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Key Issue:
It is widely argued that an organisations culture can directly influence their overall performance. It has however been suggested that there is a gap in research to clearly evidence the effectiveness of managing organisational culture on performance (Young, 2022). With this being considered, there is a growing need for organisations to analyse their own data to gain an understanding of their organisations culture in order to fully support their business strategy in the future (Cheese, 2021). 
The purpose of this briefing paper is to explore the organisational culture within HMT Sancta Maria Hospital considering behaviours demonstrated by staff, the importance of managing organisational culture, and how it may currently affect employee engagement and in turn, drive organisational performance.




Overview of HMT Sancta Maria Hospital
HMT Sancta Maria Hospital, a private hospital based in South Wales, are a medium sized enterprise currently employing 180 contracted staff made up of clinically registered professionals, healthcare workers, and support services (Sancta Maria Hospital, 2023). Following the move to their new site in the SA1 area of Swansea in 2021, there has been a significant rise in the number of staff, change of management team, and a subsequent rise in staff turnover and sickness trends. With the continuous development of clinical services within the new hospital, recruitment in a challenging labour market is ongoing to ensure sufficient staffing levels are achieved to meet these service requirements.
Sancta Maria are a not-for-profit organisation that form’s part of a healthcare charity, The Healthcare Management Trust (HMT). With sites across the UK, HMT aim to improve the health and care services within their local communities, and set out that any financial surplus is directed towards funding community services and dementia research grants (Healthcare Management Trust, No Date). Whilst Sancta Maria Hospital is a private hospital predominantly funded by private patients, HMT’s other sites consist of care homes and a sister hospital with each site having various revenue streams through both public and private funding. 
Whilst the focus of this paper will primarily be on the culture within Sancta Maria Hospital, consideration will also be given to the culture driven by HMT as within the past six months there have been various changes to the Executive team and management structure. Although HMT has been operational for over 35 years and experienced periods of growth recently with the new facility for Sancta Maria Hospital, the organisation recorded a £1.5 million deficit in 2021 (Charity Commission, 2023). As such, a new of Chief Executive Officer (CEO) was appointed in 2022 who has highlighted Culture and Performance as key strategic goals for 2023 to ensure the future sustainability of the organisation (Healthcare Management Trust, 2022).  
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[bookmark: _Toc127803291]Introduction
Whilst there are various definitions, organisational Culture can broadly be described as “the shared values, beliefs, and norms which influence the way employees think, feel and act” (Buchanan and Huczynski, 2019, p. 107). 
Organisational culture has been recognised as a form of competitive advantage and its impact on organisational performance has been discussed in numerous cultural studies (Dauber, Fink and Yolles, 2012). The importance of understanding organisational culture has progressed over time and was explored in detail by Cunliffe (2008) who established that an organisations culture can be used to attract and retain staff, shape the publics image of the organisation, and influence organisational effectiveness. Ostroff, Kinicki, and Muhammad (2013) later advocated the importance as a strategic planning tool within an organisation after seeing a positive correlation between culture and organisational effectiveness in their own research. 
The definition of a good culture has been approached in various management sources (Giorgi, Lockwood, and Glynn, 2015). In exploring what makes a good culture, Dyer (2018) argues that a good culture is premeditated, monitored and adaptable and describes a conventionally good culture for achieving positive performance as having clear values and goals, open and inclusive communication, and ethical practices. Contrary to this however, Taylor and Perkins (2021) argue that a ‘good’ culture is subjective with Cheese (2021) adding that culture can also vary depending on the industry, location, and size of the organisation.

[bookmark: _Toc127803292]Hofstede’s Dimensions of Culture
Focusing on organisational Culture has led to the formation of a number of cultural models and frameworks. One such popular model is Hofstede’s dimensions of Culture which considers six cultural dimensions (Taylor and Perkins, 2021). Figure 1 presents Hofstede’s cultural dimensions within the UK compared to other global cultures which will be used as a benchmark to review the culture within Sancta Maria. 
Figure 1: United Kingdom 6 dimensions country comparison. (Hofestede Insights, no date)
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[bookmark: _Toc127803293]Power Distance
Hofstede’s Power-Distance dimension measures the degree to which an uneven distribution of power is accepted by members of the organisation (Karibayeva and Kunanbayeva, 2018). Hofstede suggests that the UK has a low Power Distance index meaning that within British society, inequality and unequally distributed power isn’t widely accepted (Hofstede Insights, no date).
It is reported that empowering employees and decreasing inequality in a low power organisation can create an adaptive culture where information is freely shared upwards to management (Biggs, Bussen, and Ramsev, 2019).  A review of staff survey results at Sancta Maria indicate a low power-distance as would be expected in the UK (Sancta Maria Hospital, 2022a):
· 74% of staff felt empowered to become leader’s in their area of work.
· 72% felt they were involved in decision making. 
[bookmark: _Hlk128301350]Although Sancta Maria have a clearly structured hierarchy, the results would suggest a democratic leadership approach is taken which seeks advice from staff before making a management decision (Biggs, Bussen, and Ramsev, 2019). Whilst no specific approach has been intentionally driven at Sancta Maria Hospital, this leadership style may have been embedded by continually encouraging staff to seek clinical excellence and drive improvements to patient experience and safety. An unforeseen positive consequence is that this can create a positive workplace, morale and importantly drives inclusion (Northouse, 2022).
Within Sancta Maria it could be argued that this is an indicator of a ‘good’ culture as it aligns with their strategy to promote a positive patient experience. Einola and Alvesson (2021) do however warn that without the clear development of leadership styles, organisations could inadvertently develop undesirable leadership behaviours which could promote leadership styles that could embed a high-power distance which if not accepted, could lead to increased staff-turnover which would be detrimental to the organisation. 

[bookmark: _Toc127803294]Individualism
Individualism focuses on the degree of independence or integration people have within groups (Taylor and Perkins, 2021). Hofstede proposes that the UK has a high level of individualism which is broadly assumed within most western countries (Rautakivi, Siriprasertchok, and Melin, 2022). 
Gifford and Wietrak (2022) suggests western society are continuing to become more individualistic through a growing expectation of individual reward and growing value placed on privacy and time. Dundon, et al. (2017) supports this assumption using the decline in trade-union collectivist action as an indicator of an increasingly individualistic culture. This would however indirectly suggest that the recent trend of union across various UK industries demonstrates a rise in collectivism. With the Royal College of Nursing (RCN) participating in strike action (RCN, 2022), there is evidence of collectivism within certain professions in the UK such as nursing (Stewart, Shanahan, and Smith, 2020) which could be reflected at Sancta Maria with a proportion of their staff being registered healthcare professionals.  
Whilst salary and personal benefits would be a primary motivating factor within a high individualism culture, intrinsic rewards such as job satisfaction and meaningful work would have a stronger influence for staff satisfaction and in a collectivist organisation (Morgan, Dill, and Kallebery, 2013). In ensuring Sancta Maria remain competitive in the recruitment market and to reduce staff turnover, it should be considered how they remunerate their staff and ensure that intrinsic rewards and benefits are reviewed as well financial incentives.
Within the healthcare sector it is proposed that a higher quality of care is reported within collectivist environments as opposed to the economic savings witnessed in individualistic cultures (Peimbert-Garcia, et al, 2021). In line with Sancta Maria’s strategy to provide an excellent patient experience, a lower-individualistic culture may be more beneficial to organisational effectiveness within HMT. 
In exploring a critical view, Rautakivi, Siriprasertchok, and Melin (2022) propose that organisations within the UK will vary along Hofstede’s individualism dimension as it only broadly considers the national identity and omits various other factors. Within Sancta Maria indicators of an individualistic culture are still evident with increased importance placed on flexible working, personal wellbeing. A slightly lower-individualistic culture can however be evidenced derived from both operating within the healthcare sector and being a registered charity. Whilst the UK is generally a highly individualistic culture, promoting only intrinsic rewards to attract collectively minded staff could limit opportunities to recruit if staff from other sectors whereby staff may be motivated by personal rewards.   
[bookmark: _Toc127803295]Masculinity 
Hofstede’s fourth dimension, Masculinity versus Femininity, focuses on the level in which masculine behaviours such as assertiveness, power, and authority are demonstrated over more feminine preferences such as wellbeing, quality of life, and relationships (Palazzo, 2019).  
Whilst not specifically linked to gender, Berdahl. et al. (2018) proposes that hegemonic masculinity is embedded in UK organisations, especially within sectors dominated by male leaders who project these behaviours downwards. The UK traditionally ranked higher on masculinity which correlates with the 87.5% of UK FTSE board positions that were held by men in 2012 although this has decreased to 60% over the past decade (Gov.uk, 2022). Tarad, Steel, and Stackhouse (2023) however argue that the analysis of gender roles in this context is inaccurate and should instead be approached by reviewing achievement orientation and gender egalitarianism. 
With this being considered Benson et al. (2020) further defines masculine cultures as those who reward individual achievements and feminine cultures as socially supportive and low assertiveness. Within the healthcare sector and Sancta Maria Hospital, staff are more predisposed to taking a caring approach and value quality of life within their roles (Sermontyte-Baniule et al, 2022). This would therefore suggest a more feminine culture, a trend seen nationwide with a growing focus on improve inclusivity and equality across sectors in the UK (Home Office, 2022). 
Hofstede’s model has drawn criticism with Karibayeva and Kunanbayeva (2018) expressing concerns over the relevance of the model and its accuracy as it doesn’t take into consideration to communities and broadly proposes that all nations have homogenous societies. This therefore provides inaccuracies in countries such as the UK who have a diverse population (Sent. et al; Mihelj. et al, 2019; Palazzo, 2019) and would lead to an inappropriate strategy implementation at Sancta Maria if it were assumed that staff would measure towards masculine behaviours. Lee and Dahinten (2021) therefore suggests that alternative cultural models could be utilised to further analyse the culture within organisations 

[bookmark: _Toc127803296]Trait Theory
In reviewing culture, Armstrong and Taylor (2020) discuss the role of culture in affecting human behaviour. Whilst there are a number of factors that can contribute to a culture such as communication, leadership, or leadership types, there are a variety of formalised behavioural theories that have been established to analyse individual and group behaviour due to its importance in driving performance (Mullins and McLean, 2019). 
Trait theory is one such method of examining human behaviour that assumes particular innate predispositions that people will evolve to demonstrate differently within certain situations, with one leading model considered to be the “big five” classification (Armstrong and Taylor, 2020). In examining the behaviour, physical attributes and values of individuals and groups, the trait theory can be used to understand and identify characteristics that an organisation may wish to encourage to promote equality and overall improve performance (Louis and Osemeke, 2017).
Amongst the ‘Big Five’ personality traits, extraversion is often considered as a benchmark for job satisfaction and wellbeing (Huang and Wu, 2021). Based on a measure of ‘outgoing-energetic’ to ‘solitary-reserved’ behaviour, extraversion is associated with a person’s interactions with others. 
Anitha and Suganthi (2022) offers an insight into common behaviours demonstrated in the healthcare sector proposing that extraverted staff possess good social skills and therefore demonstrate ‘helping’ behaviour in the form of teamworking and positive interactions with patients. As the innate behaviour demonstrated by nurses include altruism, consciousness and civic virtue, employing extroverted staff within Sancta Maria would be beneficial in forming a supportive and team orientated culture which drive a better patient experience. These same factors do however expose healthcare staff to burning out so the wellbeing of extroverted staff should be considered to avoid this (Anitha and Suganthi, 2022).
In reviewing emotional stability, Franczukowska et al (2021) links high emotional stability to a low level of neuroticism in being able to cope with feelings of anxiety and deal with frequent discontent. Within the healthcare sector where staff are regularly exposed to demanding and naturally stressful situations, it is proposed that staff will naturally have different levels of frustration tolerance however, emotional stability can be improved where ethical leadership is demonstrated (Wu et al, 2022). Within HMT, it should be considered as part of their HR strategy to train leaders to promote and support emotional stability to reduce sickness in relation to stress and anxiety. 
Conscientiousness is considered by Ganu and Kogutu (2014) to be an indicator of performance as those who demonstrate contentious behaviours are often organised and hard-working. Conscientious behaviour has therefore been linked to higher service quality within the healthcare sector as staff build trust-based relationships that positively promote a high quality of service (Gur, Weimann and Stavi, 2020). Within a feminine culture where relationships have more significance, conscientious staff would embed this behaviour as well as promoting a culture that would support HMT in achieving their strategic goals of providing a high-quality service. 
With conscientious behaviour being so directly linked to positive performance, Javaras. et al (2019) explores ways in which an organisation can promote this behaviour in order to capitalise from hardworking, disciplined and responsible workers. As well as providing organisational benefits, individuals who demonstrate high conscientious practices generally have better social and health prospects alongside reduced risk of mental illness (Javaras et al, 2019). With increasing levels of sickness due to stress and anxiety being reported within HMT, Leikas and Ilmarinen (2017) argue that even conscientious staff are exposed ‘mental depletion’ if support mechanisms aren’t provided. Therefore, it would be prudent for Sancta Maria to ensure their wellbeing services are not only accessible to all, but actively promoted and identifiable by managers when needed.  
In order to promote a workforce of extroverted, conscientious staff with high emotional stability within HMT, Harris et al (2022) suggests that desirable traits can targeted during the recruitment process. Islam, Ahmed and Ali (2019) do however recognise that behaviours can be influenced by colleagues and ethical leaders over time and therefore, highlights the development of an adequate management structure to implement the desired behaviours. Training leaders in recruitment within HMT would not only support their recruitment needs, but add value to the organisation by recruiting engaged staff with a higher resistance to burnout who through their behaviour, create an efficient and positive patient experience in a busy work environment. This would indirectly enable Sancta Maria to increase patient throughput and increase revenue prospects with reduced sickness and better staffing levels. 
 
[bookmark: _Toc127803297]Employee engagement
Alongside the development of cultural and behaviour models, recent efforts have been put into considering employee engagement and its link to performance, motivation and organisational commitment (Gifford and Young, 2021). Bridger (2018) argues that organisational success is directly linked to high performance and engagement however it is recognised that similarly to culture, there is no tangible criteria that can be used to quantify engagement and it is therefore subjective depending on the strategy of the organisation. It is a popular view that organisational factors can affect employee engagement with the benefits of an engaged workforces offering happier, motivated and better performing teams (Gifford and Young, 2021).
The benefits of analysing and identifying cultural and behavioural norms within an organisation can help identify organisational factors that could be affecting employee engagement within Sancta Maria. As it is evidenced that Sancta Maria staff demonstrate a ‘collectivist’ culture, one motivating factor for their staff would be to undertake meaningful work. Rupp et al (2019) suggests a correlation between high levels of Corporate Social responsibility (CSR) and an employee’s experience of meaningful work which would suggest that staff within Sancta Maria would experience heightened meaningful work as a registered charity and therefore improved engagement by working for a not for profit organisation in HMT who promote socially responsible behaviour.
This view is supported by Nejati, Salamzadeh and Loke (2020) who advocate the role of managers within organisations to promote CSR and drive engagement as a result. Reviewing HMT staff survey data supports this view within their own results. Whilst 56% of Sancta Maria staff undertook the staff survey, only 45% of staff completed it across HMT’s other sites which correlated with positive feedback of CSR programmes at Sancta Maria, and lower awareness on other sites (Sancta Maria Hospital, 2022). Within the boarder healthcare sector, this compares to a 48% response rate experienced by 217 NHS trusts in 2021 (NHS, 2022) and whilst this may demonstrate higher engagement within Sancta Maria hospital, it touches on wider engagement issues across other HMT sites and could contribute to their stalling performance. 
With five operational sites within HMT, there are different management approaches and strategies being used within each site due to the varying sources of revenue. Whilst Carvalho et al (2019) advocates an ‘agile’ approach to fostering area specific engagement to achieve operational excellence, it appears that a ‘Divisionalised’ structure has been embedded within HMT based on the difference in geographical location and markets. Whilst Khosrow-Pour (2020) advocates this approach in targeting financial performance, HMT recorded a £1.5 million deficit in 2021 (Charity Commission, 2023). A decline in financial stability may therefore affect motivation and cause disengagement within staff groups which can negatively affect staff engagement (Rupp et al, 2019).
A further factor that is increasingly being linked to engagement is staff wellbeing. Whilst there has been a proactive approach to supporting wellbeing within HMT with the implementation of employee assistant programmes (EAP) and access to mental health and counselling services, the main focus of these support services has been to reducing sickness. In reviewing behaviour within Sancta Maria, it is suggested that healthcare staff will demonstrate extroversion and high emotional stability which can lead to burnout (Anitha and Suganthi, 2022) which underpins the need for this approach. 
CIPD (2019) echo that improved wellbeing support can lead to improved morale and engagement by promoting a healthier and more inclusive culture which also correlates with the proposed definition of a good culture. Within the healthcare sector, healthcare workers have a median score in relation to health and wellbeing in accordance with the CIPD good work Index (Wheatley, 2022) which could be driven by reported staffing shortages and demands. 
Brand et al. (2017) also argues the importance of supportive management methods and engagement in order to improve wellbeing within the healthcare sector. Following the move to the new hospital there was an initial spike in sickness levels due to mental wellbeing that were linked to the increased demands on staff due to the scale of services within the new hospital. This led to a vast recruitment campaign alongside the management promotion of available wellbeing services. This has seen a positive effect on reducing staff sickness overall and could imply positive engagement in this aspect however sickness attributed to mental wellbeing remains generally higher across HMT compared to previous years. 
In contrast to wellbeing, Wheatley (2022) reports that Healthcare Associates rate highest in regards to employee voice on the same CIPD good work index. This corresponds with the low power distance rating explored within Sancta Maria and the reported acceptance of staff inclusion in decision making. In encouraging employee voice, its is acknowledged that this can improve trust, increase job satisfaction, but more importantly create an inclusive working environment (Peters, 2022). Working within a clinical environment naturally encourages staff to speak up to raise safeguarding or patient safety concerns which may contribute to an environment in which staff feel empowered. 
Sharp (2018) argues that Employee voice is also achieved through adequate representation of staff at board level. Within Sancta Maria 83% of staff are female however, the board was made up of 80% male managers. With the change of CEO and recent changes to the management structure, this has now improved to 50% split of male and female senior managers (Sancta Maria Hospital, 2022b). Whilst there is still a disparity between proportion of female staff and senior managers, with the implementation of a female CEO it should hopefully further improve employee voice within HMT and encourage inclusivity and engagement. 

[bookmark: _Toc127803298]Conclusion
Throughout this paper it is evidenced that a positive culture can not only create an ethical and inclusive environment, but can foster innovation and financial performance through performance Baykal (2020). Robbins and Judge (2022) do argue that a culture can become a liability where institutionalised behaviours create barriers to change, inequality, and general dysfunctions where poor practices from managers can trickle down to disengage staff. As much of Sancta Maria’s current culture has been formed without directive from HMT, it further supports the requirements of cultural reviews to not only identify positive behaviours to build upon, but to identify negative behaviours that need to be changed. 
Throughout the review of culture within Sancta Maria, it is clear staff wellbeing is a critical factor in avoiding ‘burnout’, an issue common amongst groups who are generally more extroverted and conscientious alongside the exposure to demanding and naturally stressful situations (Wu et al, 2022). Suff (2022) argues that promoting wellbeing in the workplace is a core element of promoting employee engagement and performance. Suff goes onto acknowledge that improving employee wellbeing can be achieved through its culture and alongside reducing sickness levels, can improve employee morale, create a better working environment, and promote financial wellbeing. 
Munavar (2019) acknowledges the positive link between cultures that promote positive staff wellbeing as it will improve general morale, promote collaboration and communication, and overall reduce increased costs by reducing unproductive staff and higher attrition levels which would be essential for HMT to achieve to improve their financial performance. 
It is argued however that within some sectors, whilst staff engagement is desirable, it doesn’t directly impact organisation performance. This is demonstrated within Amazon where staff engagement has historically been poor with a reported annual attrition rate of 100% annually (Paulise, 2022). Despite this, Amazon recorded record profits in 2021 (Wells et al, 2021) suggesting that engagement doesn’t always correlate with performance. Amazon does however operate in different sector as Sancta Maria would be unable to operate at such high levels of attrition due to the cost, staffing requirements, and costs of training and onboarding new staff. Therefore, whilst only desirable in some sectors, it is evident that high employee engagement would be crucial for HMT to ensure their operational performance and their HR strategy should be tailored to reflect this. 

[bookmark: _Toc127803299]Recommendations
In acknowledging the benefits of creating a positive workplace culture, it would be recommended that HMT Sancta Maria Hospital implement the below to support an inclusive culture built around staff wellbeing to promote the desired behaviours to underpin a culture that support organisational performance.  
[bookmark: _Toc127803300]Developing Core Values
At present there is no management focus on developing culture and as such their culture is derived from ‘norms’ in which staff and managers currently operate. As identified by Robbins and Judge (2022), a consequently bad culture could develop in place of a clear strategy. Therefore, it is essential that HMT developing a clear value and promote equality to help HMT meet their organisational goals and support their overall financial performance:  
· Develop and promote shared organisational values 										£1,000
· Incorporate values into induction and staff review programmes 								£500
· Promote Diversity Champion on site to promote inclusion (additional duties for existing member of staff)		£4,000 per annum
Total Cost: £5,500	

[bookmark: _Toc127803301]Promote Staff Wellbeing
Considering the importance of promoting wellbeing identified by Suff (2022), the behaviour’s embedded within Sancta Maria that enables an efficient and positive patient experience, subsequently makes them more susceptible to burnout and will negatively affect performance if sickness increases. Acknowledging this is an issue across the industry with a similar rise of sickness levels within the NHS where sickness due to mental health rose by 3.3% between 2019 and 2021 (RCN, 2021), Sancta Maria should implement the following changes to improve wellbeing supported by Hesketh and Cooper (2019): 
· Stress Test to identify any staff near ‘burnout’.			
£0 (HSE PDF tool)
· Additional Occupational Health resource to offer reviews for staff with wellbeing concerns					£5,000
· Independent financial wellbeing workshop for staff										£2,000

Total Cost: £7,000

[bookmark: _Toc127803302]Improve Employee Engagement 
With the recognised benefits of improving employee engagement in enhancing organisational performance (Bridger, 2018), it is essential that Sancta Maria promote engagement to improve job satisfaction which will improve their attrition rates and motivation that can in turn support an improvement in organisational improvement.    
Gifford and Young (2021) suggest that ethical managers play a key role in engagement and motivating staff and embedding these behaviours within the culture. Therefore, HMT should implement a management development programme advocated by CIPD (2017):
· Development of People Strategy to promote engagement across Sancta Maria. (Staff resources, promotion of values, HR time) 								£1,200
· Workshops for Managers to develop skills and knowledge on ethical management. 					£1,500 

· Peer Group Network for managers for continued learning and development (1-hour session per month)	£1,300
Total Cost: £4,000


As a further future recommendation, HMT should also incorporate culture into their staff surveys to continually review the effectiveness of their implementation and adapt their future strategy to ensure it is meeting the desired organisational targets. 
A supplementary poster has also been developed to offer guidance to managers on implementing these recommendations. 
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