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[bookmark: Intro]1.0 Introduction

To define organisational culture, we first need to understand what it means. Organisational culture involves a mixture of human relationships and human interactions, the term ‘culture’ is undefined and differs in organisations (CIPD, 2022). As Meyerson and Martin (1987, quoted in Spicer, 2020) explains that culture is an array of “signs and symbols, shared practices and underlying assumptions of organisations”. Research conducted by CIPD (2019) argues that culture is shaped by clear and targeted information to employees about behavioural expectations via multiple organisational processes, this would include: systems, procedures, and practices to help aid the support for ethical behaviour.
	According to Schein, an influential writer, who organised culture in to three layers, include noticeable signs of organisational culture, known as artifacts, values that include the principal ideals of a business, and basic underlying assumptions that are foundations of how a business operates and often intangible (Schein, 1986). 
	There are two types of environments in the workplace where culture is seen and felt: a collaborative workplace and a toxic work environment (Rasool et al. 2021). LE UK listen to their employees, safeguarding the organisational culture and that it is not developing into a bigger problem. Promoting and encouraging a positive workplace can have promising effects to an organisation. LE UK encourage feedback through discovery surveys, arranging monthly meetings with Employee Representatives as a channel to use for employee feedback (Lincoln Electric - f). Ambiguity, inconsistency, and poor communication can fuel a negative organisational culture (McMahon, 2023). Subsequently, if a poor and toxic workplace culture is apparent then this will affect the way employees challenge objectives and tasks. 
	LE UK need to understand the culture that drives the business today, the importance of doing so, helps the company attract the best talent, ensures objectives are aligned with business, openness, and trust amongst employees, influences with present or future changes and ensuring that decisions are made to fit within the culture of LE UK (Benji, 2022). Due to the 2021 Discovery survey, understanding and analysing culture within areas of policies, procedures, communication, and personal growth for employees would be beneficial to the whole team at LE UK, Port Talbot.
	 











[bookmark: MainFindings]2.0 Main Findings

[bookmark: CultureIceberg]2.1 The Cultural Iceberg Theory

The Cultural Iceberg model was first theorised by Edward Hall in 1976, suggesting that culture can be viewed, using a common metaphor by relating culture to an iceberg using it in two segments (Romford, 2022). Intercultural English (2018) explores iceberg theory using two segments, viewing the top of the iceberg as observable culture, suggesting that this is what can be seen (what people do, and the practices followed) then the iceberg segment beneath the surface shows the non-observable culture, suggesting that these are the things that cannot be seen (the thoughts and feelings of people). 
	Based on research, (Harappa, 2020) state that the first step to take to analyse the culture in LE UK, using the iceberg culture model theory, would be to observe and identify the visible culture, this would give a clear understanding of the organisational culture. Recently, the merger with Lincoln Electric has catapulted growth for Weartech as sales profit increased 15% more than the last sales record in 2018, with a £2 million profit (Lincoln Electric - e) and the implementation of new systems, procedures, protocols and restructuring the site to enhance the capabilities of production, results in the culture suffering due to the globalisation of the business and the diverse cultures that Weartech is now surrounded by, creating a gap in communication (Corporate Finance Institute, 2022 - a). Weartech International previously operated a laissez-faire leadership style according to Kurt Lewins 1939 framework, Cherry (2022) emphasises that this type of leadership style works well when leaders are giving regular feedback and utilising team members who are experts in their field, the culture struggles as long serving employees who influence culture struggle through the business change. The significant change has resulted in resistance as seen through the employee voice forums (Lincoln Electric, 2022 - d). Consequently LE UK have naturally grown a ‘let it be’ attitude and therefore, the Managers need to be onboard for change to happen, ensuring that Managers will positively help the organisational change ensuring that a formal bureaucracy leadership is in place; a bureaucratic leadership would ensure that employees accomplish any actions that are set out (Berkowitz, D. and Krause, G.A., 2020). Pontefract (2017) outlines that managers need to help drive cultural change for performance and the business to substantiate itself. Implementing a cultural change within an environment where employees are reluctant to change, poses difficultly but as Taylor and Perkins (2021) suggest, implementing change within a working environment, involves peoples “hearts and minds” as well as what they do day to day.
	For that reason, introducing a bureaucratic leadership style will help shape LE UK’s culture to the business it desires to be. The laissez-faire leadership style previously abundant highlights that procedures are not strictly followed, this can be seen by the visible culture of employee’s attitudes in the workplace by introducing new leadership styles, highlights weak points in the organisational culture. As Styles (2018) established, three top reasons why policies and procedures are important in the workplace: 
1. To introduce your company
2. To set out the correct expectations 
3. To help against any employee claims. 

Therefore, the iceberg culture model segment that sits beneath the water level highlights the norms and unwritten rules within an organisation. Unwritten rules are a force helping shape cultural norms that lay beneath the surface (Marcus, 2014). Abbinnett (2012) argues that ‘locality’ and ‘community’ lay between physical interactions and that technological development is an intrusion of widespread standards. This would mean the norms of LE UK previously had a workplace with little to no technology in production, through the employee voice forum it highlights the advance on technological development is intrusive to current practices (Lincoln Electric - d).
The iceberg has a lot of hidden elements playing a crucial part to LE UK’s culture and how it is built, the deepest part of the iceberg helps us identify the important values, desires, assumptions, tastes, and attitudes (Intercultural English, 2018). Schein implies that culture is a “structural stability, depth, breadth and patterning or integration, the results show merely what a group have learned” (Schein and Schein, 2016). Therefore, Halls 1976 iceberg model and the deepest point of the iceberg would expose that employee’s behaviour is learned. The 2021 Discovery Survey highlights the values of 83% of LE UK employees and of that 55% felt less favoured with regards to performance management and the growth and development opportunities within the company (Lincoln Electric, 2022 - a).
Robbins and Judge (1943, cited in Mullins and McLean, 2019) helps the understanding of organisational behaviour and helps to recognise the important values employees have, organisational behaviour management plays a key role in the culture and how employees feel. An employer must have an element of trust towards their employees, when an employee is trusted the importance of their behaviour towards goals and objectives will become positive and willing (Küçükoğlu and Akca,2020).

[bookmark: HumanBehaviour]2.2 Human Behaviour

Using an applied framework helps define workplace psychology, using all five areas of basic psychology contributing theories and practices to human behaviours (Randall et al., 2020). As Kwantes and Glazer (2017) state, individual behaviours are expected throughout an organisation, the visible behaviour reflects the surface level organisational culture i.e. wearing uniform and following procedures. Individuals appreciate their work activities by understanding the status and roles of others, the experience of understanding the status and roles, will positively help employees identify events and relationships with others (Kwantes and Glazer, 2017). This is important for LE UK as it will help employees distinguish their relationship with peers in terms of communication, knowing the route a piece of information needs to travel to the intended recipient so that information isn’t spread to words mixed up.
	The five basic areas of psychology are: biological, cognitive, developmental, individual differences and social; each can be separated into many subdisciplines (Randall et al., 2020). This will help LE UK to decipher behaviour and understand the very root why certain organisational behaviour is abundant, whilst 44% of 86 employees who responded, believed that action will be taken from the 2021 Discovery survey (Lincoln Electric, 2022 – a), this would highlight that there is little to now faith in LE UK responding to the results of the survey.  Kelly and Agnew (2018) confirm that there are important dimensions of behaviour to understand, these are:
1. Intentional ↔ Unintentional
2. Conscious ↔ Nonconscious
3. Independent ↔ Interdependent
4. Discrete ↔ Continuous
5. Distinct ↔ Embedded

The dimensions of behaviour help identify if behaviour is learned or inherited within the culture of the business. As research suggests employees job satisfactions, their value, interests, and behaviour can all be related back to their genes and that more than 50% of the traits possessed are inherited from family encompassing a complex analysis for any business to understand workplace behaviour (Jackson, 2021). 
LE UK may not be able to directly observe culture patterns and norms as this may be labour intensive and maximising resources (Kelly and Agnew, 2018) but conducting questionnaires and interviews will pinpoint particular focus points. Chartrand and Bargh (1999, cited in Kelly and Agnew, 2018) theorised that humans mimic behaviour and ‘copy’ the actions of others without having conscious awareness. Employees of LE UK who do not follow the policies and procedures would firstly, intentionally not follow but within time as it becomes a norm to the individual, then this unintentional behaviour pattern happens, as this is a regular occurrence in their behaviour. Understanding the root of the behaviour pattern would help identify if a previous manager has allowed unwritten rules to be followed, or if there is an issue with the employee, it helps identify any capability issues or issues that could be followed in a structured way. Equally important, understanding the pattern of behaviour and correcting it will help drive the culture in the direction to which the Company desires.
	The theory of planned behaviour (TPB) was first theorised by Azjen in 1985 and as Brookes (2021) describes, the TPB has three variables to distinguish planned behaviours:
1. Personal attitudes
2. Subjective norms
3. Perceived behavioural control. 

Azjen (1985, cited in Brookes, 2012) describes the theory of planned behaviour as:

“Intentions are assumed to capture the motivational factors that influence a behaviour; they are indications of how hard people are willing to try, of how much of an effort they are planning to exert, in order to perform the behaviour. As a general rule, the stronger the intention to engage in a behaviour, the more likely should be its performance”.

The TPB model encompasses an individual’s intention to behave a certain way and the first step to how someone behaves, the greater the intention, the likelihood of the behaviour will happen. According to Smith (2013) there are different types of attitudes and subjective norms:
1- Personal attitudes
a) Affective attitude – this can lead to enjoyable behaviour
b) Instrumental attitude – is it beneficial or harmful
2- Subjective norms
a) Injunctive norms – others who are encouraging an individual’s behaviour
b) Descriptive norms – those who behave the exact same

This would conclude that an employee who portrays affective attitude, whilst peers are encourage injunctive behaviour, additionally with perceived behavioural control, this allows the employee to feel capable and confident… this could result in the employee having stronger intentions and engaging behaviour (Smith, 2013). This would mean if discussions took place and employees behavioural intentions were positive, as Kolehmainen and Francis (2012, cited in Steinmet, 2016) research shows that this will have a positive and great impact on the output for the organisation. 
This will help LE UK to understand what is driving organisational behaviour, firstly the need to understand personal attitudes, subjective norms and the perceived behavioural control will allow the business to understand the behavioural intentions and understand the displayed behaviour as an output. The need to have peer reviews on behaviour may need to be assessed as this will encompass the true behaviour around peers (Steinmet, 2016).

[bookmark: EmployeeEngagement]2.3 Organisational Factors Affecting Employee Engagement

Organisational factors play a key role to help LE UK run as an effective and efficient business. Understanding the factors would mean listening to staff and helping to support a better decision making process (Journé et al. 2020). As the 2021 Discovery Survey results show, 55% of respondents felt that there is no effective communication across departments (Lincoln Electric, 2022 - a). This would mean that communication is a key factor for engaging LE UK staff. According to Husain (2013) research shows that an organisation going through change, conducted interviews, and concluded that effective communicative and informative skills of managers were important to employees with managers at all levels. This will mean that employees feel that they are included within the change of the business, understanding and preparing for what changes may happen next. Communication will help employees feel valued and recognised, as a recent study by American Psychological Association (APA) concluded that employees who feel valued, are more likely to engage in their work, feel more driven, satisfied with their output and increase their job performance (Butters, 2019). This is important for LE UK as they strive to achieve their Higher Standard 2025 Strategy for employee development and operational excellence (Lincoln Electric, 2022 - b).
	As San Martin-Rodriguez (2005, cited in Valaitis, R. et al., 2018) summarizes factors that affect an organisation which includes: the structure of an organisation, the workforce, administrative support, as well as communication and processes. Through employee voice forums, employees stress that the takeover from Weartech to Lincoln Electric has been nonetheless, a struggle whilst others have not noticed change (Lincoln Electric, 2022 - c). Cultural belonging steadily becomes threatened as the feeling of one’s “own” group, the qualities and characteristics become questioned and threatened (Tienari and Vaara, 2016). As Cartwright and Cooper (1990, cited in Tienari and Vaara, 2016) confirms when a merger and acquisition is at play, the future becomes uncertain for employees, and this indicates that employees begin to experience anxiety and stress as they become aware of losing their belonging to the organisation. This worry is evident as employees feel they are losing their sense of belonging to Weartech, losing the ‘family feel’ of the business’ as the business becomes more corporate (Jeffreys, 2022).
	Currently, the staffing levels in LE UK is an issue, as job vacancy adverts hit a record high, there is no insight whether the job market will decrease, LE UK will need to rethink their job advertising campaigns as they will be competing with rising inflation, labour shortages and energy costs (Cholteeva, 2022). This will result in LE UK reshaping their job adverts, reinventing jobs and marketing the jobs to attract the right candidates and talent into the business. The need to reinvent the wheel for job descriptions and recruitment will fill the vacancies on site. Low workforce levels contribute to the findings by Gallup (2022), it was identified that 21% of approximately 35 million respondents are engaged at work.
[bookmark: _Hlk127621300]	Understanding employee engagement would mean LE UK, firstly need to understand their employees rational and emotional reasons to work, Maslow’s Hierarchy of Needs can be applied to employee engagement and give a better understanding (Donovan, 2009). Ieranò (2016) argues that culture and management are drivers of physiological needs, stating that an employee do not have any attraction or affection to the company, they are merely just surviving in organisation as they cannot fit into the company culture, the motivational driver for this type of employee is money. Another basic need for an employee determining disengagement is their sense of security. Employees in the security zone of Maslow’s Hierarchy of Needs have a sense of not belonging and have a feeling that their skills are not being utilised appropriately in an organisation (Ieranò, 2016). Also, Ieranò (2016) argues that employees who sit in the security zone, micromanaging and an autocratic leadership style causes the disengagement in employees.




[bookmark: PositiveCulture]2.4 Benefits of a positive organisational culture

Culture surrounds all employees, and a positive workplace culture is one that “improves teamwork, raises morale, increases productivity, efficiency and enhance retention of the workforce” and most importantly, a positive workplace culture reduces employee stress (Agarwal, 2018). Also, Parent and Lovelace (2018) add that a positive culture includes building relationships, allowing employees to have an input during decision making processes and supporting the growth, development and learning opportunities. According to Seligman (2011, cited in Ackerman, 2022) there are five factors of wellbeing, the PERMA model influences positive psychology and helps to define wellbeing in greater depth. Using this model will help LE UK to determine the five factors that are positive emotion, engagement, relationships, meaning and accomplishments (Corporate Finance Institute, 2022 – b) onsite at Port Talbot. In the workplace LE UK provide support through five factors (see below) and Corporate Finance Institute (2022 – b) helps to understand how the model can be used:
1. Positive emotion – a simple thank you to an employee for achieving something
2. Engagement – providing a space to recharge with books, pool table.
3. Relationships – team building events, belonging to a team and engaging in activities together
4. Meaning – enhancing corporate social responsibility and providing support and donating to charities that are chosen by employees.
5. Accomplishments – bigger impacts if acknowledged by Managers.

However, whilst the PERMA model can distinctively influence positive culture but Ng and Sorensen (2009, cited in Goh, 2022) research suggests that all five factors do not increase staff wellbeing, posing difficulty for industrial psychologist but merely focusing on one or two PERMA factors will highlight areas with greater, direct impact in an organisation. This means that all of the contributing factors of the PERMA model will not give LE UK sufficient information to pinpoint where culture needs to be improved. LE UK will need to focus on one or two variables, for example relationships and accomplishment as this can be seen from the findings of the 2021 discovery survey (Lincoln Electric, 2022 – a).
Earley, Wojnaroski and Preset (1987, sited in Timms, 2020) research suggests that goals set for employees, allowing an individual to plan an organise tasks influences performance outcomes, albeit those who were just told to produce their performance lacked in energy and depleting performance. Therefore, LE UK adopting the PERMA model and relating it to relationships and accomplishments could significantly increase a positive culture as from findings of the 2021 Discovery Survey, this is what employees lacked in terms feeling part of a team and their activities being acknowledged.




[bookmark: ConcRecom]3.0 Conclusions and Recommendations

To summarise, it is apparent that LE UK culturally suffer with unwritten rules, failing to follow policies and procedures, and finally, failing to make their staff feel accomplished in the jobs that they carry out, resulting in poor performance due to feel undervalued. As Palmer (2022) explained “a simple thank you is like having a pat on the back, it goes a long way”, highlighting this from a Team Leader at LE UK suggests that acknowledging staff for the work being carried out is possibly all that some need. 
	Ultimately, a positive organisational culture helps the business’ identity, helps retain staff and projects a positive image to suppliers, customers and to all who have a link with LE UK (Alton, 2017). Contrastingly, the disadvantages highlight that employees are resisting change due to the merger with Lincoln Electric and that it is a loss of Weartech’s identity of more than 20 years in business, seemingly demotivating those with 20 years length service (Abbas, 2022).

Recommendations to encourage a positive culture:
1. To recognise the unwritten rules of an organisation and throughout departments.
An analysis on what type of leadership Mangers show to staff to help identify weak points and highlight where the unwritten rules are situated.
LE UK will need to understand what unwritten rules are happening, helping to identify the problem areas. Identifying leadership styles could discover why unwritten rules are at play - do the teams currently have a democratic or laissez-faire leader, whereby they do not challenge their staff and allow them to have an opinion on the rules being set? Would the team or organisation benefit from an autocratic or bureaucratic leader directing staff and instructing employees how to perform? 
	This can be carried out by looking at absence rates, engagement rates, appraisals to understand employee feedback on Managers.

2. Ensure policies and procedures are followed.
To engage with employees and understand from the front line why staff do not follow policies and procedures.
	Do new staff not have the required training, having to innovate ways to get the job done? Do staff not believe in a process which results in not following the SWP’s/policies? Are LE UK’s employee disengaged and complacent to processes needing to be followed? A meeting should be set up with a representative from each department, this should take no longer then 1 – 2 hours.

3. Encouraging Line Managers at all levels to acknowledge staff accomplishments.
To enrol Managers on a leadership course to gain essential skills and gain further knowledge.
	This would be beneficial as the needs of LE UK staff are changing. As Symonds Research (2023) suggests managers should have essential training in the below:
i. Communication
ii. Managing staff virtually and digitally
iii. Dealing with difficult people
iv. Delegation skills management
v. Managing employee wellness and well-being
vi. Inclusion and diversity people management
vii. Presentation skills
This will help highlight the needs of employees and how a simple thank you can go a long way. A Leadership Management Course will last 2 days and will cost £700 - £875 (Indeed, 2022).
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