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Introduction-                                                                                                                                        In order for an industry and an organisation to be successful, it is crucial that the workplace structure and culture is efficient and effective.  This report will critically analyse an education sector by examining the ethical dilemmas that the organisation needs to resolve and make further recommendations on how the organisation can enhance and improve workplace structure and culture to meet further demand. The organisation that I have chosen to focus on is James Brindley Special School.
What is an organisation structure and culture?                                                                                                                                   An organisational structure is a plans of how particular activities are regulated in order to achieve the goals of an organisation (Kenton W 2020). These activities range from rules, responsibilities and roles that different individuals will play within the organisational.  An effective and well-planned organisational provides a company with clear, visual plan of how it is connected together and how it can best achieve its goals and targets.  Christy G (2013) suggests that an organisational structure is clearly important for any organisation whatever its size. This clearly states that by not having a strict structure in place may have a negative impact on organisation, experiencing difficulties in effective communication. 
Critical analysis of James Brindley School using PESTEL-                                                                         PESTEL is the ‘Political, Economical, Social, Technological, Environmental and Legal’ analysis of an organisation. “It is used for marketing and business development assessment and for decision-making” (Wisconsin 2004). PESTEL analysis is carried out before a SWOT analysis which is adopted for judging an internal environment of a business (Panah 2012).  PESTEL reinforces many Government policy, economical growth, social trends, new and advanced technologies, new laws and regulation what an organisation will need to consider into their long-term plan.  “PESTEL ‘’ can be used to determine how future movement on the following environments might enforce on an organisation” (Johnson G, Scholes K 2002). The result from the analysis are used to ‘identify ideas and also to make plan for risks and threats when completing strategies for the business” (Cooper 2000).  
Education sector in the UK is regulated by political factors and policies, it can generate advantages and countless opportunities for the education sector, it can generate advantages and countless opportunities for the education sector, but political factors can place different requirements and duties on the education system.  Aldrich (1996) states that ‘Education is a shared experienced in all our lives, it is so important that is difficult to define.  Political factors affecting my chosen organisation, ‘James Brindley School’ is that the school was privatised in 2011 from the local authority into an academy, which took control of all roles and responsibility of successfully running the school.  The move to convert the school into an academy was angrily contested by many as they felt that it’s a government initiative to “privatising” the school system just like the NHS. 
James Brindley turning into an academy created the risk that the school may struggle to continue to deliver effective policies or be diverted away from local priorities and needs of the community and its pupils, with the school turning into an academy, which was only regulated and monitored by OFSTED also gained the requirements to be self managed all areas of the school, including total control of financing the school with the funding provided from central government. There were huge concerns related to changes to curriculum with short lead times and changes to the skills required to be a teacher/tutor, as the school had the power to generate their own individual requirements when recruiting new staff, and adjust pay and conditions with guidance to the national pay award. 
Economical factors can affect a school in different ways. This caused the state school funding a persistent source of public controversy, because there are competing and at times, hostile interests involved.  Most common economical factors affecting schools are pupil number, changing comparable professional pay scales, and technological cost escalation, economics of students’ home, tax base variation and tax base fluctuation (Goff 2019) 
Economically, James Brindley faced challenges in 2015, after the school was inspected and rated as inadequate and needed to improve in all areas of the inspection frame work. This resulted in the Academy having to invest ‘ surpluses’ to providing resources in leadership by recruiting an interim head teacher to run the school, the school needed to restructure the staffing of the Academy and make additional recruitment to fulfil new roles, such as attendance office, pastoral managers, which were all recommendations made by the OFSTED monitoring visits. The Academy needed to invest on updating the technology system and make sure that the system was most up to date in order to meet the teaching style and needs of pupils and staff at the academy.  Due to the vulnerability of the pupils whom attend the Academy, the initiative to start introducing breakfast clubs became a need that the academy needed to invest in, as the pupils were at high risk of underperforming due to their mental health, social and economical background.  
Social factors are related to culture, and are linked to range of common beliefs and attitudes of majority.  Social factors include age distribution, population growth, career attitude etc.  Erikson (2016) investigated in his recent research, ‘The interplay among social status, social class, parental education and parental income, in relation to children’s cognitive ability and educational performance and outcomes. Social factors relating directly to the education sector could be affected by decline in the number of the birth rate in a particular year and this could reflect national or local population changes. Educational social factors could also be linked to poor integration with the local community and pupils with special needs. 
James Brindley Academy effectively maintains social factors affecting different aspects of the Academy.  For example, Academy integrates extremely well with pupils with special needs and disability, by providing an accessible curriculum that meets the needs of people that attend the Academy under challenging and difficult circumstances.  Academy has built a good social networking system by creating their own Facebook or Twitter page to promote the Academy and keep parents, pupils and staff well informed of the current information. Due to the Academies, good networking system, information is readily accessible to staff anywhere and not just when they are at work. 
Technological plays an important part effective teaching and learning in different education sectors. Albion and Ertmer (2002) states that successful use of information technology in education focuses on teacher’s personal beliefs. 
At James Brindley, technological equipments and software is most up to date and the Academy have 3 full time technicians, who have the responsibility to make sure that all equipments are in working conditions and deal with any technical issues related to computer viruses and make sure that the Academy has effective ICT security measures in place to protect staff and pupils. The Academy’s internet system is extremely important as teaching staffs heavily rely on accessing teaching material in order to deliver outstanding lessons to pupils.  Due to the recent Data Protection Act 2018, the Academy had to make extensive change to how the organisation stores its information related to pupils and staffs personal data.  
In the education sector, having an appropriate environment is important in pupil’s ability to learn. Number of factors comes into play to build the correct environment. Freiberg (1999) stresses the importance between positive environments and learning that pupils need to feel safe and comfortable in their classroom, when it comes to environmental factors, James Brindley Academy faces a number of challenges. The Academy is located across parts of Birmingham and includes 2 teaching centres for pupils with a range of social, emotional and mental health conditions, an autism specialist centre and covers teaching and learning for 7 hospitals with pupils whom are impatient. Currently, the Autism Specialist Centre situated in Erdington experiences issues with open space and noise from the busy road, which is very close by. Due to the needs of pupils attending the centre, sensory issues can affect pupils learning and become on set to pupils behaviour. 
Legal factors include equal opportunities, health and safety, consumer rights and laws, product labelling and safety, and most importantly, data protection.  It is important that organisation understand what is and what is not legal related to the organisation. Legal factors that impacts education sectors are the following:
· Pupils/Staff records- Making sure that all personal records are protected and stores properly. 
· Safety- Pupils and all staff are kept safe and accurate safety procedures are followed. 
· Copyright- Making sure that learning resources are legally used and distributed. 
· Appropriate treatment of students. 
In 2018, the Academy faced new legislation due to new Data Protection Act 2018, creating risks of non compliance for the Academy. This meant that the Academy had to make relevant changes to the Data Protection and provide relevant training to update staff and employees about the new changes that needed to be followed by all. The Academy provided a range of online and in-house training to introduce the new policy, and make sure that staff fully understood the procedure to prepare staff for good working practice.  
The importance of Cultural Web analyse on my selected organisation (James Brindley School)                                                                                                                                                                                                               The Cultural Web Analysis is a mode where the organisation paradigm, assumptions and convictions with an organisation are formulated by using the 6 elements from the Cultural Web (Janse 2018). The Cultural Web Analysis encourages the way different employees in organisation collaborate with one another, how they deal with their work, but most importantly, how the wide organisation present to the outside world. By effectively analysing the 6 elements, the accurate understanding of the organisational cultures can be formed.  According to Kroeber and Kluekhohn in their paradigm review of Culture (1952) stated that ‘There were 156 different definitions, which they organised into 6 different universal headings, which are:
1. Stories- The past circumstances and people communication regarding the internal and external company. How the company selects to immortalise says a lot about the organisational values. 
2. Rituals and Routines- The day-to-day action and activities of people that indicates adequate behaviour. This regulates what is anticipated to happen in a certain situation, and what management value.
3. Symbols- Optical portrayal of the organisation including logos, buildings, office space and the expected dress code for employees. Gagliards (1992) as cited in Johnson’s (200) states that this component affects the ways in which employees make sense of events.
4. Organisational Structure- This consists of both the structure characterised by the organisation chart, and the power and influence that reveals whose input are most valued.
5. Control Systems- The way that the organisation is contained. These incorporate the quality systems, financial systems and rewards. ‘Control Systems’ are the procedures set to control what happens in the organisation (Johnson 2000:405)
6. Power Structures- The overall power in the organisation. This includes senior executives, or a group of executives and a department. These individuals have the greatest amount of power and influence on most decisions, strategic and operative direction. ‘Power Structures’ deal with the kind of power adopted in an organisation, the person in charge of decision-making and how power is spread in the organisation (Johnson 2000:405). 
(From “Fundamental of Strategy” by G. Johnson, R. Whittington and R. Scholes) 
Analysing James Brindley Academy using Cultural Web-                                                                                       One way of assessing an organisation culture is to use the cultural web analysis to analyse an academy’s culture and beliefs. The Academies Act (2010) invited schools with the opportunity of being removed from the local authority control.  With this significant educational change, many schools faced challenging situations. Wilkins (2015) argues that minimum research of the cultures that academies fail to meet at different levels. 
Cultural Web Element- Stories-                                                                                                                                
James Brindley turned into an Academy in 2011.  There was a huge amount of change taking place during the process and there were a high number of resistances of union to the school becoming an academy.  Leo et al (2010) noted that all unions went on record as contending academies.  During the change, the Academy leadership has seen a change following the switch of the head teacher, who became the school principle and 3 deputies who became vice principal.  The school leadership altered from being focused on staff satisfaction to more pupil focused approach and achievement and well-being of pupils. This was an important change and has had positive impacts on pupils learning and outcomes. Bush (2011) explains the requirement of education and one of those is that pupils are the key candidates of educational system. Therefore, the attention on the Academy as being pupil centred is positive and effective because by placing the pupils at the key focus of the Academy has helped to redirect school staff on the pupils’ achievement.
Following the school turning into an academy and the various changes made to the leadership team, including various extra positions that were created to help support the school transition. This was perceived negatively by many staff to be unresponsive and inconsistent and lead to many staff who decided not to report issues to leadership team and dealt with matters on their own.  
Cultural Web Element- Symbol                                                                                                                                                                           The Academy rebranded the school with a new logo, a massive improvement in school building (internal and external). The new school logo was current and simple, but many staff and pupils felt that the new logo was not linking well with the Academy and did not reflect the school’s old characteristic. Tea (2012) agreed that branding ‘facades’ can be conceived and gives a wrong impression of what school is really like. The academy’s environment is presenting a huge issue for many staff who have to travel across the city to various centres and hospitals to carry out meetings, lessons, observations and teaching and learning. This has a negative impact on staff moral and well-being because it is added stress that staffs feel could be minimised by leadership. 
Cultural Web Element- Power Structure                                                                                                                                                                The leadership team is currently growing into a large team, where huge amount of power pressure exist. Wallace and Hall (1994) mentioned that powerful leadership teams are established on culture of good partnership and collective decision-making.  The main issue surrounding the fact that one or two individuals felt that they were completely responsible for the Academy’s core and strategic direction. This is seen as a negative effect because wrong decision-making by current leadership team is impacting staff moral, and pupil’s performance. 
Cultural Web Element- Organisational Structure-                                                                Staff considers the Academy to be ranked high with the majority of the organisational control falling on the principal and the governing board. The Vice Principal controls certain aspects of the day to day running of the Academy, making sure that all decisions are shared and agreed by majority of staff. “The Vice principle may be perceived as a communicator, exemplar and advocate for the principals and the governing bodies’ vision and values are translated into practice” (Rutherford 2003).  Staff belief that capability was importance in the leadership team and the Academy structure is hierarchical. This seemed to be an issue with the overall staffing structure being too large at the top, leading to a huge amount of school budget being used to employee leadership members who have little impact on the performance of pupils. 
Culture Web- Control Systems                                                                                           
The Academy operates a performance management system to measure staffs overall performances in teaching and learning. This is also directly related to annual pay increment. Staffs who don’t achieve a positive outcome could be perceived negatively at the Academy and leading to high staff turn over each year. However from the data collected to complete staff performance management does take into account individual pupils context, background and previous results. Campbell Et Al (2003) mentions a mode of appraisal targets which includes elements such as pupil personal characteristics, pupil social background, organisational context of teaching and culture.  This is a positive measure that the Academy co-operates into the control systems.
Cultural Web Element- Rituals and Routines                                                                            Staff at the Academy is considered to be friendly and welcoming to both new staff and visitors. Staffs are polite and conduct themselves in a professional manner at all times, making sure that they are seen as a good role model by young pupils that attend the school.  The Academies has an annual social get together twice a year to give all employees the chance to have a social get together to enjoy and celebrate the achievements and targets that have been met.  Robbins (2005) states the advantage of establishing a culture where performance and friendship are applied in order to gain the organisational goal. Technology at the Academy is a very important tool that has supported and transformed education and the running of the Academy successfully.  Contemporary classroom are being supplied with information and communication Technology (ICT) and new medics to help support teaching and learning (Vallance and Towndrow 2007)
Ethical Dilemmas-                                                                                                                        An ethical dilemma is a negative conflict between 2 things or agreements. Ethical dilemma can also be considered as moral dilemmas and can make situations challenging to handle.  According to Norberg and Johansson (2007) “ethics gathers human dispositions, behaviours and attitudes such as acting, selecting and valuing, and is concerned with positive actions indentified with human relationships and responsibility for other people.  One dilemma that staffs face at the Academy is confidentiality versus school policy and procedures.  The ethics surrounds confidentiality and safe-guiding pupils’ details.  The dilemma between teaching staffs’ wish is to be considerate and agree the Academy’s procedures and policies. Staff at the Academy’s face many confidentiality issues faced by pupils, when pupils disclose information to teaching staff, it can often create dilemmas for the staff, whether to deceive that trust or not, and carry out the duties as a professional and report concerns.
Another ethical dilemma is that the Academy also face is assessment and pupils grading. Teaching staff have the care of duty to be honest and promise that this ethical habit is not broken under any circumstances.  Falsification of result and data linked to pupils’ assessment breaches every aspect of ethical conduct and laws.    Usually, this ethical dilemma at the Academy would result in a full investigation by management and could result in possible disciplinary action. Code of conduct is an important ethical dilemma that staff experience within the Academy.  Code of conduct includes violations, boundaries, improper or abusive relations.  At the Academy, teachers should have positive visions, creativity and hope; however, be extra careful with their behaviour, conversation and sarcasm towards pupils and staff that could lead to poor conduct and discipline action. Inappropriate staff conduct is taken extremely seriously. 
Conclusion
Organization culture is tough to modify or transform, especially in the education sector because the attitudes and behaviour of staff within the organisation is greatly affected by the behaviour of staff around them.  However the success of organisation connection can be driven from an organisation culture.  This involves the communication of information from leadership to various departments within the organisation.  For example in a school setting, the principle should encourage a culture where teachers, pupils and parents know their role and responsibilities and how by working together they can achieve and support teaching and learning outcome.  So therefore school leadership must establish attitude that encourages shared power and accountability in order to achieve and build a positive workplace culture in school 
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