IMW assignment 1- Structure and culture of current organisation
This essay will focus on the structure and culture of the school Ysgol Crug Glas which is a 'special school situated in the heart of the city of Swansea' (Glas, 2017) and analyse how these aspects affects the overall performance of the school. This essay will include a brief background of the school which will help in explaining structure and culture, Points on structure and culture which will discuss relevant theories and how they contribute to the school and an analysis of how these aspects affect overall organisation performance with suggested improvements to boost performance.
The school provides education to 57 pupils aged 3-19 all with combinations of serious learning disabilities. A great deal of them have identifiable communication, behavioral and/or serious sensory problems, with a compelling amount requiring precise health care. Every pupil however impaired can develop and learn with the school acting as a catalyst to maximise their ability (Glas, 2017).
Culture which is defined as ‘the shared beliefs and values guiding the thinking and behavioral styles of members’ (Cooke & Rousseau, 1988). Culture can be split into different forms such as a national culture for example in the UK where each country has distinct cultures that separate them from the whole. International culture which are culture shared across regions and organisational culture which is described as ‘The values and behaviors that contribute to the unique social and psychological environment of an organisation’ (Business dictionary, n.d.).	Comment by Jayne Woodman: Culture

There are 3 levels of culture according to Schein which are the artifact which are the visible aspects of culture, the espoused beliefs and values which are the reflected values of the organisation and the basic underlying assumptions being the unconscious taken for granted beliefs and values of the organisation which are not visible aspects but are implicit (1984). The artifacts of Ysgol Crug Glas which are the visible aspects are that it is very secure with a gate at the main entrance to the school and further in a locked door that must be opened by the receptionist, another visible thing to notice after entering the door is a sebra monument in reception that is rather different from the norm and further differences can be seen past reception where you can observe artworks and pictures around the school pinned to walls. The school also has no uniform for staff or students breaking tradition and a tuck shop within. The espoused beliefs and values of the organisation can be seen on their website for instance in their motto ‘YES I CAN - SMALL STEPS EVERYDAY’ (Glas, 2017) which seems to promote the values of patience and perseverance in the teaching of these children, Also going to the school I see a sense of an inclusion as the classes are mixed and are not based on age but ability with a cheerful and comforting environment. The underlying assumptions of the school are that the teacher’s share the belief of inclusion as they chose to become a teacher of the school and are therefore working towards the removal of the stigma of special needs in education and another assumption is in the curriculum would be strict like other schools but that is untrue with a more flexible curriculum where children are split on ability not age.

According to Handy there are four different types of organisational culture which are categorised as power culture where power is in the hands of a few within the organisation where only they are authorised to make decisions that subordinates are to strictly follow. A task culture is where small teams are formed to solve critical problems with each individual within the team sharing common interests and goals and contributing equally to the completion of tasks, A role culture where every employee is assigned roles according to their specialisation, educational qualification or interest to maximise output and where power comes with responsibility and accountability of their assigned job, And lastly is a person culture where employees feel they are more important than the organisation and within this culture the employees are more concerned about themselves then the organisation and with this the organisation suffers since the employees lack loyalty (Handy, 1999),Cited in (Culture). Using these four types the school is best described as a role culture since each teacher Is assigned to positions based on their specialisation to teach tailored to the needs of the children for instance in a report by estyn ‘They produce detailed person-centred plans that summarise clearly each pupil’s individual learning and wellbeing needs. As a result, staff provide support that matches the identified needs and abilities of each pupil well.’ (2016) and through this culture the children are progressing well in education ‘Most pupils attending Ysgol Crug Glas make good progress over time in line with their needs and abilities’. They make strong progress in achieving the targets in their individual education plans (IEPs) which are closely linked to the Literacy and Numeracy Framework (LNF) and the Routes for Learning assessment materials’ (Estyn, 2016).

 Also in terms of culture I think the school is important as it fits well into Britain’s belief in inclusion that paved the way for the 1981 education act enabling children with special needs to be taught (Act, 1981).	Comment by Jayne Woodman: ??

Structure in terms of organisation is  defined as ‘Structure is the pattern of relationships among positions in the organisation and among members of the organisation. It defines tasks and responsibilities, work roles and relationships and channels of communication. (Mullins, 2010) with organisations including charities, Government departments, agencies and education establishment and it is used to help organisations fulfill goals and objectives (meaning, n.d.). 	Comment by Jayne Woodman: Business text book definition

The organisation structure can be divided in to 5 different types being the traditional hierarchy, Flatter organisation, Flat organisation, Flatarchies and a holacratic organisation. A traditional hierarchy is where communication is one way and flows from higher up to bottom with it being considered sluggish and less appealing for employees as it tends to stifle innovation and collaboration, but it does come with advantages such as authority and a clear path to promotion for employees to earn higher incomes. A flatter organisation has a different approach with two-way communication and as the name implies a flatter structure removing various layers from a hierarchal structure but with some aspects of hierarchy such as higher ups referring orders downward but with more collaboration between departments for support allowing for a better employee experience. A Flat organisation is a completely different approach with absolutely no job titles and where everyone is seen as equal with an example coming from the game developer Valve where there is no ‘Boss’, pay is decided by all employees where in the case of valve there is a ranking system based on skills and where each individual can decide what project to undertake including all the responsibilities (Kelion, 2013), A disadvantage to this approach are the complexities of accountability and reliability and there is the possibility of a informal hierarchy based on the seniority of employees. A Flatarchy is a combination of a hierarchy and a flat organisation working in tandem and is usually used by organisations with innovation programs where a organisation exists in a defined structure but lets employees come forward with new ideas that can lead to the organisation allowing the employee to form a team to bring the idea to fruition, an example can be found with Lockheed Martin which has ‘the skunkworks project’ (Lockheed Martin, n.d.). A risk of this is that it is quite disruptive to the structure in terms of resource allocation, but this structure is very good for innovation leading to greater competition within and outside of organisations. The final organisational structure is the holacratic organisation which is another boss-less structure with distributed decision making while giving employees an opportunity to work at what they do best, there is a form of structure and hierarchy, but it is split into departments with information being openly accessible and problems are responding to by the organisation through special meetings, A negative of this is that it would be difficult to implement in larger organisations (Morgan, 2015).	Comment by Jayne Woodman: Focus on the school

Ysgol Crug Glas seems to use a flatter structure as it seems to have very few senior staff and quite a number of teachers with Maggi Bullen the chair of governors at the top with acting Headteacher Clare Hobson below her then acting head deputy Susi Smith with Michelle Hibbs as SLT 0.4 and having around about equal power and underneath further would be the individual teachers. Comparing this to other schools around Swansea we can see similar structures for instance at the secondary school Ysgol gyfun gwyr we can see a headmaster at top with an interim headmaster below him then several assistant headmaster’s, A senior teacher and lastly at the bottom all the teaching staff which is virtually a mirror of Ysgol Crug glas but with more staff to deal with more students (list). This structure seems to work best for schools as teachers must cooperate with each other but adhere to set curriculum for their course. But even though the school itself is a flatter structure the local education authority is more hierarchal in nature with the school being close to the bottom, This structure works well for the government as it provides authority but can cause problems with communication as it gets sluggish from being caught up in unnecessary bureaucracy as any requests must go up the layers to the chief education officer Lindsay Harvey who is in charge of the LEA of Swansea (Linkedin, 2017).  	Comment by Jayne Woodman: ?? LEA – local education authority. Heirarchical?? Director of Education

 Also, schools can be split into two forms being a professional school(Mechanistic) and a bureaucratic school(Mechanistic) where a professional school focuses on quality of teaching and a bureaucratic school focus on quantitate teaching. Although the professional school sounds better for student satisfaction it faces difficulty as it can be more expensive to maintain and has low efficiency and productivity leading to more flexible but costly education (Lunenburg, 2012). Ysgol crug glas is best described as a mechanistic organisation as it is forced to comply with rules and regulations from the local education authority where things are to be predictable and standardised.

The school also seems to be working towards a special project called ‘Changing for the better’ where it is raising money to renovate the hydropool by adding additional changing rooms and more modern facilities to help all users. The project was helped through a collaboration of the school’s charity ‘Friends of Ysgol crug glas’ and a local non-profit ‘Sylfaen cynhefin’ by which Sylfaen cynhefin wrote a budget report on the projects detailing the cost of the project which equals a massive £900,000 and a detailed building plan for the proposed renovation (Sylfaen cynhefin, 2009). With this we see the collaboration between two separate structures that lead to a successful exchange of communication to reach the goal of helping the community.   

To analyse it us evident that the loving caring culture of the school leaves the children with a positive attitude towards learning therefore they behave well during class sessions and tend to build a positive relationship with teachers, this of course helps towards their education progression and eventual independence. With the structure of the school we can see cooperation flourish since the school is so small the structure works very well as there is no need for extra managerial layers and with tight budget constraints for the school the structure is useful to keep costs low and lastly it keeps morale high within the school which is helpful to keep the teachers with the school. The culture and structure of the school contribute well to performance as it is engaging the children to learn within the confines of their disability and giving teaches the patience needed to teach them, any other organisation culture would be too unethical on the children and other structures could lead to success such as flat structure but this could be difficult to implement and would be unwise with such budget constraints from the local education authority. 	Comment by Jayne Woodman: It is evident

In conclusion this essay has focused on structure and culture at Ysgol Crug Glas. It seems to operate a role culture where the best teacher for the job is selected to teach and has a flatter culture with very little hierarchy and greater communication to discuss vital issues. The school appears to perform well within its constraints but if in near future the school witnesses growth it could be beneficial to experiment with new structures like a flat structure where morale would be at its highest and with more teachers airing ideas it could lead to faster decision making. 
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