Introduction
[bookmark: _GoBack]The purpose of this essay is to analyse culture and structure and how these factors contribute to an organisation’s performance in relation to Ysgol Crug Glas. Ysgol Crug Glas are a special School situated in Swansea that provide for children with severe and complex learning difficulties. Many of these children have behavioural, communication and sensory difficulties as well as several health care requirements. (Ysgol Crug Glas, 2017) The different interpretations of culture that exist can make it difficult to define the culture of an organisation. In addition to this, the structure of an organisation is influenced by its essence. However, there are other factors that need to be considered such as people and strategy alongside culture and structure which all effect the performance of an organisation.

Culture
Culture does not have a single meaning as it is difficult to define, however a working definition may be “the ways of thinking, behaving and believing that members of a social unit have in common.” (Cooke and Rousseau, 1988) Furthermore, the most popular definition of culture in its simplest term is “how things are done around here”, although many interpretations of culture are given that portray numerous meanings and explanations. (Mullins, 2007)
There are various types of culture that can be identified, these may include a national culture such as the United Kingdom (UK), an international culture such as Bangladesh or an organisational culture such as the University of Wales Trinity Saint David (UWTSD) or Ysgol Crug Glas (YCG) for example. There are similarities and differences among these cultural variations, however it can be distinguished that the change in culture has shifted enormously.
(Harrison, 1975) believes that organisational culture can be further classified into different types; advancing on this belief (Handy, 1993) distinguishes four main types of organisational culture, these are: power culture, role culture, task culture and person culture. With reference to Ysgol Crug Glas two types of organisational cultures can be determined which are role culture and person culture. Role culture is where the role of the organisation is more important than the individuals within the organisation which is often stereotyped as bureaucratic. Compared to person culture where the individuals within the organisation are most important and structure exists to serve those individuals. Ysgol Crug Glas itself follows a role culture where as the people within the School such as class teachers and teaching assistants follow a person culture. It can be identified that within the organisation person culture is greater than role culture implying that the class teachers and teaching assistants focus purely on the pupils at the School who come together in the best interest of the children providing them with the required resources and materials meeting their wants and needs. 
Schein believes there are three levels of culture featuring from shallowest to the deepest or from visible elements to the invisible elements, these are: artefacts and creations, espoused beliefs and values and basic underlying assumption. (Schein, 1985) Whereas Johnson, Scholes and Whittington describe a cultural web to gather different aspects together for analysis where the central paradigm is surrounded by: symbols, stories, rituals and routines, control systems, organisational structures and power structures. (Johnson et al, 2008)
To discuss the culture of Ysgol Crug Glas the use of Schein’s three levels of culture seems most appropriate. The use of Johnson et al’s cultural web has been disregarded due to the other interpretation of culture being generalised rather than specific.
Artefacts and creations (level one) are the visible elements where physical and social environments of the organisation are constructed; in relation to Ysgol Crug Glas these are the School itself, their uniform and their website. (Ysgol Crug Glas, 2017) Ysgol Crug Glas is an inviting and welcoming organisation with mosaic pieces and stain glassed windows displayed at the entrance of the School. The colourful walls with the pupils’ classwork displayed depict an enjoyable environment where pupils are engaged and pride themselves with the work they have produced. The class teachers and teaching assistant wearing informal clothing represents an easy-going environment where the employees within the organisation can express themselves freely without judgement. Also, Ysgol Crug Glas’ website that has been launched recently follows the colour scheme of the School and their uniform which is an aqua colour; this is not typical of a mainstream Schools’ colour scheme displaying creativity. A slideshow is displayed on their Home Page drawing the attention of the viewer immediately with images of the pupils at Ysgol Crug Glas making the viewer feel a sense of empathy for these children.
Espoused values (level two) are original values instilled at the School that represent the belief of individuals within the organisation where actions and behaviours are justified; in relation to Ysgol Crug Glas the norms and values are surrounded by their vision, motto and aims for the School. As stated in the School’s Estyn Report the head teacher has a clear vision with their main value at Ysgol Crug Glas being to ‘want everything about the School to communicate to pupils’. (Estyn, 2017) The School’s motto is: “Yes I can – small steps every day.” The School believes that there should not be segregation between pupils. For this reason, classes at Ysgol Crug Glas are based on ability rather than age which you would not find in mainstream Schools. This enables the pupils to be involved and engage so they can grow and develop like other children. This eliminates some barriers that the children may encounter such as bullying which encourages the element of safety and security. The values from the vision and motto are beliefs that are held by individuals, these guidelines are shown as aims and objectives on the School’s website.
Basic underlying assumptions (level three) are invisible elements where unconscious assumptions are held by individuals about the organisation that guides behaviour where beliefs and values may be taken for granted; in relation to Ysgol Crug Glas these are the authority, society, parents and employees within the organisation. The assumption of the Local Education Authority having inclusion as their policy is wider than initially believed, as there is legislation in place protecting individuals from discrimination where disabilities are a protected characteristic under The Equality Act (2010). (GOV.UK, 2017) According to a recent annual report from the Welsh Government 14,757 people registered with learning disabilities and 75,185 people registered with physical and/or sensory disabilities. (Welsh Government, 2017) The UK attitude towards social stigma has decreased although the question remains whether this is a lack of understanding. Interaction between Ysgol Crug Glas and other organisations such as Saint Joseph’s Cathedral Primary School, Morriston Comprehensive and Swansea Business School provides interactions for individuals in both socials unit that may otherwise be ignored on a daily basic. It can be assumed that staff at Ysgol Crug Glas chose to be specials needs teachers/teaching assistants and that the School providing them training would encourage beliefs and values. Although the reason for individuals choosing this sector may be deeper than anticipated.
These basic underlying assumptions (level three) from Schein’s three levels of culture are the most important as there are occurrences of cultural adaptations on different levels for example the culture of the UK society is changing and becoming a sharing economy. 

Structure
(Drucker, 1995) believes that structure is the most significant factor affecting organisational performance: “…poor organisation structure makes good performance impossible, no matter how good the individuals may be.” This suggest Ysgol Crug Glas’ performance could be affected negatively due to the structure of the organisation despite having a person culture where all the employees’ time and efforts are directed towards the pupils at the School.
There are various types of structure that can be identified, these are hierarchical (tall structure), horizontal (flat structure) and matrix structures. Large spans of control with a small span of responsibility results in a flat structure adopted by Universities for example while large spans of control with large spans of responsibility results in a tall structure adopted by armed forces for example. Matrix structures are often advanced by collecting groups of specialisms together often adopted by councils as an individual seeking guidance will need external help from different agencies. (Mullins, 2007)
Ysgol Crug Glas have a tall hierarchical structure as the School has a large span of control as well as a large span of responsibility which is traditional of an organisation. However, with the advancement in technology organisations are choosing to adopt a flat or matrix structure. Along with these types of structure, there are two types of contexts for structure; these are mechanistic and organic. Mechanistic organisations have a rigid structure and cannot adapt with rapid change for example an organisation in the political sector where as an organic organisation has a fluid structure and can adapt appropriately with changing conditions for example an organisation in the creative industry. (Bank, 1994) Ysgol Crug Glas have a mechanistic structure this means that changes within the School takes a long period of time to adjust. This is due to the rigid structure and bureaucratic nature of the organisation where communication and decision making must travel through each of the layers before a decision is made and any actions are undertaken. The structure of Ysgol Crug Glas is rigid due to its connection to the Local Education Authority where all decisions will be finalised; this connection with the Local Education Authority is vital as they provide external links to professionals that the School require.
Ysgol Crug Glas’ structure is devised into eight levels, from top to bottom respectively: The Welsh Government, Swansea County Council (Local Education Authority), chair of Governors, a senior leadership team including an acting head teacher, acting deputy head teacher and a senior team member, followed by eight class teachers and an Art/DT teacher, then teaching assistants and parents of the pupils at Ysgol Crug Glas and lastly the pupils themselves. (Ysgol Crug Glas, 2017) In addition to these there are external links provided by Swansea County Council consisting of professionals such as nurses, specialist teachers and therapists and more to take care of the needs of the children. For this reason, the Local Education Authority has greater impact towards Ysgol Crug Glas than the Welsh Government. (Weber, 2009) believes the overall structure of an organisation represents a hierarchy of authority. There is a clear hierarchy of authority displayed at Ysgol Crug Glas where communication between the levels of structures are crucial as it influences the pupils at Ysgol Crug Glas and their individual performance as well as the organisation’s.
(Child, 1984) believes that increased size is usually correlated with increased bureaucracy. He argues that a large organisation performs better being more bureaucratised than less bureaucratised.  He states that: “The larger the company, the greater the association between more bureaucracy and superior performance.” This suggest the size of Ysgol Crug Glas with it’s large span of control and responsibility endure bureaucracy, on the other hand, Ysgol Crug Glas without the bureaucratic tendencies would fail to perform otherwise. 
(Argyris, 1964) claims that “the formal, bureaucratic organisation restricts individual growth and self-fulfilment…” This criticism from Argyris is supported by the tall hierarchical structure of Ysgol Crug Glas where there are elements of bureaucracy in comparison to the flat hierarchical structure of UWTSD where the structure of the organisation has been delayered devolving power throughout the layers and restructured to reduce the costs. This delegate the responsibility of decision making to different members of the social unit making communication faster between individuals. This enables employees to undertake decisions themselves without having to report further in the chain of command which refers to the vertical graduation of authority and responsibility. (Mullins, 2007)
The structure and culture of the organisation contributes to the School’s overall performance. The essence of Ysgol Crug Glas is to provide opportunities for the children regardless of their disabilities. The person culture within the organisation makes the pupils at Ysgol Crug Glas the central focus where individuals are encouraged to enjoy, be happy and to be themselves. The tall hierarchical structure delays the decision-making process, however, decisions made are for the best interest of the pupils at Ysgol Crug Glas. Although this type of structure is often stereotyped as bureaucratic, the School tries to make the best with what resources and materials they have with class teachers/teaching assistants providing what they can. 

Conclusion
In conclusion, this essay has established the relationship between structure, culture, people and organisation performance. On balance culture and structure are factors that contribute to an organisation’s performance, however, the culture of an organisation affects its structure. The reason for this is that certain types of structure enforce a certain type of culture and vice versa - they have a direct impact on one another. The traditional, mechanistic organisational structure at Ysgol Crug Glas represents a positive and coherent culture with common values, beliefs and attitudes at the core of the organisation despite criticism from authors and the shift/change in society. In addition to this despite bureaucracy, Ysgol Crug Glas are performing effectively implying small amounts of bureaucracy is required for this specific organisation.
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