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Alun Griffiths Contractors (Ltd) an overview

AGC is a well-known, family run business in the Private sector that has spanned many decades and has years of achievements behind it (AGC, 2023). In 2018 AGC was taken over by global construction company, CRH and was brought under the Tarmac Umbrella and more recently, in 2022 moved under Tarmac’s sister company North Stone, liaising directly with Farrans. 
During this transition AGC workforce was around 1000 direct employees and 500 contingency employees (AGC, 2023). In the summer of 2022, AGC relaunched their key values and mission to ensure that all employees knew what the business goals were and how they were striving to achieve them (AGC, 2023). 
AGC values are Collaboration, Proud, Driven and Respectful with an overall mission of ‘We build better infrastructures for our Customers and Communities’ (AGC, 2023). These new values were launched as the organisation had gone through 2 significant changes of leadership in a short space of time and a global pandemic – Covid-19 (WHO, 2023). It was important to reinforce the overall business strategy and finally have a brand with values and a mission that all employees could work towards rather than the legacy behaviour that remained from moving from a small family run business into the corporate world (AGC, 2023).
Over the last 5 years since moving under CRH ownership, the geographical area that AGC covered once again grew, this meant that there was more pressure on results and turnover and little investment in people. Lee and Bruvold, (2003) stipulates that motivation is one of the most critical challenges within organisations and without investment in their people organisations could see employees’ attitude and behaviour affected. 
Deliotte (2016) indicates that research shows that workplace culture not only drives behaviour but has an impact on innovation and customer service and knowing the importance of culture, all line leaders should consider doing all they can to foster a culture where people can thrive. As an organisation understanding the culture must start somewhere, so in November 2022 a Cultural Survey was sent to all AGC employees to understand what employees would like to see inversely within the organisation (AGC, 2022). The results have yet to be analysed however in the meantime this briefing paper will provide an analysis of the organsation’s culture and can assist with future strategic decision making.




















What is culture?

The question of culture has no definitive answer, but culture can be characterised as the collection of values, beliefs and methods of interaction that create a working environment (Indeed, 2022). Young (2022-a) refers to organisational culture as an important part of organisational life, with culture becoming a mainstay in many business leaders. For many people they will have their personal perception on what culture is and how it impacts their organisation. Bersin (2015) indicates that you can feel culture when you visit an organisation as it is often displayed in employee behaviour and enthusiasm. Faraghar (2023- a) quotes that defining organisational culture is a challenge and is different for all organisations. Edgar Schein believes that organisational culture is often defined by leaderships and has three levels; artifacts of culture, norms and values about what behaviour is appropriate and underlying beliefs and assumptions (Faraghar, 2023- b). Taylor and Perkins (2021) quote that there is no better or worse culture.
During a conversation between Edgar Schein and Peter Schein, Peter (2019) indicates that culture changes from one environment to another with startup organisations dealing with building the right culture, midlife organisations managing social and subcultural changes and older organisations facing challenges with innovation and employee engagement, which is the challenge AGC is faced with at present, so no matter what stage an organisation is at, at some point they could face predicaments when it comes to culture.
AGC has gone through substantial change and has dealt with a change in leadership not once but twice during the last 5 years (AGC, 2023). With any form of organisational change there is often uncertainty as it may be difficult for some team members to adapt. Culture would be classed as an organisational change where managers are looking to make specific adjustments to the organisation for it to succeed and grow (Stobierski, 2020). With the new values and mission, now is the time to make the organisational culture change in AGC.
Employers know that employee engagement is at an all-time low due to the cost of living crisis and the impact it has had on employee wellbeing (Wellings, 2022). The impact on employee wellbeing due to the rising cost of living is key to the current attrition issues at AGC, statistics that are evident from analysing the most recent data from AGC exit interviews (AGC, 2023).
Due to the change that AGC has undergone in the last 5 years Culture is now a very powerful topic. Young (2022-b) suggests that culture can influence people’s experiences and behaviours. Literature suggests that if an organisation has a good workplace culture, it can bring high level outputs such as increased productivity and good teamwork in delivering the organisational strategy, all of which influences behaviours within the workplace (Rebello, 2021). However, for organisations who are struggling with their culture, it can have a substantial impact on employee engagement, individual and team morale and even job satisfaction (Heinz, 2022), which in turn could affect productivity or employee turnover. 
Due to the move from a small family run business to the corporate world and a change in leadership, many employees could now feel unsettled and from initial review of the recent cultural survey which the organisation asked employees to complete, some of the concerns were longevity within the organisation, gratitude, reward and benefits and communication (AGC, 2023). 
During this briefing paper there will be theories and models used to review the culture and organisational behaviour at AGC with recommendations at the end of the briefing paper.






Culture at AGC

In 1970, Hall introduced the Cultural Iceberg Model (Harappa, 2022 -a). This model of the Iceberg symbolises that visually you can never see all of the surface area as there is part of the iceberg that is underwater, much like culture there are elements of culture you can see such as values and branding, which due to investment into the pre-construction team, has improved for AGC (2022), however, there are elements which the organisation does not always see, such as disengaged employees and unseen behaviours as shown in the image below (Harappa, 2022 -b).
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Hall’s model has three pillars, Visual Cultural practices, Patterns and Habits and Mental Modes (Harappa, 2022 – c). When evaluating what this means for AGC, considerations would need to be made for understanding what employees know about the organisation including its values, mission and commitment to its employees and the local community (AGC,2023). Many AGC employees are site based and the communication potentially would not be known to all levels of workforce unless they had been briefed (AGC, 2023). This could be having a detrimental impact on employee engagement and employees could be missing out on crucial information. Roepe (2022) specifies that there are ways in which you can support communication across multiple sites including newsletters, emails and even texting information to employees. 
Employee voice would be a respectable way to consider getting to know from employees what it is they want and what the employees are thinking, Sharp, (2018) reveals that employees want their voices and concerns heard at a strategic level but not one voice can be used for all employees. 
Peters, (2022) mentions that employee voice is the way that employees can communicate with their employers to influence matters at work however, if employees do not feel engaged they are likely to become disengaged and could sit under the surface of the iceberg having negative’s thoughts and feelings about their employment and the organisation. Sievert and Schloz (2017) emphasise that in a disengaged world, employers need to engage employees to boost employee loyalty and productivity as a minimum.
Patterns and Behaviours are a way of getting a better understanding from employees, what they do and how have they learnt, this could be known as a behaviorist approach where all behaviours are learnt through interaction and the environment in which they work (McLeod, 2022). With apprenticeships on the rise at AGC, this would be a very hands-on, learnt skill from other experienced employees (AGC, 2023). 
Apprenticeships are not only a great platform to share the opportunities that AGC have to offer it is also an important way of learning. Chan (2017) indicates that through apprenticeships there can be the premise of socio–culturally learning with working alongside skilled employees, this will not only develop their skill but also their relationships with others within the wider business and creating a sense of belonging. 
The final Pillar from Hall is mental modes, this means having the ability to believe that just because something hasn’t been done or tried before it won’t be tried again in the future (Harappa, 2022–d). To implement this, AGC would need time and investment. 26% of employees at AGC have been employed over 10 years and as with any change it is important that all employees are engaged in the change to ensure it succeeds. Galbraith (2018) suggests that if employees do not know why change is happening then it could result in resistance or pushback, it is important to never assume someone knows and always take the time to explain why something is changing. George (2021) indicates that the effects of not managing change can be devastating and long lasting which could affect employee engagement and motivation which in turn could affect organisational Culture.
In comparison to Hall and the visual aspects of culture with the 3 pillars, there is Hofstede who had 6 different dimensions to his framework for cross cultural communication (Mindtools, 2022 -a), these can be seen in the image below but, for the benefit of this briefing paper for AGC there will be a focus on just three. These dimensions are a focus due to the rapid change in AGC’s leadership and the need to identify issues which could support with distinguishing culture at AGC (Mooji and Hofstede, 2010).
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Individualism Vs Collectivism suggests the ties people have with others within their community (Mindtools, 2022-b), AGC reputation is very well known within the local community, something that the organisation does not want to lose (AGC, 2023). For AGC to be seen as community led, being involved in local incentives and being a presence in the community could show potential employees the type of organisation AGC is striving to be. Hutcheon and Steiner (2022) document that being active in the community provided a sense of belonging and increases social networks, this would also indicate that AGC are living their mission.

Uncertainty Avoidance Index could indicate how well people cope with anxiety (Mindtools, 2022-c). Stuff (2022) refers to the HSE, 17.9 million working days are lost per year to work related stress, anxiety or depression which is a very prevalent issue and given the current issues AGC have with employee absence, currently sitting at 8.2% with 2% of absence coming from employees within their probation period, these figures could be due to employees not having a structured induction or not feeling as though they belong within AGC. 
Behson, (2022) states that great company culture is reinforced by its employees so everyone within their own sphere has the opportunity to impact on the organsiation’s culture.
Masculinity Vs Femininity shows the distribution of roles between men and women (Mindtools, 2022 -d). Having reviewed the latest gender pay gap report for AGC, it shows that only 10.5% of the workforce were women. Herring (2009) indicates that gender diversity is important for business and for AGC to show that it is an inclusive organisation giving equal opportunities to every employee supports the values AGC are trying to instill.
Construction is a very male dominated industry and improving gender diversity is a key focus (AGC, 2023). Having more gender diversity will allow AGC to have a wider talent pool, different perspectives and give a good reflection to customers. Sharma (2021) cites that having women in teams can improve performance and collaboration as they have strong abilities pursuing nonverbal signs and are better at altering conversations. 
Mckay, (2008) refers to research albeit dated which indicates that AGC should challenge the traditional assumptions and the impact of equality within a workplace however, to do this and ensure a future where AGC can create a pipeline of talent the organisation need to ensure it is future fit by creating opportunities and a culture where women are seen as equal in this Industry. Binke (2018) shares that Balfour Beatty, a leading construction company in the UK recommends supporting career advancement on results not by who is prepared to ask for a pay rise and actively encouraging women to enter awards, something that on Hofstede sliding scale would potential only be done by males as they are assertive and look for a reward for success (Nickerson, 2022 -b). 
Indulgence Vs Restraint focuses on gratification or peoples conduct and behaviour (Mindtools, 2022 -e). As stated, a key finding from the latest cultural survey was employees describing that they would like gratification within their roles, this could link with employee engagement and them feeling valued and empowered within their roles which could improve organisational culture and productivity. Westover, (2028) implies that showing gratitude is the easiest and fastest way of boosting performance with 93% of employees saying they felt more motivated by feeling valued. 
There are elements of both theories that could improve culture at AGC however Hofstede’s dimensions at present are more relevant for the organisation and the challenges with creating talent pipelines and providing opportunities for gender diversity.












Human Behaviour in the workplace

When considering Human Behaviours in the workplace, Simha and Parboteeah state that personality research has become an abundant source of knowledge about human attitudes and behaviors (2020).  Paton (2023) suggest that whilst employees may feel that to get recognised in work that they need to go above and beyond, this in itself can cause stress, pressure and burnout, having an adverse effect on wellbeing and promoting a positive work culture. This could also be considered unethical to expect someone to put themselves at a disadvantage or at risk to obtain a better position within work. CIPD (2019) stipulates that employers should do the right thing because it’s the right thing to do.
When we consider what employees need from AGC it’s hard to obtain a one size fits all approach. Mindtools (2022 -a) state that when you consider people knowing you’ve treated them well, they will give their best in return and to the contrary if you ignore someone, they could become disengaged or feel demotivated. 
Maslow’s hierarchy of needs was published in 1943, citing that as humans we strive to meet our basic needs yet we also seek to satisfy higher need, with other needs sitting in between such as safety and belonging (Mindtools – b). Neal, (2022) indicates that following the war in Ukraine, prices are at a historical high so AGC paying employees on an agreed date could support wellbeing knowing that they do not need to worry about such a basic need.

Once employees have their basic needs, they may decide that they have a higher need to look for more opportunities to be motivated within the workplace and to progress their professional careers goals (Hays, 2023 -a). Boinott (2018) suggests that when money is no longer a worrying factor then employees will work harder to prove they are worth the extra money. 
When employees want to develop and employers want to retain a critical worker, part of Maslow’s hierarchy is to motivate employees using esteem, however not all employees, some would like to climb the career ladder where others would like to consider sideways moves or expand in their current role (Hays, 2023 -b). This could be done by giving employee’s more accountability or even just giving them a voice. Jiang and Gu (2017) wrote in a recent journal that from the research they conducted when the job involvement and autonomy grew so did the key relationships making employees more efficient, so for culture to improve giving an employee a say in what they want to do is an important factor. Macarthur (2020) says that employees should drive their own career, and if AGC can align to this, employees would feel like really they belong.
It is important to remember that AGC could be using motivational theories to encourage employees to work harder (BBC, 2023). Cherry (2022 - a) indicates that Intrinsic motivation when you are eager to behave in a certain way because you find it rewarding so that the behavior itself is the reward, compared to extrinsic motivation, when employees want to achieve or behave in a certain way to receive a reward or avoid punishment. Both intrinsic and extrinsic motivation has an impact on employee behaviour, however when used correctly can be used to help employees and improve their learning (Cherry, 2022 -b), which would link to delivering AGC values of driven and collaboration. 
Job Enrichment can motivate employees, increase retention and support with employee development including autonomy (Indeed, 2022). Job enrichment gives the potential for great success, Mindtools (2023) implies that if employees get a say in how their works gets done, they are more likely to get an increased sense of satisfaction for the task.
Employees will want good communication, Peters (2022 -b) mentions that effective communication develops trust within an organisation and has a significant impact on employee engagement. Finding the platform to encourage this will show not just current employees what AGC has to offer but external candidates looking to join a forward-thinking organisation (BBC, 2023).
Men and Yue (2019) state that communication and positive behaviours will produce a positive culture. The impact of having a positive workplace culture and empowering employees within the workplace can have links to organisational productivity and success, employees want to do a good job, but they want to have a say in their performance and want to be treated fairly (Green, 2012). 
By motivating employees and engaging them in the long-term business strategy there is more chance of AGC having productive successful teams in which the business can retain top talent. Aguins (2012) suggested that human capital is the key source of organisational competitiveness and due to the current leaver statistics at AGC, where the organisation has fallen by 10.2% in the last year, this now needs to become a focus (AGC,2023).
According to Gallup, only 13% of employees are currently engaged in work (Valier, 2022). Storage (2021, 0.40) referred to personality as someone’s characteristics, emotional responses, thoughts and behaviours, the ways in which employees can learn, develop, and communicate and the wider business having an understanding that people are different and with differences brings alternative perspectives and skillset. The big 5 personality traits shown below are important to consider when hiring employees. Big 5 can be used to understand behaviours and in most cases accurately predict future performance (Thomas, 2022). However, with any human behaviour this can change, depending on environment, demographic and behaviours all which link to organisational culture. Literature from the CIPD (2022) shows that influencing and understanding behavior is integral to developing a positive workplace, something AGC could apply to support with improving not just culture but retention too.




If AGC invested in employee engagement not just financially but emotionally by understanding more about its employees, there is potential for employee wellbeing to become a key talking point. (Whitter, 2016) explains that high wellbeing benefits engagement by lifting employee performance in a way that engagement alone would not reach. This would allow the business to promote the great support it can offer for all employees and become an employer of choice which in turn would be good for business reputation in the wider community who would be a key stakeholder for the business reputation (BBC, 2023). 
Not all employers see employee engagement as a key part of its success. In 2019, Boohoo even refused its employees talking rights with a union, (Laville, 2019) and although AGC is not unionized it is worth noting what kind of an organisation AGC wants to be.
Part of providing an environment where employees are encouraged, empowered, and allowed to develop without any form of bias should be a key part of all employment (BBC, 2023 – a). Unconscious bias is everywhere and there is training to support, however much like culture it does not involve just one person, and it will not go away by itself, everyone needs to work hard, and organisations need to do the same (BBC, 2023-b).
Every year the CIPD produces a report which is known as the good work survey (2022), this report focuses on 7 key elements as shown in the table below. The latest report shows that two thirds of workers were satisfied with their jobs overall however, if considering day to day work only half of the workers cite they feel enthusiastic about work (Gifford and Young, 2021-a). AGC could use these 7 elements to benchmark how their employees current feel with a pulse survey, to support with the findings from the recent cultural survey.
	CIPD - Good work Survey

	1. Pay and benefits
2. Employment Contracts
3. Work life balance
4. Job design and nature of work
5. Relationships at work
6. Employee Voice
7. Health and Wellbeing



There are many pros and cons to be considered, but the success of AGC has already spanned over seven decades, and the business could use the learnings from this briefing paper to support with the longevity and success for the next seven decades. Davis (2014) poses that organisations that are able to adapt and change will meet market demands and avoid the trauma of unwanted change.




















Conclusion

In conclusion, from the literature that has been reviewed for this briefing paper there is very little which defines culture as a whole, but there are variations such as ‘the way we do things around here’ and underlying values, beliefs and principles that serve as a foundation (Young, 2022-c).
This briefing paper has demonstrated that there is an opportunity to review and change culture with the support of better communication, improved motivation within the organisation and how AGC can make employees feel about their place of work and in turn this could potentially increase organisational productivity and culture. Mckenna (2023), indicates that employees spend an overall chunk of their time at work, and how they feel links to how productive they are, with employee morale encompassing an employee’s overall outlook on an organisation.
From the evidence which has been presented in this briefing paper, the below recommendations could play a part in improving AGC culture. From the research there is reason to believe that employees would benefit from a structured induction process, employee voice and better employee benefits to support employee wellbeing. Pescud et al (2015) suggests that the value of workplace health promotion is positively influencing health and wellbeing within organsations.
There is a fine line to getting the balance right, but overall AGC could be looking to implement a culture where people come to work because they want to not because they have to. Graham (2022) stipulates that if you don’t rise to the occasion and become paralyzed by the fear this could result in poor decision making, an error AGC can’t afford in an already turbulent segment of its business. 

“When people are financially invested, they want a return. When people are emotionally invested, they want to contribute.” - Simon Sinek

Recommendations

Recommendations from this briefing paper are documented below and whilst there are cost implications to initiating these recommendations, if AGC tackle these contentious subjects there could be a change in which employees view the business, employees could feel more engaged with the wider business and its values and in turn for a better benefits package, top talent could be retained which would support the current attrition issue and potentially improve workplace culture and behaviours. Gifford and Young (2021-b) suggest that when employees are more engaged, they are often happier, healthier and more motivated. 















Recommendation 1

Hendricks and Louw – Potgieter (2012) allude to inductions supporting with the anxiety which is sometimes experienced by employees joining a new organisation. McCartney (2022 -a) maintains that first impressions have a significant impact on how an employee integrates into a workplace, when looking at culture and an effective induction this should be from day one which could reduce turnover, absenteeism and increase employee commitment and branding (McCartney, 2022-b).  





Recommendation 2

Venkataramani et al (2017) document that employee voice has been recognised as a critical input influencing organisational functioning and wellbeing. With this statement and research gathered from this briefing paper, employee voice could be a good way for employees to feel empowered, employees could either be a representative or vote for a representative that they trust to get their opinions across to the wider business and feel more involved in the overall business strategy of ‘We build better people’ (AGC, 2023).





Recommendation 3

Goodshore (2023) mentions that lots of organisations offer employee benefits, however many employees now expect this. Leading on a benefits package for employees will help attract the best talent, support with attrition issues, improve employee wellbeing, boost employee productivity and could Improve morale within the organisation, this is something that AGC currently are not providing for its employees and there are inconsistencies due to varying payrolls (AGC, 2023). 
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Pyschological
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Belonging



Personality Traits


Concenciousness


Agreeableness
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Extroversion



Stage 1


Understand what needs to be included in the induction

SLT buy in with what they would like to add in to the induction.

Support from Preconstruction to understand the contents

Initial costs of £2500 including SLT time, preconstruction time and sample making for support documents.





Review design with SLT 

Share design with Managing Director.

Brief team managers about the change, and get their buy in explain why its important and the benefit to them.


Work with preconstruction to ensure Induction is ready to roll out.

Line Managers to be trained on the induction process before delivery to wider cohort.

In Total with brain storming, training and production Induction cost should come in around £6,000. This will include materials that can be used for new employees in the future too.


Stage 3


Stage 2



Stage 1


Brief the SLT on Employee voice.

Use the weekly comms to share that employee voice is going to be launhced.

Advertise the Employee Voice and see if any employees would like to be representatives. Ensure line managers are brought into the process and are talking to their teams about the benefits of employee voice.

Cost at this stage only HRBP time roughly £250.



Stage 2


Conduct the ballot for employee voice (if needed)

Gain approval from the Managaing Director for the employees who have been nominated to launch Employee Voice.

Communicate who is representing what areas of the business.

Arranging briefing for Line Managres to explain the benefits of employee voice and the role they will play. 

Check Line Manager understanding of the importance of having converstaions with their team in an informal environment as well as the Employee voice forum meetings. 


Stage 3


Agree a date and location for the meeting.

Hold the first employee voice meeting ensuring that a minute taker has been aligned and the notes taken are shared with all employee representatives to feedback to their business units, HR Buisness Partner can feedback to HR Manager who can link with SLT in their weekly call at no additional cost.

Cost would be dependant upon the employees involved and the success of landing employee voice. 



Stage 1


Understand what benefits currently AGC have and what could be implemented HR to review - approximately 3 hours work cost £85.

Discuss with line manager in a  forum what they think they could do to improve employee beneifts - approximate cost £500.

Gain understanding that benefits will come in financial reward such as pay increase and Bonus but can also come in emotional reward and improve employee wellbeing.




Stage 2


Discuss with line managers in a forum the benefits of motivaition, employee engament and improving the workplace culture.

Understand if any of the line managers need support in managing employee performance.  

Approximate cost £500.


Stage 3


Share visions with wider SLT and Mnagaing Director the improvements that are planned for the organisation.

Explain that once there has been a cultural shift there are elements of employee benefits that should be reviewed.

Consider a pulse survey to go alongside cultural survery to understand what employees would like from a beneifts package so this could be on ongoing objective once the line managers are in a better position with their teams. 

Overall cost is unkown due to what financial rewards may come later downt he line but investment in line managers, sharing the visions and training should all be  done for approximately £1500.
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