


Gwent Police Overview – Organisational Culture.

Gwent Police (2020) is a public sector organisation which promotes ethical conduct, transparency, accountability, and a commitment to the community. The mission statement articulates those values: ‘protect and reassure’ the citizens of Gwent with the highest degree of professionalism and compassion (Gwent Police and Crime Commissioner, 2013). Gwent Police established clear expectations through policies and guidelines that outline the standards of behaviour. These policies are publicly available and easily accessible. 
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Description automatically generated with medium confidence]In an attempt to attract talented individuals, Gwent Police (2020) aims to be recognised as a desirable "Employer of Choice" by providing a work environment that is supportive, appreciative and motivating. Despite this objective, the organisation’s rating of 3.3 out of 5 stars on recruitment platforms, as shown in Figure 1, does not reflect this effort.Figure 1 Gwent Police Employees' rating (Indeed, 2023)

Gwent Police (Sheard, 2022) has encountered several difficulties lately, including involvement in multiple scandals, and has been accused of having the most toxic police department culture in the UK, characterised by sexism, racism, and dishonesty. Despite attempts to address these issues, there is still evidence of institutional sexism and abuse of power within the police force, according to Welsh Women's Aid (2022).
Negative publicity has damaged the reputation and public trust of Gwent Police. To minimise the impact, changing the organisation’s culture and employees’ behaviour is essential.
Introduction - What is culture, and why is it important?
Balogun and Johnson (CIPD, 2020) define organisational culture as the way things are done within the company, and Cameron and Quinn (Hollister et al 2021) highlight the role of values, beliefs, and attitudes in shaping organisational culture and employees’ behaviour (Indeed, 2021). According to Razzetti (2022), workplace culture is more than “the way we do things around here.” Culture Is ‘How People Behave When No One Is Looking’. Peter Drucker (Hollister et al 2021) indicates, “Culture eats strategy for breakfast’, which means negative culture can sabotage even the most well-designed strategies for organisational growth. 
Organisational culture is determined by actions, not words. Ultimately, it is the accepted behaviour determines the organisation's authentic culture. At Gwent Police, a significant difference exists between what is said or claimed about a culture and what is observed or experienced in reality. HR professionals design programmes prioritising diversity and inclusivity, de-escalation methods, and ethical decision-making. However, there is an ongoing critique of Gwent Police brutality, sexism and racist behaviour (BBC News, 2022). 
Acknowledging that Gwent Police is a complex organisation and each department has a distinct culture, the briefing paper critically analyses the front-line culture.
Main Findings
Analysing Gwent Police Culture and organisational behaviour. 
Two models have been used to recognise and analyse the Gwent Police Culture. One of them is Hofstede's Cultural Model (1984), which identifies six cultural dimensions (Figure 2).
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Figure 2 Hofstede's Cultural Dimensions (B2U, 2017)

Although Hofstede's Model is primarily designed to examine cultural variances among countries, it can be sufficient in analysing cultural variance in business or education. For the scope of this research, only three elements of this model are being examined.
The power distance dimension (Wale, 2023) refers to the extent to which individuals in a culture accept and expect an unequal distribution of power and authority. Power distance is reflected through its hierarchies and chain of command, where officers of higher rank hold control and authority over those of lower rank. According to Dai et al (2022), communication can be impacted by hierarchical structures, as individuals in lower ranks may find it challenging to approach management and feel less empowered to voice their concerns regarding unethical behaviour from their superiors. If subordinates are afraid to speak the truth to those in power, then the culture cannot be considered transparent. 
Gwent Police strongly emphasises collectivism, promoting teamwork and cooperation, and prioritising the team's needs over those of individual officers. In a collectivist culture, individuals are encouraged to adopt the group's values, beliefs, views, and motivations (Indeed, 2022a). Downplaying the role of individuals can have negative consequences. Failing to recognise exceptional individual efforts can reduce motivation and engagement, and employees may not go the extra mile if group success is credited for individual achievements. This can be particularly challenging if poor group performance results in negative outcomes, leaving valuable contributors feeling unfairly treated (Sulls, 2022).
According to Nink and Robison (2022), in a culture of collectivism, police officers have a deep sense of loyalty towards their peers, which may create challenges in reporting misconduct. Consequently, they fear it may harm their working relationships or result in retaliation from their colleagues or superiors (Ivcovic et al. 2022). They may also have concerns about being excluded or harassed as a result of reporting such incidents (Police Chief Magazine, 2023).
Another dimension of the Hofstede Model, refers to the extent to which a culture values stereotypically masculine or feminine traits and behaviours (Sulls, 2022). In a police organisational culture, masculinity may be reflected in officers prioritising physical strength, aggression, and control over emotional expression and interpersonal skills. Gwent Police still exhibits a high degree of masculinity. In this environment, female constables are at a greater risk of encountering a toxic workplace culture due to discrimination and harassment, especially of a sexual nature. Therefore, it would be beneficial to recruit more female officers (from recommendations.)
Another framework utilised for evaluating Gwent Police culture is Schein's Model, which distinguishes three organisational culture levels (Figure 3).
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Figure 3 Schein Model







Artifacts:
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Description automatically generated]According to this model, ‘Artifacts’ are organisational culture's visible and tangible aspects. In the context of police culture, the artefacts include the police uniform, badges, and vehicles. The purpose of these symbols is to communicate a feeling of authority, power, and control. Another artefact of police culture is the use of police jargon and acronyms. This language reinforces the isolated police culture and and makes it difficult for outsiders to understand police procedures and policies. The artefacts are visible to the public, which is why HR professionals and Professional Standards focus on the appearance and behaviour of police officers. Nonetheless, a notable inconsistency exists between the anticipated conduct of Gwent Police personnel and their actual performance. This includes unclean police vehicles, grubby footwear, and individuals with their hands in their pockets.
Espoused Values:
Espoused values are the beliefs and standards that an organisation communicates externally. Gwent Police's espoused values are presented in Figure 5.
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Figure 4 Gwent Police Values
It is crucial for police employees to adhere to their organisation's values and ethical code. Razzetti's (2022) study found that employees often do not perceive a connection between a company's stated values and their implementation. The authentic culture of an organisation is reflected in how individuals behave when unobserved, as social norms translate abstract values into actions. Skinner's research established that an organisation’s values are reflected in the consequences of its rewards and punishments. For instance, Amazon's culture (Razzetti, 2022) rewards attributes like relentlessness and intellectual independence, reflecting their aggressive approach. In contrast, Slack values empathetic conduct and penalises disrespectful or uncooperative behaviour. While at Gwent Police culture, victims being disbelieved and a low proportion of perpetrators being charged with offences (Welsh Women’s Aid, 2022). Additionally, there is no correlation between what Gwent Police aspire to and how employees act on them. Figure 5 introduces headlines describing Gwent Police culture.
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Figure 5 Headlines (BBC News, 2023)
Underlying Assumptions:
Unconscious beliefs and biases, known as underlying assumptions, shape an organisation’s culture. In the case of Gwent Police, these assumptions may include beliefs in the danger and criminality of specific populations, such as black individuals, contributing to its perceived racial bias. This bias is evident in police officers' interactions with people of colour and in handling cases involving racial profiling and police brutality. 
Gwent Police (2020) and Collage of Policing (2013) acknowledged that the disproportionate utilisation of  'Stop and Search' procedures generates mistrust due to their perceived unfairness towards racial groups, particularly those identifying as Black or Asian. This assumption can lead to a lack of compassion and understanding between police officers and community members. Although HR attempts to alter the recruitment of minorities to build a force representing the community it serves, white constables still represent the majority of Gwent Police.
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Schein’s model and Hofstede model are two widely used frameworks for understanding cultural differences in the workplace. Schein’s model emphasises the role of external and internal factors in shaping culture, while the Hofstede model focuses on the values and beliefs of individuals within a culture. Schein’s model is more flexible in recognising the possibility of cultural change, while the Hofstede model treats cultural dimensions as fixed.
Models of the behaviour 
The selection of police officers is based on their abilities to perform a complex role, which involves various traits. Costa and McRae (1992), have created the personality trait model known as THE BIG FIVE classification of personality.
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Certain traits are more significant than others for police duties. Conscientiousness, for instance, is likely a vital trait for police work, as it involves being organised, reliable, and committed. However, conscientious individuals are typically focused on achieving their goals and often set high standards for themselves, which can result in burnout over time.
Emotional stability is essential for police work, as officers may face high levels of stress and traumatic situations. Officers who are able to remain calm and focused under pressure may be better equipped to handle these situations and make sufficient decisions.
Other dimensions, such as agreeableness, extraversion, and openness, may also be relevant to certain aspects of police work. For example, more agreeable and extroverted officers may better de-escalate conflicts and build positive community relationships. 
While the Big Five dimensions provide a valuable framework for understanding personality traits, they are insufficient to determine whether someone is suitable for the police role. Other factors, such as skills, training, and experience, are also important considerations when evaluating someone's potential for success as a police officer.
Another Model used to analyse organisational behaviour at Gwent Police is Albert Bandura's social learning theory. Regarding the police profession, social learning refers to police officers learning from others, working alongside more experienced colleagues, and acquiring skills to interact with the public, manage challenging circumstances, and enforce the law.
Despite being a cost-effective approach that can benefit organisations, particularly during periods of reduced government funding (Police Coaching and Mentoring Enterprise, 2020), social learning may have adverse effects. The danger of social learning is, that officers may adopt aggressive or unethical behaviour from their colleagues through observation and imitation, perpetuating a culture of misconduct. Furthermore, social learning theory proposes that officers are more likely to use force if they perceive it as a standard or acceptable practice. Such culture can erode public trust in the police force and undermine the department's effectiveness.
Critical evaluation of organisational factors impacting employee engagement. 
Employee engagement (CIPD, 2021) refers to individuals’ commitment and involvement with their work, which can lead to increased productivity and performance, reduced turnover rates, and a positive organisational culture. A supportive work environment, effective leadership, career development opportunities, and open communication contribute to employee engagement.
Leaders are essential in setting the tone for the organisation and creating a positive work environment (Sulls, 2022). Leaders who are effective at communicating, providing support and recognition, and empowering their employees are more likely to have engaged employees. Conversely, if leadership is perceived as unsupportive, distant, or uninterested in employee feedback, it can negatively impact engagement and performance. Gwent Police Management has been criticised on the recruitment platforms for lack of support.
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However, front line management, similarly to their subordinates suffer from the overloaded and stressful work environment. Mawritz et al. (2012) suggest that managers who experience stress and exhaustion are more likely to exhibit abusive behaviour towards their subordinates. This, in turn, can lead to the subordinates displaying toxic behaviour, creating a hostile work environment.
Engagement is also influenced by external factors, and organisations need to be mindful of the broader context in which employees operate. A Gwent Police is criticised in the media for negative incidents such as police brutality, corruption, or discrimination (BBC News, 2022). That erodes the public's trust in the police and damages the organisation’s image, making it more difficult for officers to build relationships with the community and work effectively to maintain public safety. Negative press coverage can make officers feel disrespected, unfairly criticised, and unsupported by the public. This can lead to decreased morale and motivation, making it more difficult for officers to perform their duties effectively. Consequently, have a negative impact on staff engagement.
Moreover, a damaged reputation makes attracting new recruits and retaining existing officers more challenging. This can lead to a decline in the quality of the personnel and make it more challenging to provide adequate police services to the community.
The workload can lead to toxic culture and reduced employee engagement. Fewer officers on the shift may require staff to work longer hours or take on additional responsibilities. This can lead to burnout and reduced job satisfaction, which can impact performance and morale. Additionally, the risk of injury or harm to officers is increased when the backup is not readily available. Therefore, it is crucial for police departments to maintain adequate staff levels to ensure public safety and provide effective services to the community. 



Nonetheless, as depicted in figure 6, Gwent Police is facing a shortage of personnel
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Employees’ Motivation at Gwent Police.
Motivation can be defined as the driving force that stimulates individuals to act in a particular way to achieve their goals. 
Maslow's hierarchy of needs has been used to analyse Gwent Police motivation strategies. Maslow’s Theory (Gupta, 2002) suggests that human motivation is driven by a hierarchy of needs that must be met in order of importance.
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Figure 7 Maslow's Hierarchy of Needs Theory (Mcleod, 2023)

At the physiological level (Mcleod 2023), police officers are motivated by their need for a salary to support themselves and their families. However, as Gwent Police is a public sector, the government sets the salary. At the safety level (Gupta, 2002), officers need a safe and secure work environment, protection from harm, and access to necessary equipment and resources. Providing support and resources, such as mental health services, can help to address the challenges that police constables face in their work and reduce the risk of stress and burnout. 
Fostering a positive work culture that promotes teamwork, communication, and mutual respect among police constables can help meet social needs and build a sense of community, ultimately increasing motivation and engagement.
Esteem needs can be met through recognition and promotions. Police officers are also motivated by a desire to help others in need. They may feel a sense of satisfaction from knowing that they are making a difference in their community and helping to keep people safe. Police officers may feel a sense of pride in being part of a respected and essential profession.
Self-actualisation needs can be met through opportunities for personal growth and development. Gwent police met this expectation through constant training and development opportunities that support employees in building skills and knowledge to perform their job more effectively. 
Maslow Theory Has been criticised for its rigid framework. It is worth noting (Denning, 2012), that employees may not be driven by the same set of needs, as different individuals may simultaneously be motivated by different needs. The theory is not applicable for Special Constables, as they do not receive the monetary reward but still are motivated, highly engaged and strive for recognition and achievement.
Additionally, Maslow's theory focuses on individual motivation and does not take into account group or organisational dynamics, which can also affect motivation.
 Critical evaluation of organisational positive culture benefits, including improved well-being and increased performance.
By promoting a supportive organisational culture, officers can experience less stress, greater satisfaction and a sense of meaning in their work, increasing their dedication, motivation, and loyalty. Contrary, a negative culture that fosters toxic behaviours such as blame-shifting, backstabbing (Campeau, 2016), and micromanagement can discourage employee engagement and negatively impact the police constables’ health.
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Figure 8 Wellbeing at Gwent Police (2021)
Job satisfaction (Guglielmi et al 2016) is a crucial factor in the well-being of police officers and it is influenced by work conditions, relationships with colleagues, support from superiors, and respect from the community. Satisfied officers are more engaged, motivated, and committed, which enhances their performance. 
A positive organisational culture fosters a sense of unity and collaboration among officers, encouraging them to work together effectively to achieve common goals and solve problems more effectively. Contrary, in an environment where negative behaviours are tolerated, employees are less likely to trust each other, reducing the effectiveness of teams. 
According to  (Robbins et al., 2012) police work is stressful and can cause long-term harm, including anxiety, depression, and negative impacts on well-being and performance. Goh (2016) added that exposure to trauma could lead to exhaustion and burnout, resulting in absenteeism. At Gwent Police (2021), HR professionals provide resources for employee well-being, such as employee assistance programs, wellness initiatives, and mental health support. Additionally, the organisation offers onsite gyms and many disciplines that staff can join in their free time, such as badminton, running clubs, basketball, and many more. These resources can help employees feel valued, and enhance teamwork, in turn, contribute to a positive culture.
A toxic organisational culture negatively impacts recruitment efforts. Great Resignation trend, highlighted that employees will no longer tolerate abuse, disrespect, and exclusionary behaviours towards them (Fear, 2021). In response, organisational leaders must choose between detoxifying their corporate culture or losing the competition for talent (Sulls, 2022).Top of FormBottom of Form As per a report by Indeed in 2021, more than 75% of job seekers investigate a company's culture before submitting their job applications. Due to the prevalence of online reviews by employees, organisations cannot hide their cultural issues. When an organisation has a positive culture, employees strongly identify themselves with the organisation and are willing to recommend it on recruitment platforms, thus strengthening its image and recruit better talent (Indeed, 2022).
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Conclusion
A positive corporate culture can enhance morale, teamwork, public trust, and officer retention, whereas a toxic police culture is characterised by negative attitudes, behaviours, and practices, including discrimination, excessive use of force, and lack of accountability, which can have severe consequences for all parties involved. This culture may lead police officers to engage in unethical or illegal conduct, resulting in reputational harm and increased legal responsibility.
Based on the above finding, three aspects of the toxic culture at Gwent Police have been identified, such as insufficient leadership, numerous cases of misconduct and excessive workload. By addressing factors of the toxic culture, leaders can improve employees’ experience and unwanted attrition, disengagement, and negative word of mouth (Sulls, 2022). Although certain areas of police culture require attention, it is crucial to acknowledge the positive aspects of police work and encourage those devoted to serving their communities with integrity.
Recommendations
Recommendation 1 - high priority. 
Open Communication.
An open-door policy: Establish an open-door policy for all officers to meet with their superiors, regardless of rank. This approach will enable officers to have regular access to their superiors, fostering a culture of transparency and trust. Additionally, this will help create a sense of community and collaboration within the department, enhance communication, and encourage exchanging ideas.
Sufficient feedback system: HR professionals can help develop a feedback system that allows employees to share their thoughts and concerns with management. This system can help managers identify areas for improvement and make changes as necessary. Creating an environment where officers can express themselves without fear of retribution or judgment is essential. 
Use anonymous surveys: Implement anonymous surveys to gather feedback from officers about the department's operations and leadership. Encourage confidentiality and anonymity where appropriate. This approach enables officers to provide honest feedback without fear of repercussions.
The powerful insights from short text responses.
To accommodate millennials and gender z implement short text-based surveys – management can learn about employees’ current state of mind on a regular basis without overwhelming them. Employees’ text responses often provide the most powerful and actionable insights. Sull, Sull, 2022 
Recommendation 2 – Misconduct 
Improving the reporting system of misconduct 
After the misconduct of three senior Gwent Police officers and the hearing involved allegations of sex offence (Moody, 2022). Gwent Police have a reputation for being resistant to public scrutiny. This lack of transparency can be seen in the way police investigations are conducted, as well as in the way police departments handle complaints against officers. 
It is essential to create a culture within Gwent Police that encourages the reporting of misconduct and protects whistle-blowers from retaliation. This can help promote accountability and ensure police departments operate with transparency and integrity.
Regards the accountability system, new guidelines and a misconduct system need to be introduced to impose stricter penalties on police officers who harm public confidence in the force Sulls (2021a), 
Police departments must hold officers accountable for their actions, including disciplinary action when necessary, to ensure they meet the organisation's standards and values. This sends a clear message that misconduct will not be tolerated. This involves creating a system for officers to report misconduct incidents and a mechanism for the public to report their experiences with the police. This would help to build trust in the department, as it would show that the police are taking allegations of misconduct seriously and that they are committed to ensuring accountability. To ensure that the police force operates in a way that is consistent with the law respects human rights, and meets community expectations. 
Strategies:
To ensures that employees can report misconduct in a convenient and comfortable way by creating multiple channels, such as: 
· a hotline, 
· an online form, 
· an email address, 
· a physical mailbox. This 
Protect whistle-blowers who report misconduct by providing measures such as: 
· keeping identity confidential to prevent retaliation against them
· providing legal and emotional support,
Provide training to officers and staff on recognising and reporting misconduct and for managers to handle complaints fairly and impartially.
Publish data and reports (Fish, 2023). Making information about misconduct and the reporting process available to the public increases transparency. This can include publishing reports on the number and types of complaints received, use of force incidents and complaints against officers,  how they were resolved, and any changes made to the reporting system based on feedback. 
Establishing independent oversight bodies, such as civilian review boards, can provide an additional layer of accountability and transparency by investigating complaints against police officers and reviewing police practices and making recommendations for disciplinary action. 
All the above recommendations will help to avoid of tribunal cases. 
Recommendation 3 
Encourage an inclusive culture – Long-term strategy.
Reducing workload and improving work conditions are crucial to tackling occupational stress. Creating a positive work culture supports and sustains employees and promotes diversity and inclusivity  (Sull, 2022).
One of the standard practices to improve diversity is involvement with the diverse community. Foster relationships with the community by encouraging officers to engage in community activities, volunteer work, and other initiatives that promote inclusiveness and understanding. Therefore, offering self-defence classes for women will help build confidence, relationships, and trust.
According to Donovan (2023) there need to be more women and ethnic minority officers to stop misogyny and harassment to break down the male-ruled environment. However, Martin and Jurik (2007) are sceptics that increasing the number of female officers would not result in a significant change; female police officers attempt to blend in the predominantly male environment.
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Poor management, too many chiefs not enough indians.
Polie Offcer (Former Employee)- Gwent - 29 October 2020

Achief constable who tells the public the same thing over and over again or how they
care, but makes no positive changes. Increases officer workloads and is out of touch
with boots on the ground.

Working too hard on their own public image rather than the image of Gwent police.
issing Police officers constantly with a punitive punishment rather than the right
punishment. They have wore a mask for to long and are sadly now so used to wearing
itthey have disguised themselves to themselves.

Managment s poor,there are some wonderful higher ranks but sgts, insepectors and
chief inspectors sadly are a majority of *in it for myself* attitude.

Even when you try and attend courses or attachments to improve skills. Your told no
asits some Inspector's view you should be at least 2 years in before having ONE day
with a traffic unit or CID.

The bad are promoted and the good are scolded by the bad promoted. The force Is at
breaking point, morale is low. Unsupported many looking for new jobs.

19 police officers have left Monmouthshire.. for other areas... other police forces or
just regisned due to the force being so poorly managed.

Professional standards are a law to themselves and are out to achieve results rather
then prktevt officers from public complaints.

G0t South Wales or Dyfed powys.

~Pros
Good team mates, diverse range of calls good opportunity’s

X Cons
Unsupported a chief who cares more about her own image then officers, pay is not
great. Lone working. Someone will end up dead soon.
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8 Feb 2022 - Victim Care Officer in Pontypool, Wales
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Pros
Flexible hours when working at home.

Cons
Overworked, little chance of progression within the Unit.
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Gwent Police Employee Review

5.0 Great Organisation

Akkkk  Sergeant (Former Employee) - Newport, Newport - 24 May 2020

A great organisation that promotes equality in the workplace, recognises talent and has
varied and interesting work streams. Employees are well motivated and the team ethos is
excellent.
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