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Overview of the organisation
The briefing paper is to explain the importance of positive and effective culture for an organisation and how this can and will influence its business, in terms of success, staff retention, motivation and progress. 
Natural Resources Wales (NRW) is the largest Welsh Government (WG) Sponsored Body - employing about 2,300 staff across Wales with a budget of £180 million. NRW formed in April 2013, largely taking over the functions of the Countryside Council for Wales, Forestry Commission Wales and the Environment Agency in Wales, as well as certain Welsh Government functions.  NRW work across the whole of Wales.  NRW is a classed as a public sector organisation. 
NRW are issued with a remit letter at the start of each financial year setting out what the Welsh Government wants NRW to undertake.
NRW as a public sector organisation and can be deemed to have a as a hierarchical type of culture focused on complying to rules, governance and procedures, rather than that of an organisation that has that of flexibility, willingness to change to improve and having the open mind to new ideas.


















1.0 Introduction 
In order for NRW to fulfil both their legal obligations and WG’s, all NRW’s employees, at whatever level, have to work together. In 2013, three separate public sector organisations were amalgamated to form NRW, in order to address and manage the climate emergency and also make nature and the environment more appealing to the public.   This merger brought 3 different types of culture together, which has taken time to develop and embed into NRW’s own organisation’s culture.
Culture within an organisation is simply the ethos of the company, which includes the values, behaviours and practices it has implemented to achieve success (Indeed, 2022). It is the beating heart of the organisation. 
Culture can encompass a number of areas, such as the values, behaviours and attributes of the staff working in the organisation but also the leadership.  By having a healthy culture in the organisation, this will deliver the key objectives and ultimately for NRW fulfil the WG’s targets (Culture-shift, 2023). 
Organisations should ensure a positive culture is embedded in their business for various reasons. Where organisations have invested in the resources, time and money in fostering a good culture, they have reaped the rewards (Culture-shift, 2023). 
When companies develop, launch, and embed a positive culture in their organisations, they will see improvement and success in a number of areas.  These could be that the employees will feel part of the organisation and that creates a feeling of worth and purpose, which will aid team working and assist with consolidating relationships, both internally and externally. Another important benefit is that organisations will see over a period of time, is that current employees will want to remain within business and not see employment elsewhere (Indeed, 2022). 
This will result in high staff retention rates and will reduce the need for recruitment in an already tight labour market (The Guardian, 2022). 
One critical area where companies can see improvement is the wellbeing of their employees and how a positive culture will strive to enhance wellbeing.  This might mean assessing the existing wellbeing offering and making improvements in this area, in terms of technology and training. It is necessary that organisations highlight how they are ensuring this area of culture (Local Government Association, 2022). 
	









2.0 Main findings
As a public sector run company, which employs nearly 2,500 staff, NRW is a large stable organisation which typically functions with a bureaucratic culture, where there are numerous processes, procedures, and strict governance to follow.   NRW is funded by WG and so is not profit driven but does strive to deliver excellent services to the public, but as the work undertaken is audited by WG, it has guidance that must be adhered to. 

The way NRW functions lends itself the Charles Handy model, who specialised in organisational culture, this model states there are 4 different types of culture:-

· Power
· Task
· Person
· Role.

Three of the above culture theories do align to the culture in NRW. 

The Power culture that the Charles Handy model follows is typical of the structure within NRW as the power is with only a few nominated persons, and ultimately with the CEO. It can be deemed that the any major decisions are made by these limited senior staff. All employees at these types of organisations have to follow those decisions that have been made. With this theory, all employees know what is expected of them and so in turn have no uncertainty surrounding their work life. One advantage of this culture is that the CEO will ensure they communicate with employees on a regular basis and via several platforms.  NRW’s CEO engages with staff via the NRW employees monthly bulletin and webinar. The disadvantages of this culture are that staff are less able to adapt and think for themselves as they are hindered by the set rules and decisions that have been made. Employees will feel restricted and less able to express themselves with ideas to improve the business (Learnsignal, 2022). 
The task culture is also evident in NRW, this where teams are established to solve an issue and work together to achieve the same goals.  This takes place in NRW on a regular basis, as there are teams set up to deal with environmental incidents, emergencies, and issues. These teams will be made of experts in their fields, who have the knowledge and experience to solve the issues, these are often short-term project led teams. Each team member will be aware and have an understanding of their purpose, goals and be determined to reach the desired outcome. These team members in NRW have flexibility, are able to adjust, work well in a team setting and have excellent communication skills. The makeup of team is critical as they need to work together, in order to succeed. The disadvantage of this culture is that some team members might thrive on having structure, uniformity and consistency in their working day. This might not be the case when teams are set up to deal with incidents, as it could result in longer working hours, sometimes through the night and employees will need to adapt and change their approach to deal with the situation (Management Study Guide, No Date). 
The Role culture also fits to NRW, in that it is deemed to be of a bureaucratic nature which is typical of public sector organisations. All employees have their roles defined and are governed by strict rules. As many of the roles within NRW are very specialised and employees are experts in their field of work, e.g., forester, fishery officers etc, then this culture is clearly evident in NRW. With this culture staff are aware of their roles and responsibilities and what is expected of them by the business. The specialist roles have the ability to take ownership of their work and also the make decisions accordingly, as they are the experts in that area.  Employees can feel empowered by this way of working and this will only benefit the organisation. The disadvantage of this culture theory is that the organisation will be less able to adapt, adjust and change in a speedy manner.  NRW need at times, to react to certain issues and this culture is not flexible and at times not effective or efficient in their deliver of their objectives (Business, 2023).  
3.0
Organisations have to ensure to that the right people are employed to the business in order to succeed, however, employees need to feel comfortable and at ease in their working life.  Human behaviours have been studied for a number of years to assist organisations in recruiting the right person.  If the employee’s personality does not align to the company, then there could be risks to the business, in terms of higher sickness rates, targets not been achieved, and employees leaving the organisation altogether, as they do not feel they belong.  The Big Five Model can help address the issues. This theory measures 5 key areas and research began in the 1950, and then this was developed more widely in the 1990s (Mindtools, No Date). 
These can be defined as Openness, Conscientiousness, Extraversion, Agreeableness, and Neuroticism.  
In NRW there are employees that follow the openness trait, as an organisation we need to encourage openness.  With the activities that NRW undertake, we need staff in certain roles to be creative, open to seeking and developing new ideas and make some difficult decisions.  As a category one responder under the Civil Contingences Act (CCA) (GOV.UK, 2004). NRW have to ensure that they have staff who can be open to working with others and quick to solve problems, to ensure the safety and wellbeing of the public, in difficult situations (SimplyPsychology, 2020). 
NRW’s main objective to lead in the climate emergency that faces Wales, so employees tend to want to work for the organisation, as they care about the environment and want to make a difference.  NRW has staff who fundamentally want to make the environment healthier and more sustainable and for the public to appreciate and learn what the environment can give back to them. It is this trait of conscientiousness, the many staff in NRW have, they are caring, concerned and worry how their actions are seen by others both inside and outside of the organisation. Employees with this trait also tend to be well-organised, adhere to rules and are dependable. Again, this fits to NRW, as part of being a category 1 responder to the CCA, rules and guidance must be followed in order to document the decisions and outcomes made, as there could a public inquiry into an incident and that would require verifiable evidence to be submitted. Staff who score low on this personality trait, can still be apart of an organisation but in the right role within the right team.  As they will tend to be disorganised and impulse, which is as stated in some roles in NRW would not be suitable and in turn will make them feel unhappy in their work life, which will affect their wellbeing and have a negative impact on the rest of the team (Verywellmind, 2022).


4.0  
The organisational factors that can affect employee engagement, can cover many areas within a business.  The main factors can vary, from the leadership within the company, the culture for nurturing and caring of staff that exists, the information that the staff receive from the company, as in staff surveys, the available growth for staff to have the chance to develop and strive to improve themselves, the ability to work independently and in an expressive manner  to achieve the desire outcome and provide the staff with a place for transparency and honesty (Business Leadership Today, No Date).
With regards to the potential growth opportunities for staff, this factor will have an impact on the employment engagement for an organisation. Staff need to have the opportunity, ability and chance to develop their existing skills and knowledge to improve and learn.  Ultimately, any organisation wants to perform to their best ability and be successful in their field and that includes having employees who have the opportunity to grow their skills and therefore work in a more efficient and effective way (People Value, No Date).
This will lead to staff becoming more motivated and gaining more confidence in their ability to do their job, so engagement with employees will increase. 
If organisations do not invest in potential growth opportunities for staff, then there is a risk that employees could leave and seek employment elsewhere.  87% of the millennials indicated that the availability and chance grow and develop in their role was a vital factor for them, in their career (Teambuilding, 2022).
Without the potential growth opportunities being assessed, some organisations, especially NRW, could have an issue with lack of resilience in certain roles. NRW has a number of specific work activities which require certain and specialist skills to undertake. The Civil Contingencies Act 2004 covers civil protection for the UK. NRW, under this Act has roles and responsibilities as they are classed as a category 1 responders to all situations when required (GOV.UK, 2004). Recent flooding across Wales highlighted that NRW had staffing issues and lack of resources to respond in an effective way to ensure the safety of others (BBC, 2020). Any organisation should ensure that they have the resources and skills to do the activities required and ultimately fulfil the objectives set. By ensuring employees are offered the chance to develop and grow this will assist the organisation in complying with their legal duties. NRW addressed the shortfalls and highlighted a lack of staffing which affected their response capacity and capability (Natural Resources Wales, 2020). 
The potential growth opportunities, also need to cover management roles, NRW need to improve in succession planning as this is linked to the recent flooding incident. Succession planning is about highlighting the areas to improve and develop staff to fill management roles, but also those roles that are critical to the organisation (CIPD, 2021). This area will also give staff the opportunities to grow and flourish and give them a sense of purpose and worth in the organisation, as employees will then feel that there is a stage to engage and have their opinions noted. 
Organisations need to also foster a caring culture for their staff, this will aid employee engagement and offer support to employees as well.  This is not just the company’s values that an organisation has developed and promoted, but how that company supports their employees, and how its leaders act and respond to challenges. 
5.0
The benefits of a positive culture for an organisation are numerous, such as employee retention, lower rates of staff absence, high motivation and morale and staff are generally happy to be in work (Everymind at work, 2020).   
There is a moral reason to look after the employee, but also a legal and financial reason for this area to be addressed by the business.  
In the public sector, there was a 3% rate of sickness in 2021, through staff absences, compared to 1.9% in the private sector (People Management, 2022).  
This is an area, where cuts to budgets from central UK government, could possibly affect some public sector organisations. Most public sector organisations rely on government funding and so if there is a reduction in this funding, due to tackling the after matter of covid and the cost-of-living crisis, then a robust management of sickness is necessary.  
Having a sickness absence policy is fundamental, as this will set out what NRW’s procedures are in this area, but also, it is the assessment of the that sickness absence data that is important. What is the rate of sickness absence? Are there trends in certain job areas? What is the sickness absence breakdown?  Is mental health & wellbeing increasing? Are any actions that were implemented due to absence been monitored, in terms of success. All the above, is vital to ensure employee retention, improved motivation and morale (NI Business Info, No Date). This will create and improve positive culture in an organisation. 
With the aftereffects of covid and now the cost of the living crisis, organisations need now more than ever to manage the mental health of their employees.  To assist and support employees, they need to feel confident and comfortable to raise their mental health struggles to their manager.  A fundamental area is that managers need to be able to understand the aspects of mental health, be able to highlight early warning signs with their staff and also have the confidence to have those discussions on their mental health and what is concerning them (Healthy Performance, 2020). 
In order to create that caring and positive culture, NRW will need to train and teach their line managers on the management of mental health.  This is vital to manage this wellbeing area, it might seem that offering additional training in a time of cost cutting, is deemed unnecessary, as other health and safety training will take precedent over mental health, especially in NRW as there are high risk jobs being undertaken, which have a costly tag attached. Mental health training for managers will only benefit the organisation as this will reduce the sickness absence rates in the area, as managers will provided with the skills and understanding of the importance of managing mental health (Everymind at work, 2021). 
However, one main area for ensuring a positive culture, is that of wellbeing of the employees.  There are several reports following covid, on how organisations need to ensure the wellbeing of their staff.  There is a moral reason to look after the employees, but also a legal and financial reason for this area to be addressed by the business, as there acts of parliament to comply with (Health & Safety Executive, No Date). 
Organisations need to have a wellbeing offering for their staff, such as employee assistance programme, a safe working environment, occupational health support, mental health awareness for managers, etc (CIPD, 2022). 
NRW provide a number of wellbeing offerings to staff, this was noted as outstanding in the Corporate Health Standard assessment that NRW retained their sliver level award (NHS Wales, 2014). 
NRW was awarded the ISO 45001 :2015 registration in December 2021 and this standard covers occupational health and safety, with wellbeing covering an element of the audit.  The wellbeing offering is assessed by external auditors to ascertain if NRW are protecting and supporting their staff in both their work and personal life (ISO, 2018). 
One wellbeing area that NRW has sought to improve is that is of resilience training for their employees.  After covid, hybrid working being promoted so changes to employee’s existing working patterns and the cost-of-living crisis hitting could have the potential to affect many employees, so resilience training will provide employees with the skills to deal and cope with the changes. If staff have to the skills to be resilient, they will be able to deal with forthcoming issues and problems that they might face both in work and their personal life (In Professional Development, 2022). 

6. 0
Conclusion 
To conclude, the culture within an organisation, is the beating heart of the business.  It is fundamental to the success of the company’s objectives and set targets.  NRW have to ensure they fulfil the set requirements by WG, in order to address certain high-profile issues, such as flooding and leading by example in the climate emergency. 
There are certain areas where NRW can improve, in enhancing its culture with improving staff growth opportunities, researching, and launching a workforce strategy and increasing their employee wellbeing.  
Employees need to feel that they have an opportunity to grow and develop, without seeking employment elsewhere. NRW need to increase this offering, to benefit both the employees, managers and NRW as a whole.  This area for improvement will reap rewards, as staff will be able to learn and develop new skills and offer these to the business.  It is evident within NRW that some job roles are more difficult to attract new employees as they can be very specific roles and also NRW need to retain the staff in these hard to recruit posts.  This will offer NRW resilience on these areas and also future proof the business as more employees will have developed skills and qualifications to do the roles.  This will help with business continuity and business resilience as there will be staff trained and competent in place to undertake the roles required. 
NRW clearly offer a vast number of wellbeing offerings, which includes achievements of the ISO 45001:2015 & CHS.  However, NRW can also seek to continual improvement its benefits to their employees and in turn look to enhance its positive culture.  It is the employee benefits, that can attract new employees to NRW and by seeking to improve in this area, the business will benefit.  NRW can focus on the following the ISO 45003:2021 framework which assesses the organisation and their systems for the management of psychological health, safety and wellbeing.

In order to fulfil the duties, tasks and objectives set by WG, NRW need to have a workforce strategy in place.  This will assist in the future of NRW, which will celebrate its 10th year this April. There has never been a workforce strategy in NRW, which has resulted in no future planning for the workforce and this includes looking any potential growth of the existing employees as well as determining the number of staff that will be required to undertake the tasks. 
[bookmark: recommendations]Recommendations
It can be stated that NRW need to implement the recommendations to ensure that they address the issues and promote NRW as an explalmer employer. 
Below are those recommendations as follows: -
1). Research and launch a workforce strategy for NRW.  
This will take the time of the staff who are leading on the strategy as well as resources of the line mangers to input into the strategy.  This will result in resources, time and effort to commit to this action.  NRW could seek to employ an external consultant to undertake the review, design and implement a workforce strategy, as an example the cost could be £60,000.00.  The senior managers need to decide which is the best option in terms of costs and time management. 
2). Develop and launch an employee growth opportunity for NRW.
This recommendation will also take time and resources to fulfil from all levels of the organisation as they will need to input, however the rewards will benefit NRW far more. Again, an external consultant could be contracted in do this project, an example cost would be about £70,000.00
3). Investigate the requirement for ISO 45003 and CHS – Gold level award.
Initially, this recommendation will not take too much time and resource, as a gap analysis can be undertaken on the requirements of both the ISO standard and CHS, which will highlight any areas of improvement.  The financial implications will come if NRW decide to move forward with the ISO standard, as there will be a cost invloved to attaining this. The CHS gold ward, does not cost NRW directly any money, as in there is not charge to be assessed for the different levels.
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