The purpose of this essay is to highlight the different roles that structure and culture play in Ysgol Crug Glas and analyse how these factors contribute to the organisations performance. Ysgol Crug Glas is a successful special needs School based in Swansea, educating the most profound disabled children. By engaging sensory learning and providing the highest quality education they are aiming to raise children’s potential and prepare them for an adult life. (Glas, 2017)  Structure is “the division of work among members of the organisation and the co-ordination of their activities” (Mullins, 2016, p. 395) and culture can be defined as ““complex of values, customs beliefs and practices which constitute the way of life of a specific group”. (Eagleton, 2000, p. 34) Are they the key to the success and good performance of this organisation?


Every country, generation, family and group of people have got their own culture, share different values and beliefs which makes them behave in a certain way. The way of thinking and behaving makes us different from each other. It is the same with organisations, different approaches, strategies and missions make every company unique in their own way. These differences are especially important in a constantly changing environment. Modern organisations shift towards decentralisation and an organic system focused on people and culture. With reducing centralised power and formal authorities it is important to keep people focused in the right direction. Culture, by providing general standards, shaping people’s behaviour and attitude can then hold the company together. (Robbins & Judge, 2013)
Based on Shein model of culture we can divide it into three levels. First element is artefacts, most visible things, like physical behaviour or spoken language. Second is espoused beliefs and values, reflecting original values, the way companies deal with issues or tasks. The most important, third one is basic underlying assumptions, unintentionally taken for granted beliefs and values. (Mullins, 2016)
There is an explicit influence of different types of structures on the culture of the organisation. One of the forms that has been created in the close relationship with functional structure is Role Culture. Role Culture exist in the organisations where all the functions and roles are assigned to the appropriate departments, coordinated by manager. It is highly bureaucratic and based on rules. (CIPD, 2016)
In every organisation leadership position is important. Shein, in his book points at the connection between leadership and culture. According to Shein, culture in organisations is created and manipulated by leaders. Culture in this meaning is a consequence of leadership actions where a manager implants his own ideas onto a group. As stated by Shein “leadership and culture are two sides of the same coin”. (Shein, 2010, p. 3)
Although the leaders appear to have a massive impact on organisational culture, other employees also become the key element of it. In business communities there are many benefits of high sociability (Goffee & Jones, 1996). 
Edward Schein speaks about developing the “right kind of culture”, suggesting that the cultures may be better or worse, stronger or weaker. The “right culture” is reflection of the company’s values. Culture becomes a massive source of power affecting performance of the organisations. The stronger the organisational culture, the more efficient the organisation becomes. (Shein, 2010)

Dividing the culture of Ysgol Crug Glas into the three levels provides us with general understanding of their culture. 
1. Artefacts - The first impression of the School is a secure environment in which the School created to protect the children. Access to the school is restricted. There is a fence around the school, a reception and a book to sign in, the main door is locked to stop unauthorised people coming in. There is a contrasting climate on the other side of the organisations door, a fun, colourful and playful society. There is art on the walls, vibrant pictures, and photos of the children playing. Teachers looking after the pupils are cheerful and speak in friendly and polite manner. There are also some abstractions from the cultural norms. Pupils don’t wear uniforms and are not grouped by age, which form their own unique pattern. Hydrotherapy pool based in the school suggest commitment to the children’s wellbeing. This creates an environment which is full of positive energy, friendly, caring and secure.
2. Espoused beliefs and values - The organisation is trying to increase the potential of disabled children. They focus on individuals, value every pupil and try to fulfil their needs. Passionate and enthusiastic teachers trying to give the best opportunity to learn and develop the pupil’s potential.  They aim to be happy, caring and an inclusive community, promoting equality, spiritual, moral and cultural development and provide the highest quality education to prepare children for adult life. (Glas, 2017)
3. Basic assumptions - Special Education Needs Code for Wales provides a general guidance and standards for schools to reach full potential of the children. (Welsh Assembly Government, 2004) This set of rules and policies shape employee behaviour and perception of the workplace. All principles are strongly held in the School and reflected in their original beliefs and values. Teachers have faith in their pupils. They are qualified and competent, believing that by providing professional education they will increase the children’s potential. It is not just individual belief, but it is a shared assumption providing a platform for all behaviours.
In Ysgol Crug Glas the Head Teacher plays an important role, the role of the leader, by making sure that all the government regulations are met and providing the standards for the entire school community. These standards are then the base for all the workforce behaviour and shape the cultural norms. The influence of structure on the culture of this organisation is clearly visible here. A mechanistic, rigid structure, based on government regulations and strict rules results in embedding a role culture in the School. 
The most important aspect of Culture of this organisation are the people. In the School there is a powerful community making up of teachers, parents and volunteers.  They all work together, help one another and support each other with their own unique set of skills to reach their common goal. This collaboration benefits the children in a tremendous way and provides them with the highest level of care and education. Employees behaviour and interactions with each other create a positive climate in the organisation. A collaborative environment that encourages teamwork, creativity and commitment results in keeping high standards, develops strong company trust and loyalty when reaching their goals.


Structure provides a framework through the hierarchy system. It identifies the different roles that need to be allocated, showing the positions, communications, span of control, coordinates and integrates all departments within the organisation. In every company employees are assigned a range of tasks, work in different departments, carry out their duties but to visualise the organisational underlaying structure an organisational chart is needed. (Daft, 2010) 
[bookmark: _Hlk499495783][bookmark: _Hlk499495763]One of the foundation base in the structuring of organisation is span of control. Span of control is the number of subordinates that the manager or supervisor are responsible for. When the span of control is wide, time and resources to interact with the team members are limited. With increasing numbers of subordinates, the amount of time that the leader can spend on individuals decreases. When the span of control is narrow, the leaders can effectively direct people towards the mission of the organisation by daily personal interaction with them. (Gumusluoglu, 2013)
Another important aspect of structure is chain of command which is clearly linked with the number of layers in the organisational chart. Tall hierarchical structure is a result of many layers and created a narrow span of control. Flat structure reflects the companies with low number of levels and benefits with improved communications and reduction of the costs. (Mullins, 2016)
There is a connection between size of organisation and its structure. According to Mullins in smaller organisations there is less problems with the structure. Responsibilities and connections between employees within the organisation can be set on more intimate ground. (Mullins, 2016)
Different ways can be applied in creating the companies structure. Early mechanistic approach forms the structure based on bureaucracy, tight control and supervision, clear division of tasks and strict chain of command. Mechanistic structure is not adaptive to the changing environment. With rapid change of external environment many businesses gave way to more organic structure which focus more on culture and people. (CIPD, 2016)
There is no perfect structure, but it needs to be balanced, provide appropriate solutions, help organisations to achieve goals and increase performance. (Mullins, 2016)  According to Daft “to be effective, organization need clear focused goals and appropriate strategies for archiving them”. (Daft, 2010, p. 20)
People’s role in within the organisation is also valued. As said by Forte “you can keep drawing squares and lines, but within these squares you must have people and they must be deeply involved with the business. If this does not happen, then the lines and squares and the diagrams mean nothing.” (Forte, 1986, p. 122)

On the top of the hierarchy chart within Ysgol Crug Glas is a Head Teacher who is responsible for managing all staff, delegating responsibility and setting targets. Right below him on the organisational chart is the Deputy Head, who is responsible for other managerial roles required for when the Head Teacher is occupied or unavailable.  The teachers and other professionals form the lowest level of the hierarchy system and are responsible for educating different classes and the wellbeing of the pupils. (Glas, 2017) Division of work between the team members was based on the individual skills, their qualifications and responsibilities. Employees of Ysgol Crug Glas are driven by their profession what results in high level of commitment and increased effectiveness of the organisation. 
Flat hierarchical structure within an organisation creates a short chain of command. This improves communication. The Head Teacher can then effectively motivate the team members, provide them with feedback, support and encourage them. People in the organisation know what is expected from them, how they are performing, and the tasks are clearly assigned. Effective communication within the School is important and allows the Head Teacher to easily lead staff toward goals and objectives. These connections are especially important in the School environment to give the children and their parents a feeling of security, care and empathy.
Although there is a wide span of control in the School, the small size of organisation still allows successful collaboration. The Head Teacher supervising a small number of people have many opportunities to adequately communicate with subordinates and keep them focused on the company goals and rules. It also grants the Head Teacher a less formal way of communication. It results in developing personal relationships. Benefits of these close relationships increase trust to the leader, resulting in an environment based on trust, family feeling and empathy. 
Even though the structure within the School is flat, the organisation is part of a government chain, where the hierarchical chart is taller, with many layers and long chains of command. Above internal hierarchical structure there are rigid government procedures and regulations, that the school is obligated to follow. That shapes the mechanistic structure in the School with tight control and strict rules. All the regulations provide a guidance to understand obligations and duties resulting in the School’s safe and secure environment. 
People in the School play a vital role. Engagement and professional way on how teachers approach their tasks allows the organisation to reach their goals. Team working, high level of engagement and interactions between team members results in information flow. This has formed a parent and children friendly environment, where pupils are physically safe and emotionally secure.

[bookmark: _GoBack]Ysgol Crug Glas is based on a balanced structure. Roles within the organisations are clearly assigned, rules and regulations provide standards and effective communications allow the manager to keep employees focused on their goals and objectives. Although the structure of the School provides a solid base, they would not achieve their goals without the “right culture” and people responsible for creating it. Positive attitude of the team members created a workplace where people inspire and motivate each other. Positive team spirit in the School increases job satisfaction, level of involvement and commitment, this results in the pupils’ satisfaction, meeting the company’s goals and in the end increased performance. 


In conclusion, structure and a culture play important roles in Ysgol Crug Glas. Structure of the School shapes their culture and provides a stable platform allowing it to grow. Were they the key of good performance of this organisation? In short, yes. Being awarded The Eco-School Award, the Healthy-School Award and the Basic Skills Quality Mark Award proves that the environment they created is positive, friendly and secure and the needs of the children are met. The pupils’ potential when graduating from School is greatly improved and it allows them to be a valued member of society. 
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