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[bookmark: _Toc516789577]1. Introduction
This report will critically analyse high-performance culture in the workplace, specifically at the Cambrian Training company (CTC). A high-performance culture is a critical element that contributes to the success of a business. A high-performance culture is realised through shared goals, empowerment and accountability for results if employers are receiving the right resources.
CTCs' main job as an organisation is to follow the strict rules and guidelines of MEDR and the Welsh Government. The company is split into 2 offices, known as ‘north and south’, where the main office is in Builth Wells and a smaller office is in Llanelli. Both have very different working environments; the smaller Llanelli team is friendly and relaxed, with a variety of different sectors, such as Hospitality, brewery, and essential skills, working out of. The North office in Builth Wells is where all the directors who are female and the HR and IT teams work out of. The directors often show signs of disagreement and bad communication, which will be discussed in this report.
This report is divided into three main sections, the first one being workplace culture and context. It will critically analyse CTCs' internal culture and how it's structured.  Schein’s Level of Culture and Handy’s Culture Types will be used to compare the culture of the head office against the Llanelli Office. The next section will explore the environment of the company using the PESTEL and SWOT analysis, to show how much of an impact outside factors have on the company and then connect the organisational efficiency to judge CTCs' efficiency in handling change. Finally, the report will explore the ethical behaviours of the staff of CTC. Looking at  leadership behaviours, using models like Lencioni’s Five Dysfunctions of a team and how it impacts trust and teamwork. Finally, the report will identify ways in which CTC can amend these issues to become a truly high-performing workplace.
[bookmark: _Toc823231925]2. Critical Assessment of Culture and Context at CTC
To critically assess the ways in which CTC can transition towards a high-performance environment, using Scheins three levels of culture, we need to take a deep dive into current culture and context of CTC This requires looking past simple observations of shared ideas, policies and procedures that shape conformity. Scheins model helps us to go beyond what is visible.  “A basic pattern of assumptions invented, discovered and developed by a given group as it learns to cope with its problems of external adaptation and internal integration.” (Schein, 1985). 
Schein theorises that there are three levels of culture, which are artifacts, espoused values and basic assumptions. For CTC the artifacts are staff appraisals, strict KPI targets and the career training path from a Training Officer (TO) to an Internal Quality Assessor (IQA). This shows that the company values compliance and order due to being funded by the Welsh government, which demands tight control. However, the physical separation of offices creates a cultural split. In the Head Office, all the Board of Directors work out of this office, which will put the rest of the departments who work out of there as well into an atmosphere of high formality, pressure and tension. In contrast, the Llanelli Office doesn't suffer with this pressure, which is clearly visible upon entry to a friendly, informal and camaraderie-like atmosphere.
Beneath the surface are espoused values, which are the ideals that CTC officially states, which are mainly learner success and staff development. One of CTC's problems is that problems arise when these values clash with the visible behaviour of certain heads of the company. While CTC promotes professional conduct, the communication patterns observed among the all-female directors contradict this rule. An example of this is when it was the 30th anniversary of the company, there was a big event with stakeholders and staff with speeches provided by the directors. There was a clear rift between two of the directors, where their facial expressions and body language showed disengagement and boredom whenever the other would speak. This shows unprofessionalism and tension within the company, especially when it is the leaders of the company in front of all the stakeholders.
Moving on then to the underlying assumptions, which are unquestioned beliefs that guide behaviour. At CTC, one core belief shared amongst the TOs is that compliance ensures survival. Staff unconsciously believe that meeting all targets is a must and is more important than quality. The strong informal culture in Llanelli suggests a shared belief that local team trust is the only reliable way to cope with the pressures from management. This high reliance on internal cooperation supports Barratt’s idea that “a strong set of organisational shared values allows organisations to remove layers of hierarchy, because the employer can trust the employee to always make the right decision” (Barratt, 2005, as cited in Howell, 2007). This suggests the Llanelli team’s local shared values compensate for missing trust from senior management.
Charles Handy’s cultural model categorises organisational cultures into four types: power, role, task, and cultures. Handy’s cultural types (Handy, 1993) help to understand the power dynamics of CTC. The location of all directors in Builth Wells pushes the head office environment toward a power culture to centralise control. In contrast, the TOs work under a task culture where problem-solving and expertise are valued over rank. CTC is a blend of centralised power culture to set policies, while a distributed task culture must deliver the results, which is a structural clash that slows down overall performance.
The strict regulatory context of CTC requires order, but the geographical separation and poor communication patterns from directors prevent a unified and high-trusting culture. The clash between the two distinct cultural models is the main challenge preventing CTC from moving beyond simple rule-following to become a high-performing organisation.
[bookmark: _Toc1323418938]3. Evaluation of CTC within its Broader Environment
“External forces will impact upon your organisation... These forces can shape your culture” (Clegg et al., 2020).
Highlighted in this report, there is a pattern forming that suggests CTC operates with a fragmentation and split between a centralised power culture and a distributed task culture. This section evaluates CTC by looking at its external environment, using well-known models to find its strengths and weaknesses when faced with outside pressure, including the likes of a PESTLE and SWOT analysis.
Founded by Francis Aguilar, A PESTLE analysis provides a critical view by examining the political, economic, social, technological, environmental and legal factors that influence CTC. Reding (2021) states that when business owners have worked in their field for a long period of time, they can forget to acknowledge changes. This rings true for CTC in terms of how their director operates. She has worked up the ranks and has become settled in the company but will tend to forget when to use the professional side and the non-professional side, like with the 30th anniversary.
The most dominant influence for CTC is political and legal. As a WBL provider, CTC is heavily dependent on the Welsh Government funding and policy shifts. This strict legal context, driven by the Education Workforce Council (EWC) and public accountability, creates a strong reliance on compliance. This outside pressure translates directly into the internal, compliance-focused culture. Changes in priorities or funding immediately become a threat, causing CTC to quickly turn around their previous procedure.
Economic factors reflect the regional conditions in Wales. Local economic health directly affects CTC’s ability to secure employer placements and recruit learners into apprenticeships. Social trends such as demographic shifts and attitudes towards apprenticeships versus academic routes influence the learners and employers. From a technological perspective, the pressure to adopt digital systems for documentation, communication, and learning delivery, such as the learning assistant online portfolio, is constant. Not only this, but staff rely on laptops provided by the employer to ensure they are up to date and PAT tested regularly. While technology offers an opportunity for greater efficiency, it also poses a threat if internal cultural barriers slow down the implementation.
Finally, environmental factors involve a growing focus on Corporate Social Responsibility (CSR). While CTC's core business is education, it must align with public expectations of being an ethical and sustainable organisation to maintain a strong brand image. According to Carrolls CSR Pyramid (Carroll, 2016), organisations are expected to prioritise ethical and philanthropic responsibilities beyond legal compliance, and a failure to address this may harm stakeholder relationships.
Another way CTC can evaluate is through SWOT analysis, which is looking at the strengths, weaknesses, opportunities and threats.
A primary strength is the strong local resilience in the Llanelli office subculture. As established in the prior section, these tight-knit teams rely on robust trust networks (Krackhardt & Hanson, 2000) that generate informal expertise and stability. Not only this, but the main strength for CTC is that as a collective, they are the number one most trusted WBL provider in Wales.
The main weakness, however, is the antagonistic communication patterns in the director level, that is, the centralised power culture. This internal friction, often rooted in personal dynamics, immediately becomes a barrier to strategic action. A leader's failure to handle conflict effectively contributes to a fearful environment and poor relationships, which are core barriers to effective organisational functioning.
When considering the opportunities, it is important for CTC to take these on board and discuss them, because the main opportunity right now is the fact that they are a fully owned Employee-Owned Trust (EOT). This means that the employees now have much more of a say over company procedures and changes that they feel should be made.
As good as this opportunity is, it does come with its threats. When an EOT is implemented, this means that the company will get bonuses for achieving targets; this could be up to £3,000 per member of staff. However, it is up to the employees and members of staff to achieve these targets, and if these aren’t met, then the company will not get the bonuses. Therefore, a high-performance culture has been implemented.
To measure the impact of these weaknesses, it's important to evaluate the company’s efficiency through areas of improvement. The Lean Thinking Principle is a powerful tool for critique, as they focus on the Seven Wastes (Muda) within an organisation.
In CTC, the weakness of antagonistic and unclear leadership communication directly creates the lean waste of waiting. Employees of CTC could delay decision making or taking action because they are waiting for clarity from the board of directors, slowing down learner progress and the process of paperwork. An example of this is they are currently switching from a google package to a Microsoft package. The directors and IT team of CTC oversee the beta test, and then when they have fixed all the bugs, this will be sent out to the rest of the staff. However, the IT team does not want to transition to Microsoft because it is more expensive for less freedom, and the board of directors isn’t computer savvy. There should have been a team of experienced IT staff involved in testing the Microsoft packages and making sure that all the systems and documents work outside of google. This lack of clarity also causes the waste of defects, errors in data logging, or following policy due to confusion.
The external pressure for compliance causes TOs to create the waste of overproduction, doing too much paperwork or documenting things too many times just to prove targets were met. An example of this is learners' portfolios; not all the questions are on certain units, and there are no downloadable copies for the TO to download. This means that the TO must make a word document for the missing knowledge questions, then print it off in order for the learner to sign it. This heavy workload distracts the staff from focusing on the quality of learning.
This evaluation shows that the company’s internal cultural weaknesses, especially the lack of trust and clarity at the top, are not just social issues; they are direct causes of inefficiency that harm CTC’s ability to react quickly to the outside world. While the Llanelli office spirit is strong, this local fix cannot solve the main company-wide issues. This means CTC cannot act as a single, effective, high-performing organisation.


[bookmark: _Toc1621583327]4. Critical Appraisal of CTCs' Culture and Ethical Behaviour (1200 words)
“Ethical behaviour is less about avoiding wrong and more about what we hold to be good.” (Donaldson & Dunfee, 1999).
This quote sets the stage for the final critical appraisal of CTC. The organisation must aim for positive, ethical behaviour like taking accountability, rather than simply avoiding mistakes. This section argues that the antagonistic communication patterns observed at the director level create a systematic absence of trust, which ultimately prevents room for a high-performance culture.
At staff level, CTCs' ethics are strained daily by the need to meet targets, some of which can be tight deadlines. An example of this is when it gets to July, the end of the contract year. The directors and managers of each department will ensure all learners who have passed Expected End Date (EED) will be forced to complete or NOL’d. This can sometimes take weeks or months of work to be completed in a matter of 4 weeks. This in turn puts pressure on the delivery team to not only get these completed but will also cause a backlog of learners who are coming up to 61 days.
The high-pressure focus on KPIs pushes the organisation toward a consequentialist bias, meaning staff might feel justified in prioritising the end goal over the correct delivery process. This constant pressure to maximise good consequences for the company’s targets makes it difficult for TOs to focus solely on non-consequentialist ethics, which demand adherence to the rule itself regardless of the outcome. As Sinek (2019) argues, organisations must be guided by a clear, long-term purpose, but CTCs' short-term focus on targets forces staff to prioritise immediate gains over long-term integrity.
The most significant barrier to ethical and high-performing behaviour in CTC stems directly from poor communication observed on the directorate level. This antagonism immediately triggers the foundation of Lencioni’s Five Dysfunctions of a Team (Lencioni, 2002).
The directors' poor relational dynamics translate directly into an absence of trust, where the team fails. When employees notice the leaders and face of the company failing to cooperate and showing a lack of respect, they instinctively lose confidence in the leadership and the way in which the company is run. This proves CTC fundamentally lacks psychological safety. As Edmonson (2019) argues, psychological safety is essential for “learning, innovation and growth". This absence of safety breeds fear of conflict, where staff avoid challenging decisions or speaking up about genuine concerns. As Lencioni (2002) describes, “if people aren’t comfortable expressing their true opinions, they will never buy into the decision.”
CTCs unresolved conflict could lead to the third dysfunction, lack of commitment, which creates ambiguity across the company. This cascade results in the negative behaviour of avoidance of accountability and inattention to results. When the primary goal of the staff becomes self-protection and minimising conflict, they tolerate poor performance and focus only on staying safe rather than demonstrating the accountability required for ethical working.
CTC’s lack of psychological safety from the top forces employees into negative coping behaviours, impacting their individual attitude and overall contribution. An example of this is when the atmosphere in the Llanelli Office constantly changes when the directors come in for meetings. When this happens, the manager of hospitality TOs tells his staff that they are coming and to make themselves scarce.
The director's negative communication patterns compromise the informal systems of collaboration. Their actions are the opposite of the high-performance ideal where “trusted leaders use conversations to power their companies” (Groysberg, 2018). This failure actively destroys the necessary communication channels for collaboration.
So what? The ethical failure of the directors to model professional respect means the entire organisation operates below its potential. The observed leadership behaviour from the directors contradicts the principles of a social contract (Donaldson & Dunfee, 1000) between the company and its employees. This misalignment between the collaborative values and the underlying reality of antagonism is a critical barrier that prevents CTC from becoming a truly high-performing company.
Moving forward, CTC must recognise that culture is not only about processes but fundamentally about behaviour. If CTC wants to develop a high-performance culture, they must first address the “why” of not just the director’s destructive behaviour but also the split of offices. Formally intervening to change the leadership's ethical standards and communication methodologies, thereby establishing the foundation of trust upon which all successful performance is built.
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This report has critically analysed the development of a high-performance culture of CTC by assessing its internal behaviours, external pressures and ethical dynamics. This analysis confirms that CTC’s context, driven by the Welsh Government and EWC, has successfully created an organisation focused on compliance and defined structure. However, this same environment has contributed to a deep cultural flaw that prevents the company from reaching a high-performing state.
For CTC to transition from a compliant but strained organisation to a truly high-performing culture, CTC requires intervention at the director level. CTC would do well by firstly mandating leadership relational training. This can be done by implementing mandatory training that focuses on interpersonal communication, conflict resolution and psychological safety for the directors. This should model the “trusted conversation” advocated by Groysberg (2018), rebuilding trust and eliminating the antagonism.
CTC could also decentralise accountability. CTC should shift accountability structures to empower local task culture. This will encourage managers to use non-consequentialist ethical rules, rather than purely consequentialist outputs.
Another way in which CTC could encourage high-performance and implement new procedures is by integrating digital communication. The company should invest in digital communication platforms that are structured to share knowledge vertically and horizontally. This will reduce the reliance on informal networks (Krackhardt & Hanson, 2000) and minimise the lean waste. of waiting.
Finally, CTC would also benefit from adopting the five dysfunctions framework. CTC could formally use Lencioni's model as a diagnostic tool in management meetings to address absence of trust and fear of conflict explicitly, fostering a culture where staff feel safe to challenge and commit.
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