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Introduction
Within this essay will be looking at the organisation management of Tata Steel Colors, Shotton site based in North Wales. Tata Steel Colors is a downstream operation (DSO) of Tata Steel UK, the Shotton site employs 450 people and produces seven thousand tonnes per week of painted finished steel for the construction sector.
Organisational Design
The design of an organisation can be broken down into six key elements which we will go through below; Work specialisation, which is the process of dividing up work activities into separate tasks and how they are assigned to individuals or groups of employees. The benefits of a high level of work specialisation is that employees become very skilled at the task they are assigned which can increase productivity and reduce waste. However by being so specialised in individual tasks it means the workforce may be more inflexible and less reactive to adverse situations. If we look at the Manufacturing departments within Tata Steel Colors as an example, these areas are highly work specialised areas as members of each shift squad are assigned to their specialist areas of the manufacturing lines (e.g. Entry section, Process control, Paint kitchen, Exit section), this leads to highly skilled employees at the various stations which has increased manufacturing yield and reduced production time, but has lead to increased employment costs as to cover sickness or holidays, overtime has to be paid to specialists from another shift rather than resources distributed from within the current shift.
According to indeed.com (2023) Departmentalisation is an organisational structure that separates people into groups, or departments, based on a particular set of criteria. These departments have their own leadership and work together to complete tasks. There are five main types of departmentalisation functional (grouping jobs by function), geographical (grouping according to geographical region), Product (groups jobs by product line), Process (grouped on the basis of product or customer flow) and customer (grouped on basis of specific or unique customers with who have common needs). Tata Steel Colors operates a functional departmentalisation employees and work groups into departments with similar tasks or goals for example Manufacturing, Engineering, Commercial, Technical, Production Planning, Finance, etc. This style of departmentalisation goes hand in hand with the work specialisation on site as departments can also specialise themselves with their tasks and it is easy to track work orders as they go through each of the departments to make a finished product despatched to the customer.
The chain of command is the line of authority throughout a department and feeding into the upper levels of management. Within Tata Steel Colors there is a very defined chain of command throughout the entire business and well established levels of authority throughout the chain. If we take the Production planning department as an example (see fig.1) we can see a direct line of authority from the planners, through team leaders and into the downstream operations (DSO) manager. Each level is clear on their authority level and who they report to or approach for support.
[image: ]Fig.1 – Production planning organisational chart
The span of control relates to the number of subordinates that a manager is responsible for, a high span of control could mean that a manager has too many employees to oversee and as such communication and control over projects could deteriorate. But also too low a number could indicate a waste in cost employing too many managers. At Tata Steel Colors the average span of control is eight, with many managers agreeing that this number allows them to be fully in control and aware of their teams activity whilst also not being overwhelmed with too many requests for support.
The degree of centralisation within an organisation can indicate where key business decisions are being made. An organisation with high centralisation will be making the majority of their decision at an upper-management level which can make lower level employees feel distanced for the business direction and goals, where as de-centralised organisations can react quicker to situations but not always the right way as key figures on higher levels may not be involved in business decision. The level of centralisation within Tata Steel Colors in strongly linked to the chain of command and span of command aspects of the business, as both of these are very structured employees are aware of their level of authority to make decisions meaning standard day to day running activities are handled quickly and correctly, but the bigger more unusual situations are correctly elevated to the correct level to act upon.
Formalisation of a business relates to the standardisation of key business activities or tasks within an organisation. At Tata Steel Colors there is a split between manufacturing and support function areas around formulisation. Within the manufacturing areas jobs and tasks are highly formulised due to the sensitivity on quality for products produced and also around health and safety in the workplace in high risk areas. On the other hand support functions are less formulised to give departments more creativity to approach and deal with situations that may arise.
Organisational Culture
Andrew Brown (1998) defines organisational culture as the set of beliefs, values and learned ways of coping with experience that have developed over the time of an organisations history, which tend to be manifested in the behaviours of its members. Tata Steel Colors has a very strong culture on the Shotton site, all employees are aware of the key values of the site which are safety of the employees and quality of the product they make. Regular briefings from upper management get the message across very clearly.
Across the site there are varying degrees of adaptability. Employees are encouraged to be innovative in the work they do unless it impacts the safety of others or the quality of work produced. A site wide suggestion scheme is promoted for employees with ideas on improving site activities, with a reward scheme in place for any suggestions which are implemented. Also a reporting and actioning near miss database keeps track and reviews any reported near miss incidents on site for future improvements and learning.
As production quality is one of the sites main values there have been numerous taskforce teams created to monitor, identify trends and improve the quality on site. This attention to detail in the monitoring and reporting is promoted and encouraged to all team members to aid the taskforces.
As safety and quality are the main drivers for the site the process and procedures around how products are made, especially around the manufacturing elements, are quite strict. As mentioned previously changes do occur to the processes but they must go through the relevant taskforces to make sure they do not impact the safety or quality of a product. As such the outcome orientation on site is more focussed on procedures and techniques be followed thoroughly  to maintain the product integrity to customer.
Shotton site prides itself on how it treats the people that work there safety is a key element, but also development is high on the list. There are always training or development opportunities on site, employees are aware and encouraged to take any that may improve an employees skill-set. This all adds up to a high people orientation on site.
As discussed earlier with the taskforce teams and Organisational design around departmentalisation, work specialisation and centralisation, Tata Steel Colors encourages team orientation culture highly. Team collaboration is highly encouraged as an example regular safety audits are undertaken on a department by members of a different department just to get a different set of eyes or opinion on key work activities, which can lead to positive safety talks.
Above all Tata Steel Colors prides itself on the integrity and honesty of it’s members, this value is a culmination of all the previous cultural aspects as all employees feel involved in the process and want to discuss and promote the site and it’s products in a genuine and honesty way. As the site wants to work with it’s customers, partners and suppliers to create a more fluid, open and transparent supply chain that all parties can benefit from. 
Organisational Motivation
The motivation of an employee can be influenced by many different factors, some positive and some negative, but the overall goal for organisations leaders is the same; to energise, drive and encourage the team members to give all of their efforts to workplace tasks or goals. Whilst there have been many theories over the years as to what and how to motivate employees.
In Herzberg’s two factor theory of motivation (fig.2) the basic model of motivation breaks down motivational factors into two groups: hygiene and motivation factors. The absence of hygiene factors like job security, good relationship, good work conditions, can lead demoralising team members and as such will impact their work. Motivational factors like recognition, responsibility, opportunities of personal growth, can inspire and motivate team members to produce high quality performance. 
 [image: -Herzberg's Two Factor Theory (EPM, 2018) Herzberg's two factor theory, shown in fig 4, is an extension of Maslow's Hierarchy of needs. These focus of individuals from within the working environment, with an emphasis on individuals who work in an office environment and avoid physical labour. The 'Motivators' have a correlation with Maslow's higher-level needs and the 'Hygiene Factors have a correlation with Maslow's lower-level needs. The two factors work independently of each other, however, to increase motivation leaders should ideally focus on both of factors (Rae, 2017)] Fig.2 – Herzberg two factor Thoery
The more advanced Maslow’s theory (fig.3) from 1943 describes, like Herzberg’s, that some factors’ absence leads to demotivation and others being present motivates. But unlike Herzberg’s this theory states that as each level of the pyramid is completed it no longer becomes a motivator and that all team members will individually be at different stages. Which goes to show that understanding the members of the team and what their needs are is very important in keeping the team as a whole motivated.
[image: Maslow's-hierarchy-of-needs-applied-to-employee-engagement] Fig.3 – Maslow’s hierarchy of needs
The site as a whole operates on the basic Herzberg theory providing the hygiene factors for all employees, this is mainly due to the fact that there are a great number of employees that work for Tata Steel Colors it would be hard for upper management to make blanket policies that would satisfy everyone’s needs. But if we look deeper at the departmental levels, team leaders will have are more refined motivational programme in place as they can customise the approach to each team member personally. Team leaders will understand they subordinates better and as such can set individual goals, personalise reward and recognition and build support networks around each individual employees needs and wants, more like Maslow’s theory.
Organisational Leadership
As discussed previously that Tata Steel Colors has a great number of employees and varying departments with their own team based goals, the leadership styles within these departments are very varied depending on the team leader, team member and departmental goals.
For example manufacturing teams tend to have the same set goals every day, have set procedures for work that align with the safety and quality culture of the site and team members tend to be very experienced. All of these factors would lean towards a task oriented leadership style being used from an achievement orientated leader within these departments. Whereas the commercial team that tend to have more freedom to accomplish the set goals in more creative ways and need to react to less structured work loads, may require their team leaders to be more support oriented with a participative style. 
Conclusion
As Tata Steel Colors is a large well developed organisation, that has been around for over 125 years, they are very experienced and have well documented policies and procedures for organisational management. The site has a well defined hierarchy in place with all levels knowing their induvial and team based roles and responsibilities, strong culture and values and well trained and experienced leaders to support and motivate employees, which all adds up to highly productive and efficient workforce.
The challenges they will face as the workforce demographic changes over the years is adapting and evolving to the new ways of working and workplace motivators of a new generation of people. New styles of structure, motivation and leadership might need to be researched and implemented across the site to adapt to the changes around them.
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