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This report thoroughly investigates important aspects of organisational behaviour and management. More specifically, the discussion explores the potential relationship between organisational structure and culture. Moreover, there is a critical analysis of the roles of managers and leaders and their influence in the process of organisational management and success. The discussion of a variety of concepts is largely based on credible secondary sources, such as books and journal articles, in an attempt to achieve reliable and valid research outcomes which accurately reflect the actual developments in real life. 
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[bookmark: _Toc68705847]Organisational structures and culture 
A popular definition of organisational structure suggests that it is a methodology for arranging tasks and activities within the boundaries of an entity (Mullins and Gill, 2016). There are different types of organisational structures where the focus is placed on achieving optimal performance given the specifics of the respective entity (Jones, 2013). Most organisations are hierarchical and as a result they combine different levels of roles and responsibilities. Flat structures are rare and refer to organisations with small size and no specialisation of its members (Buchanan and Huczynski, 2019). Hence, flat structures are not of significant importance in this report. 
Considering the importance of hierarchical structures, the attention of the discussion is purposefully placed on critical exploring their variations. Functional structures are based on the idea of constructing various functional units with a high degree of specialisation (Hall and Tolbert, 2009). In this way, it is possible to create numerous functionally-based departments, such as finance, operations, HRM, marketing, etc., which function in a very productive manner due to the high level of specialisation (Buchanan and Huczynski, 2019). As explained by Hall and Tolbert (2009), specialised functional units are also suitable for avoiding duplication of professional roles and responsibility – a key for achieving better performance. However, functional organisations often face communication issues due to the independent functioning of separate units (Jones, 2013). 
Divisional structures are also applied in practice – a method of separating organisations in separate units based on products or geographic differentiation (Buchanan and Huczynski, 2019). Having said this, divisional organisational structures appear to be appropriate for multinational companies or extensive ones with a wide product portfolio (Kalpana, 2021). Divisional structures, similarly to functional ones, provide a high level of specialisation and effective resource allocation (Buchanan and Huczynski, 2019). Yet, some issues are likely to occur from a management point of view. More specifically, these are related to duplication of roles, as well as conflicts for resources or ineffective communication across departments, as suggested by Kalpana (2021). 
In order to address these potential issues, matrix structure is implemented. Matrix structures combine the functional division philosophy in order to create units with a high level of specialisation (Hall and Tolbert, 2009). However, matrix structures purposefully stimulate the cooperation across departments by developing common projects including numerous departments at once (Hall and Tolbert, 2009). In this way, matrix structures have a clearly expressed vertical separation of roles and responsibilities, which is functional in nature, as well as a horizontal project-based layer integrating different units (Guofano, 2020). This is seen as a way of strengthening organisational communication and cooperation among separate units and avoiding situations where individual units operate in a isolation from the rest of the organisation. 
A detailed visual representation and comparison of the main types of organisational structures is shown below. 






Figure 1 – Overview of main types of organisational structures
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Source: Guofano (2020) 
The report also investigates the role of organisational culture. The latter is defined as a collective phenomenon which integrates common values, beliefs and behaviour of organisational members (Groysberg et al., 2018). As a result, organisational culture is influential and may strongly determine the choice of goals, communication methods and other important elements of organisational members’ performance (Solow et al., 2015). 
Handy (1999) identifies four main types of cultures. Power culture is the first type to be considered. It is characterised with a concentration of power in one of few key leaders within an organisation. As argued by Handy (1999), power culture leads to fast decision-making, as organisational members have to comply with the orders made by a single individual. Hence, power culture is quite inappropriate for the above-mentioned complex hierarchical structures which are based on formal rules of management and communication, as well as distinction of different layers of power and responsibility. Therefore, it is not surprising that power culture dominates small start-up firms where key entrepreneurs make all decisions, as explained by Armstrong and Taylor (2014).
Role culture relies on the existence of well-defined bureaucratic structures where there is a clear definition of individual responsibilities (Handy, 1999). Thus, role culture is common in large business organisations which operate in slowly changing sectors of the economy (Buchanan and Huczynski, 2019). Role culture promotes transparency of responsibilities and efficiency; however, such cultures inhibit change and flexibility (Handy, 1999). Role culture is common in functional, divisional and matrix organisations which rely on a high level of specialisation and differentiation of roles. 
Person culture is based on the notion that a company is composed of highly-specialised professionals. Hence, individuals are often considered as quite important for organisational performance (Handy, 1999). In alignment with role culture, power is de-centralised. Each individual or group may execute power in the decision-making process based on expertise and situation (Handy, 1999). As a result, person culture is not very common in large functional and divisional organisations. 
The fourth main type of culture refers to task culture. Task culture dominates in entities where the focus is placed on completing specific tasks or common projects (Handy, 1999). In this relation, task culture is very appropriate for organisations with a matrix structure where units cooperate for completing specific projects. As a result, task culture does not lead to a formally defined power and roles, as the focus is placed on the ability to demonstrate expertise in the decision-making process (Handy, 1999). 
The discussion of organisational structures and culture demonstrates the link between both. As summarised by Armstrong and Taylor (2014), large entities with a clearly defined hierarchy also tend to apply role culture. Power and person cultures are found to be more applicable in businesses with a high level of flexibility and relatively small size (Robbins and Judge, 2015). This shows the overall importance of having an alignment between structure and culture, as both elements are inter-dependent and strongly determine organisational performance (Buchanan and Huczynski, 2019).
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Leaders and managers have a key role for organisational performance and success. Both functions have specific characteristics which differentiate the behaviour of leaders and managers (Hook and Jenkins, 2019). 
In general, leaders are effective when they manage to achieve high motivation and commitment among followers (Afridi, 2013). Leaders are responsible for developing an effective vision for the future which inspires actions among employees (Surbhi, 2018). Leaders do not use formal mechanisms for power in order to influence actions of others; instead, they lead by being effective role models and developing an effective vision (Surbhi, 2018). As a result, the importance of behaviour and communication is very significant in the field of leadership success. Effective leadership is also associated with openness to change and risk taking in many situations, so that better organisational outcomes are achieved (Surbhi, 2018). 
Managers are also of significant importance for organisational success. Managers often demonstrate different types of behaviour in comparison to leaders. As argued by Surbhi (2018), managerial actions are oriented towards the achievement of the most optimal levels of effectiveness and efficiency in organisational context. Thus, managers are often risk-averse and their main role is to organise scarce resources in an effective manner in order to achieve the vision of leaders (Surbhi, 2018). Having said this, it is also important to note that leaders and managers have to cooperate and coordinate efforts, so that effective goals are achieved, as planned. Moreover, managers unlike leaders tend to apply formal ways of communication and power in an organisational context (Surbhi, 2018). These are often determined by the prevailing organisational structures and culture. Formal tools for motivation of employees are also considered. Thus, it is relied on structured and objective reward methods and mechanisms to stimulate given behavior among organisational members (Hook and Jenkins, 2019). 
There are various leadership styles which are applicable in different situations and circumstances. Moreover, approaches to leadership may also align with different organisational cultures (Buchanan and Huczynski, 2019). The leadership continuum below explains a variety of leadership style depending on the level of authority executed by leaders (MSG, 2020). The discussion focuses on three main leadership styles.
Figure 2 – Leadership continuum 
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Source: MSG (2020) 
The first approach to leadership refers to autocratic style. Autocratic leadership suggests that all decisions are made by the leader only (Hook and Jenkins, 2019). Subordinates are expected to demonstrate full compliance with the decisions made. Respectively, organisational members do not participate in the process of decision-making (Hook and Jenkins, 2019). As a result of this, many employees may be discouraged in the workplace with negative implications for motivation and retention; however, autocratic leadership is found to be quite appropriate in crisis situations where fast decisions have to be made (Hook and Jenkins, 2019). In this relation, it is not surprising that autocratic leadership remains common in entrepreneurial organisations with a predominant power culture where the need for quick decision-making is essential for success in the marketplace. 
Leaders and managers may also pursue a democratic style of leadership. This is also known as participative leadership due to the high level of involvement of organisational members in the process of decision-making (Uzohue et al., 2016). Democratic style is considered as effective when the goal is to achieve inclusiveness and high level of motivation of organisational members. This is the case, as the latter feel valued and appreciated, since their opinions are considered in the process of making decisions (Uzohue et al., 2016). Having said this, democratic leadership may boost organisational performance due to the improvements in the key domains of employee motivation and retention; however, the style has a major weakness of relying too much on consensus which slows-down the speed of making decisions (Uzohue et al., 2016). Considering the profile of democratic leaders and managers, the style appears to be appropriate in organisations with task culture where groups of professionals and units share thoughts, ideas and efforts for achieving common goals (Handy, 1999). 
Laissez-faire leadership is also present in practice. This is often considered as an approach of very little or no intervention by leaders and managers. They are expected to just provide assistance to employees, if the latter have a need for advice and support in completing a task (Hook and Jenkins, 2019). Laissez-faire leadership is useful when managing professionals with a very high degree of specialisation in niche areas. Typically, such professionals are perfectly able to operate in autonomous manner and there is no need for close supervision (Hook and Jenkins, 2019). Yet, laissez-faire leadership may not be appropriate in other instances, as the style could potentially lead to chaos and sub-optimal performance at individual and organisational level. Given these key clarifications, laissez-faire leadership mostly aligns with person culture where professional expertise plays a key role to success. 
The practical demonstration of different styles to leadership and management requires high level of professionalism, expertise and flexibility by the respective key decision-makers at a company. In practice, such practice may be quite difficult to be achieved; yet, the balance between approaches and behaviour in a variety of organisational contexts and situations may be a key to improved performance. 
[bookmark: _Toc68705849]Conclusion 
To sum up, research findings clearly demonstrate the existence of different organisational structures, cultures and managerial approaches. The existence of such differences is expected given the specifics of organisational goals, external environment and workforce members. Having said this, findings demonstrate the need for alignment between these key elements of organisational existence. Moreover, there is an increased need for flexibility and ability to adapt to change given the dynamism of the external environment and the increasing standards in the field of leadership and management. As a result, continuous development and respective changes are of need in order to achieve the most optimal performance of organisations in real life. 
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