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Shaping Culture & Behaviours – Manager’s Toolkit

Your role in Shaping Culture

Leaders are key players in the culture game.  Leadership is a vital part of organisational culture and managers should exemplify the behaviours they want to see in their teams (Brewer & Selden, 2000).  In Hywel Dda, we know that we need to empower and enable our leaders at all levels.

Collective, inclusive and compassionate leadership is becoming more widely acknowledged as being crucial to delivering high-quality care and fostering cultural change within the NHS (The King’s Fund, 2021).

How to use this toolkit
This poster is designed to complement the briefing paper available on the Leadership Hub.  Below are three recommendations from the report designed to signpost you as a manager.  These recommendations are the building blocks for cultural progression here in Hywel Dda University Health Board.
For more information, please contact leadership.hyweldda@wales.nhs.uk.

Increase Psychological Safety

What is Psychological Safety?
Psychological safety in the workplace is defined as the ‘perceptions of the consequences of taking interpersonal risks’ (Edmonson, 1999).  In simpler terms, Gallo (2023) summarises that it is a general belief among team members that they can take risks, voice their thoughts and concerns, ask questions, and admit mistakes without worrying about the repercussions.

Why?
Increasing levels of psychological safety cultivates an environment where change is normalised (Harrison, 2020).   It is well researched that high psychological safety increases levels of patient safety and promotes job wellbeing and job satisfaction amongst staff (Perlo et al, 2017).

Psychological safety has been shown to influence individual and team performance, as well as improving organisational performance in general (Newman et al, 2017). 

What can I do for myself?
Remember the 4 C’s of psychological safety: Courage, Curiosity, Collaboration & Conflict (Lee, 2021).  These key ingredients will cultivate an environment where it can grow.  Showcase yourself as fallible and willing to accept and learn from your mistakes. 

Managers should understand how they react to change, with a goal of being ‘change-oriented’ (Aranzamendez et al, 2015).  Role-modelling behaviours such as openness and honesty are key, as well as championing the ‘Speak Up Safely’ scheme (HDdUHB, 2022).  Being visibly self-aware is a crucial tool to enable honest conversations (Davis, 2022).

What can I do for my team?
Get to know your team so that you can build inclusivity, which is a key enabler for psychological safety (Bienefeld & Grote, 2014).  You should work hard to build trust, which will encourage your team to take risks in order for them to be innovative (Madjar & Ortiz-Walters, 2009).  

Actively think about each person’s individual contribution.  Celebrate and cherish diversity within teams.  Be keen to learn and discover more about your team and they will feel empowered to learn more about each other. (Tijerino, n.d.).

Develop a Feedback Culture

What’s a feedback culture?
This is an environment where everybody feels empowered to give and receive constructive and helpful feedback (Tenney, 2020).  Healthy and honest feedback between employees at all levels of an organisation is the foundation of a positive culture (Kurter, 2020).  We want all employees to be hungry for feedback.

What’s the point?
Feedback is vital for aligning behaviours with organisational values and goals (Mulder, 2013).  In order to develop and deliver excellent services, we must become hungry for feedback.

Feedback drives high performance and contributes to raised confidence and competence (Hardavella et al, 2017).  There is also evidence that promoting a feedback culture will increase feedback-seeking behaviours (ven der Rijt, 2012).

What can I do for myself?
First & foremost, be hungry for feedback yourself.  In order to create a more productive work environment, managers must seek out and act upon feedback gained from their employees (Rampton, 2022).

Managers should ask good questions and provide constructive feedback based on real-life examples (Gifford, 2022).   Managers should always strive to role model our values of integrity, honesty and openness.

What can I do for my team?
Remember to start early, with feedback being normalised as soon as an employee joins the team (Kraut et al, 2015).  Managers should always be transparent about what they are trying to achieve – remember we are all human.  Teams should be given time and space to practice giving and receiving feedback (Madjoski, 2015).


Encourage local recognition 

What is ‘local’ recognition?
Local recognition is recognising excellent work and behaviours at a local level.  This could be in your ward/department/office.  This is different to the organisation-wide recognition initiatives that currently exist such as Long Service Awards & Chair’s Commendations.

Some examples include: sending ‘thank you’ messages, using digital apps, giving mentions in team meetings and creating a visual appreciation display.

What’s the benefit?
Behaviourism is common in Hywel Dda, therefore rewarding positive behaviours will encourage those behaviours to multiply (MacLeod, 2018).  The CIPD evidence how recognition positively impacts attendance levels and spreads positive behaviours to other employees (Barends et al, 2022, page. 7) 

Gallup research tells us that good recognition systems lead to increased connection with organisational culture and higher engagement levels (Lorenz, 2022).    Organisations that have inclusive and diverse culture can be created and maintained with the help of a contemporary, well-designed recognition system (Ciavolino, 2018).

What can I do for my team?
Ensure that you communicate the corporate reward package first, you can find everything you need on the intranet.  Then make sure you follow these Top Tips (NHS Employers, 2022):
· Make it timely
· Keep it simple
· Link recognition to values
· Make it personal 
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