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[bookmark: _Toc222163251]Executive Summary
The following briefing paper has been put together for Sofidel UK's senior management to consider how organisational culture influences the delivery of 'good work', with the CIPD Good Work Index (2025a) serving as the benchmark for measuring good work. Good work is associated with fair treatment, healthy and sustainable work practices, employee voice and access to development and is now increasingly recognised as a key driver of organisational performance and workforce resilience. For Sofidel Baglan, with its 24/7 production environment and ongoing operational transformation, culture is going to be important in influencing the day-to-day employee experience, consistency in how staff are managed and the organisation's ability to deliver good work across various roles and shifts.
The findings apply Schein's (1990) three-level model of culture in an assessment of Sofidel's artefacts, espoused values and underlying assumptions. Overall, the analysis points out a strong culture of safety, control and operational reliability. Artefacts such as PPE, standard operating processes and performance monitoring support this culture in a visible way. However, while they contribute positively to physical wellbeing and productivity, the findings suggest uneven access to good work elements such as autonomy, flexibility and voice. There are also espoused values around integrity, responsibility and transparency which are clear in corporate messaging and initiatives, but whose credibility depends on consistent translation into a positive employee experience lived by employees.
In conclusion, while Sofidel demonstrates an emerging strategic intent to promote good work via its wellbeing policies, employee voice mechanisms and efforts to support work - life balance, it remains the case that these are not yet consistently embedded across the workforce and are partly reliant on managerial discretion. The following recommendations, which aim to strengthen delivery of good work across the workforce, are therefore prioritised:
1. Leadership Capability
2. Fairness Framework for Flexible working
3. Develop a Strategic Onboarding Framework
Together, these recommendations aim to improve job quality, strengthen culture consistency and support long-term organisational performance.
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The briefing paper examines the relationship between organisational culture and the delivery of ‘good work’ within Sofidel UK. As a 24/7 manufacturing business, Sofidel must deliver safe and efficient production while maintaining product quality and supporting a stable workforce. The Baglan site is one of four sites operated by Sofidel UK and employs 346 employees (Sofidel UK, 2026a). Due to the nature of continuous production, employee experience can vary across the workforce depending on shift patterns, job roles and leadership behaviours (Schein, 2010).
The site is undergoing an operational transformation period, driven by the implementation of technology, the shift to low-carbon energy and evolving customer and market expectations (Sofidel UK, 2024). This pressure makes organisational culture important, as it influences performance outcomes, employees experience, the level of support they receive and whether the company can deliver ‘good work’ consistently across the site (CIPD, 2024b).
Organisational culture has been viewed in many ways by researchers, with no one definition that is widely accepted (CIPD, 2024b). Schein (1990) views culture as the shared basic assumptions that a group develops as they learn to solve problems, which then shape how they perceive, think and act. Other researchers focus on norms, values and the informal belief that this is how we do things around here (Deal and Kennedy, 2000, as cited in Armstrong, 2023). Despite the differences in perspective, most researchers agree that culture affects how people interact with each other, how decisions are made and how work is done. This means it also plays an important part in forming aspects of employee experience and behaviour at work including its potential impacts on motivation, levels of engagement, safety and the overall organisational performance (CIPD, 2025a).
Organisational culture is important in a manufacturing environment such as Baglan as it influences operational consistency, safe working practices and the quality of working relationships across shifts and teams (Schein, 2010). A positive and supportive culture can strengthen engagement and retention, while reducing risks associated with absence, conflict and safety incidents (CIPD, 2025a).
[bookmark: _Toc222163253]Main Findings
There are several models for assessing organisational culture, which are generally based on cultural types (Handy,1993). Handy's structure proposes that power, role, task and person cultures may all coexist within large organisations and influence how employees experience work. Recognising these cultural variations helps explain why different parts of an organisation may operate with different norms and expectations.
For the purposes of this briefing paper, Schein’s three level model (1990) is applied because it offers a clear structure for evaluating the visible features of culture (artefacts and symbols) and the deeper values and assumptions that influence behaviour. One key strength is that it enables organisations to assess whether stated values are consistently reflected in everyday working practices, rather than remaining at policy level. Where culture is aligned with business goals, this can contribute to a more positive working environment, stronger morale and improved organisational effectiveness (Yilmaz, 2014).
The limitation to consider, particularly at Sofidel Baglan where blue-collar employees and white-collar employees may experience work differently, is that culture may not be experienced uniformly across a complex organisation and different subcultures can develop across roles, departments or shift patterns (Schein, 2010). Despite this, using this model to assess Sofidel is useful, given the variety of day-to-day experience of employees in different roles, shift patterns and with different leadership styles. It supports an assessment of the extent to which the organisations culture is enabling the delivery of ‘good work’ in practice (CIPD, 2025a).
[bookmark: _Toc222163254]Artefacts
From the perspective of Schein (1990), artefacts represent the most visible level of culture within an organisation and reflect how priorities and expectations are communicated in practice. A culture of safety, control and risk management appears to be embedded in Sofidel's manufacturing environment, as illustrated by the extensive use of personal protective equipment, standard operating processes and structured operational routines. In this setting, artefacts often signal underlying organisational priorities (Schein, 2010). The emphasis on procedural consistency shows that operational reliability is central to organisational success. The structure contributes to one part of ‘good work’ by supporting employees' physical well-being, but it may limit the extent of the autonomy employees have over how their work is performed (CIPD, 2025a).
The visibility of the production boards, the tracking of the shift output and key performance indicators can show a results-oriented culture prioritising productivity and accountability. Employees interpret what organisations prioritise through their culture and especially through the emphasis placed on performance (CIPD, 2024b; Schein, 2010). This could help to make efficiency stronger and could even create tension as employees are likely to perceive the workload balance and wellbeing as a central organisational value, as well as operational demands with the employee experience.
The differences in how the artefacts are experienced may also suggest subcultures within the organisation between blue-collar and white-collar employees (Schein, 2010). Trice and Beyer (1984) argue that occupational groups may develop distinctive cultural patterns, which influence the interpretation of organisational practices across the workforce. This suggests that the access to various elements of ‘good work’ varies significantly, depending on the job design within the organisation. For example, white-collar employees may have more autonomy and flexibility in their work, while blue-collar employees operating within structured shifts may have less control over working arrangements. This suggests that job design affects access to ‘good work’ elements and is in line with studies that show that autonomy and task structure are main components of job design (Blanz, 2017).
The artefacts collectively point towards a culture with a strong orientation towards operational reliability and performance. While these traits can be good within a manufacturing setting, the varied experiences suggest that the delivery of ‘good work’ may not yet be fully consistent across the workforce (CIPD, 2025a).
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Sofidel UK (2025a) promotes a clear commitment to people, which emphasises integrity and responsibility in the mission and values. This intention, aligned with CIPD (2025a), is to create a supportive and ethical work environment that supports the wellbeing of employees. A culture that values people can strengthen employee engagement and organisational stability (PWC, 2024). However, Schein (1990) highlights that mission statements usually reflect the culture an organisation aspires to create rather than the one employee’s experience. In Culture Amp's (2025) global manufacturing benchmark, engagement levels were reported at 71%, compared with 60% in Sofidel's (2024b) engagement survey. While CIPD (2025b) highlights that engagement is influenced by multiple factors, this difference suggests an opportunity for the organisation to further strengthen how its people-centred values are experienced in everyday working life.
Sofidel UK (2025a) positions transparency as a core organisational value, centred on fairness and trust-based relationships, suggesting an intention to help open communication and employee voice (CIPD, 2025a). There is an effort to support information sharing across a multi-shift workforce through the introduction of a visible communication screen which displays the organisations updates (Sofidel UK, 2024c). Exit interviews show that 69% of employees agree that the company does an excellent job of communicating with them, supporting the idea that this value is practiced in the work environment (Sofidel UK, 2026b). However, Schein (1990) highlights, alignment between espoused values and employee experiences is important when evaluating culture, as indicated by the remaining survey responses, communication may still need to be fully aligned across the workforce.
[bookmark: _Toc222163256]Basic Assumptions
Schein (1990) states that basic assumptions within an organisation are embedded beliefs which guide behaviour unconsciously. The strong emphasis placed on standardised processes, quality and safety practices in Sofidel's manufacturing environment suggest that there is a deep-seated assumption that having operational control is important to maintain productivity and minimise risk. This assumption is likely to support a culture grounded in control by prioritising maintaining high standards, employees will likely work consistently according to the processes that have been put in place, creating a safe physical work environment in line with the Good Work Index (CIPD, 2025a). Disruption has implications for both safety and output in a continuous production setting, therefore, consistent working behaviours are likely to be reinforced. This may be further shaped by the expectation that maintaining high standards is critical to organisational reputation. While a culture that is grounded in control can improve reliability, this control also mirrors Handy's (1993) role culture, in that it prioritises conformity and does not provide employees with much autonomy in how the work is performed.
In addition, encouraging employees to continuously improve existing practices by reinforcing them with financial incentives for any positive suggestions may refer to an underlying belief of expecting employees to go beyond their core responsibilities and contribute (Sofidel UK, 2024c). This suggests that employee practical knowledge is a valuable driver of organisational development. This assumption can help involve employees and is consistent with CIPD (2025a) that relates to employee voice and meaningful participation. Although, while evidence shows that monetary rewards do not motivate all employees equally to encourage discretionary effort, as motivation varies across employees and depends on the balance between intrinsic and extrinsic drivers (CIPD, 2022).
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According to the CIPD (2025a), health and wellbeing is a key aspect of ‘good work’, being strongly associated with higher levels of job satisfaction, performance and employee retention. At the same time, it reinforces both the moral and business case for organisations to prioritise wellbeing, by highlighting that those with poor mental health are significantly more likely to leave their role voluntarily.
According to Sofidel UK (2025b), the number of years the average employee stays with the organisation appears to be stabilising. Employee tenure averages at eight years, compared to the industry average of 5.3 years for the manufacturing sector (Brown, 2024). Over the past year, departmental turnover has decreased from 26.8% in 2024 to 14.4% in 2025 (Sofidel UK, 2025b). This long-term trend could show the company is making progress toward creating a more stable environment where employees can consistently maintain their roles over multiple years.
While there has been a positive trend in new hire retention rates rising from 43% in 2023 to 53% in 2025, it shows that some employees continue to struggle through the transitional phase during their early-stage employment (Sofidel UK, 2025c). The Job Demands Resources model suggests that in the setting of high job demands, employees will be less likely to adjust to their new jobs if they are not given access to sufficient resources (Bakker & Demerouti, 2007). This highlights the need for further reinforcement of onboarding and early wellbeing support, in line with Mosquera & Soares (2025), who demonstrate that a well-conducted onboarding process can improve wellbeing and lower the early turnover intention to an important extent.
Sickness absence has remained stable at between 2-3% over the last 3 years, which may suggest that effective health risk management is in place (Sofidel UK, 2025c). However, CIPD (2021) states that reliance on sickness absence data alone is unlikely to fully capture workforce wellbeing, as presenteeism may be present where employees continue to work despite ill health. This reinforces the CIPD (2025d) belief that prevention rather than reaction should be a key part of employee wellbeing management.
In addition to the Mental Health and Wellbeing Policy, the organisation demonstrates strategic intent by the presence of structured support mechanisms, including Occupational Health, Mental Health First Aiders, Stress Risk Assessments and an Employee Assistance Programme (Sofidel UK, 2025d). This shows that employee wellbeing supports organisational sustainability. This is particularly important because wellbeing is often lived through day-to-day management practices, which places a critical role on line managers in identifying early signs of stress, facilitating access to support mechanisms and managing workloads appropriately (CIPD, 2025a; Hancock, 2023). CIPD (2025a) highlights that the quality of people management is a key factor that influences the employee experience of ‘good work’, which means that manager ability becomes an important enabler in translating organisational wellbeing policies into lived employee experience.
In addition to the structured support mechanisms mentioned, employers have a legal duty to protect the health, safety and welfare of all of its employees and this includes carrying out risk assessments for work‑related stress (CIPD, 2024a). Therefore, this is in line with the wellbeing practices within Sofidel as it demonstrates the need for a preventative approach and it also demonstrates that Sofidel has considered their statutory requirements and strategic intent.
Overall, Sofidel is able to demonstrate emerging strategic intent in its approach to health and wellbeing, supported by stable retention trends, preventative support mechanisms and alignment with legal duties. However, the organisation would benefit from strengthening early‑stage support and increasing the visibility and accessibility of wellbeing resources to further embed 'good work' (CIPD, 2025a).
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Employee voice is regarded as a key component of ‘good work’ and is seen as a means of giving employees the opportunity to influence decisions that affect their working life (CIPD, 2025a). It is also believed to be a contributor to higher levels of employee engagement and wellbeing and is seen as a factor that contributes to the high performance of an organisation (Morrison, 2011). As such, organisations that act to capture and respond to the views of their employees have a better opportunity to spot workforce risks. This means they are better placed to support the delivery of a sustainable employee experience (CIPD, 2025a).
In 2024, Sofidel implemented an Engagement Survey to better understand the experiences of its employees and gather suggestions for individual, team and organisational improvement. Overall, 56% of the employees participated, showing a growing willingness among employees to contribute with their point of view. Importantly, the company translated the findings into specific action plans that aim to strengthen communication, trust in leadership, development and sense of belonging (Sofidel UK, 2024a). An evidence-based approach to people management would aim to collect employee feedback and use it to inform priorities, shifting the organisational culture towards being more based on data as a guiding force (Rousseau, 2006). Social Exchange Theory suggests that using employee input demonstrates organisational support, increasing trust and strengthening working relationships (Cropanzano and Mitchell, 2005).
In addition to reinforcing the organisational value of employee voice, managers who both seek and act on employee views are more likely to achieve their objectives. Managers must therefore be able to encourage open dialogue and respond constructively to feedback to embed a culture where employees feel psychologically safe to contribute (CIPD, 2025a; Edmondson, 1999).
The integrated report places employees as key stakeholders in Sofidel, showing a strategic recognition of the workforce as central to the organisational success. In addition, as there is a recognised union for blue-collar employees, there is a formal mechanism for collective representation and structured dialogue between employees and management. The formal representation can offer a stronger employee voice on workplace concerns through the established consultative mechanisms. However, the differences in recognition across departments could show that access to formal voice channels across the organisation may not be uniform, which could have implications for the consistency of feeling represented by all employees (Sofidel UK, 2024a; CIPD, 2025c).
Furthermore, the report notes that ongoing digital barriers among parts of the workforce may still limit equal participation through voice mechanisms like online surveys, showing that fully inclusive participation is not yet embedded despite the investment in digitalisation to improve accessibility (Sofidel UK, 2024a).
Sofidel has built a foundation for employee voice through surveys, union representation and a commitment to transparency (Sofidel UK, 2024a). There is evidence that there has been a shift towards more people-centric and data driven practices as the data from the surveys is being taken into action. This is consistent with the Social Exchange Theory and the CIPD guidance on voice in the workplace (Cropanzano and Mitchell, 2005; CIPD, 2025c). However, there are still variations in union recognition and the presence of digital barriers, so access to voice mechanisms is not yet consistent (Sofidel UK, 2024a). To ensure all employees feel informed, represented and able to contribute to organisational dialogue, it will be necessary to strengthen the inclusivity and reach of these channels.
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Another key aspect of the Good Work Index is work-life balance. Flexibility and manageable workloads are shown to be strongly linked to job satisfaction and retention, which is why the CIPD argues that the strategic design of jobs to promote sustainable working patterns is needed for organisations (CIPD, 2025a).
The manufacturing industry typically presents challenges when trying to achieve work-life balance due to continuous production needs and structured shift patterns (Nea et al., 2018). Blue-collar employees at Sofidel work scheduled shifts, with some roles including a 12-hour working, which is likely to increase job demands. Sofidel is proactively implementing some practices to mitigate this, including fully paid breaks, encouraging employees to take the rest period during working hours. These provisions could also be considered as organisational resources that help offset the effort of having longer working hours according to the job demands-resources model (Bakker & Demerouti, 2007).
However, the workforce does not have equal levels of access to this flexibility. WCO employees generally enjoy higher degrees of predictability and freedom when it comes to organising their work patterns, whilst BCO tend to be more heavily impacted by production demands. This suggests that work-life balance may not be consistently embedded at an organisational level. Instead, it is significantly influenced by job design. CIPD (2025a) research shows that although informal flexibility may support performance, organisations that have clearer structural approaches to job quality are better positioned to ensure fairness and long-term sustainability.
CIPD (2025a) highlights that informal flexibility is also heavily influenced by the role of line managers and associated with stronger performance and increased discretionary effort when it allows employees to have more time to manage personal responsibilities. While employees have a statutory right to request flexibility, the operational delivery of flexibility relies on the judgement of managers on a day-to-day basis (GOV.UK, 2024). It reinforces the reciprocal relationship between organisational support and employee contribution. To develop mutual trust between managers and employees, consistent managerial practice must be implemented. This practice can provide for a fair experience of flexibility for everyone. However, without clear frameworks for flexibility, employees will experience variable levels of flexibility, which will be a risk to perception of the equity (Kelliher and Anderson, 2010).
Sofidel demonstrates an awareness of the importance of work-life balance through forward workforce planning and supportive scheduling practices. Despite the conditional nature of flexibility, however, there is an opportunity to further strengthen a strategic approach to enable more consistent access to ‘good work’ across different employee groups (CIPD, 2025a).
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The analysis of Sofidel suggests emerging strategic intent in delivering 'good work', particularly through its investment in employee wellbeing, mechanisms for employee voice and efforts to support work-life balance. The presence of structured policies, engagement initiatives and formal representation shows that the organisation increasingly recognises the workforce as a critical driver of organisational performance and long-term sustainability (CIPD, 2025a).
However, access to all the elements of ‘good work’ is not yet experienced consistently. Variations in access to flexibility between blue-collar and white-collar, uneven access to voice channels and a need to strengthen early-stage wellbeing support showing that some practices remain operational rather than strategic (Kelliher and Anderson, 2010; CIPD, 2025c; Mosquera and Soares, 2025).
The analysis highlighted the key role line managers play in translating organisational intent into the everyday experience of employees. Whether stated values are made real in practice will largely depend on their ability to support wellbeing, enable voice and apply flexibility fairly (Hancock, 2023; CIPD, 2025a).
Therefore, to sustain a positive culture and long-term organisational effectiveness, it will be important to develop a more integrated and consistent approach to ‘good work’, building on the strong foundations that Sofidel has already established (Bakker and Demerouti, 2007).
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1. Leadership Capability
Priority: Immediate (0-6 months)
Sofidel has shown its strategic intent through the creation of a structured leadership program (Sofidel UK, 2024c). The next step is to further develop and integrate people-management capability to ensure that managers consistently deliver ‘good work’. CIPD (2025a) emphasises that line managers play an important role in fostering employees' well-being, giving them a voice and applying flexibility with fairness. Developing their skills in having wellbeing conversations, giving constructive feedback and making fair decisions will help line managers turn organisational values into everyday practice.
This recommendation is also supported by the Social Exchange Theory which suggests that when employees perceive organisational support through positive manager behaviour, they are more likely to respond to the organisation with higher job engagement and more discretionary effort (Cropanzano and Mitchell, 2005). Investing in the development of leadership skills is therefore likely to improve retention rates, improve company culture and promote sustainable business performance (CIPD, 2025a).
Costs
· External leadership modules: £6,600 (CIPD, n.d.)
· Management time: £2,400 (Sofidel UK, 2025e)
· Internal delivery, materials and administration: £750 (Sofidel UK, 2026c)
Total (Year 1): £9,750
Lower ongoing costs are expected, mainly due to refresher training and the appointment of new managers.
2. Fairness Framework for Flexible working
Priority: Short–Medium Term (6–12 months)
Establishing a fairness structure will provide managers with clear parameters for approving flexible arrangements while protecting operational requirements. Sofidel recognises the importance of work-life balance but access to flexibility now varies across roles and is often influenced by managerial discretion.
CIPD (2025a) highlight that workers who have equal access to flexibility have higher wellbeing, retention and performance. When there is no clear organisational approach to flexibility, employees often perceive the decision-making process as unfair, affecting how engaged they feel to work. Organisational Justice Theory states that decisions are perceived more positively by employees when decisions have transparent and consistently applied processes (Colquitt et al., 2001).
This strategic approach to flexibility is also likely to support workforce sustainability in the competitive 24/7 manufacturing environment in which this case company operates by improving employee perceptions of fairness.
Costs
· Policy development and HR consultation: £1,500 (Sofidel UK, 2026d)
· Manager guidance workshops delivered internally: £2,000 (Sofidel UK, 2026e)
· Communication materials and rollout: £500 (Sofidel UK, 2025f)
Total (Year 1): £4,000
3. Develop a Strategic Onboarding Framework
Priority: Short–Medium Term (6–12 months)
Sofidel has demonstrated long-term retention success, but employees continue to have difficulties during the early stages of employment according to the internal data (Sofidel UK, 2025c). Strengthening our onboarding process will align with the strategy of delivering ‘good work’ while proactively addressing the adjustment demands placed on our organisation.
Bakker and Demerouti (2007) found that employees are more likely to experience stress and disengagement when they experience job demands exceeding available resources, particularly during organisational entry. Implementing staged check-ins, clearer role expectations and early wellbeing conversations may help balance demands and support performance.
Effective onboarding can improve engagement, wellbeing and retention of a workforce whilst mitigating longer term risks (CIPD, 2025a). Managers would be provided with clear guidance to promote consistent early experiences across departments, making this a cost-effective and preventative intervention aligned with ‘good work’.
Cost
· Onboarding framework development and HR consultation: £1,500
· Manager toolkits and onboarding guidance materials: £1,000
· Employee resources and programme communication: £500 (Sofidel UK, 2026c)
Total (Year 1): £3,000
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