johnstone,2021) and climate of the “great resignation”” (Jacobs,2021), this is something that appears to have impacted the organisation's ability to recruit and retain talent over the past 12 months (Tai Tarian,2023c).
The CIPD Resourcing and Talent Planning Report (2022a) highlights the value of positive workplace culture. The report concluded that culture attracts more talent than salary, with this in mind even during the current cost of living crisis in the UK (Anderson and Kirby,2023) its inevitable influence should be a priority for organisations (CIPD,2022a). As a public sector organisation Tai Tarian is limited on what pay increase (if any) it can make (Reuben,2022), therefore in order for Tai Tarian to compete in the “war on talent” (Benedet and Nikolov,2022) it will need to continue this change in culture to attract and retain talent. 
[bookmark: _Hlk128041570]Tai Tarian has clear Mission and Goal statements (Tai Tarian,2021a) and Employee Behaviours Framework (Tai Tarian,2020) which promotes its contribution to achieving environmentally friendly and sustainable communities through its current outlined Strategy (Tai Tarian,2021b), which is confirmed through its recently awarded “Landlord of the Year” status for its work on sustainability of its tenants’ homes (Tai Tarian,2022a). 
It should be noted that one aspect of the Clan culture refers to the point that customer service may be negatively affected, but this would not be considered as an issue within the organisation, as customer service is a primary factor within both strategy and goals as the organisation aims is to “put its customers at the heart of everything it does” (Tai Tarian,2021b).
The introduction of a more established communication team has seen the delivery of monthly communications from the Senior Management Team (SMT) to provide transparent insight of key upcoming change and success stories. An “Employee Voice Forum” has been introduced, which has enabled a group of employees from various parts of the organisation to get together and discuss relevant change topics and put forward ideas to SMT. Also, a new “Employee Intranet” developed (Tai Tarian,2023a).  Communication is key to the success of the Clan culture (Heinz,2022) and also attributes to an employee’s feeling of involvement and engagement (Gardner,2023), therefore these tools can help to encourage the fundamental aspect of the clan culture going forward (Heinz,2022). 
A reduction in Disciplinary cases, with 80 disciplinary hearings completed in 2019 (pre-Covid) and just 12 completed in 2022 (post-Covid) (Tai Tarian, 2022b), suggests a shift to a more people centric then process approach to Employee Relations, this could be seen as evidence of the culture change from Hierarchy to Clan (Gardner,2023), this approach encourages Employee Well-being and also highlights how Tai Tarian is adapting its ways of leadership. There could also be a link here by where the HR team are being involved by managers at key stages of Employee Relation issues and managing any conflict before formal implications need to take place, highlighting the increased value seen of HR, again in line with the adaptation of the Clan culture (Gardner,2023).
The most recent Employee Survey has seen the organisation described as a “family environment” (Tai Tarian, 2022c), and comments highlight that, in general, there has been a shift in leadership styles over the past three years, with a focus on autonomy within roles and encouragement of time to innovate and develop better working practice. In consideration of “Quinn and Cameron’s culture model” (Gardener,2023) this does pose an element of the Adhocracy culture, but this is limited to a few teams.
Attrition and Absence rates have seen a steady in increase over the last year. Analysis of exit interview data and leaving reasons highlights that employees are leaving primarily to seek better pay and holiday entitlements, but over the last year of 90 leavers, 15 highlighted an issue with line manager relationships, lack of leadership from SMT and clarity on role specific duties. A small proportion of these leavers (4) also highlighted a culture of bullying at the workplace (Tai Tarian,2023e). Even at a minority these claims suggest that the message from SMT of flexibility and collaboration through  the Behaviour's Framework (Tai Tarian,2020) is not considered by all line managers in line with the organisational goals (Tai Tarian,2021a). 
Yohn (2021) highlights that a top-down approach to delivering change is no longer efficient in todays work climate, that change should be enabled and encouraged from the bottom up, and all employees need to be involved to achieve the best outcome (Taylor,2014). This may give reason to why the past top-down approach of Tai Tarian has not worked, but with the introduction of the new communication tools this may improve (Bosworth,2016).  
Analysis of Absence rates within Tai Tarian sites an increase in workplace stress/burnout/mental health related absence, this is particularly seen in hybrid working roles (Tai Tarian,2023b). This could suggest a link to a poor/toxic workplace culture (Green,2019), but there are other factors which should be considered. For example, these roles were not part to the furlough scheme during Covid restrictions (Institute for Government,2022) and potentially were subject to the navigations of trying to work from home whilst home schooling and feeling isolated due to restrictions (Stanley,2021). 
The Employee Survey (Tai Tarian,2022c) also highlighted the lack of a clear Hybrid Working Policy which has created ambiguity and different approaches by management of how their teams should work. 
Policy and Process are a fundamental part of what makes up culture (People Insight,2023). Lack of clear process of hybrid working expectations for 68% of Tai Tarian’s total employees (Tai Tarian,2023c) could potentially be causing stress and negatively influence future talent retention (Mayne,2022). 
There have been reports from some team managers that their team do not want to attend the office at all (Tai Tarian,2023d), this could be because of the benefits, such as, no commute, being environmentally friendly and greater flexibility (Kruse,2022).
Further analysis of the leavers data in respect of those that cited dissatisfaction and bullying claims were hybrid workers (TaiTarian,2023e), it could be considered that as the organisation expectation is for hybrid workers to attend the office (Tai Tarian,2022d) at least in part, that these employees have chosen to leave to avoid a toxic workplace culture – which was found to be a leaving reason though a national survey conducted by the site “Remote Worker” (Souter,2022).
As acknowledged, there is a disparity within the organisation when trying to establish the type of culture it has. Consideration could be made to the workings of Mcgregor (Juneja,2022) who highlights two views of human behaviour in relation to work, which he refers to as “Theory X” and “Theory Y”. Theory X takes a negative management approach to employees, with the view that they do not value or want to be at work and are resistant to change, with a management style of control, preventing innovation. Theory Y views that those in managerial positions so take responsibility to promote contribution, and autonomy to working environments, enabling teamwork and collaboration by enabling opportunities to employees to develop skills (Jneja,2022). Results from the Employee Survey of 2022 (Tai Tarian,2022c), along with consideration of response to exit interviews of leavers (Tai Tarian,2023e) suggests both theory X and theory Y management styles are within the organisation. 
Management style and their effects on employees is highlighted as the main reason employees leave jobs (Hyacinth,2017;Kelly,2019) this in part could be seen as why there appears to be a toxic culture in some parts of the organisation (Personnel today,2011).
Line managers also play a significant part in their team’s engagement and experience of work, with studies showing that managers can be accountable for up to 70% of engagement level variance (Thompson,2023) and are seen as the biggest demotivator at work (Abdriotism,2016). Truly listening to employees is a key attribute a manager requires to boost employee morale, engagement, and positive culture (People Management, 2023). 
Employee engagement is crucial for any organisation (Thompson,2023) and a key driver of employee satisfaction, which can increase motivation and loyalty. This in turn can decrease attrition and absence rate and drive-up profitability (CIPD,2021). 
Macleod and Clarke (2009) suggest that engagement is driven and achieved through transparent leadership, motivational line managers, provision of employee voice mechanisms and importantly through values and culture that is what the organisation portrays it to be. From the previous points raised in this report, consideration of these points in relation to Tai Tarian suggest the need for continued work in all areas to increase employee engagement. 
Young (2019) highlights that employee engagement can be increased through learning and development, with learning and development opportunities considered one of the reasons employees stay at an organisation (Rigoni and Adkins,2016).
Tai Tarian appears to have a culture of learning which is shown through 17% of employees currently studying apprenticeships/college or university courses, with paid time off to attend and paid study days (Tai Tarian,2023f). This is encouraging, but it is important to recognise and reward success, and acknowledgement of achievement, through financial and non-financial gain (CIPD,2015). This can again encourage employee satisfaction, engagement, increased productivity and overall, a positive culture (People Management Insight,2022). Currently there is no clear reward and recognition system in place at Tai Tarian, encouragement is placed on employees to celebrate success using communication tools such as Yammer and the internal Intranet, but looking at usage statistics not all the organisations take opportunities to do so with only 4% of the organisation having used these tools to post about achievement (Tai Tarian,2023,g). This highlights that there is no succession planning in place for employees who have completed such courses, also highlighted by leavers exit interview data with “lack of progression opportunities” cited (Tai Tarian,2023e). Creating a learning culture therefore seems futile as the organisation pays to educate these employees and then loses the skills (Allen and Bryant,2012). 
An important part of employee engagement and creating a positive working culture can be through recognition of diversity amongst employees and providing equality, equity, and inclusion to all (CIPD,2019). The acknowledgment that everyone is different and therefore will need different tools to help them achieve will help to provide support and enable employees to feel valued and included (Barrett,2020) and ultimately belong to the organisation and go on to be brand ambassadors (Skelton,2019). The organisation promotes itself to be diverse and inclusive, through its Mission and Goals Tai Tarian,2021a), Strategy (Tai Tarian,2021b), Behaviours Framework (Tai Tarian,2020) and Recruitment process (Tai Tarian,2022e). There was also no indication of any issues in this area revealed from the Employee Survey (Tai Tarian,2022c) or Leavers exit interview data (Tai Tarian,2023e) so there is nothing to suggest otherwise at this time.  
Health and Well-being initiatives within an oganisation can support employees and enrich lives overall - “Employee wellbeing is the new workplace imperative” (Gallop,2021).
Well-being at work is much broader than promoting physical health and healthy food choice, it considers, but is not limited to:
· Provision of a suitable working environment 
· Positive working relationships
· Autonomy
· Pay and reward
· Work life balance 
· Values based leadership
· Ethical principles
· Inclusion and diversity
· Available employee voice mechanisms
· Available career development  
· Learning opportunities  
· Financial support/advice
(CIPD,2022b).
A clear focus on Employee Well-being has been introduced at Tai Tarian since the Covid Pandemic started in March 2020 (Institute for Government,2022). This is through provision of Mental Health First Aiders, “Iact” accredited Mental Health training for all, encouragement of Flexible Working where possible, mindfulness and self-care tips and general advice from the Learning and Development team (Tai Tarian,2022f). Employees also have access to a free Employee Assistant Program and “help@hand” app both which provide health, financial and legal advice (Tai Tarian,2022g). 
In consideration of these points, above and as mentioned from the Employee Survey (Tai Tarian,2022c) and Leavers exit interview data (Tai Tarian,2023e) overall employees feel the organisation provides support in some areas of Well–being but not others, this could be also subject to awareness of these benefits as line managers are tasked with delivering messages about such benefits in case communications are missed. 
It should be noted that Kahn et al (2010) does highlight that having a positive culture does not necessarily guarantee a successfully organisation, which leaves the suggestion that there are many intricate factors that affect an organisation, and in line with consideration of diversity – not all employees will behave in an expected manner, if there is as positive culture, if they are engaged, if an organisation caters for all aspects of wellbeing, a person may still leave due to their own individual circumstances.

3. Conclusion
As mentioned, an organisations main asset is its employees (Hobson,2019), therefore investment in employees is critical for organisational success. Focusing on a “people” approach to culture, will increase engagement and wellbeing creating a positive working environment.   
Findings of this report in relation to the culture at Tai Tarian highlights improvements made over the last 3 years, have started to create a culture of transparency and involvement, and increased engagement (Thompson,2023).  
Although, as mentioned there is some disparity of opinion within the organisation (Tai Tarian,2022c;Tai Tarian,2023d;Tai Tarian,2023e), along with increased absence and attrition rates (Tai Tarian,2023b) which suggested at least in part a toxic culture is present (Green,2019).
This highlights that the way the organisation presents itself through its Mission and Goals (Tai Tarian,2021a) and Strategy (Tai Tarian,2021b) to its external environment, does not align with the true internal employee perspective at this time (Tai Tarian,2022c;Tai Tarian,2023d;Tai Tarian,2023e), creating ambiguity and mistrust (Yohn,2019).
The organisation will need to consider the points highlighted within this report and seek methods to create the positive culture it has already started to aim for, which should continue beyond the implementation of the recommendations presented. 

4. Recommendations

4.1 Development of a Hybrid working policy
Aims: 
· To create clear guidelines and expectations of hybrid working practice going forward
Objectives:
· To ensure all teams are working in line with the Hybrid working policy to providing fairness across the organisation. 
As highlighted by the recent Employee Survey (Tai Tarian,2022c) there is no process in place therefore different approaches to the management of hybrid working is occurring amongst teams causing frustration amongst employees, this could in turn effect future attrition rates (Mayne,2022). Clear process will continue to work creating a positive work culture (People Insight,2023).
To note: 
There will be need for training delivery to line management with the opportunity to discuss any issues, concerns, or individual employee cases where exceptions to the policy may be needed. 
	Initial costing

	 HR Team (4 team members, for 4 days over 1 month) working in conjunction with Union representatives to develop Hybrid working Policy 
**no extra cost of union representatives as allowance allowed in working week for union duties
	£2500

	Total:
	£2500

	

	Potential savings

	Reduction in Absence and Attrition:

Reduction in sickness pay 



Reduction temporary employee payments to cover sickness


Reduction in recruitment cost
	
£90,000 (Hybrid employees cost of work-related Mental health absence 2022)
£65,000 (Cost of sickness cover - 2022) 
£13000 (Cost of replacing leavers who identified issues with hybrid working )

	      Total:
	£168,000

	

	Costings could be offset by above but are not easily quantifiable due to other factors which could impact absence and attrition rates. 
**All costings are approximate




4.2 Organisational training day 
A training day for all employees to attend – the same content delivered on three different dates with a mix of employees from all departments at each event. 
Aims:
· To celebrate success over the last three years and look at what work looks like going forward due to changes from the coronavirus pandemic, hybrid working and employee expectation.
· Set out a reminder of what the organisation expects from its employees and also what benefits the employees can expect from the organisation in return. 
· Acknowledge that the organisation needs to work together to achieve its strategy – highlight the important part all employees play in achieving this. 
· Highlight changes such as the Employee voice forum, new intranet, Senior management team monthly briefings and the importance of all.
· Ask and listen to feedback from employees on the day and include the option of anonymous feedback – ensuring to respond to concerns raised 
Objectives: 
· To provide acknowledgement for success and clarity on organisational goals and strategy, ensuring all employees feel valued, included and part of the organisation (Barrett,2020). This gives the same message to all to try and eliminate the areas of the organisation where messages do not seem to be taken on board (SOURCE_TT). Listen and act on feedback to show that the organisation is listening to its employees and values their opinions.  

These factors can provide employees with a sense of purpose which can increase engagement and morale (Thompson,2023), in turn increase customer satisfaction (CIPD,2022a), reduce attrition and absence rates (Green,2019), and if achieved, these factors should enable the organisation to continue to move to a positive workplace culture (Hsieh,2012).

	Initial costing

	Rent of conference room (3 days)
Provision of food (520 employees)
Loss of 1 days working hours 
	£450
£5200
£65,000


	Total:
	£70,650

	

	Potential savings

	Reduction in Absence and Attrition:

Reduction in sickness pay 



Reduction temporary employee payments to cover sickness


Reduction in recruitment cost
	
£120,000 (Cost of work-related Mental health absence - 2022)
£90,000 (Cost of sickness cover - 2022) 
£97,500 (Cost of replacing leavers who identified potential toxic culture)

	      Total:
	£307,500

	

	Costings could be offset by above but are not easily quantifiable due to other factors which could impact absence and attrition rates. 
**All costings are approximate





4.3 To review key stages of the employee cycle 

Aims:
· To establish what works well, what doesn’t and what can work better, through consideration of employee feedback. 

Objectives: 
· Develop a business case from findings with proposed recommendations for improvement. 

This will encourage employee feedback to make changes in line with what employees want, through a people centric, bottom-up approach in decision making ,therefore  increasing engagement, promoting inclusion and improved delivery of service to employees as a whole (Taylor,2014). This will lead to further recommendations from the business case for future change. 
	Initial costing

	HR team time to include:
· Research /review of current process time 
· Attendance of Employee voice forum to discuss points and seek suggests of changes going forward 
· Development of Employee surveys – targeting specific groups - For example, an employee survey sent to 12 months previous new starters to gauge experience of recruitment, onboarding and induction.
· Data collection and analyses 
· Development of business case for changes to be made with project plan for implementation
(2 team members over 12 months, for 3 days each month) 
1 Temp cover for key day-to-day tasks 
	







£7200
£3600


	Total:
	£10,800

	

	Potential savings

	Reduction in Absence and Attrition:

Reduction in sickness pay 




Reduction temporary employee payments to cover sickness


Reduction in recruitment cost
	
£240,000 (Total cost of absence - 2022)
£180,000 (Total Cost of sickness cover - 2022) 
£475,000 (Total Cost of replacing leavers - 2022)

	Total:
	£895,000

	

	Costings could be offset by above but are not easily quantifiable due to other factors which could impact absence and attrition rates. 
**All costings are approximate
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