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[bookmark: _Toc190348567]Executive Summary

This report begins by supporting the statement that happy and fulfilled staff will be more productive. The report goes on to explore the definitions, importance and assessment of both culture and climate concepts, including how the two concepts are linked.

Two models of Culture, Schein’s Cultural Analysis Model and Johnson and Scholes’ Cultural Web are applied to Hywel Dda University Health Board (HDUHB) and analysed. The conclusion is, there is still significant work to be done to achieve the desired culture, as staff perceptions are not consistent with the espoused culture, due to the impact of work pressures.

The report then examines two climates in HDUHB – the inclusion and innovation climates and uses the CIPD maturity index as an assessment/diagnostic tool. The report offers the view that the innovation and inclusion climate is level 2, at best, because, whilst the vision, strategy and plans are in place, these are not delivered, and managers and staff do not always feel supported or confident to deliver the plans.

Shaping culture is addressed, and the importance of leadership is emphasised. The support available is illustrated by summarising the contribution of the LEAP leadership development programme, which is at level 2, using the CIPD criteria, as the programme is strategically placed and well organised, however, the engagement of line managers in post programme implementation of learning needs developing. Some line managers are also not accessing the support available. The reasons for this are explored.

This report explores the current culture and climate of HDUHB and concludes that whilst progress is being made, the aspirations of senior leaders are not always put into practice, which leads to frustration of staff and poor performance as an Organisation. 


The report ends with three recommendations concerning: -
1. Securing the Board’s commitment to establishing a high-performance culture based on innovation and specific actions to strengthen the Workforce, OD and Education Strategy.
2. Specific changes to develop the current LEAP leadership development programme to better engage line managers in the culture work.
3. Adding creativity and innovation to the cultural jigsaw and strengthen existing jigsaw pieces to support performance and innovation.

Bearing in mind HDUHB is currently in targeted intervention the recommendations are deliberately low/no cost recommendations.



[bookmark: _Toc190348568]Introduction
Employees that have good quality jobs, who are led well and who are happy and fulfilled in their work, will be more productive (Young, 2024). This is supported by Oswald, Proto and Sgroi (2015) who found a 12% increase in productivity is likely, if the worker is happy. These findings are important to HDUHB, which relies on the discretionary effort of its 14,000 staff to deliver quality patient care, meet performance targets and manage resources effectively. Staff recruitment and retention are also influenced by how positively staff feel about the organisation. The CIPD produce a Good Work Index (2024a) which is an assessment of factors influencing a good work climate by identifying the perceptions of staff concerning their work. The CIPD Good Work Index: Wales (2024b) identified an increase in conflict in the workplace and a decrease in confidence in leadership of organisations. These findings are reinforced by HDUHB’s retention discovery report (2023).

This report explores and then applies the concepts of organisational culture and climate to HDUHB and ends with recommendations to help shape both the climate and culture, as how a worker feels is influenced by the culture and climate of the organisation.

[bookmark: _Toc190348569]Organisational Culture and Climate
The concepts of culture and climate are useful to help understand and influence how people feel and behave. A pragmatic and widely used definition of culture is “the way we do things around here” (Deal and Kennedy, 1982; Balogun and Johnson, 2004). Climate measures how employees feel about aspects of the organisation. Both culture and climate emerge and change because of people learning and responding to their individual and shared work experiences (Edmondson, 2012).

Culture influences the way employees talk to each other, work life balance, how challenges are responded to, employee perceptions, how mistakes are tolerated and the level of collaboration between teams (Cote, 2023). Culture has been recognised by the CIPD, who include shaping culture and behaviour standards as core knowledge to people professionals (CIPD, 2023).

Culture and climate are interrelated and sometimes the terms are used interchangeably, both are important to stimulate or suppress productivity. It is difficult to unpick the differences between climate and culture (Ryder and Southey, 1990). For example, organisational climate is often used as evidence of Schein’s underlying assumption notion, which examines staff perceptions of the rules and norms of the organisation (Schein and Schein, 2016).

Put simply, how people feel (climate), influences the way people think and behave (culture) and vice versa. Barends et al identified several types of climate including a safety climate, innovation climate, learning climate, ethical climate and inclusion climate (2022), which enables more focused and more easily defined areas to study. Climate is more easily measured than culture through scaled questionnaires such as the inclusion, exclusion scale and learning climate scale (Barends, et al., 2022). These tools measure shared experience and perception. Staff views are often collated and turned into evidence of a healthy or unhealthy climate e.g. ‘70% of staff believe managers don’t care’. This perception must be influenced if staff are to feel valued, engaged and their maximum discretionary effort secured.

[bookmark: _Hlk188182927]Underlying assumptions and staff preferences need to be influenced if leaders wish to shape the organisation’s culture (Young, 2024; Cote, 2023).  HDUHB has an overall set of shared values (2016). However, sub-cultures exist for a range of reasons including professional training, leadership style (e.g. democratic versus autocratic), staffing levels, differing demands from service users. Empirical evidence suggests that doctors view issues and challenges through a different lens to managers (quality versus the performance and resource management lens). Schein (2016) identifies the importance of aligning subcultures. Misalignment may, in part, explain the frustration reported by staff in HDUHB.

Culture can be explored by using the work of Schein (2016), who uses artefacts (things we can see and touch), espoused values (formal and informal statements about values, vision, purpose) and underlying assumptions (things or even ‘rules’ staff believe to be true). Other models such as Johnson and Scholes’ Cultural Web (1999), Hofstede’s National Cultural dimensions (1984; 1991) or Denison’s mission, consistency, participation and customisation model (1990) provide a way of handling the complexity, but all methods can be time consuming and difficult to evidence (Young, 2024). An additional issue is that the models tend to analyse the culture under headings and often underplay the relationships between aspects of culture (Hatch, 1993). Johnson and Scholes attempt to overcome this limitation by using a central paradigm which summarises the outcome of the interrelationships between the elements of culture (see Fig. 2). These models are a way of organising a conversation about ‘the way we do things around here’ with a view to identifying desired changes.

[bookmark: _Toc190348570]Main Findings
[bookmark: _Toc190348571]Applying culture analysis models to HDUHB
There is sufficient existing information and documents available about HDUHB to help identify the current position of the culture in HDUHB. Whilst complex to analyse, these have been summarised to populate Schein’s Cultural Analysis Model (Fig. 1) and Johnson and Scholes Cultural Web Model (Fig. 2). 

Fig. 1


Artefacts 
Evidence of culture here include different uniforms for functions carried out by staff, full waiting rooms, staff rushing from one task to another, managers attending many meetings, patients in corridors, breaks not always taken due to pressure of work, sickness and absence levels, vacancy rates. Demand for services exceeds supply which manifests as large waiting lists, the organisation’s current financial performance and its escalation status by Welsh Government as level 4 of 5 - targeted intervention (HDUHB, 2024). HDUHB demonstrates significant Governance and planning activity (HDUHB, n.d.) but there is limited evidence that plans are implemented at scale or pace to achieve ambitions (Audit Wales, 2024). In terms of HR policies, these appear to be people friendly and comply with national legislative requirements and Welsh Government guidance (HDUHB, 2019b). 

Espoused Values and Messages
“People are our greatest asset” (HDUHB, 2019b).  The organisation’s direction of travel is emphasising the need to improve the health of the population, by prevention of ill health, as well as an integrated, whole system approach to the provision of services (HDUHB, 2019a). HDUHB stated organisational values (HDUHB, 2016) are: -
· ‘Putting people at the heart of everything we do’
· ‘Working together to be the best we can be’
· ‘Striving to deliver and develop excellent services’.  
The HDUHB People Culture Plan goals (called the Cultural Jigsaw) are to improve staff voice and being heard, develop healthy relationships, promote autonomy, empowerment and responsibility, embed compassionate and collective Leadership, improve wellbeing, safety and trust, improve feeling appreciated and valued, improve collaboration & teamwork (HDUHB, 2022)

Underlying Assumptions
Empirical evidence suggests clinicians focus on quality and managers focus on performance and resource management (two different subcultures). A recent discovery report (HDUHB, 2023) has established that staff perceive that senior leaders don’t understand or care, ways of working are not modern, power is exercised through hierarchy, collaboration is not the norm (silo working is commonplace) and innovation by taking any risk is rarely acceptable. Significant numbers of staff felt overwhelmed and even burned out, some staff reported feeling underrepresented. More positively, staff appreciated opportunities provided to share innovation and best practice, staff like the current camaraderie and want to be engaged in matters affecting them.

Fig. 2 – Johnson and Scholes Cultural Web applied to HDUHB
Johnson and Scholes (1999) see organisational culture as a web of interrelated phenomena. The outcome of the interaction of these can then be summarised into a central paradigm. This work supports the conclusions resulting from applying Schein’s model and has illuminated the challenges to be addressed to influence culture (See Fig 2 below)
Fig. 2



[bookmark: _Toc190348572]Analysis
The Schein model indicates a culture where leaders have the ‘right’ strategic and cultural intentions, however, this espoused culture may not be the culture in use (Argyris and Schön, 1974). Senior Leaders in HDUHB desire to do the ‘right things’ and have identified strategies and plans to deliver their ambitions, however, delivery is not a strongpoint (Audit Wales, 2024). Applying the Johnson and Scholes model has identified some challenges to be faced (see Fig.2), if the goals and aspirations are to be achieved. The desire to move to a whole system approach based on prevention of ill health together with a people centred culture will take time and is often frustrated by constant operational pressures. Staff wish to be engaged but feel under resourced, exhausted and undervalued by leaders due to pressure of work as demand for services exceeds supply which has impacted on the level of motivation and engagement of staff together with reducing the manager’s ability to influence. 

Lee Atwater, a political strategist, is widely credited with saying “perception is reality”. The concept of perception influencing behaviour is important in the workplace, even if the behaviour is not in step with the evidence and is biased and contains thinking errors due to their experience, values and preferences (Robbins, 2024). Staff perceptions and feelings need to be influenced to sustain and improve motivation and results.

[bookmark: _Toc190348573]Climate and CIPD Maturity Index

CIPD has produced a maturity model as a diagnostic tool to identify where HDUHB is, and where is wants to be regarding manager skills, interventions and organisational support (CIPD, 2017). In terms of both intervention and organisation, the CIPD maturity index suggests that HDUHB is operating at level 2 in the ‘before’ and ‘during’ stage and level 0 to 1 for the ‘after’ stage, as after programme work is ‘patchy’ in that some managers offer support, and some do not. The reason for this assessment is that the vision, strategy and plans are in place to deliver the desired climates, but delivery is weak (Audit Wales, 2024). Some managers and staff have a perception that they are not supported or equipped or are interested in the support available. Whether this disengagement is because of operational pressures (i.e. they feel they do not have the time or resource) or they are not aware of the support available, both need to be addressed. The climate work should not be seen as an additional task, it needs to be built into the day-to-day work of all staff. Further promotion and encouragement by Workforce and OD staff using the culture and behaviour standards in the CIPD profession map (2023) is needed.



[bookmark: _Toc190348574]Inclusion and Innovation Climates in HDUHB

An inclusion climate is about assessing and measuring the staff’s perception about whether they think the policies, processes and behavioural practices make them feel engaged and valued in decision making and have the necessary support and resources to do the best job they can (Barends, et al., 2022).

Surveys explore influence on decision making, ability to give and receive feedback, ability to be listened to and feelings of being trusted. The benefits of inclusion include reduced conflicts through creating shared interests, less miss communication, feelings of being valued and better outcomes for patients and other stakeholders, because of more ideas being submitted and accepted. An inclusion approach helps maximise the contribution of a diverse workforce and therefore contributes to an ethical approach where everyone is valued, involved in problem solving and decision making and discretionary effort maximised (Nishii, 2013).

Understanding human behaviour is essential if leaders are to influence the people around them. Older, more traditional theories, such as Maslow’s (1943; 1954), Hertzberg’s (1959), Vroom’s (1964), Bandura’s (1977) and Fiske (1949) have been summarised by Kumar (2023) who concluded that Models help gain insights into employees’ motivation, attitudes and perceptions and decision-making processes. More recent approaches e.g. Self-efficacy theory explains the importance of self-confidence enhancing the ability of an individual to achieve as task (Robbins, 2024). Theories of human behaviour will help shape interventions to shape culture, climate and behaviour.

HDUHB pursued a culture change strategy since 2020, using the work of Michael West and Jeremy Dawson (2012) to create an employer of choice by surveying and then addressing concerns about how people felt about working in the organisation (a climate change approach).  The focus is, improving the inclusion climate by focussing on seven dimensions (called the Cultural Jigsaw, see above). Several of the dimensions are climates in their own right, but, collectively will contribute to feelings of inclusion (HDUHB, 2022). HDUHB has established an Organisational Development Team of 30 people (salary cost £1m, £160k for resource) with the brief to create this inclusive culture and employer of choice. This team, with some success, adopts the CIPD Culture and Behaviour standards from the Profession Map (CIPD, 2023) as the core operating model, as the recent evaluation of the LEAP leadership development programme demonstrates through positive feedback improvements in leadership capability and capacity towards the desired culture. 

A recent discovery report identified that staff had appreciated the space to share innovation and best practice and to talk about challenges, however, some staff felt overwhelmed and burnt out, fear and frustration was evident, staff wanted a voice to engage what matters to them and some groups felt underrepresented (HDUHB, 2023). Furthermore, only 12% of the organisation completed the latest staff survey and the staff engagement score is 4% lower than it was in 2020 (HEIW, 2024). It has been identified that the inclusion climate needs more work and plans to achieve this have been included in the 2024-25 operational plans.

An innovation climate is where staff and other stakeholders perceive the policies, processes and behavioural practices promote change, new ideas and learning new ways of working and indeed from mistakes (Barends, et al., 2022). This requires psychological safety for staff and strong relationships between leaders and all stakeholders including staff.

An innovation climate is particularly important when there is a strategic need to change, for example when there is a need to satisfy Regulators concerning improving quality, performance and resource management. An innovation climate is an opportunity to value staff’s contribution ideas which is essential for a high performing, continuously improving organisation.

The current overall performance of HDUHB is unsatisfactory and the organisation has been awarded a Level 4 targeted intervention status. One of the key areas of enquiry under the leadership domain of the escalation framework is to assess whether the structures and processes are in place to promote learning continuous improvement and innovation (Welsh Government, 2024). The NHS Confederation (2024) identified that creating an innovation culture (climate) can tackle the pressures faced by Health Organisations.  A key finding of HDUHB’s Staff Retention Discovery Report identified that the staff saw the need for modernisation of systems, processes, policy, plans and procedures, but there is also a culture of blame and management does not support the front line (HDUHB, 2023).  This suggests that the conditions are not right for an innovation climate and therefore it is an omission to exclude creating a high performing culture based on continuous improvement and innovation from the cultural jigsaw.

[bookmark: _Toc190348575]Shaping Culture and Climate in HDUHB

Culture and Climate is influenced (shaped) by Transformational Leadership, shared vision and goals, role modelling, quality of teamwork, job design and policy, procedures and practice (Young, 2024).

By far the most important influence on culture is leadership, as it is the leader’s role to influence the behaviour of others. This is best achieved by role modelling an inclusive caring, compassionate and collective approach (West and Dawson, 2012)  whilst, at the same time, establishing an innovative high performing culture through co-production that people feel is right for them and that they wish to support (De Waal, 2012).  It is the leader’s role to align staff to the values, vision, mission and purpose of the organisation to maximise discretionary effort. This approach operationalises the accepted models that explain human behaviour, discussed earlier.

HDUHB has invested significant time and energy into leadership and management development programmes for example, the 13-day LEAP Programme. CIPD’s maturity model can be applied to Management Development Programmes (CIPD, 2017). For HDUHB, it can be concluded that the LEAP Programme supports the organisation’s vision and mission and seeks to promote the values of the organisation and develop managers behaviours, self-awareness, and confidence before during and after the programme.  A recent evaluation of LEAP (led by this author) identified the need to further align the content of the programme with the strategic needs of the organisation notably, to improve the performance culture and move the organisation from level 2 to level 3 of the CIPD maturity index. The evaluation also identified the need to engage line managers of attendees more effectively before, during and especially after the programme to move maturity from level 2 to 3 by embedding the key messages such as focus on engagement, teamworking, wellbeing, change learning and engagement as routine leadership activity that supports performance.

[bookmark: _Toc190348576]Conclusions
Culture is a difficult concept to define and assess. Culture shapes how challenges and opportunities are responded to and changes as a result of staff experiences.

Culture shapes behaviour at work that is seen as acceptable by professional colleagues and managers. Subcultures exist in organisations resulting from the effect of differences in the work environment and are not always aligned in HDUHB.

Within HDUHB, people come to work to do a good job (HDUHB, 2023). There are shared public sector values of providing a service and an espoused ‘theory’ concerning organisation direction and culture, including leadership behaviour. Regrettably, this espoused approach is not always the theory in use (Argyris and Schön, 1974), due to the factors impacting on the organisation, such as, demand for services exceeding supply available and poor structure and process. These pressures create a need for creativity and innovation; to do more with less.
 
The cultural analysis and climate analysis in this report indicate some good work is being done to create an inclusion climate. This work on its own is creating some frustration, as how people wish to work and be treated, is prevented by circumstances such as demand exceeding supply, outdated technology and practices, which prevents innovation.

It can be concluded that inclusion and engagement will motivate, if other issues, such as work design and blockages to organisational performance and innovation are also addressed. It is argued therefore, that inclusion and engagement is a Hygiene Factor as described by Herzberg (1959; Alshmemri, et al., 2017) i.e. inclusion and engagement need to be right to avoid demotivation, but on its own, it will not ensure motivation and high productivity.

The CIPD Maturity Index work has indicated that leadership training has supported the establishment of an inclusion climate more than an innovation climate, needed to produce a High Performing Organisation that perceives a quality service can be delivered with the resources available.

HDUHB’s experience is in tune with the CIPD Good work Index (2024a; 2024b). Points to note are the decreased confidence in senior leaders by staff and the increase in workplace conflict. These are not surprising, as staff feel what the senior leaders espouse is not what is experienced and feelings of being overwhelmed at work can create stress and tension between staff.

[bookmark: _Toc190348577]Recommendations
In view of HDUHB poor financial position, these recommendations have been designed at low/no cost implication. It is therefore, recommended: -

1. The Board should re-commit to requiring the organisation to have a high performing culture based on an innovation climate and require all governance reports to include innovation feedback and performance improvement reports. This approach must be supported by reviewing and refreshing all  policies and procedures including the communication and the Workforce, OD and Education Strategy (HDUHB, 2019b) to include direct reference and initiatives to strengthen innovation and change, evidenced based decision making and measurement of personal and team contributions to support the establishment of a high performing culture. This will help meet the organisation’s corporate strategy and strategic need (Schuler, 1992) of escaping Targeted Intervention, as well as sustaining momentum on the cultural change. The first step should be to commission an innovation climate discovery report using the existing Culture Team, to help shape future interventions to promote innovation that will lead to improved performance.

Significant additional resources should not be necessary as the approach will be to use existing resources differently (salary costs £1m and resource budget £160k). For example, repurposing the OD team by suspending new projects, concerning inclusion, but maintaining existing inclusion initiatives. External consultancy advice, if needed, for the innovation climate discovery report should not exceed £5,000. This is to be paid for by suspending the new inclusion projects. It is not anticipated that there will be a major adverse impact on the current inclusion work.

2. [bookmark: _Hlk188183886]The content of the current leadership programmes should be amended to include the existing evaluation report, findings of this report, CIPD Welsh Good Work Index and HDUHB’s retention discovery report and the findings of the proposed innovation discovery report.  Amendments should specifically include influencing staff perceptions and frustrations, conflict and confidence in senior management plus how to establish a high-performance culture. This approach is an opportunity to engage line managers in the leadership programmes as well as the culture and climate work, as the approach will directly assist them to deliver innovative change in their work area to improve Quality, Performance and Resource management. This will then move the CIPD maturity index rating to Level 3 for the ‘before’ ‘during ‘and ‘after ‘stages of the leadership development programmes and the inclusion and innovation climates.

LEAP includes half day ‘Boost’ sessions which provide an opportunity for delegates to reflect and consolidate their learning. Feedback from delegates has indicated that a half day is difficult to arrange cover for logistical reasons and a full day would be preferred that works on real issues they are facing. This request is an opportunity to include sessions on managing conflict, improving performance through innovation and creativity and establishing a high-performance culture. The cost of this change is the increased venue costs by £700 per programme (£2,800 per year for 4 programmes). There will be indirect costs of delegates being out of work for a full day instead of half. It is anticipated that the return on investment of more time spent at the boost session will outweigh any increase in direct cost. This assumption will need to be evaluated using a cost/benefit methodology in six months’ time as part of the ongoing evaluation process already in place.

3. The existing culture/climate work on inclusion and the 7 pieces of the cultural jigsaw should continue with more emphasis of how to support HDUHB’s need to innovate to improve Quality, Performance and Resource Management, whilst meeting employee needs through a collaborative and collective leadership approach. Suggested amendments to the cultural jigsaw to balance the needs of people, with the needs of the organisation are contained within Appendix 1.

Note this recommendation will need to be communicated and operationalised through established channels and is supported by the changes in policies, procedures and enabling strategies such as communication, HR and digital strategies as outlined in recommendation 1.

Limited or no additional resources will be needed, as it is a change in emphasis which can be accommodated as part of the continuous improvement initiative of the current approach to jigsaw. The outcome of action in this recommendation will be progress towards a high performing organisation whilst creating the desired people culture and reducing frustration of staff and increasing confidence in leaders.
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[bookmark: _Toc190348579]Appendix 1

	‘Jigsaw piece’
	From current emphasis
	To recommended emphasis

	Voice & being heard
	Using my voice to help me feel engaged at work
	Using my voice to help me feel engaged at work and to improve quality, performance and resource management

	Healthy relationships
	Vital to our mental physical and emotional wellbeing which translate to our patients
	Vital to our mental physical and emotional wellbeing which translates to our patients and improves our quality, performance and resource management

	Autonomy, empowerment and responsibility
	Increases our performance and productivity reduces our frustrations
	Increases performance productivity and innovation and reduces frustration

	Our Hywel Dda leadership
	Focus on other’s needs and feelings to contribute to the wellbeing of others
	Contribute to the wellbeing of others and deliver and improve quality, performance and resource management

	Wellbeing safety and trust
	When trust support, kindness honesty and fairness are part of our everyday
	When trust support, kindness honesty and fairness are part of our everyday to help continuously improve wellbeing, Quality performance and resource management performance

	Feeling appreciated and valued
	Motivates us to maintain and improve our performance giving a real sense of purpose and belonging
	Motivates us to maintain and improve our contribution our performance giving a real sense of purpose and belonging

	Collaboration and teamwork
	Builds relationships, teamwork, collaboration and followship
	Builds relationships, teamwork, collaboration and followship to continuously improve quality, performance, resource management as well as individual and collective wellbeing

	Creativity & Innovation

NOTE: this is a new recommended jigsaw piece 
	N/A
	Creating opportunities to be creative and Innovative to continuously improve performance and wellbeing.





Paradigm                               'Right' values & strategies but not delivered consistently. Traditional hierarchical structures, operational pressures dominate. Staff want to do a good job but frustrated and feeling undervalued


Symbols


Power


Organisation


Controls


Stories and Myths


Rituals and Routines,





Power based on banding


Clinicians not as powerful as Managers, 


Corporate Services powerful Influencers.  


Board seen as all powerful


Large Corporate services body


Targeted Intervention label,


Decentralised offices and clinics, 


Waiting rooms


We are always underfunded


Our leaders don’t care, 


Operational pressures prevent change,


Managers look after performance & resources, Clinicians look after Quality


Decentralised hierarchical structures based on a leader and a team,


Competition between teams,


Collaboration and system working not strong


Controls through strong Governance, Committees, Corporate Services


External scrutiny by Welsh Government


Patients seen every day, 


Communication via Teams, e mail, 


Demand for services exceeds supply,


Problems dealt with as they arise not prevented, 


Staff say they are exhausted and undervalued, 


Everyone says they are busy


Strategies and plans


Artefacts


Espoused Values and Messages


Underlying Assumptions


Things we can see and touch


Formal and informal statements about values, vision, strategy and purpose


Things or even ‘rules’ staff believe to be true (ultimate source of values and action)
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