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This report critically analyses organisational culture within Neath Port Talbot Council (NPT) using Schein’s (2010) iceberg model and comparatives within the Good Work Index (2025).  NPT is experiencing recruitment difficulties in specialist areas such as Engineering and Social work, and increasing turnover of front-line service staff, resulting in operational strain of community services.  Understanding cultural drivers is essential for organisational stability whereby NPT can utilise existing resources to strengthen employee experiences and provide a good work environment where employees are healthy, happy and productive in their work.
The report outlines a positive overarching culture within NPT whereby published policies and Future of work strategy has bolstered operational outcomes and driven community deliverables.  However, inconsistencies in policy implementation and discretionary managerial practices have led to the existence of Microcultures within directorates. With evidence of reduced access to flexible working, increased expectations of office presenteeism and differing psychological safety provided within teams, these cultural differences are leading to increased sickness and employee turnover.
To strengthen culture and support long term workforce stability, whilst working within existing policy and budget limitations, the report has made the following recommendations:
1. Mandatory manager refresher training on flexible working to ensure lawful, consistent and trust-based decision making, improving work–life balance and reducing turnover. 
2. Implementation of a structured career grade scheme, initially piloted in the Environment Directorate, to improve retention, strengthen development pathways and support succession planning. 
3. A refreshed Kaizen-inspired employee voice framework to increase psychological safety, strengthen transparency, and embed two‑way communication across all levels of the organisation.

Collectively, these interventions aim to align managerial practice with corporate values, enhance job quality, and reinforce NPT’s ability to attract, retain and engage a capable workforce, supporting stable delivery of public services through a positive, cohesive organisational culture.


Contents
Executive Summary	1
Introduction	3
Culture Analysis Findings	4
Artifacts	4
Values:	5
Assumptions:	5
Critical Analysis	6
Conclusion	10
Recommendation 1- Manager refresher training on the Flexible Working Policy	11
Recommendation 2 – Create and implement a Career Grade Scheme	12
Recommendation 3 - Expand ‘Ask Francis’ communication channel	13
Task 2	22





[bookmark: _Toc221979535]Introduction
Organisational culture refers to the shared underlying norms and collective value systems that practically influences individuals’ behaviour inside employment settings (CIPD, 2022).  These shared assumptions are learned over time through employee adaptation and integration into the business environment (Schein, 1985).  Importantly, the collective behaviours can influence efficiencies, performance and the overall success of the organisation. It is therefore important for Public Sector Organisations such as Neath Port Talbot Council (NPT) to examine internal culture, and understand the effect that traditions, social structures and material objects have on the productivity and sustainability of the workforce by informing public policy and practice.
To guide the creation and maintenance of a sustainable workforce, the CIPD has published the Good Work Index (GWI) 2025 that provides statistical benchmarking of job quality in the UK.  Strengthening the proposals of the ‘Make work pay’ Plan (CIPD, 2025b) and supported by the Employment Rights Act 2025, It enables organisations to utilise evidence-based practice to measure and track job quality across seven dimensions.  The CIPD (2025a) defines good work as work that is fairly rewarded, stable and accessible to all, permitting a healthy work life balance which benefits the employee and supports organisational goals.  These factors play a pivotal contribution to employee experience and overall organisational culture.
Research has shown that the dynamics of culture is directly linked to organisational performance (Schein, 2010), therefore understanding and managing culture can help organisations navigate changing operational priorities whilst ensuring continued delivery of community services.  NPT has struggled to maintain a stable workforce, only filling 84% of vacancies in 2024 (NPT, 2024a) and with attrition at over 10% (NPT, 2024b), analysis of culture will assist in identifying the underlying behaviours or systematic issues that is detrimental to stability.  Targeted interventions can improve employee experience, brand image and ultimately push NPT as employer of choice (O’Sullivan, 2024), enhancing attraction and recruitment for organisational resilience and long-term stability through cultural ethos (Monteirio et al, 2020).
Drawing on Edgar Scheins model of culture (1984), this report will review the differential cultural elements within NPT and analyse how culture aligns with GWI, influencing strategic practice, enabling NPT to foster a productive, high quality and sustainable working environment.




[bookmark: _Toc221979536]Culture Analysis Findings
There are several theories that organisations can use to analyse their culture.  Hofstede’s (2010) 6 cultural dimension theory is widely used by international organisations that need to understand how national cultural differences impact organisational development and interactions.  However, research suggests it can be overcomplicated for the needs of a small public sector council evaluation with aging workforce and minimum cultural diversity (Khairi, 2024).  Handy’s four organisational cultures has a simplified approach, widely used in project management practices (Silva and Gomes, 2015), however focus on structure and leadership dynamics can mean organisations fail to recognise overlapping or subcultures commonly found within council directorates (Cooper, 2025).
Schein (1984) developed the most widely used Iceberg culture model (Fig 1), whereby organisations have 3 hierarchical levels of artifacts, espoused values and underlying assumptions, that influence working behaviours. Despite being dated, theory remains relevant to public sector, helping organisations analyse whole‑system culture and directorate‑level subcultures in a way that supports alignment with the strategic workforce plan (Yilmaz, 2014).
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Figure 1, (Slatter, 2025)
When utilising Schein, additional consideration must be given to departmental microcultures that exist between directorates (Holt, 2024).  Many Councils lack knowledge of qualitative ethnographic analysis of differential leadership attitudes within teams, whereby failure to identify microcultures will prevent swift cultural improvement (Gifford and Wietrak, 2022).  Naylor (2025) however, has successfully applied Schein’s model to an educational setting, proving application is still valuable in large diverse bodies like NPT where culture is diversely layered, rather than homogeneous (Holt, 2024).
[bookmark: _Toc221979537]Artifacts: Utilising Schein’s model, NPT has visible cultural artifacts of published policies providing guidance on conduct and workplace interactions.  For example, Flexible Work policies outline rules and behavioural expectations of staff undertaking flexible work, whilst also holding an important role, demonstrating organisational intent to create a positive environment.  They help NPT align with GWI recommendations, supporting better work life balance, which is reinforced by CIPD (2025b) research, showing 80% of employees accessing supported flexible working report a positive impact on their quality of life.  Within NPT, 47% of staff are hybrid or flexible hours (NPT 2025), providing staff with positive personal impacts on work life balance and allowing NPT to benefit from returned productivity and performance (Bradley, Hawkins and Wilson, 2023)
[bookmark: _Toc221979538]Values: Schein’s espoused values explain corporate attitudes and behaviours that are visible or perceived.  NPT values of being caring and collaborative are forefront in all corporate plans and workforce strategies (NPT 2020), align with GWI and are demonstrated by most managers.  However, misalignment occurs when values are outlined but not demonstrated by leadership as sometimes accessible polices do not correlate with positive staff experiences.  For example, analysis of internal data shows an increase in denial of flexible working requests in the environmental directorate (NPT, 2024).  Furthermore, email correspondence has shown Engineering managers requesting increased office attendance of 3 days a week (SWTRA, 2025), despite it not being formally documented in policy.  This localised development shows inconsistent policy application, demonstrating opposing managerial values that favour office presenteeism, contradicting GWI recommendations, hindering wellbeing and reducing voluntary performance (CIPD, 2025b).  Additionally, research by Kings College London reported 58% of employees would rather quit role than increase office working days (Management Services, 2025).   Forced office returns risk higher turnover and places unnecessary operational pressures on remaining staff, reducing moral and engagement (Royle, 2025)
[bookmark: _Toc221979539]Assumptions: Before Covid, NPT operated a visibility-driven culture for corporate staff.  Long-serving managers had time to build underlying assumptions linking office presence to performance, causing pressure to attend the office to mitigate perceived risk of underperformance.  These underlying assumptions as outlined by Schein, conflict with GWI as restricting flexibility reduces discretionary effort when employees feel undervalued and untrusted to perform without supervision. (Avgoustaki and Bessa, 2019).  This cultural dissonance is more present within customer facing front-line employees, resulting in increased sickness and higher turnover (NPT, 2024).  Conversely, sickness has reduced in hybrid staff, fuelled by the assumption that employees are expected to work from home even when unwell (Klopfenstein et al, 2025).  These perceived unwritten rules can indicate abusive leadership and contribute to reduced morale and detrimental microcultures (Salama et al, 2025).
Schein’s analysis demonstrates steadfast policy artifacts within NPT, however inconsistent implementation of flexible policies from managerial discretion causes differential microcultures, eroding shared values required for a unified positive environment (Kiaos, 2024). Early detection of managerial inconsistencies through systematic monitoring of absence and turnover can help identify sectors where culture may be deteriorating, permitting targeted intervention to avoid health problems or burnout.  Research confirms that organisations that foster a positive culture, boost attitudes of employees towards the job and organisation, benefit from increased work engagement and team performance (Uddin et al, 2019).  NPT therefore needs to strengthen culture, solidifying public service ethos, overcome directorate differences through transformational leadership, and promote positive values to sustain a healthy workforce for future service delivery (Le, Ho and Hai, 2025). 
[bookmark: _Toc221979540]Critical Analysis
Evaluating the impact of NPT’s organisational strategy on culture, good work and operational outcomes, first requires an understanding of the workforce composition. Figure 2 below, illustrates variations in sector that will shape experiences and influence perceptions of ‘good Work’ across NPT.  The analysis focuses on three elements extracted from the CIPD Good Work Index (2025).
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Figure 2 (NPT, 2024a)
1. Pay and benefits
NPT has a clear reward strategy supported by structured pay grades which promotes fairness and consistency. Transparent publication of pay grades (Local Government Association, 2025) and application of job evaluation (Local Government, 2016) signifies a balanced monetary reward for utilised knowledge and skills within the role, attracting applicants that value public sector job security and stability.  Seventeen areas within NPT are in the top 10% most deprived in Wales and unemployment is 4.4%, which is 0.5% higher than the Welsh average (WIMD, 2025).  Therefore, offering job roles above national minimum wage complies with local government guidelines whilst supporting employee financial wellbeing in an economically disadvantaged community.  Research also shows that better pay satisfaction correlates with improved performance and reduced attrition (CIPD, 2025b), further supporting the importance of reward systems as a support mechanism for positive organisational behaviours (Schein, 2002).
Problems arise when structured pay grading limits NPT’s ability to compete against higher paying private sector organisations.  Honoraria and market pay supplements have previously been utilised for social work and Engineering (NPT, 2024a) however these short-term fixes are reliant on inconsistent budget allocation from Welsh Government.  Whilst NPT pays above minimum wage to attract entry level roles, succession planning data shows 90% of open vacancies are grade 10 and above, indicating capped pay provisions prevent us attracting and retaining top-tier talent (NPT, 2023).   Increasing degree-level apprenticeship provision to “grow our own talent” has also faltered, as exit questionnaire data shows 80% of junior engineers leave after graduating due to a lack of progression pathways (NPT, 2023).  Research indicates that low pay satisfaction reduces performance and increases higher grade attrition (CIPD, 2025c).  Continued Failure to fill roles increases workload for remaining staff, reflected in the additional 2000 stress related absence days in 2025 (NPT 2025).  Furthermore, Schein suggests inflexible reward can signal low employee value, reducing engagement and discretionary effort, weakening good work and limiting NPT’s delivery of community objectives.
Where pay is fixed, job design offers an alternative route to improve engagement. The GWI recommends designing meaningful roles with autonomy and development, reflecting Deci and Ryans Self-determination theory (2000) which links motivation to meeting psychological needs.  NPT Job description and person specifications are written by management to outline essential and desirable skill criteria; however, little emphasis is placed on autonomy or meaningful work to strengthen self-efficacy and job satisfaction (Athira and Ananth, 2025). Insufficient skill variety or development opportunities can create perceptions of stifled career growth, weakening talent management and innovation which is critical for modern organisations (Sharom et al, 2025).  By adopting Shaws (2025) proposals to review and systematically implement role progression, NPT could enhance good work principles whilst reinforcing positive culture.
2. Work life balance
Work life balance is another core principle of Good Work, linking flexibility, support and workload to positive job quality.  Flexible working increases staff satisfaction, productivity and retention (Jung et al, 2025), however GWI (2025) data shows hybrid opportunities declining with those working over 50% remotely, dropping from 52% in 2021 to 29% in 2025. In Wales, 29% of jobs cannot be performed from home (CIPD, 2025a).  Similarly, despite having flexible policies, 40% of NPT roles are in environment or school-based services, making remote work unavailable for two fifths of employees (NPT, 2024b).  The lack of flexibility correlates with organisational turnover, whereby churn rate is higher in education and environment directorates.  The Workforce Information Report (NPT, 2024a) shows leaver ratios of 115% in Education and 103% in Streetcare, compared with just 26% in corporate services, reinforcing retention benefits of flexibility.   CIPD research shows NPT is on par with other public sector organisations in provision of flexible policies, however significant gaps remain with less than 5% of eligible staff making flexible work requests (NPT, 2024a).  GWI research also shows increased demand for greater flexibility, with 21% requesting increased flexitime and 49% expressing interest in a 4-day working week (CIPD, 2025b). Although NPT has a strong work culture, work is needed to address underlying conflict between policy artefacts and managers assumptions of reduced productivity to ensure correct policy implementation and offer work life balance that employees seek.
Inflexible roles can also undermine employee health and wellbeing, a key provision of good work.   Although NPT highlights wellbeing as the golden thread of the corporate strategy (NPT, 2025) by ensuring alignment to the well-being of future generations (Wales) Act 2015, there is no stand-alone wellbeing strategy in the authority.  Instead, wellbeing provisions are dispersed across sickness, maternity and hybrid working policies, causing inconsistency in approach and managerial application.  
NPT funds Employee Assistance Programmes (EAP) providing specialist wellbeing support for better working lives; however, utilisation is below 4% (NPT 2024).  This is not a poor use of resources but instead a reflection of effective wellbeing support from other initiatives.  However, with increasing budget restraints and escalating costs, there is a risk of cutting EAP services. Removing specialist interventions could undermine GWI objectives, lead to increased sickness, reduced productivity and higher long term recruitment costs from attrition (Mayfield, 2011).
Work life balance is also shaped by contributory factors of workload and management support.  The Job Demands-Resource Model portrays heavy workload drains employee resource, leading to stress and burnout if unmanaged (DeJonge and Landsbergis, 2005).  Supportive management can counter the effects by enhancing motivation and engagement.  However, unsupportive isolated working environments - such cleaning and refuse roles - carry high physical demands, and low development opportunities whereby disproportionate demand-resource contributes to negative wellbeing and high turnover (Jong and Ford, 2016).  Work life balance is a critical labour market expectation, particularly amongst younger workers with 25% identifying it as core expectation after pay (RLSP, 2026).  NPT must therefore fully align GWI expectations by embedding work life balance into everyday management practices, promoting the moral and statutory council duty to grow a sustainable workforce and deliver community services.
3. Voice and choice
Inclusivity of employee voice is essential in modern organisations, with the GWI noting that employees who feel heard demonstrate greater commitment and make more meaningful contributions (Shen and Shen, 2025).  NPT has a wealth of communication resources with engagement surveys, whistleblowing hotlines and the cooperation of social partnership through multiple trade unions (NPT, 2025), however, hierarchical structure can inhibit both constructive and corrective employee voice channels.
Annual engagement surveys provide important opportunity for employee feedback; however a 26% return rate (NPT, 2024a) signifies voice withdrawal driven by lack of previous meaningful action. Operational pressures and lack of access to laptops by cleaning and seasonal staff can contribute to poor participation rates.  Additionally limited managerial promotion due to apprehension about findings in poorly performing areas of social services can inhibit employee expression.  Some employees choose not to participate, believing they cannot effect change, with employee suggestions restricted by red tape, and decision making ringfenced to senior leadership (Soderstrom & Weber, 2020).   
Inconsistent opportunities for employee expression can lead to cultural differences between directorates as NPT has areas of implicit cultural norms suppressing employee voice.  When additional funding was provided for employability services, managers seconded team members from other services without full staff engagement and formal job advertising.  Ringfencing is permitted in exceptional circumstances, however when concerns were raised through Union representation, no formal remedial action was taken for previous staff promotions, leaving existing staff demoralised and disappointed (Taylor, 2025).  Line managers are crucial in providing a supporting and psychologically safe environment where employees feel safe to speak out when experiencing negative culture (Reeves et al, 2024)   Employees need to feel safe and supported by line managers to perform well in their role.  However, when managers have lack of accountability and are not challenged on decision making and poor practices, employees have little recourse, undermining psychological safety and promoting silence (Yang et al, 2025a).
To strengthen openness and accountability, NPT introduced a Q&A forum called ‘Ask Francis’ where the CEO posts staff questions and formal responses.  This reflects Kaizen principles where open suggestion facilities enhance transparency reinforcing constructive challenge is welcomed and acted upon (Walentynowicz, 2025).  However, moderating content where only certain questions are published can demonstrate lack of trust and increase disengagement.  Creating a single employee communication tool that bypasses team leaders and management also risks disengaging management instead of embedding feedback and open communication within everyday operations as exclusionary leadership inhibits employee voice (Yang et al, 2025b).
Furthermore, underlying assumptions that employee feedback is ignored and management have already made decisions without consultation can be difficult to overcome as voice is only effective when it is linked to a visible action (Mazzei et al, 2025).  The Kaisen strategy allows publication of ideas, consultation and visible decisions around risks and potential implementation of suggestions with reasons behind why some ideas are not implemented (Halldórsson and Möller, 2025). NPT therefore needs to champion employee voice, adopting a servant-leadership approach whereby concerns or suggestions for improvement are embraced and acted upon (Afrianty et al, 2025).  Leadership that empowers employee trust through openness, enhances engagement and organisational commitment to improved service delivery (Iddrisu, 2025).  Therefore, employee voice can be a key driver of talent empowerment, providing opportunities to showcase abilities within an environment that supports personal and organisational growth (Syah et al, 2025).  
[bookmark: _Toc221979541]Conclusion
NPT demonstrates a strong commitment to Good Work through corporate strategies that support employee benefit, work life balance and voice (NPT, 2024).  Clarifying and aligning NPT culture through multi directorate people practice ensures fair and supportive operational and community outcomes (Cooper and Neil, 2025).  However, data shows micro‑cultural differences in policy implementation, with managerial discretion (e.g., denying flexible work requests) and work type (e.g., frontline roles unable to work from home) limiting equal access to positive outcomes.  Inconsistent job demands and perceived lack of work life balance, voice and managerial support systems risk undermining operational stability.  As culture cannot be changed through leadership and management interventions alone (CIPD, 2022), the following three recommendations are proposed to so to ensure fairness, strengthen cohesion and amplify voice through frontline Good Work practice.


[bookmark: _Toc221979542]Recommendation 1- Manager refresher training on the Flexible Working Policy
To strengthen organisational culture, support retention, and promote work–life balance within the existing policy and operational framework, NPT should reinforce a culture of trust and flexibility by mandating manager refresher training (Dulal-Arthur et al, 2024). To overcome inconsistent utilisation across services, managers increasing office‑based expectations and declining requests based on discretionary preference rather than operational need, a structured training intervention will ensure equitable and lawful flexible work request decision‑making and contribute to a sustainable workforce in line with corporate values.  A targeted refresher programme will ensure managers understand statutory requirements, policy intent, and the organisational benefits of providing good work life balance.  The programme should be implemented corporately, with priority given to areas of highest cultural concern (Environment and Social Services).
Actions:
1. Draft and update training materials including policy overview, decision‑making criteria, case studies, and scenarios illustrating appropriate use of managerial discretion (approx. 12 hours).
2. Deliver mandatory 2-hour training workshops to sample cohort of 60 managers to ensure consistent understanding, lawful practice, and positive cultural behaviours (approx. 120 hours).
3. Post‑training guidance and support offered via checklist and script templates to support fair and transparent conversations with employees.
Creation and publication across communication channels and intranet (approx. 6 hours).
4. Quarterly review of flexible working request trends, approval rates, and cultural indicators (e.g., turnover, engagement feedback) to measure policy impact and identify areas needing further intervention
(1 hour review per quarter per manager = 240 hours annually).
5. For a base Grade 8 manager cohort of 60, total costing 378 hours @ £30 p/h = £7,338.
Regular management of flexible working requests will continue to be absorbed into existing daily processes to ensure compliance with legislation, alignment with Good Work Index principles, and to support a positive, trust‑based culture across NPT. Positive Return on investment (ROI) will indicate success and necessity for delivery to all departments offering flexibility.
[bookmark: _Toc221979543]Recommendation 2 – Create and implement a Career Grade Scheme
To strengthen retention and employee engagement while maintaining the existing job evaluation framework and fixed‑pay structure, NPT should demonstrate a culture of employee investment by implementing a career‑grade scheme (Speer, 2017). Published career pathways, progression timelines and incremental rewards, promote engagement and retention through invested development.  A phased trial is recommended within the Environment Directorate, containing a seven‑year engineering career pathway, progressing from apprenticeship through to degree‑qualified engineer to counter the area with highest sickness absence and turnover.
Actions:
1. Draft Carrer Grade Policy with example templates and career timelines approx.15 hours. 
2. Stakeholder consultation to ensure fairness of policy adoption and employee engagement.  Finance and budgetary restraints remain as career progression is subject to a role being available on the structure.  2-hour session for a sample of 30 managers = 60 hours.  
3. Following formal adoption from SLT, implementation and delivery with management training on appointment and pathway process (20 hours).  Followed by active employee marketing on communication channels and intranet (4 hours).
4. Predicted impact on management workload to manage progression routes, paperwork and ongoing requirement to ensure compliance with section 41 of the Public Audit (Wales) Act (2004) demonstrating value for money for provision of services (1 hour review per month – 12 hours per individual).
5. Total operational hours costing for base grade 8 manager with 10 participating employees per year.  219 hours @ £30 p/h = £6570
Regular staff appraisals, reviews of progression and attrition will be absorbed into existing workflows to ensure compliance with GWI and return on investment.


[bookmark: _Toc221979544]Recommendation 3 - Expand ‘Ask Francis’ communication channel
To strengthen employee voice, psychologically secure expression accessible for all with visual actions, NPT should implement Kaizen strategy employee voice framework (Sinisi and Stroe, 2025), modernising the existing ‘Ask Francis’ channel into a wider multi-channel system of anonymous submissions with feedback strategy.  Queries can be raised by paper, QR/mobile, email and SMS for all staff accessibility and trackable on digital boards in staff reception areas. Incorporating mandatory manager dissemination within team meetings will promote speaking opportunities for all, commencing with a phased pilot within areas of lowest engagement (social care).
Actions:
1. Draft Employee Voice Framework and templates including publication standards, response SLAs, and digital decision‑log format (approx. 12 hours).
2. Stakeholder consultation with Trade Unions, EDI, HR and directorate leads to ensure fairness, transparency, and employee confidence (2‑hour session × 30 participants = 60 hours).
3. Rollout simplified voice channels (QR/paper/SMS), pilot kiosk access in all council buildings, and delivery of a 90‑minute manager session on psychological safety and disseminating feedback within meetings (estimated delivery - 50 hours).
4. Advertise channel access and review response rates, approval/decline decisions, and themes, ensuring transparency and compliance with voice SLAs quarterly.
(approx. 12 hours per year per pilot area).
5. Total operational hours costing based on a Grade 8 equivalent:
134 hours @ £30 p/h = £4,020.
Routine monthly Speak‑Up Huddles and processing of employee feedback will be absorbed into existing daily workflows to support continuous improvement.  If successful ROI, rollout will extend to all directorates.





References 
Afrianty, T. W., Utami, H. N., Sasmita, E. E., Putra,F. R. R., & Wulandari, T. W. (2025). Linking servant leadership and career development to employee voice behaviour through engagement and commitment: evidence from State Polytechnics in East Java, Indonesia. Cogent Business & Management, 12(1). (Accessed: 7 February 2026)
Athira, R. and Ananth, A.A. (2025) ‘Impact of Work Autonomy on Self-efficacy and, Consequently, Job Satisfaction among Teaching staff of Arts colleges in Kerala’, Advances in Consumer Research, 2(5), pp. 1829–1836. Available at: https://research.ebsco.com/linkprocessor/plink?id=b608f7aa-5aa2-3e35-bf8a-84652c6b9055  (Accessed: 7 February 2026)
Avgoustaki, A., & Bessa, I. (2019) Examining the link between flexible working arrangement bundles and employee work effort. Human Resource Management, 58(4), 431–449. https://doi.org/10.1002/hrm.21969 (Accessed: 1 February 2026)
Barnes, A., Cartwright, C, Kennedy, K. & Formby, A.  (2025) Creating a healthier economy: A rapid evidence review of inequalities in flexible working arrangements in the UK. Public Health in Practice, 10(100649-). https://doi.org/10.1016/j.puhip.2025.100649 (Accessed: 8 February 2026).
Bradley, A., Hawkins, M., & Wilson, M. (2023). The Impact of Remote Working on Organisational Culture in Aotearoa New Zealand. New Zealand Journal of Human Resources Management, 23(1), 20–35. Available at: https://research.ebsco.com/linkprocessor/plink?id=3ad70e10-f538-3446-9f18-44c85d1ccca8  (Accessed: 7 February 2026)
CIPD (2022) Organisational Culture and Climate: an evidence review. Practice summary and recommendations. Available at: https://www.cipd.org/globalassets/media/knowledge/knowledge-hub/evidence-reviews/2023-pdfs/8263-organisational-culture-and-climate-practice-summary.pdf. (Accessed: 17 January 2026).
CIPD (2025a) Tracking law changes: Employment Rights Bill and Make Work Pay plan.  Available at : https://www.cipd.org/uk/knowledge/employment-law/proposed-changes-under-labour-government/ (Accessed: 18 January 2026)
CIPD (2025b) Good Work Index. Available at : https://www.cipd.org/globalassets/media/knowledge/knowledge-hub/reports/2025-pdfs/8868-good-work-index-2025-report-web1.pdf (Accessed: 17 January 2026)
CIPD (2025c) CIPD Good work Index report. Available at : https://www.cipd.org/uk/knowledge/reports/goodwork/ (Accessed: 31 January 2026)
Conţiu, L. C., Gabor, M. R., & Oltean, F. D. (2012). Employee’s Motivation from a Cultural Perspective – A Key Element of the Hospitality Industry Competitiveness. Procedia Economics & Finance, 3, 981–986. https://doi.org/10.1016/S2212-5671(12)00261-4 (Accessed: 8 February 2026)
Cooper, A. and Neal, A. (2025) Under Investigation : Transforming Disciplinary Practice in the Workplace. 1st ed. Bristol: Bristol University Press. 
Cooper, L. (2025) ‘Why measuring organisational culture often goes wrong’. People Management (2 December). Available at: https://www.peoplemanagement.co.uk/article/1941709/why-measuring-organisational-culture-often-goes-wrong?utm_source=mc&utm_medium=email&utm_content=20251202_PM+Daily_NWL_CIPD_GLO_MIX_MAN_NA.https%3a%2f%2fwww.peoplemanagement.co.uk%2farticle%2f1941709%2fwhy-measuring-organisational-culture-often-goes-wrong&utm_campaign=&utm_term=9035810.003Th00000Bt2zDIAR.90358106 (Accessed: 31 January 2026)
Deci, E.L., Ryan, R. M. (2000) ‘Self Determination Theory and the Facilitation of Intrinsic Motivation, Social Development, and Well Being’. American Psychological Association Vol. 55, No.1, P68 – 78. DOI: 10.1037/0003-066X.55.1.68 Available at : https://selfdeterminationtheory.org/SDT/documents/2000_RyanDeci_SDT.pdf (Accessed: 1 February 2026)
DeJonge, J. and Landsbergis, P.A. (2005) ‘Occupational Stress in (Inter)action: The Interplay between Job Demands and Job Resources’, Journal of Organizational Behavior, 26(5), pp. 535–560. Available at: https://research.ebsco.com/linkprocessor/plink?id=9a4e6399-8e60-3c1f-a08e-cbf6dfda2998  (Accessed: 7 February 2026)
Dulal-Arthur, T., Hassard, J., Bourke, J., Roper, S., Wishart, M., Belt, V., Bartle, C., Leka, S., Pahl, N., Thomson, L., & Blake, H. (2024). Line manager training and organizational approaches to supporting well-being. Occupational Medicine, 74(6), 416–422. https://doi.org/10.1093/occmed/kqae051 (Accessed: 14 February 2026)
Employment Rights Act 2025. UK Parliament. Available at: https://www.legislation.gov.uk/ukpga/2025/36/contents/enacted (Accessed: 18 January 2026)
Gallup (2025). State of the Global Workplace Report. Available at: https://www.gallup.com/workplace/349484/state-of-the-global-workplace.aspx (Accessed:8 February 2026)
Gifford, J. and Wietrak, E. (2022) Organisational culture and climate: an evidence review. Practice summary and recommendations. London: Chartered Institute of Personnel and Development.
Halldórsson, J. Þ., & Möller, E. (2025). Insights into Kaizen Culture in Project Management Development Teams. Business Systems Research, 16(1), 80–103. https://doi.org/10.2478/bsrj-2025-0005 (Accessed: 7 February 2026)
Hartley, J. (2025). Public aspects of public manager training, education and development. Public Money & Management, 45(2), 111–118. https://doi.org/10.1080/09540962.2024.2398132 (Accessed: 8 February 2026)
Hofstede, G., Hofstede, G. J., & Minkov, M. (2010) Cultures and Organizations: Software of the Mind (3rd ed.). McGraw‑Hill. Available at: https://e-edu.nbu.bg/pluginfile.php/900222/mod_resource/content/1/G.Hofstede_G.J.Hofstede_M.Minkov%20-%20Cultures%20and%20Organizations%20-%20Software%20of%20the%20Mind%203rd_edition%202010.pdf (Accessed: 31 January 2026)
Holt, L. (2024) ‘The power of connectedness: building a strong culture through courage and contribution’. People Management (2 May). Available at: https://www.peoplemanagement.co.uk/article/1871157/power-connectedness-building-strong-culture-courage-contribution (Accessed: 1 February 2026)
Iddrisu, I. (2025) ‘Unlocking public sector potential: the interplay of leadership traits, trust, and employee voice’, Cogent Business & Management, 12(1). https://doi.org/10.1080/23311975.2025.2526145 (Accessed: 7 February 2026)
Jantjies, S. D. and Botha, P. A., (2024) ‘Investigating toxic leadership’s influence on employee turnover intention in a clinical research organisation’, SA Journal of Human Resource Management, 22(0), pp. e1–e11.  https://doi.org/10.4102/sajhrm.v22i0.2571 (Accessed: 7 February 2026)
Jong, J. and Ford, M.T. (2016) ‘The Lagged Effects of Job Demands and Resources on Organizational Commitment in Federal Government Agencies: A Multi-Level Analysis’, Journal of Public Administration Research and Theory: J-PART, 26(3), pp. 475–492. Available at: https://research.ebsco.com/linkprocessor/plink?id=7dae3500-2fde-3048-b3c2-b43fc5eac2a8  (Accessed: 7 February 2026)
Jung, H., Chen, Y., Frandell, A., & Welch, E. (2025). Ties With Benefits: Relationship Between Relational Multiplexity, Gender, and Work-Life Balance. Review of Public Personnel Administration, 45(4), 790–822. https://doi.org/10.1177/0734371X241237562 (Accessed: 1 February 2026)
Kgarimetsa, T., S. & Naidoo, C. (2024). Effect of employee recognition and flexible working arrangement on Generation Z retention. SA Journal of Human Resource Management, 22(0), e1–e11. https://doi.org/10.4102/sajhrm.v22i0.2770 (Accessed: 8 February 2026)
Khairi, A (2024) The Impact of Age and Cultural Diversity on Working Teams in Visegrad Group Countries: A Hofstede’s Dimensions Perspective’, Polish Journal of Management Studies, 29(2), pp. 293–310. doi:10.17512/pjms.2024.29.2.15. Available at : https://research.ebsco.com/c/ndp6bl/viewer/pdf/id34obvxmz (Accessed: 31 January 2026)
Kiaos, T. (2024). Examining organisational subcultures: Machinery of Government mergers and emerging organisational microcultures. Australian Journal of Public Administration, 83(3), 351–371. https://doi.org/10.1111/1467-8500.12590 (Accessed: 14 February 2026)
Klopfenstein, F.A., Golz. C., Blattler, R.L., Eissler, C.,Peter, K.  (2025) ‘Presenteeism and team culture: a qualitative study of health care and office professionals / Präsentismus und Teamkultur: eine qualitative Befragung von Gesundheit- und Bürofachpersonen’, International Journal of Health Professions, 12(1), pp. 1–14. doi:10.2478/ijhp-2025-0001. Available at: https://research.ebsco.com/c/ndp6bl/search/details/cwdfivrhmn?limiters=FT1%3AY&q=office+presenteeism&searchMode=all (Accessed: 31 January 2026)
Le, N. T. K., Dung, H. T., & Hai, T. V. (2025) The Relationship between Transformational Leadership, Organizational Culture and Employee’s Job Performance: Mediating Role of Organizational Culture - A Study at Commercial Banks in Vietnam. Quality - Access to Success, 26(209), 75–83. https://doi.org/10.47750/QAS/26.209.07.  Available at: https://research.ebsco.com/c/ndp6bl/search/details/laeihat3vb?limiters=FT1%3AY&q=culture&searchMode=all (Accessed: 31 January 2026)
Local Government Association (2025) Local Government services pay agreement 2025. Available at : https://www.local.gov.uk/our-support/workforce-and-hr-support/local-government-services/local-government-services-pay-2 (Accessed: 15 January 2025)
Local Government (2016) Local Government Services Job Evaluation Scheme Technical Note NO. 15.  Available at : https://www.local.gov.uk/sites/default/files/documents/tech-note-15-market-suppl-88b.pdf (Accessed: 18 January 2026)

Management Services (2025) ‘Workers Resist Return-to-Office Mandates’ Management Services, 69(3), p. 11. Available at: https://research.ebsco.com/linkprocessor/plink?id=dd347976-6ef1-3ee7-b055-1a65e87d233f  (Accessed: 7 February 2026)

Mayfield, M. (2011) ‘Health, Wellness, and Employee Assistance: A Holistic Approach to Employee Benefits’, Monthly Labor Review. Available at: https://research.ebsco.com/linkprocessor/plink?id=726fe04b-147b-3232-b110-7751dbe9cef8  (Accessed: 7 February 2026)

Masuku, N. G., Esterhuyzen, E. and Ramajoe, M. G. (2025) Determinants of employee engagement and job satisfaction in a local municipality. SA Journal of Human Resource Management, 23(0), e1–e13. https://doi.org/10.4102/sajhrm.v23i0.2988 (Accessed: 8 February 2026)

Mazzei, A., Ravazzani, S., Butera, A., & Fisichella, C. (2025). Do You Dare to Speak Up at Work? A Study on Organizational Conditions Enabling or Discouraging Employee Voice. Journal of Public Relations Research, 37(1/2), 115–134. https://doi.org/10.1080/1062726X.2024.2412074 (Accessed: 14 February 2026)

Monteiro, B., Santos, V., Reis, I., Sampaio, M. C., Sousa, B., Martinho, F., José Sousa, M., Au-Yong-Oliveira, M. (2020) Employer Branding Applied to SMEs: A Pioneering Model Proposal for Attracting and Retaining Talent. Information, 11(12), 574. Available at: https://doi.org/10.3390/info11120574 (Accessed: 17 January 2026)
Naylor, R. (2025) Enacting Transition Pedagogy at a School Level: An Action Research Analysis of Institutional Change Using Schein’s Model of Organisational Culture. Student Success, 16 (3), pp.93-140.  Available at: https://doi.org/10.63608/ssj.3758 (Accessed : 17 January 2026)
Ndlovu, T., Quaye, E. S. & Saini, Y. K. (2021). Predicting organisational commitment: The role of line manager communication, employee trust and job satisfaction. South African Journal of Business Management, 52(1), e1–e11. https://doi.org/10.4102/sajbm.v52i1.2355 (Accessed: 8 February 2026)
Noermijati N., Daniyatul F. , Desi Tri, K., Ferrial, R., & Masyhuri, M. (2025). Utilizing flexible working arrangement into organizational citizenship behavior: a double mediation model. Business, Management and Economics Engineering, 23(2). https://doi.org/10.3846/bmee.2025.22837 (Accessed: 8 February 2026)
NPT (2020) Strategic Equality Plan 2020-2024 Neath Port Talbot Council. Available at : Neath Port Talbot County Borough Council Strategic Equality Plan 2020-2024 (Accessed: 18 January 2026)
NPT (2022) Strategic Workforce Plan – Future of Work Strategy.  Neath Port Talbot Council.  Available at: https://npt.moderngov.co.uk/documents/s98044/Review%20of%20Strategic%20Workforce%20Plan.pdf (Accessed: 2 February 2026)
NPT (2023) Succession Plan Directorate Reports.  Neath Port Talbot Council. Unpublished
NPT (2024a) WORKFORCE INFORMATION REPORT. Neath Port Talbot Council Unpublished
NPT (2024b) Annual Equalities in Employment Report 2023/2024 Neath Port Talbot Council.  Available at : https://democracy.npt.gov.uk/documents/s102896/App+1+-+Annual+Equalities+Report+2023+2024.pdf (Accessed: 18 January 2026)
NPT (2025) Corporate Strategy 2025-2028. Neath Port Talbot Council.  Available at:  https://media.npt.gov.uk/media/2cpncucw/corporate-strategy-2025-2028.pdf?v=20250801160804 (Accessed: 2 February 2026)
NPT (2026) [Employability Contract Exclusions]. Unpublished internal contracts, Neath Port Talbot Council.
Obeng, H. A; Arhinful, R; Mensah, L; Teneng, R. C (2025) Harmonizing Growth: Leadership Competencies’ Mediation in SMEs’ Organizational Culture and Structure Through Schein’s Model. SAGE open, Vol 15. Available at: https://research.ebsco.com/linkprocessor/v2-external?opid=ndp6bl&recordId=ajvatc5k5z&url=https%3A%2F%2Fdoaj.org%2Farticle%2Fa9529be6c2d146299c55270202a9ae51 (Accessed: 17 January 2026)
O’Sullivan, S. (2024) ‘The First Year Gender Pay Gap Reporting in Ireland: A Sociological Analysis’. Economic and Social Review, Vol. 55 Issue 3, p491-513. 23p.  ISSN 0012-9984 Available at : https://www.esr.ie/issue/archive (Accessed: 14 January 2026)
Pan, L. & Nekhoda, E. V. (2024). Collaborative activities and flexible working. Управленец, 15(4), 52–66. https://doi.org/10.29141/2218-5003-2024-15-4-5 (Accessed: 8 February 2026)
Public Audit Wales Act 2004. UK Parliament. C.41. Available at: https://www.legislation.gov.uk/ukpga/2004/23/section/41 (Accessed: 18 January 2026)
Reeves, V., Loughhead, M., Halpin, M. A., & Procter, N. (2024) “Do I feel safe here?” Organisational climate and mental health peer worker experience. BMC Health Services Research, 24(1), 1–8. https://doi.org/10.1186/s12913-024-11765-8 (Accessed: 7 February 2026)
Royle, O.R. (2025) ‘A quarter of bosses admit their return-to-office mandates were meant to make staff quit’, Fortune.com, p. N.PAG. Available at: https://research.ebsco.com/linkprocessor/plink?id=fc834723-2d89-3e75-8855-1f154ee1e31c  (Accessed: 7 February 2026)
RSLP (2026) South West Wales Youth Loudspeaker Events. Regional Learning and Skills Partnership (Unpublished)
Salama, W.M.E., Khairy, H.A., Badwy, H.E., Afify, S.M., Mahmoud, A., Mohamed, S., Shimaa, A.E. (2025) ‘How abusive leadership could harm employee job engagement in hotel businesses? The roles of perceived organizational politics and presenteeism’, Intangible Capital, 21(1), pp. 168–192. doi:10.3926/ic.3104. Available at: https://research.ebsco.com/c/ndp6bl/search/details/pastsypzsr?limiters=FT1%3AY&q=office+presenteeism&searchMode=all (Accessed: 31 January 2026).
Schein, E.H. (1984) Coming to a new awareness of organizational culture. MIT Sloan Management Review. 15 January. Available at: https://sloanreview.mit.edu/article/coming-to-a-new-awareness-of-organizational-culture/ (Accessed: 17 January 2026)
Schein, E. (1985) Defining organizational culture. Classics of organization theory, 3(1), 490-502.
Schein, E (2002) Models and Tools for Stability and Change in Human Systems. Reflections The SoL Journal 4(2):34-46. Available at: DOI: 10.1162/152417302762251327 https://www.researchgate.net/publication/247713050_Models_and_Tools_for_Stability_and_Change_in_Human_Systems#:~:text=Abstract%20and%20Figures,their%20external%20and%20internal%20environments. (Accessed: 17 January 2026)
Schein, E. (2010) Organisational Culture and Leadership. Jossey Bass. Available at: https://books.google.co.uk/books?hl=en&lr=&id=Mnres2PlFLMC&oi=fnd&pg=PR9&ots=oqhwMf2rJk&sig=sMLrcIASXa8D4nOxqk1Jt-EhPo4&redir_esc=y#v=onepage&q&f=false (Accessed: 17 January 2026)
Sharom, N. Q., Anwar, I. F., Aziz, S. A., & Lee, U. H. M. S. (2025) Psychological Need Satisfaction and Employee Outcomes: A Self-Determination Theory Perspective. Global Business & Management Research, 17(3), 709–716.  Available at :   https://research.ebsco.com/c/ndp6bl/search/details/cljddvpr4z?limiters=FT1%3AY&q=self+determination+theory&searchMode=all (Accessed: 1 February 2026)
Shaw, J.D. (2025) A Cautionary Tale: On the Adoption of Self‐Determination Theory Principles for Practice. Journal of Management Studies (John Wiley & Sons, Inc.), 62(5), 2125–2134. https://doi.org/10.1111/joms.13112 (Accessed: 1 February 2026)
Shen,W. and Shen, L. (2025) ‘Inclusive climates and employee voice behavior: the roles of voice efficacy and voice channel design’, Frontiers in Psychology, 16. https://doi.org/10.3389/fpsyg.2025.1681910 (Accessed: 7 February 2026)
Silva, M. do C. and Gomes, C.F.S. (2015) ‘Practices in Project Management According to Charles Handy’s Organizational Culture Typologies’, Procedia Computer Science, 55, pp. 678–687. doi:10.1016/j.procs.2015.07.074. Available at : https://research.ebsco.com/c/ndp6bl/search/details/wppcgqt7sj?limiters=FT1%3AY&q=handy+organisational+culture&searchMode=all (Accessed: 31 January 2026)
Sinisi, C.-I. and Stroe, A.-S. (2025) ‘The Benefits of the Kaizen Strategy on Employee Well-Being’, FAIMA Business & Management Journal, 13(4), pp. 27–37. Available at: https://research.ebsco.com/linkprocessor/plink?id=12711e3c-d209-32df-a562-6ac0cafba9d6 (Accessed: 1 February 2026)
Slatter, M. (2025) Master Class Mental Models Leadership, Culture & Organisational Behaviour.  Available at: https://murrayslatter.me/?p=5729 (Accessed: 31 January 2026)
Soderstrom S. B., Weber K. (2020) Organizational structure from interaction: Evidence from corporate sustainability efforts. Administrative Science Quarterly, 65(1), 226–271. Available at: https://doi.org/10.1177/0001839219836670  (Accessed: 17 January 2026)
Speer, J.D. (2017) ‘Pre-Market Skills, Occupational Choice, and Career Progression’, The Journal of Human Resources, 52(1), pp. 187–246. Available at: https://research.ebsco.com/linkprocessor/plink?id=8308e27e-6d72-38a1-afbb-28b0027582f9  (Accessed: 14 February 2026). 
SWTRA (2025) South Wales Trunk Road Agent, Email announcement from senior leadership increasing office day attendance March 2025.
Syah, T. Y. R., Kustiawan, U.,  Muhmin, A.H., Stevelyne, M., Lianti, L. & Suyitno E. (2025). Empowering talent: how talent management, thriving at work, and employee voice shape turnover intentions. Cogent Business & Management, 12(1). https://doi.org/10.1080/23311975.2025.2596429 (Accessed: 7 February 2026)
Taylor, P. (2025) [GMB internal memorandum regarding Trailblazer employability project]. Unpublished internal memorandum, GMB Union.
Uddin, M; Mahmood, M; Fan L (2019) Why individual employee engagement matters for team performance?: Mediating effects of employee commitment and organizational citizenship behaviour. Team Performance Management; Bradford Vol. 25 (1), pp.47-68. Available at: https://www.proquest.com/scholarly-journals/why-individual-employee-engagement-matters-team/docview/2188552588/se-2?accountid=130472 (Accessed: 17 January 2026)
Walentynowicz, P. S. (2025) A model of the Kaizen organizational culture shaping process in the company. Management (1429-9321), 29(2), 1–17. https://doi.org/10.58691/man/208186 (Accessed: 1 February, 2026)
Well-being of Future Generations (Wales) Act (2015) UK Parliament. Available at: https://www.legislation.gov.uk/anaw/2015/2/contents 
Welsh Index of Multiple Deprivation (2025) Results Report. Available at : https://www.gov.wales/welsh-index-multiple-deprivation-wimd-2025-results-report-overall-index-html#:~:text=Rhyl%20West%202%2C%20Denbighshire%20remains%20the%20most%20deprived%20small%20area%20in%20Wales (Accessed: 31 January 2026)
Yang, J., Zheng, G., Yao-Ping Peng, M.,  Hrdinová, N., & Alasmrai. A. M. (2025a) From silence to spark: How transformational leadership empowers employee innovation and voice in SMEs. Acta Psychologica, 261(105761-). https://doi.org/10.1016/j.actpsy.2025.105761 (Accessed: 7 February 2026)
Yang, J., Wang, Y., Huang, H., Jin Han, & Zhou, Y. (2025b) How can inclusive leadership motivate employee voice? A cross-level study from psychological capital and internal social capital perspective. BMC Psychology, 13(1), 1–15. https://doi.org/10.1186/s40359-025-03565-4 (Accessed:7 February 2026)
Yilmaz, G. (2014) ‘Let’s Peel the Onion Together: An Application of Schein’s Model of Organizational Culture’ Communication teacher, 28(4), pp. 224–228. Available at: https://doi.org/10.1080/17404622.2014.939674. (Accessed: 31 January 2026)
Yazici, A. M., & Öztirak, M. (2023). The Mediator Role of The Organizational Culture in The Relationship between Charismatic Leadership and Corporate Reputation. Organizacija, 56(3), 247–264. https://doi.org/10.2478/orga-2023-0017 (Accessed: 7 February 2026)


[bookmark: _Toc221979545]Task 2 
Attention Line Managers!  We need you to help drive good work strategies and promote a positive #TeamNPT culture.
What is Culture?
Organisational culture is a group of shared values, norms and behaviours that influences employee experiences in the workplace (CIPD, 2025).  With foundations in policy, it is influenced by leadership, job responsibilities and employee interactions and is core to creating a positive environment that supports engagement, wellbeing and operational performance (Obeng et al, 2025).
Why Does It matter? 
A good workplace culture directly shapes how people feel and perform.  Managers that prioritise good work initiatives help foster a positive organisational culture that increases productivity and supports NPT strategic objectives (Obeng et al, 2025). Unsupportive managerial behaviours can contribute to elements of toxic leadership culture, increasing turnover intention, adversely impacting organisational health and wellbeing (Jantjies and Bothra, 2024). 
Charismatic leadership positively contributes to organisational culture, boosting employee satisfaction and corporate reputation (Yazici and Öztirak, 2023).  We therefore need you to be an empowering leader and drive positive change, creating a supportive, inclusive and high performing #TeamNPT.  
What can managers do to Support implementation of positive cultural strategies?
1. Provision of development pathways
If your service struggles to recruit skilled staff or experiences high turnover as employees leave for higher-paid roles, you may wish to participate in NPT’s trial Career Grade Scheme.  Launching within the environment directorate, the scheme is designed to give NPT a competitive recruitment edge by strengthening development pathways and demonstrating commitment to helping employees build meaningful long-term careers in public sector (Speer, 2017). Research shows that visible development opportunities enhance engagement, retaining and protecting organisational knowledge, talent and specialist skills (Contiu, Gabor and Otlean, 2012).  To help employees see a valued future with us, develop your team career pathway. 
Manager actions:
· Review your current organisational structure, considering succession planning turnover and available budget. Strategic analysis of specialist roles lost through turnover can identify areas where career pathways can offer stability.
· Complete the template outlining role levels, responsibilities and professional qualifications.  Mapping competencies provides structure and guidance of expectations.
· If suitable, obtain operational sign off and market opportunities internally to promote development pathways and demonstrate commitment to employee progression.
· Even if a career grade scheme is not suitable for your area, the training team can still help you strengthen personal development and skill growth within your team, building a more resilient and motivated workforce (Masuku, Esterhuyzen and Ramajoe, 2025).

2. Encourage flexible working
Flexible working is not just an NPT policy – it is a key part of building a healthy sustainable workforce.  Despite not being applicable to all teams (frontline roles in education and waste management are contractually excluded (NPT, 2026)), Managers should still ensure that flexible working arrangements are used fairly, and constantly where possible, to support wellbeing and operational performance (Barnes, et al 2025).  
Granting employees flexible working opportunities helps balance personal and professional responsibilities.  Especially beneficial in multigenerational workforces where employees have health needs or caring responsibilities, flexible working allows career cushioning, reducing workplace stress, sickness absence and delivering better service outcomes (Noermijati et al, 2025).
Manager actions:
· Champion flexible working by offering opportunities wherever possible.  Consider all applications on individual merit and try to accommodate where possible without sacrificing operational output.  If you cannot grant the request, explain the reasons behind the decision and look for alternative support options using the Employee assistance Programme system if needed.
· Try to focus on operational output and trust instead of physical office presence to ease commuting pressures whilst benefitting from increased employee motivation (Kgarimesta and Naidoo, 2024).  Embrace digital communication tools, online meetings and collaborative programs to help employees work productively whilst stating connected (Pan and Nekhoda, 2024).  Enforced office days should only be used for a clear necessity or project collaboration to increase trust, morale and reduce micromanagement assumptions.
· Actively participate in manager refresher training on flexible and hybrid working within NPT.  Everyone can benefit from a refresher course, sharing knowledge and best practice alignment for consistency and positive engagement (Hartley, 2025).




3. Encourage employee voice
Employee voice is essential for building a fair, transparent and positive culture as employees that feel supported in speaking up, questioning actions and voicing concerns, contribute more effectively to organisational resilience and demonstrate higher engagement (Sinisi and Stroe, 2025).  NPT is developing a Kaizen based employee voice framework whereby ‘Ask Francis’ is becoming multi-channel with manager level discussion forum feedback.  Employees will be able to engage through paper forms, digital QR and mobile anonymous networks where all questions are considered with published answers.
Manager delivery is crucial to allow discussion in team meetings and normalise employee voice within everyday operations. Providing opportunities for free speech in a safe environment will also build trusted relationships amongst teams.
Manager actions:
· Encourage open voice by creating psychologically safe spaces where staff feel comfortable raising concerns, ideas or challenges without fear of negative consequences (Yang et al., 2025). Adopt an open-door policy with approachable leadership style, making yourself visibly available for conversations and concerns.  Promote openness by setting aside regular time for informal one-to-one conversations with your team.
· Actively promote all employee voice channels and encourage staff participation in engagement surveys.  Support participation by providing time off section and enabling access to digital equipment.  For teams without laptops, managers can request devices from digital services via support@npt.gov.uk.  Supporting participation shows employees that all feedback is valued.
· Regularly disseminate top-down communications and outcomes from the ‘Ask Francis’ channel ensuring transparency of the organisational feedback loop.  Build time into team meetings to discuss raised themes, responses and actions taken by the organisation.  Embedding open communication into team practices
Remember – Gallup (2025) estimates around 70% of team engagement is attributable to the manager.  A positive culture doesn’t happen by accident; it grows when leaders create employee trust by championing fairness, transparency and opportunity (Ndlovu, Quaye and Saini, 2021).  Be part of the change!
For further information or support email talent@npt.gov.uk 




image4.png
‘i‘ Cyngor Castell-nedd Port Talbot

\mm==—7 Neath Port Talbot Council
T





image5.png
Office layout
Products

Interior design

Artefacts Dress code

Language
Technology

Objectives
Shared o ganizationat
VGLUES Structure
Strategy
: Beliefs, thoughts,
Basic Underlying Values and feelings about

Assumptions e how to do things





image6.png
We are Team NPT

;‘ 6385

work in work in

employees Social Services  Cor orporate Services  Environment Education, Leisu

generation & Lifelong Lear Ig

a4ee9p|({g ::: ::::: ::: e 0 0 o
in schools ] *****

i721%S19% #4199





image1.png




image2.png




image3.png




