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1. Overview of South Wales Police
South Wales Police (SWP) is a public sector organisation, it is the largest police force in Wales. The force has roughly 6,500 employees, this is made up of police officers and police staff. SWP aim is to keep South Wales safe, by providing an effective service to the communities it serves. SWP also highlights ‘perception and experience influence public confidence, which in turn impacts on reporting to and engagement with South Wales Police’ (SWP, no date a).

2. Introduction 
This briefing paper will aim to review culture in the workplace, the impact this plays on organisations and their ability to create good working practises. The paper will review models which are used to assess an organisations culture and how South Wales Police implements good working. This paper will also draw upon the CIPD (2023) Good Work Index – Wales which outlines good work as key element to support organisations and their workforce. The wellbeing of SWP employees has been evaluated, with recommendations put forward to further enhance the culture of the organisation. 


3. Defining Culture 
Culture can be defined in various ways, Young (2023) outlined that culture is key to organisations as this often relates to both an organisations and individuals’ values, behaviours, and beliefs, but can be difficult to define and measure. This is further supported by Deliotte (2022) who further detailed how culture underpins how organisations run and operate. 
HR practises can imbed a good working culture and promote positive working relationships between the workforce and the organisation. McKinsey (2021) discussed how HR can support organisations moving into the future, it detailed nine key elements in which HR leaders would support organisations, three within the centre of this were purpose, value, and culture. 
Schein & Schein (2017) noted that culture has evolved and is learnt process, which leadership plays an integral role. HRM will play a key role in developing and enhancing organisational culture. 
Whilst there are many ways in which culture is defined, there are overlapping similarities which highlight the values and beliefs of both the organisation and individuals to which HR are an integral factor for cascading culture through the workforce. 
Another feature which interlinks with culture is organisational climate which Watson and Gallagher (2005) highlighted this is how people feel about the existence of culture in their organisation. 
As culture and climate interlink, both are needed for working practises to flourish.

4. Importance of culture to organisations
The significance of culture is that it is rooted in deeply held beliefs. It reflects what has functioned well in the past, embodying responses which have been accepted because they have met with success (Watson & Gallagher, 2005, p.192).

Mokhtarifar, Zandi and Nazarian (2024) explored how organisational culture is affected when there is an unexpected change in the environment, such as the COVID-19 pandemic. It highlighted the importance of strong values, beliefs and sense of identity held amongst workforces. Both of the above work further highlight the need for organisations and HR to ensure there is a strong culture in place to support the service delivery, particularly through difficult periods.  
SHRM (2022) workplace culture report discussed culture and the effects of a poor culture such as employees wanting to leave their organisation. It also highlighted the key role management play in developing a workplace culture. The above works reiterate the importance of a creating a positive working culture and the detrimental effects if this is not achieved. 
South Wales Police (SWP) HR need to be mindful of the role that line managers will play in ensuring that a good working culture is instilled into the organisation within all areas and teams. Arena, Hines & Golden (2023) work highlighted three areas known as the three C’s. One C focused on Culture Clusters which detailed that culture is not spread even but evolves in different areas. Within SWP culture within officer-based teams could look different vs police staff-based teams. SWP HR will play a vital role in ensuring HR policies and procedures are reflective of the organisations values to all employees and that their views are welcomed. The SWP people strategy reinforces this with the aim of creating an empowered, engaged, and accountable workforce (SWP, 2021a). The associations give staff an opportunity to have their views and opinions heard, which in turn allows opportunity to influence the culture and promote good working relationships.

5. Analysing organisational culture 
There are various models which can be used by organisations to analyse culture and assist in understanding of how integral culture is within the organisation. 

Edgar Schein’s culture model 
This model evaluates culture and defines it into three levels which are Artefacts, Values and Basic Assumptions (Schein & Schein, 2017).

Artefacts
Makumbe and Washaya (2022) highlight artefacts as visible, that people could see or hear including behavioural patterns for example within SWP this would be manifested in the rank structure for police officers who address those of a higher rank by their title or sir/ma’am. Police forces by the nature of their role are visible presences within the community and how they act will in turn reflect on the organisation’s reputation. Behavioural patterns were highlighted as a key indicator of a creating a toxic culture within Baroness Casey review into the Metropolitan police force. The report highlighted a bullying culture and comments being dismissed as banter, 22% of staff and officers experienced bullying. The report highlighted the visible culture across the force persuaded people to look, act and sound the same, and provided a resistance to those who presented differently (Baroness Casey, 2023).
The above highlights the affect that a poor culture can have within an organisation, the damage it can have on the workforce and its reputation. SWP HRM will need to be mindful of the concerns raised within the report and ensure the message within the force is clear around acceptable behaviour in the workplace. SWP Professional Standard Department (PSD) have created a learning package and delivered training inputs to over 700 supervisors in relation to new police complaints process, with the aim to promote reflection, learning and improvement. This aims to support line managers and re-enforce how officers and staff should act within the police force and as leaders of the future (SWP, 2022a).

Beliefs and Values
As discussed within this paper individuals’ beliefs and values are a key feature of organisational culture. Both the organisations and individuals’ values need to be aligned to create culture. Leaders will influence individuals’ behaviours and values to that of the organisation. Within the SWP people strategy it highlights these values as proud, professional, and positive (SWP, 2021a). If an organisations workforce behavioural traits are poor and not well managed, this can develop into creating bad behaviour and values which do not align. This can embed into an organisations culture. Baroness Caseys review highlights how this can affect an organisation such as the metropolitan force which has levels of racism, misogyny, and homophobia deep rooted (BBC, 2023).

Basic Assumptions
Basic assumptions are perceived as taken for granted truths and are deep rooted within the organisation and are accepted. They can be difficult to change (Schein, 2010). For example, the Covid-19 pandemic highlighted to SWP the strength of the ICT infrastructure and the flexibility of the workforce which supported individuals to work from home. One assumption highlighted and discussed was trust from line management that team members were carrying out their work whilst at home and not in the workplace. In response to the change in working practices SWP HR created a Smarter Working policy to assist staff to balance their personal and professional lives, whilst maintaining a high quality of service to the communities that SWP serves. This approach enables work to be organised effectively, encouraging high quality performance and a productive working environment to continuously improve service delivery (SWP, 2021b). In addition, toolkits were implemented to support line managers and staff around their roles and responsibilities. This is one element of good work highlighted in the CIPD good work index. 
Whilst Schein’s culture model discussed how culture looks and evolves, there is no qualitative data which can be provided to organisations looking to adopt this method. As a large public sector organisation SWP could rely on data to inform decision making processes. 

The Denison Model
CIPD (2022) outlines there are specific models and tools which organisations can use which look to measure organisational culture. The Denison model reviews organisational culture and its link to performance. It looks at four traits’ organisations should look to understand which are Mission, Adaptability, Involvement, and Consistency (Denison, Haaland & Goelzer, 2004). This has developed into a survey which can be provided to employees and will provide scoring on these traits to determine how an organisation culture is affecting performance (Denison Consulting, no date).
[bookmark: _Hlk152415812][bookmark: _Hlk157106748]Surveys give employees a voice and an opportunity to feedback to the organisation on how they feel about the organisation. These results can be a driver for further change and conversation (Peters, 2022). Within SWP it is recognised that the organisation should be reflective of the communities it serves. Data on Black and Asian Minority Ethnic (BAME) representation within SWP is now at 3.44% for police officers (SWP, 2023a). This has shown an increase which suggests SWP is making progress with becoming a representative workforce, but this is still below the 6.6% for the SWP force area (Police.Uk, no date). Within SWP there are various police networks such as ‘National women of colour in policing’, this network holds quarterly stakeholder meetings with the overall aim to improve culture within the force. Women of Colour nationally have lowest percentage representation within Police Officer roles (SWP, 2023b). Which was highlighted in Baroness Caseys review with further work needed to create an inclusive culture. The applicant data for police officers suggests that female applicants since 2021 have accounted for roughly 40% of total applications this did dip to around 30% during the first six months of 2023 (SWP, 2023c). This further raises the commitment from SWP HRM to address attraction and retention as per the people strategy’s commitment of recruitment of underrepresented groups and developing a strategic framework that unlocks talent from diverse groups (SWP, 2021a). 

6. Benefits of a positive culture on organisations 
According to the CIPD (no date) positive organisational culture increases employees’ understanding of their organisation and belief that they feel valued, which in turn supports the organisations progression. This is further supported by SHRM (2023) report which looked at workplace culture in 2023. It highlighted that individuals who felt fulfilment in their roles and had opportunities progress were 12 times more likely to rate their culture as good or excellent. SWP HRM has invested into a specific HR team which supports all officers and staff who are looking to develop. There is a ‘Development Hub’ on the force intranet which provides individuals with bespoke sessions with subject matter experts to help colleagues in their existing roles and the positions that they aspire to. 
Since July 2021 data in relation to SWP PC to Sergeant promotion processes have shown a pass percentage of 59%, from 2019 to 2020 the pass percentage stood at 62% (SWP, 2023d). The data shows the Development Hub can still support colleagues further and SWP HRM will be key to ensure individuals feel supported and have opportunities to progress in the organisation. 
McDermott et al. (2023) suggested a positive culture give employees a high level of motivation, desire to improve the service they provide, and management play a key role. Shamsudin and Velmurugan (2023) further highlighted that culture impacts an organisations progress and the service employees provide, motivation was a key factor in relation to job performance. Within SWP the chief constable (CC) commissioned an employee survey to gain feedback on a range of topics such as Wellbeing, Development and Culture. Highest scoring statements included SWP has a clear set of values, I support and reflect the values of SWP and people of all cultures and backgrounds are respected and valued here (SWP, 2023e). This engagement and feedback are highlighting that culture, vison and values are clear within the organisation and that employees understand the impact their good work has on the communities of SWP. There were themes highlighted for further development such as senior leadership visibility, recognition and access and time for wellbeing support.  

7. SWP strategic approach to good work and wellbeing of the force
As highlighted earlier in this paper organisations and SWP need clear leadership throughout their organisational structure to ensure a positive working culture can flourish.
The SWP CC delivery plan shows that the organisation recognises the importance of the workforce by highlighting a key strand dedicated to the people of SWP and how they support the overall aim of delivering a quality policing service to the communities of South Wales. Two priorities within the people element are improving the wellbeing off the workforce and supportive Leadership and Supervision (SWP, 2021c). 

8. CIPD Good Work Index
Mental health and wellbeing
CIPD (2023b) Good Work Index highlighted public sector workers were more likely to have their mental health impacted negatively due to work rather than those in the private sector. Specifically linked to pressures, burnout and workloads. This was also reflected within the good work report within Wales (CIPD, 2023a).
Edwards and Kotera (2021) further highlighted the impact of poor mental health and mental health related absence on UK police forces. One element discussed was policing culture as barrier for officers to share their mental health concerns with their peers or leaders. Police federation (2022) reported that there were record numbers of officers absent with mental health related absence up 57% on the previous financial year. Within SWP comparing year on year absence there has been an increase in hours lost through mental health absence, this has increased from 1.9% to 2.3%, with a total of 203,367 hours lost (SWP, 2024a). 
SWP HRM has dedicated time and resources through the people strategy. Wellbeing is viewed a key component to building a positive, proud, and professional work force. The force has created a Wellbeing Strategy to support the wellbeing of the workforce, with an aim of embedding wellbeing in all the force does and championing at all levels and across all functions, so that positive wellbeing becomes part of the SWP culture (SWP, 2022b). There has been several programmes and initiatives rolled out such as Mental health toolkits to support individuals and line managers. Wellness Action Plans (WAP) which is a tool that reminds an individual what they need to do to stay well at work and details what line managers can do to better support them, as well as a creation of a HR case management team to support complex cases. Further communication and awareness is needed to allow the wellbeing support to further embed in the organisation and improve the mental and physical wellbeing of the workforce, which can in term improve the organisations performance. Waddill (2022) outlined how two different organisations (Gallup and Chevron), implemented effective wellbeing strategies for their workforce both approaches were different however, it was highlighted that there were similarities between both organisations but building a positive culture is recognised a key indicator for these strategies to develop. 

Good working relationships
[bookmark: _Hlk158314717]CIPD (2023a) also highlighted in Wales workers have feedback regarding good working relationships with their line managers. Who are recognised for treating their colleagues with respect and are supportive if there is a problem. 
Positive leadership will play a key role within organisations to allow positive working relationships and culture to develop. Watson & Gallagher (2005) outlined leading will involve an individual having a range of inter-related behaviours and the ability to role model for others. Kotter (2012) highlighted that leadership plays an integral part in relation to an organisation’s success. Reams (2023) discussed Fred Fiedler’s contingency model which highlighted that effective leadership will be dependent on an individual’s characteristics and work setting they are part of. 
This work highlights the importance of good leadership within organisations and how this may vary from organisation to organisation. Within SWP the CC delivery plan (SWP, 2021c) leadership is recognised as a key priority for the force. With the aim of supporting supervisors to become confident and capable in leading teams and supporting change. This is further enhanced within SWP People strategy (SWP, 2021a) where it acknowledges that supervisors spend periods of their time on incident management compared with people and general business matters. It recognises that supervisors have not necessarily been afforded the development to acquire the skills to fully deploy across their roles. 
The commitment from SWP to the wellbeing of the force and specifically supporting line managers has been further recognised as a key pillar within the strategy. This has seen the introduction of a ‘Wellbeing board’, the role of the Wellbeing Board is to consider, discuss and identify solutions regarding wellbeing and its impact on the organisation. The group will form a platform for adopting and sharing innovative approaches and good practices. The board consists of senior leaders from all aspects of the force including HR, Estates, Occupational Health, Health and Safety, Police federation and Unions (SWP, 2023f).

Work life balance
Another key aspect recognised within CIPD (2023a) good work index for driving productivity and good work is having a work life balance. Feedback highlighted individuals were maintaining a healthy work–life balance and utilise flexible working arrangements. CIPD (2023c) detailed within its health and wellbeing at work report 2023, organisations are increasing their efforts to improve the health and wellbeing of their workforces. One recommendation highlighted ensuring flexible working practices across the organisation were embedded so that people who maybe struggling can review their hours and responsibilities to suit their needs. Mayne (2023) discussed data reflecting that employees are willing to take lower paid jobs to acquire a better work-life balance. Rohwer et al, (2022) analysed changing a working pattern for police officers and the impact of this. Highlighting officers who had a better balance within and outside of work improved job satisfaction. McCartney (2023) also discussed the benefits of flexible which supported the above, confirming organisations who offer a good work life balance can attract talent as well as improved job satisfaction.
SWP will need to continue to offer flexible working options to support a better work life balance. As discussed earlier, the force has a smarter working policy to enable remote working. SWP HR has also reviewed the flexible working procedure and created a flexible working portal to improve the effectiveness and timeliness of managing requests. The portal allows employees to review the status of their request in real-time, the system generates alerts via email to reduce the need for attachments and documents to be potentially missed (SWP, 2022c).

9. Conclusion
Culture plays a significant role in assisting an organisation’s purpose and how it achieves its objectives. Whilst culture can be difficult to define, common themes highlight individuals and organisations values aligning, this briefing paper has highlighted that HR are vital in promoting and embedding culture through HR practises.
Edgar Schein’s and Dennison’s culture models have been analysed, which show how critical culture is if an organisation is to succeed. 
Evidence relating to the Baroness Casey review into the Metropolitan police force has shown the detrimental impact on organisational performance and its workforce if a poor culture is prevalent. SWP has been impacted by this review and work by PSD has been implemented to ensure a culture of this nature isn’t found within the force. 
SWP has adopted practises to support building an inclusive culture and representative workforce.  
Positive working cultures have many benefits such as increased employee motivation and desire to progress within an organisation. Having a good work life balance and flexible working options mean that organisations can become employers of choice. 
CIPD good work index 2023 highlighted the pressure that mental health has had on public sector workers which is reflected within SWP through absence figures. SWP HR needs to continue to work on supporting the workforce through various mental health related supportive practices.  
Good leadership is detailed within culture models and CIPD good work index 2023 as a key driver for improving and creating a good working culture. 

10. Recommendations
Following the above briefing paper and conclusion. The below recommendations have been made in order of importance to the force.  
1. SWP has established wellbeing support through investment in the wellbeing of the force. To further embed this commitment highlighted in the CC delivery plan (SWP, 2021c). A Wellbeing network could improve the awareness of the support which is available and improve engagement to these initiatives. The network could be made up of volunteers at all levels of the organisations to also improve employee engagement, this will ensure those on the network will have a vested interest. Costs would include the creation of an intranet page, digital content creators could be utilised who are internal staff and would take roughly 2 to 3 hours to create the page which equates to £60. Another cost would be time, this would be voluntary, but HR SMT could support by allowing individuals to attend network meetings as they do for staff association members. This network could support individuals in feeling valued, improve motivation and the work that is carried out.
2. Re-launch Bluelight champions. It’s highlighted that mental health related absence appears to be rising and accounts for a significant number of hours lost. Bluelight champions are volunteers who support officers and staff who maybe struggling with their mental health and received training from the charity MIND. The current intranet page has a wealth of supportive documents and videos available, however receives little engagement it has had 839 hits on the page and introductive video over a 6-year period (SWP, 2024b). A communications campaign can be sought via the intranet homepage, highlighting the benefits of the champions and support available. As the page is already established costs will be minimised, further support from the CC via a short video can improve engagement the cost attached to this would be the time needed for the CC to record an introduction. Flyers to support pages re-launch x100 would cost £50. The benefits through this recommendation could be measured via interactions with the page and volunteers who wish to become bluelight champions.
3. Development Hub awareness day. Leaders and development of officers and staff will support the organisation in its aim of creating a supportive leadership within the force. This awareness day could be carried out within Police HQ which is central to the force and can hold up to 100 people, which would reduce costs. This could raise awareness around the support available to help officers and staff take the next steps in their career development. There would be costs involved such as police officer and staff attendance. For example, twelve members (1 chief inspector, 1 inspector, 3 sergeants 3 police constables and 4 Police staff) the team would cost £1,110 for 6 hours (SWP, 2024c). Flyers to support the event x100 would cost £50. The benefits through this recommendation could be improved application numbers for promotions and engagement via the internal pages. 
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