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ORGANISATIONAL STRUCTURE AND CULTURE - TYPES AND INFLUENCES ON ORGANISATIONAL PERFORMANCE
1.Introduction
We will begin with a brief profile of a successful organisation. Starbucks Corporation is an American multinational chain of coffeehouses headquartered in Seattle, Washington, with over 32000 stores in 83 markets. It was founded in 1971 by three partners, who named it “Starbucks”, after the first mate in Herman Melville’s Moby Dick. They started with a single store, roasting and selling whole bean, ground coffee, tea, and spices. Now Starbucks sells more than 30 blends and single-origin premium coffees, handcrafted and ready-to-drink beverages, baked pastries, sandwiches, and snacks (Starbucks Coffee Company, 2021). Starbucks vision was to become a national company who had values and principles that the whole community and employees could be proud of. The successful strategies like product differentiation, branding, innovation in coffee and premium craft iced teas, and a strong corporate structure and culture led to the company’s success and growth, which surpassed the original founders’ expectations. This is one example of a successful organisation. 
Organisations are constantly in interaction with their environment and shape everything we do through their actions, so understanding our external and internal environment is essential in adapting and effectively performing. In this report we will try to explain the different types of structure and culture and how they affect our performance. Also, we need to understand organisational behaviour and the main sets of forces that affect it. Organizational behaviour is “the study of the structure and management of organizations, their environments, and the actions and interactions of their individual members and groups” (Buchanan and Huczynski, 2016, p.6). 
Studying organisational behaviour gives us a better view on how employees behave and perform, and it helps us to understand what can motivate them and how to increase their performance. Also, it shows how to build a strong and trusting relationship between organisation and employees.
2.Organisational Structure
All organisations need a structure in order to function and to avoid the chaos created by employees who are unclear of their responsibilities, who they are managed by and who they report to.
Definition and importance of organisational structure
The base of an any organisation is it structure. An organisation structure is “the formal system of task and reporting relationships that control, coordinate and motivate employees to work together to achieve organizational goals” (Buchanan and Huczynski, 2016, p.492). 
The purpose of structure is the division of work among members of the organisation and the co-ordination of their activities, so they are directed towards the goals and objectives of the organisation (Mullins and Christy, 2016, p.395).
The importance of a good structure is outlined by Peter Drucker, who states that a good design of structure does not necessarily provide a good performance, but a poor structure design will seriously impair the performance or may even destroy the organisation (Mullins and Christy, 2016, p.395).  
So, the structure should be designed to clarify who will do what and who is responsible for those results and to eliminate any obstacles in the pursuit of performance caused by uncertainty or confusion. 
Types of structure
There are some key terms when we talk about structuring an organisation. Small businesses that have few levels of management or where the chain of command is very short represent the flat structure (Fig1). As an example, we have Valve Software, which adopted this type of structure. Here we can find a more effective communication and a simpler and faster decision-making process, which can help to adapt better to the changing business environment. This type of structure has some disadvantages as employees may not be qualified for their role or there may be confusion or lack of direction when they do not report to a specific manager. It usually has a larger span of control as one manager is responsible for many employees.
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	                                     Fig.1 Flat structure
Another type of structure is the tall or hierarchical structure, which is used by larger organisations, were the chain of command is longer and the span of control is narrower (Fig.2). This type of structure resembles a pyramid and has a clear and well-defined authority and responsibility. As an example, we have Tesco Plc. and many other organisations, wherein we can find that their structure consists of several departments and are likely to have more niche positions, which allows employees to specialize and become experts in their field. There are disadvantages in using this type of structure as communication between departments may be slow and there may be an increased difficulty in adapting and flexibility for change. Also, the decision-making process can be delayed by bureaucracy and conflicts may occur between departments.   
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3.Organisational Culture
We can think of organisational culture as the personality of an organisation, that affects how employees perform at work, how they relate to each other and with their managers (Buchanan and Huczynski, 2019, p.107). It involves not only the tasks of a company but also the ethical and emotional issues that affect both organisations and employees.
Definition and importance of organisational culture
	An organisation culture can be defined as “the shared values, beliefs and norms which influence the way employees think, feel and act towards each other inside and outside the organization” (Buchanan and Huczynski, 2016, p.107). It is important to understand the organisational culture as it has various implications, as Mullins suggests,
The pervasive nature of culture in terms of ‘how things are done around here’ and common values, beliefs and attitudes will have a significant effect on organisational processes such as decision-making, design of structure, group behaviour, work organisation, motivation and job satisfaction, and management control (Mullins and McLean, 2019, p.572).
Types of Culture 
	Charles Handy believed that the organisational structure is one of the main contributors to an organisational culture and defined four types of cultures as seen in the table below.
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Source: Armstrong and Taylor (2014), p.123
From the above points of view, we can see that every type of culture affects organisations at formal or informal level. In the power culture there are a few rules and not much bureaucracy, because the power is concentrated on one person. As an example, we have Steve Jobs at Apple or Mark Zuckerberg in the early times of Facebook. 
The advantage of this type of culture is that decision making is quick, without the need to cross different level of hierarchy. However, the leadership skills of the decision maker directly affect the quality of the decision made. In the role culture, organisations are highly bureaucratic with detailed procedures and rules about how employees within departments should interact with each other. Insurance companies and banks use this type of culture, wherein there is a need for a formalized procedure and well-defined roles. This results in stability, certainty, and continuity, but can have negative effects in adapting or changing to new environmental factors. In the task culture individual skills, like critical thinking, problem-solving and innovation, are highly valuated and unskilled workers are not tolerated within a team. Accounting, law, and consulting firms use this type of culture, were interpretation and judgment are required to specific situations. In the person culture the individual expertise is more valuable that the organisation itself. Professional partnerships, like a small private clinic, uses this type of culture where the employees are experts in their field and the owner, or founder, does not have the expertise to deliver the service.
4. Relationship Between Organisational Structure and Organisational Performance
	There are some elements of structure that affect organisational performance, such as the span of control, hierarchy, and the chain of command. 
Organisational performance and span of control both increase to the point at which the supervisor or manager is unable any longer to coordinate or monitor the large number of subordinates who report to her. Companies differ, and each seeks to find the span that is best for it (Buchanan and Huczynski, 2019, p.501).

Theobald and Nicholson-Crotty (2005), state that “there may be an optimal span of control for the production of one goal, but this may not be optimal for the production of another goal within the same organisation”. This is illustrated in the graph below. 
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Source: https://www.researchgate.net/figure/Theory-of-Span-of-Control-With-Multiple-Goals _fig1_252936150 
From this we can conclude that every organisation must undertake proper actions in finding the best span of control for their organisational goals. A solution is the departmentalisation of work, where employees are grouped according to specialization, and can focus on just one organisational goal. With an optimal span of control and managerial supervision we can increase performance. At Starbucks, in each coffee-shop, we have organised teams for goods delivery and customer services, which enables effective and efficient performance through focus on one specific goal.
	An organisation performance will also be affected by the hierarchy and chain of command that is being used. If we focus on a long chain of command on multiple level of hierarchy, we might find it difficult to coordinate and communicate efficiently between different level and thus the performance of the organisation will be affected. 
5. Relationship Between Organisational Culture and Organisational Performance
A company’s culture influences employees and business performance through the values, believes, customs and expectations that they undertake. At Starbucks, organisational culture is distinctly based on inclusion and diversity, collaboration and communication, and openness. This corporate culture features are a distinct characteristic of Starbucks, and increase employee engagement, commitment, and motivation, which results in better organisational performance.  
The organisation has a policy that prohibits any form of discrimination which facilitates sharing of information and encourages innovation based on diverse ideas. 
This motivates employees and helps reduce turnover. Another important feature of Starbucks culture is that encourages collaboration and communication between differ levels of service.
In a coffeehouse, employees work together, as a team, to fulfil orders from customers. Their goal is to provide the best service for a positive customer feedback, which encourages customers to return. Openness is another characteristic of Starbucks culture, wherein employees can communicate with their superiors and ask them questions. As a result, employees feel empowered and provide better service. 
One of the most important characteristic of Starbucks culture is their leadership style. They use a team-leader style, where they emphasize on support for subordinates to ensure that all employees are satisfied and everyone grows, at a professional level, in the company. They adopted this feature of culture because they believed that employees that are cared for will perform better and will translate this in their relationship with customers.
	The high-performance culture of Starbucks can be related to Armstrong and Taylor (2014), who believed that “high-performance working is about improving performance through people”.  They also state that:
This can be done through the development and implementation of a high-performance culture involving high-performance work systems in which performance management plays an important part (Armstrong and Taylor, 2014, p.58).
6. Factors that Influence Individual Behaviour at Work
A prime factor that influences individuals at work is the concept of motivation, who Mullins (2019) sees as “some driving force within individuals by which they attempt to achieve some goal in order to fulfil some need or expectation”. 
There are two types of motivation at work: 
· Extrinsic motivation – relates with more tangible rewards such as increased      pay, promotion, praise, or punishments such as criticism or disciplinary action.
· Intrinsic motivation – relates with how individuals feel about their work, if it is important or challenging, or if it provides opportunities to develop skills and abilities.       (Armstrong and Taylor, 2014, p.170)    
	As a content theory of motivation, we have Maslow’s hierarchy of needs, which suggests that individuals have their needs classified on five different levels, which resembles a pyramid (Fig.3).  
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                Source: https://www.simplypsychology.org/maslow.html
Maslow suggested that when a lower need is satisfied the next level becomes more important and the individual attention is turned to satisfy that new level, until the need for self-actualisation, which cannot be satisfied due to the human nature (Armstrong and Taylor, 2014, p.171).
Other factors that influence the individual behaviour at work are commitment and engagement. These two terms are closely associated. 
Commitment refers to attachment and loyalty by the employee towards their organisation, while engagement happens when individuals are committed to their work and to the organisation (Armstrong and Taylor, 2014, p.187).
7. Recommendations
The most important element in every organisation is its people. All other elements are gravitating around them, so we need to take efficient measures to improve their capabilities and professional abilities, and to make them get a feeling of belonging. This can be done by regularly getting a feedback, through surveys, from your employees regarding their satisfaction on working conditions and other strategies. We should offer some personal enrichment programs to encourage employees to engage in professional development. We should also validate great work performed to help inspire the efforts of our team.  
8. Conclusion 
From the above points of view, we can conclude that all organisations should choose and adapt their structure in the pursuit of their goals, as this affects the overall organisational performance. From the two basic structures presented every organisation can adapt their structure according to their goals. As organisations need people to run them, we also need to form, identify, and adapt the organisational culture so that the leader vision can be transmitted through the managerial process to the employees. 
Motivation, engagement, and commitment of the employees should be a priority to the organization as these factors improve the individual performance. 
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Handy ( 1981)  –   culture typology   

Type  Description  

Power culture  Is one with a central power source that exercise control.  There are few rules or  procedures,   and the atmosphere is  competitive, power - orientated,   and political.  

Role culture  In which work is controlled by procedures and rules and the  role, or job descript ion, is more important than the person  who fills it. Power is associated with positions not people.  

Task culture  In which the aim is to bring together the right people.  Influence is based more on expert power than in position  power. The culture is  adaptab le,   and teamwork is important.  

Person culture  In which the individual is the central point. The organisation  exist s   only to serve and assist the individuals in it.  
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