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Assessment 1 – Structure and Culture provides with detailed analyses and discussion of organisational behaviour and performance of an organisation, the people within the organisation and the relationship between organisational culture and structure. As well as the aspects of leadership, management and motivation.  Studied organisation is British Gas – different managerial roles, leadership styles and motivational theories have been analysed and discussed. 
British Gas is part of Centrica plc – an international energy services and solutions company. British Gas is one of the biggest energy companies in UK and currently has 28,000 employees across UK.

Organisational behaviour is essential study that helps managers and organisations to better manage organisational performance and improve it by understanding, predicting and controlling the individual’s behaviour and effective management of people. (Mullins and Christy, 2016, pp.2–3)
According to Scott and Mitchell (1989) the definition for formal organisation is “a system of coordinated activities of a group of people working cooperatively toward a common goal under authority and leadership’’. Organisation is collection of people working together and share common purpose. 

All businesses should have a structure in order to better organise workload and achieve optimum performance, to classify which part of the organisation does what. 
 A business can be structured in many ways such as structure by geographical area, products, customers and the function of each department. 
Every business has employees working on different levels, operatives who produce the product, team leaders and managers, depending on the number of employees in each different level, organisation structures can be defined as flat or hierarchical structures.
Most of the large businesses, like British Gas have hierarchical or tall structure. Hierarchical structures have longer chain of command, employees on different levels need to follow a longer line of authority to get permissions. Tall structures have narrow span of control eg. less subordinates reporting directly to a manager. Advantage in this structure is that there is a clear structure in place and employee’s responsibilities are clearly defined. This structure motivates employees so they get more opportunities for development and specialise in one field. Disadvantages within this structure are that there might be less communication between departments and this can result in decisions benefiting only one team than the whole organisation.
Flat organisational structures have short chain of command and wider spans of control where subordinates have more direct communication with a manager and are more involved in decision making. This type of structure works in a smaller business exposed to rapidly changing environment. 
British Gas subordinates at operative level are recruited for apprentice role. The company gives hundreds of engineer students the opportunity to develop further by providing the best training in their sector. Apprentice trainees are responsible for the service of central heating as well as planning, controlling and designing new central heating systems. They report to a Service Manager, Service Managers report to Operation Managers. There is Graduate Development Programme in place at operational level. (Studies, 2019), (Mullins and Christy, 2016, pp.394–434)

Organisational culture is the way that people are organised to succeed. Culture is a code of attitudes, set of values and believes. There is not right or wrong within the culture.
According to Shein’s Iceberg Theory (1999), organisational culture has three layers - artefacts and behaviours are at the top of the pyramid, they are visible and easy to observe, values and norms in the middle and basic assumptions at the bottom. These three layers define the organisational culture.
Culture is everywhere within the organisation and characterises its members – members are influenced by culture. Each organisation has identity, each organisation creates unique culture.
Culture in organisations affects company’s goal, strategies and operations. Structure and culture affect company’s performance and vice versa.
(flixabout.com, 2019)
The development of culture is influenced by history, goals and objectives, technology, location and the internal and external environment within the business.
According to Hofstede’s cultural dimensions, there are four different dimensions of national culture that affect our understanding of an organisation – low and high power dimension; collectivist / individualist dimensions; masculine / feminine dimensions. It is important to study each of Hofstede dimensions to understand how people behave in different cultures.
In British gas, having a clear company vision statement, makes it easier for employees to work towards an organisational goal and company mission. Important for British gas culture is also the good communication and collaboration within the teams and the different organisational levels; employees are encouraged to show positive attitude and behaviour and then being rewarded for doing so. (British Gas Business Blog, 2018)
Gratton’s (2007) culture of collaboration theory suggests leaders should carefully select new employees and what they can bring into the organisation; leaders should influence and model the desired behaviour into the organisation and collaboration should be rewarded. As seen above, Gratton’s culture of collaboration is very well interpreted in British Gas.
According to Willmott (1993) culture controls workers, tries to shape the worker’s identity, and changes their internal world.
Management’s style and individuals attitude influence the development of culture. Culture is of interest to management. It is difficult to create and change a culture, managers can encourage and promote the development of culture.
Managers play a crucial role in the organisation’s effectiveness and performance. Managers can be influenced by the nature, size of the organisation, the type of the structure, employees, technology and the level in the organisation that manger is working.
Theorist Foyol identified that planning, organising, command, coordination and control are the five key elements of management.
The essential nature of managerial work can be classified as clarification of objectives, planning of work , organisation of activities , directing and guiding and controlling performance.  (Mullins and Christy, 2016, pp.356–357)
According to Mintzberg, manager is someone who is in charge of an organisation, they have been given a formal authority which results in possession of status. Managers serve three important roles into the organisation. The first is interpersonal role, where manager is classified as figurehead, leader and liaison. The second managerial role is informational role, managers should monitor the information, disseminate and be a spokesperson. Ans the third managerial role is the decisional role where manager is classified as entrepreneur, disturbance handler, resource allocator and negotiator.  Each role is important for a manager to fulfil the managers role as a whole. (Business Academy, 2013)
Mintzberg also identified six purposes of the manager. Managers should ensure that organisation serves its basic purpose and organisation serves its employees, to maintain operations and change strategies to adapt to changing environments. Managers should be the key informational link and act as formal authority to operate organisation’s system. (Mullins and Christy, 2016, pp.364)
Each individual works as a part of a team within British gas and they report to team managers who are performing supervisory duties and are responsible for monitoring the performance of each team member. Team managers are called Service managers, they should have a wide knowledge of the service and job roles within the team, health and safety is also very important part of the managerial role.
There are many different management theories, one of them is management by objectives where organisational goal is translated to individual goals. Management by objectives is activity that closely monitor individual goals so they turn into the common organisational goal. The core idea of the Management by objectives is that employees are proactive. Classical management theory only focuses on individual’s performance rather than behaviour. This theory is advantageous to hierarchical theory as managers on all different levels are responsible for the performance of each department. Behavioural management theory is focused on behaviour, the way to treat employees as special asset to company goals, behaviour and motivation are the way individuals conduct themselves towards other people, managers make feel employees special. Contingency approach of management is when the managers manage is changing given different circumstances. 

According to Drucker (1955) , organisations survival and prosperity depends on the performance of the managers within each organisation. 
There are many different ways to define leadership. Leadership is the process that influences individuals in a group, inspires them to perform to their best ability in order to reach the organisational common goal. Leadership is transformational process that persuades other to change their behaviour. (Armstrong, 2014, pp.321–324)
In the competitive environment , it is not enough for managers to use their position in the hierarchical structure, they need to inspire ,  maintain high morale , motivate the subordinates to cooperate in order to get the best result from them.
Leadership style is the way managers acting in the group, the way they behave and carry out the leadership function. There are many different kinds of leadership styles depending on leader’s behaviour such as charismatic, inspirational, bureaucratic and etc leadership styles. Managerial leadership styles can be influenced by organisation’s regulations and rules, values and personal history. Managers use their power towards the employees and depending on the power they use, managerial leadership styles can be defined as autocratic, democratic and genuine.
Authoritarian style is where the manager only within the work group has the power. Managers alone have the authority to make decisions, implement/change procedures and tasks. Having tall organisational structure and fast paced environment can lead to autocratic leadership style where managers make decisions on their own without taking into consideration the employees views.
Democratic leadership style is the most popular within the different organisations, the focus is on the work group as a whole rather than the manager. Leadership function is shared and employees in all levels participate in decision-making and implementation process. Employees feel motivated and more valuable to the organisation. 
Laisses-faire or genuine leadership style allows employees to act as they believe is best, managers only observe the employees and are available when only needed. Managers expect employees to follow the procedures. This style can be classified as non-style of leadership. (Mullins and Christy, 2016, pp.317–318)
As people progress in the hierarchy, they have different needs. At the bottom of the pyramid are physiological needs, the basic individual needs such as food, water, air. Within the organisation this needs can be classified as salaries. British Gas pays salaries to all employees and keep them motivated by different incentives and bonuses.
The second level in the pyramid are the safety needs, every individual should feel safe and secure. Within the company this means job security and safe working environment. It is essential for British gas to ensure harmless and safe environment for all the employees given the nature of the business.
Social needs include belonging, love, friendship. Communication systems are in place in all levels in British gas so employees can communicate between them and with management.
Esteem is the fourth of the Maslow’s needs which involve self-respect, independence and prestige. Within the organisation this can be classified as job title and social recognition. 
Self-actualisation needs are at the top of the pyramid and they become the motivator of the individual. (Mullins and Christy, 2016, pp.227–230)
Herzberger’s has identified two factors that satisfy and dissatisfy individuals at work – motivators factor will always satisfy workers and the hygiene factor will always demotivate them. Satisfiers within British gas are incentives, good working environment and the demotivator can be the harmful work environment. (Mullins and Christy, 2016, pp.232–233)

British Gas is structured in a way to satisfy the changing customer needs, this is the common goal to each employee – from operatives to Operation Manager. Company focuses on the recruitment of new employees through apprentice programs. Employees are motivated to take part in operational decisions. 
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