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[bookmark: _GoBack]Organisational culture and structure play a very important role in the modern workplace. ‘Many of the processes and practises we observe in an organisation could as readily be said to be part of the structure of the organisation as part of its culture.’ (Watson, 2006) This document will be assessing the organisational culture and structure of Ysgol Crug Glas, a school for disabled children in Swansea. Ysgol Crug Glas caters for 57 children with profound and multiple disabilities all aged between three and nineteen years old (Ysgol Crug Glas, 2017). 
The Oxford Dictionary (2010) defines ‘culture’ as ‘The ideas, customs, and social behaviour of a particular people or society’ (Murray, 2010). Whereas ‘organisational culture’ is defined by McLean & Marshall (1993) in their working paper ‘Interviewing in Cultures’ as ‘The collection of traditions, values, policies, beliefs, and attitudes that constitute a pervasive context for everything we do and think in an organisation.’ Essentially, the culture of an organisation is based on how the organisation behaves and thinks which is governed by its ideas/values, customs/traditions and social behaviours/attitudes. 
Edgar H. Schein (2010) viewed culture as having three levels; Artefacts, Espoused Values and Basic Underlying Assumptions (Schein, 2010). See Appendix A. The artefacts are the most visual parts of a company’s culture and are made up of the things you directly experience such as language, written and spoken, the layout of items and rooms and the physical space. Ysgol Crug Glas gives a strong representation of their culture as soon as you walk through their gates. There is a small, ball-shaped memorial which has been decorated in a colourful mosaic to the left of the entrance. The doors are also decorated with a colourful stained glass. Both artefacts allow one to understand that this environment is enjoyable and interesting. When you go through the doors you are in the 
There are three types of culture; international, national and organisational. International culture refers to a nation's culture as ‘international’ is refereeing to multiple countries. So, for example, part of the Scandinavian culture is communism where as part of the United Kingdom’s culture is capitalism. The national culture refers to a smaller catchment such as a country. Part of Welsh culture is the food such as welsh cakes and lava bread where as part of Cornish culture is Cornish wrestling, tin mining and pasties. Underneath international and national culture we have the organisational culture which governors the interactions, ideas and values of an organisation.
As culture is such a free and mouldable concept but many have tried to classify it into categories. Deal and Kennedy (1982) identified four generic types of culture; tough-guy macho culture, work-hand/play-hard culture, bet-your-company culture and process culture. They categorise the cultures by the low or high risk and the speed of feedback, see Appendix B. ‘Tough-guy’ or ‘Macho’ culture is when the organisation takes a lot of risks and contracts quick feedback. The financial stakes are usually high and there is a large focus on speed. The ‘work-hard play-hard’ culture has a lot of low-risk activities and is typically a ‘fun’ environment. Organisations who fit this culture are very oriented to the customer’s needs. These are usually seen in sales organisations, but it does also apply to schools such as Ysgol Crug Glas. The ‘bet-your-company’ culture is one high risk but slow feedback meaning it could be years before employees can see if their decisions were successful. The focus is largely on the bigger picture and planning for the future. ‘Process’ culture is a low-risk culture with slow feedback
Developing the ideas of R. Harrison (1972), Handy (1993) identified four other types of culture; Power, Role, Task and Person. Power culture tends to have a ‘central power source’. Organisations with this type of culture will rely heavily on trust and personal communications. Role culture works on logic and rationality and is often matched with the stereotype of bureaucracy. Task culture is job or project orientated and Person culture has individuals at the centre of their focus.
Ysgol Crug Glas has ‘person culture’ according to Handy (1993) and a ‘work-hard, play-hard’ culture according to Deal and Kennedy (1982) …..expand….
To analyse the culture of an organisation one could attempt to measure it. Naomi Stanford (2010) refers to the difficulties in attempting to measure culture and suggests two main ways to do so; through quantitative and qualitative methods. Quantitative methods segregate specific dimensions whereas qualitative methods use narratives and images. Stanford then goes on to identify a third way to measure culture using a mix of the two methods mentioned.
Johnson, Scholes and Whittington (2005) present a cultural web which collates the six aspects of the analysis of an organisation’s culture. See Appendix C. there is; Symbols, Power Structures, Organisational Structures, Control Systems, Rituals and Routines and Stories (Johnson, et al., 2005, p. 202). 
Fiona Wilson suggests another way to understand culture as it being a ‘characteristic of the organisation’ rather than the of the individuals within it (Wilson, 2004, p. 185). She states that one needs to examine the corporate image to see ‘what and who is valued’. Wilson defines a corporate image as the ‘mental picture the clients, customers, employees and others have of an organisation’. An employee at Ysgol Crug Glas said, in conversation, that she perceives the school's culture as “****” (Lewis, 2017). 

The structure of an organisation allows for the division of work and defines the tasks and responsibilities to allow the goals to be met. Tom Burns and G. Stalker identified two types of organisational structure; mechanistic and organic. A mechanistic structure is rigid and does not cope well with rapid change. It is sometimes associated with bureaucracy. An organic structure is fluid and adapts appropriately to the changing conditions around it (Burns & Stalker, 2011). Ysgol Crug Glas fits the mechanistic structure better than the organic structure as they must go through so many people to confirm anything new. This is due to them being a school meaning they are controlled by outside organisations such as the Government and Estyn.
There are three main ways organisations structure their employees, through a hierarchical structure, a flat structure or through a matrix structure. A hierarchical structure is the most common you will find within large organisations. See figure 1 for an example. This type of structure is made up of different levels with different pay grades. Each level reports only to the level above it which makes communication slow between the highest and lowest levels.
[image: https://knowhownonprofit.org/organisation/orgdev/structure-and-culture/structure/hierarchical-structure.jpg]
[bookmark: _Toc499659304]Figure 1 – An example hierarchical structure (Copeman, 2017)
A flat structure is what is most commonly found in not-for-profit organisations. It is named ‘flat’ as it will consist of one person at the top with everyone reporting to them. There are no sub leaders and multiple levels, just two; a manager and workers.
[image: https://knowhownonprofit.org/organisation/orgdev/structure-and-culture/structure/flat-structure.jpg]
[bookmark: _Toc499659305]Figure 2 – An example flat structure (Copeman, 2017)
A matrix structure, also known as a functional structure, is a lot more complex than the hierarchical or flat structures. There is a president who has departmental managers who reports to them but the people below the departmental managers will report to their assigned project or group as well as their managers. So, from figure 3, the Finance Team B will report to the Finance Manager but also to the Group B Manager. 
[image: ]
[bookmark: _Toc499659306]Figure 3 – An example matrix/functional structure (Chignell, 2017)
Ysgol Crug Glas follows a Hierarchical structure, as seen in figure 4, At the top there are the school’s governors with Maggi Bullen as their chair. Below this there is the Acting Headteacher, Clare Hobson. Hobson has two roles which report directly to her; the deputy headteacher and the senior leadership manager. These are the two people all the class teachers report to. You can see from this figure 4 the pyramid effect a hierarchical structure gives. 
[image: ]
Figure 4 – Organisational Structure of Ysgol Crug Glas (Chignell, 2017) (Ysgol Crug Glas, 2017)
Positives and Negatives of hierarchical
An organisation is layered with three broad levels within a hierarchical structure; the technical level, the managerial level and the community level (Dawson, 1979). The latter two are often referred to as the middle management and the senior management. The ‘community’ level is made up of the bottom workers. These are still crucial to the business but will traditionally have less say in decisions. As you can see in figure 4, the core teachers at Ysgol Crug Glas are in the community level. I would also argue that the community level stretches across to the first level of management as the acting head is also the teacher of class 1. There is then Clare Hobson at the managerial or middle management level and the governors at the technical level or senior management level. 
Its difficult to describe what makes an effective structure as differs between different companies. The biggest way to identify if a structure is poor or strong is too look at the staff. If the staff are happy and you can there is effective communication and high task completion rates, then you know the structure is working and this is what is seen at Ysgol Crug Glas.
Lyndall Urwick originally specified eight principles of organisations, but later revised his works and specified ten; The principles of: the objective, specialisation, coordination, authority, responsibility, definition, correspondence, span of control, balance and continuity (Urwick, 1952). Urwick’s set of principles are to be applied to all circumstances within a formal organisation to ensure an organisational structure is strong. The principle of the objective ensures that every part of an organisation follows the same goals and values. The principle of specialisation stops one individual from taking on too many different roles and allows for specific personal development in that role. The principle of coordination emphasises on the idea of a ‘unity of effort’ meaning that everybody works cohesively towards their common goal. The principle of authority ensures that there is a clear line if authority, or hierarchy, to each individual employee. The principle of responsibility gives the more authoritative roles an obligation to engage and progress the roles below them. The principle of definition ensures roles are published allowing proof and ease of access to each role in each level of the hierarchy. The principle of correspondence guarantees every responsibility and authority of each role is communicated. The principle of the span of control stops roles from being over-loaded with responsibility. The principle of balance allows the separate units within an organisation to be kept equal. Finally, the principle of continuity allows for specific measurements to be made for a safe reorganisation of the structure.
Looking to the future, the introduction of technology and artificial intelligence brings about significant effects to the current working patterns. For one it allows people to work closely with people without ever meeting or even being in the same country. Artificial intelligence, or ‘AI’, is on the way to changing job roles completely. (Brynjolfsson & Green Carmichael, 2017)
In conclusion, 
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[bookmark: _Toc499764217]Appendix A: ‘The Levels of Organizational Culture’ according to Schein
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[bookmark: _Toc499764218]Appendix B – Deal and Kennedy’s four types of culture
Feedback Speed
Slow                                      Fast
Low                      		               High
Degree of Risk
Work Hard/ Play Hard
Process
Tough Guy, Macho
Bet-Your-Company



[bookmark: _Toc499764219]Appendix C – The cultural web of an organisation (Johnson, et al., 2005, p. 202)
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