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Organisation Overview

South Wales Police is the largest police force in Wales with a total of over 5,000 employees made up of both Police Officers, PCSOs and Police Staff. The geographical area covered is Cardiff and the Vale, Mid Glamorgan, Swansea, Neath and Port Talbot which is 10% of Welsh land (SWP, 2023 f).
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SWP Senior Management Team Briefing Paper - Workplace Culture

What is culture?
Research shows that there are many opinions on culture and what defines it, (Alvesson, 2013). Egar Shein describes culture as behaviour that groups learn to navigate through the external environment, which becomes an accepted way for a group to act (Wilkins,1985). Similarly, Trice and Beyer (1995) state that culture is built upon on a group’s history, traditions and symbols which lead to shared beliefs influencing behaviour. In addition to this, they acknowledge that larger groups will often have subcultures within them. An example of a subculture within an organisation is one that is based on occupation, for example police officers and police staff (Trice and Jarrell, 1995).
Cultures will evolve over time as they are influenced by external factors. Some recent examples are the creation of social media which has changed the way that people communicate all over the world (Jain, 2018) and the Covid-19 pandemic which had a dramatic impact on organisations including South Wales Police (SWP), as many workers are now accustomed to working more flexibly with the ability to work from home rather than attending the office on a daily basis (Spicer, 2020).
Despite many differing theories and definitions of culture, it is recognised that it is a complex phenomenon which influences individual behaviour amongst groups of people that are brought together and is something that will exist within all workplaces (Young, 2022). 
People are SWP’s largest asset with over 5,000 employees (SWP, 2023 f), therefore this briefing paper aims to inform the Senior Management Team (SMT) of why it is important that they understand culture within SWP, what influences it and whether there are any changes required.

Why is this important? 
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*(BBC News, 2021a), (Etchingham, 2023), (BBC News, 2021 b)

Whilst the above headlines are extreme, they have become more frequent in recent years due to high profile events such as the death of George Floyd (Muir, 2020), the murder of Sarah Everard by Wayne Couzens in 2021 and the conviction of serial rapist David Carrick – the latter two were both serving UK police officers (Betham, 2023). This has led to significant questions about the culture in policing across the UK, and appears to be having a negative impact on public trust and confidence (Nsubuga, 2021; Abraham, 2021; Mynenko and Ditcham, 2022). ‘Securing and maintaining public respect’ was one of the core principles that Sir Robert Peel set out when he established the police service (College of Policing, 2014 a) therefore it is important to address anything which may undermine a key tenet of policing for almost 200 years (UK Parliament, 2023).
There have been many studies about what creates “positive” workplace cultures, with safety, collaboration, inclusivity and wellbeing-focussed cultures all being suggested as they key to a healthy working environment (Grabovac and Mustajbegović, 2015; Bourgault and Goforth, 2021; Sengar et al, 2020; Cameron et al, 2011). With this comes suggestions that positive cultures enhance attraction, retention, and employee engagement (Bloznalis, 2022; Roffey, 2012; Valamis, 2022). It is important to note that there is no conclusive research to suggest that there is a direct correlation between culture and organisational effectiveness (Cameron et al, 2011; Barends and Rousseau, 2022).


















Culture and Behaviour within SWP
To understand the current culture within SWP, a model which can be used is the Iceberg model of culture.
Edward Hall – Iceberg Model of Culture
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(Singanamalli, 2022)
Created in 1976 by Edward Hall, the Iceberg model breaks down culture to the visible elements on the surface and the unseen elements which are below the surface (Romford, 2022).
When using this model to analyse SWP culture, examples of both visible and invisible elements are as follows:


Uniform
Uniform in policing serves several practical purposes, it assists with making the police identifiable in the community, but also items such as stab vests keep employees safe when conducting their role. In addition to this, uniform can be seen to represent authority, discipline, and professionalism (Tynan and Godson, 2019; Dodgshun, 2019). These are traits that are strongly associated with policing culture, and are also reflected in the SWP values “to be proud, professional and positive in everything we do” (SWP, 2023 f). Police uniform has developed over time, however traditional tunic-style uniforms still exist in policing, primarily for ceremonial duties that reflect the strong cultural connection that policing has to its history and traditions.
Office-based staff who do not wear a uniform are required to adhere to a “business-style” dress code appearing “smart and professional at all times” (SWP, 2023 h). Despite these guidelines being in place, it can be observed that different non-uniformed departments are interpreting this differently, an example of where sub-cultures appear to have been formed. 

Authority 
SWP’s purpose is to uphold the law within South Wales, and Officers conduct their duties in accordance with Police Regulations 2003 (Legislation.gov.uk, 2023). There is also a clear command and rank structure (College of Policing, 2013).
Whilst this demonstrates a visible hierarchical structure, it can be observed that this impacts on SWP culture. For example, employees address individuals of a senior rank as Sir/Ma’am, whereas for Police Staff it their title of Mr/Mrs etc rather than first names. Whilst this is not written in policy and procedure, it is an example of an unwritten rule which is not necessarily visible. 

Advantages of a hierarchical structure include providing clear direction for employees when conducting duties, and that there are easily identified career pathways (Himani, 2022). Some of the disadvantages could be that employees feel that they cannot positively challenge, which creates an organisation with limited flexibility and also encourages a culture of competitiveness between employees as they try to advance through the rank structure (Greer, 2019). When reflecting on the work that SWP does and the requirement to conduct duties in a lawful manner, it can be accepted that there is a need for a hierarchical culture, however SMT will need to be mindful of the potential risks that this can create in terms of culture.

SWP Mission 
The mission for SWP is “Keeping South Wales Safe” (SWP, 2023 f) and in order to achieve this the Chief Constable (CC) along with the Police and Crime Commissioner have set out their priorities in the South Wales Police & Crime Plan (Police and Crime Commissioner, 2022). These priorities are then reflected by the CC’s Delivery Plan (SWP, 2021) and in local delivery plans which are specific to teams within the organisation such as the “People and Organisation Development Strategy” (SWP, 2022). Having a mission and a consistent strategy to support the overall business aim can be an effective tool to embed a culture within an organisation (Grayson,2011). Therefore, when looking at the “People” strand of the Delivery Plan, SWP demonstrates the priorities are for a safe, inclusive culture with effective and supportive leadership. 
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(SWP, 2021)
“Culture eats strategy for breakfast” is a quote by Peter Druker which highlights that even with robust strategy, the organisation relies on its employees to deliver its objectives (The Alternative Board, 2020). An example of this in policing is the introduction of Body Worn Video cameras. Whilst the aim of this technology is to protect both the public and police officers, in the case of George Floyd officers continued to use strong force despite knowing that they were being recorded (Willis, 2022). This therefore highlights that whilst SWP has a clear strategic direction, there is a need to look deeper into the less visible elements of the culture to ensure that it reflects the strategic direction.
In conclusion, the Iceberg model is helpful in identifying the visible elements of culture, which for SWP does indicate a strong connection to its history and purpose. The model also allows us to consider what is less visible, which in turn can provide areas that SMT may need to focus on. It is acknowledged that measuring culture is not straightforward. CIPD suggests that rather than trying to measure the culture, gaining an understanding of the current climate and the feelings that employees have towards the workplace is an easier way of spotting potential areas that require change (Young, 2022).

Policing and the impact on employee behaviour
Whilst it is important to understand organisational culture, it is also important to consider the human behaviour which can be both positive and negative (Rebello, 2021). When someone joins SWP as a police officer, there is a requirement to already have or work towards a degree in policing (College of Policing, 2021) which is a significant commitment, however with this, there is the opportunity to retire on a full police pension after 30 years (Home Office, 2021). Policing can therefore be described as a career for life rather than a short job opportunity (Lumsdem 2017). Recent trends in employment show that Millennials and Generation Z employees are less inclined to stick to one employer compared to previous generations, and that they are motivated by new opportunities and the ability to climb the salary ladder at a faster rate than someone who remains with the same employer (Vemparala, 2023; Syed, 2019; Adkins 2023). For SWP this presents a risk, as there is significant investment in training particular for Police Officers at the beginning of their career and the specialist knowledge and experience that is built would be lost if staff turnover increases. 
Reviewing the theory behind employees’ behaviour when they are committed to the organisation, and what motivates them to be effective members of the organisation could allow SWP to avoid the loss of knowledge and experience.
Organisational commitment can be described as an emotional or psychological connection which results in employees staying with their employer (Gordon, 2022; Cioca et al, 2021). The Three Component Model of Commitment created by Meyer and Allen in 1991 describes the three elements which drives employee commitment (Mind Tools,2022)
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The advantage of this model is to identify the type of commitment SWP wants from its employees. Whilst it is beneficial for employees to stay within SWP to prevent high turnover, the hope is that they are motivated to stay because they want to rather than because they need to or feel obliged to be staying (Cioca et al, 2021). If employees are more committed for extrinsic reasons there is the risk that they may not be as effective or behave in the way that is expected, in comparison to someone who is engaged with their role and values the overall aims of the organisation. This makes affective commitment the preferred behaviour (Van der Werf, 2020).
Figures show that as of 2022, the main reason for leaving policing for police officers in the UK is due to retirement, which is also reflected within SWP (Home Office 2022, SWP, 2022). When looking at the average length of service for police officers, as of January 2023 this equates to 11.88 years, and for police staff 10.25 years (SWP, 2022). It is important to note that the Government’s Police Uplift programme will have had an impact on this figure (NPCC, 2023). Nonetheless, this shows that many employees have a reasonable level of commitment once they have joined SWP.
In terms of continuance and normative commitment motivations for SWP employees, when reviewing the pay and benefits that SWP can offer its employees, as a public service it is recognised that salaries will not compete with some private sector organisations (Reuben, 2022). However in contrast to this, other benefits include a competitive pension scheme and also occupational sick pay scheme (SWP, 2023 b). The current economic climate and cost-of-living crisis may deter employees from taking a risk by changing employers (Hoyle, 2023), however there are no current statistics to support this theory at present.
Research suggests that to increase affective commitment, organisations need to focus on key areas such as leadership, autonomy and wellbeing (Levington,2023; MindTools, 2022 b). To conclude, whilst there is an indication that many employees are committed to SWP, there is a requirement to understand further what is driving this behaviour in order to maintain and enhance commitment levels.

Employee engagement 
‘Employee engagement’ is one way to look at how effective employees are. Just like culture, there are many definitions of employee engagement (Bridger, 2018). Psychologist William Khan describes engagement as levels of physical, cognitive and emotional factors (Sinclair, 2020). 
It can be said that in addition to high levels of commitment, employees who are engaged in the workforce are those who wish to “go the extra mile” and have a positive attitude towards their work and the organisation (Lipman, 2023; Gifford and Young, 2021).
The four enablers of employee engagement developed by McLeod and Clarke is a model that can be used for SWP to understand organisational factors that impact on employee engagement (Emerald Works, 2017).
1.Strategic Narrative 
This relates to whether an organisation effectively communicates its purpose and direction (Edison365, 2021). An example to demonstrate this is the report of a NASA janitor explaining to President Kennedy that he was “helping put a man on the moon” (Nemo, 2014). As previously discussed, SWP has a clear mission and both organisational and local delivery plans which map out the objectives that SWP wish to achieve. In a Staff Wellbeing and Engagement survey conducted in 2017, public service motivation and mission importance scores were high amongst respondents (SWP, 2017). However an important caveat is this information is dated, and the response rate was low at 21.9%. 

2.Engaging Managers
Supportive Leadership and Supervision features within the CC’s Delivery Plan (SWP, 2021), therefore SWP recognises this as an important element for employee engagement. The role of a supervisor is to not only manage their team workload, but to ensure that they are a role model who motivates their team to perform. They also take responsibility for team members’ wellbeing and development (Quilliam, 2022). If line managers do not have the skills to manage effectively, research suggests that it can lead to increased stress which in turn can lead to increased sickness absence (Whitehouse, 2019). Ineffective line managers can also have a negative impact on morale, leaving employees dissatisfied and disengaged (Brown, 2019).
Whilst officer first line supervisors are required to go through a rigorous process to get promoted, including policing exams (College of Policing, 2023), it can be observed that many struggle with people management aspects of the role, which results in low compliance in areas such as managing absence and maternity leave (SWP, 2022). SWP do have first line supervisor courses which addresses some of the skill gaps, however at present there is poor uptake (SWP, 2023 e). A potential reason for this may be the competitiveness that can be driven by a hierarchical culture.



3.Employee Voice 
Employee voice can be described as the ability for employees to express themselves within the workplace (Peters, 2022). Some advantages of employees feeling able to express their views are that it can enhance innovation, creativity and job satisfaction (Investors in People, 2019). 
SWP adopts a proactive approach to working with Trade Unions and the Police Federation in all discussions around employees, which is a recommended way to improve employee voice within an organisation (Suff, 2022 a). However, it is important to note that not all employees are members of a union.
A potential risk to employee voice in SWP is the hierarchical culture. Research suggests that this may deter those within the lower ranks from expressing their opinions, which is also an indication that employees do not feel psychologically safe (Pfrombeck et al, 2023; Shipton et al, 2019). Whilst this is an important consideration, it is also essential in certain situations in policing for employees to respond to direct commands (College of Policing, 2013), therefore SWP need to ensure that employee voice is encourage in an appropriate manner.

4.Organisational Integrity 
Organisational integrity relates to organisations practicing the values that they present, which in turn builds employees’ trust. Research suggests that organisational integrity has become an important factor for employees, and that a lack of integrity is likely to prevent employees from staying and potential candidates from apply to an organisation (Mayne, 2022; Scroggins, 2022).
As previously highlighted, several high-profile events have led to a dip in public confidence in policing in recent years particularly in relation to racism. This has reinforced the need to have a representative workforce (Alogba, 2020) which is a target within the CC’s Delivery Plan (SWP, 2021). At present only 3.6% of SWP workforce is made up of those who identify as Black, Asian and Minority ethnic (SWP, 2023 c). Research suggests that one reason for this may be due to negative perceptions that minority communities have of policing, which is having an impact on the recruitment and retention of BAME employees (Waters et al, 2007).
In recent years, SWP has invested significantly in Equality, Diversity and Inclusion (EDI) initiatives including a Positive Action team to assist with recruitment, and an EDI team who work to create an inclusive culture through policy, guidance and learning (SWP, 2023 d). Another potential challenge are the rigid recruitment processes and organisational structure which may mean SWP is at risk of creating a monoculture which does not achieve an authentic inclusive environment (Rehn, 2019).
Whilst this has increased awareness and improved procedures, it is clear that more work needs to be done in this area to increase organisational integrity.

What are the benefits of a positive culture?
In addition to recruitment and retention which has already been highlighted, there are two further factors that can be explored.




Wellbeing 
Wellbeing can include physical, mental and economic factors (Waida, 2021). Research suggests that promoting a positive culture can reduce absenteeism, improve morale and create a better work life balance (Collar, 2023; Suff, 2022 b). However, the positive culture linked specifically to wellbeing appears to be driven by colleague relationships rather than organisational wellbeing initiatives (Chatterjee, 2023; Carr et al, 2003). Key to creating the positive cultures that creates enhanced wellbeing are line managers (Quilliam, 2022; Dasborough, 2002; Young, 2019). Research suggests that ineffective line management can diminish employee wellbeing (CIPD, 2023). 
SWP has many supportive measures in place to support employee wellbeing such as in-house counselling services, agile working, menopause champions and it is part of the CC’s Delivery Plan (SWP, 2021). However last year SWP lost 481,830 hours to sickness (SWP, 2023 i). This may suggest that despite promoting wellbeing as a priority that it is not reflected in the culture. It is also important to note that some wellbeing initiatives, such as hybrid working, can also have a detrimental impact on culture as it could be perceived as unfair to those who are required to work on site (Lufkin, 2021).

Learning and Development 
CIPD (2020) claims that a positive culture that supports employee development can assist with future-proofing organisations. Whilst providing formal learning can assist with this (Tenney, 2021), Marsick and (1990) discovered that a positive culture can drive informal learning which empowers employees to develop themselves through collaborative interactions often driven by effective line managers. Informal learning can also be developed through the application of coaching (MindTools, 2022 a; Gardner, 2020). A barrier to this type of learning for many SWP employees is the requirement to make decisions based on law, often in quick time and in accordance with defined procedures such as the National Decision Model (College of Policing, 2014 b). This restricts the scope for flexibility in these situations due to the risk involved in policing to both the public and SWP employees.

Recommendations
This report has identified that SWP has clear and defined expectations in relation to its priorities for enhancing organisational culture and employee behaviour. Whilst it has been highlighted that measuring culture is challenging, there is a need to focus on understanding our employees and what organisational factors could be driving their behaviour within the workplace. To achieve this the following recommendations are proposed:
1 - Understanding current climate
Since the last engagement survey 2017, there have been many changes both internally and externally, including the impact of Covid-19 which research suggests has had a significant impact on workplace culture (Wadsworth, 2021; Morris, 2022). Conducting a new survey will provide SWP with a more up-to-date insight into employee engagement, and will provide employees the opportunity to feedback, therefore enhancing employee voice.
To repeat a survey similar to that of 2017 with the assistance of an independent organisation (SWP, 2017) could cost between £50,000 - £100,000 (ETS, 2022). In addition to this, there will be the requirement for a member of the talent and communications team to be dedicated to this project which will incur additional time costs. 
The timing of the survey is key to getting a good response, therefore avoiding busy leave periods such as school holidays is advised (Raine, 2019). Following budget confirmation in April, the team would to work towards a launch in September 2023 with analysis of results to be completed by December 2023.
There risks of investing in a survey are that you could get low engagement and that employees may feel that they cannot express their true feelings (Miller, 2020). However, if as a result of the survey findings SWP can improve the culture, this may save on the amount of sickness absence which was significantly more than £100,000 in 2022 (SWP, 2023 i).

2 – Enhancing promotion/line manager recruitment process
This report has highlighted that line managers are an integral part of delivering organisational objectives which can impact on the wellbeing, development and retention of our employees.
Whilst it is recognised that there is a need for testing of knowledge and skills within a promotion process, in order to understand the management style of potential line managers, the recommendation would be for all promotion candidates to conduct a DiSC assessment which is designed to improve line manager self-awareness which in turn can improve how they interact with their team members (Fallon, 2023, Prince, 2021). 
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DiSC model (Financially Simple, 2018)

The most cost-effective approach will be to train SWP employees as DiSC assessors who can deliver DiSC assessments. The proposal would be to invest in two trainers at the cost of approx. £2,388 (DiscGroup, 2022), plus time taken for staff to complete the course (one working day). Individuals will be required to sign a learning agreement so that costs can be recovered should they leave within a two-year period (SWP, 2023 a).

3 – Developing line manager “people” skills
To support line managers development, the third proposal will be for the first line supervisors’ course (SWP, 2023 e) to be mandatory for all prospective and current line managers.
The course covers subjects including inclusive leadership, leading conversations, leading people, all of which are attributed to assisting a positive culture (Heinz, 2022).
Implementation could commence immediately as the course is already in existence and available dates are pre-planned until July 2023. Courses take seven days to complete. The costs to run the course and for employee places have already been budgeted until July, however there will be a requirement to schedule further courses. The average time cost for a line manager to attend a course is £568.40 and based on an average of 70 promotions per year, which will result in annual ongoing costs of £39,788 per year. The average cost to recruit and train a new police officer (as of 2020) is approx. £74,886 (West Midlands Police, 2020), therefore this investment is just over half the cost of a replacing one officer.
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