Organisation Structure
An organisation chart is a way of showing the internal structure of any organisation. It is a visual aid, which should detail the various job titles and indicate the formal authority structure. 
In drawing up and organisation chart you should note the following points:- 
· The chart is composed of a number of boxes joined together.
· Decide whether to use a vertical or horizontal chart.
· Try to portray the structure as it actually operates
· Job titles should appear in the boxes
· The chart should have a clear title
· Keep the chart simple and ensure the boxes are well spaced. 
The Organisation Process
Organizing, like planning, must be a carefully worked out and applied process. This process involves determining what work is needed to accomplish the goal, assigning those tasks to individuals, and arranging those individuals in a decision-making framework (organizational structure). The end result of the organizing process is an organization — a whole consisting of unified parts acting in harmony to execute tasks to achieve goals, both effectively and efficiently.
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Level of Authority

When an organization gives a team, committee, or council, an assignment, it is imperative that the organization and team clearly understand their level of authority.  When this is not clear by all parties, problems often arise at some level, often under the table but still destructive.  Sometimes problems arise because the organization has chosen the wrong level of collaboration or communicated that they were doing one level of collaboration but actually doing another.  Problems can also arise when an organization or individual communicates that another person or group has one level of authority but it turns out that they have another, lower level than expected.  While this can occur at times because expectations were not met, it should be rare.
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Approaches to Organization

Managers must make choices about how to group people together to perform their work. Five common approaches — functional, divisional, matrix, team, and networking—help managers determine departmental groupings (grouping of positions into departments). The five structures are basic organizational structures, which are then adapted to an organization's needs. All five approaches combine varying elements of mechanistic and organic structures. For example, the organizational design trend today incorporates a minimum of bureaucratic features and displays more features of the organic design with a decentralized authority structure, fewer rules and procedures, and so on. There are four main ways of looking at organization in larger firms.
1. Functional structure

The functional structure groups positions into work units based on similar activities, skills, expertise, and resources (see Figure 1 for a functional organizational chart). Production, marketing, finance, and human resources are common groupings within a functional structure. 
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	Figure 1: The functional structure.


	


As the simplest approach, a functional structure features well-defined channels of communication and authority/responsibility relationships. Not only can this structure improve productivity by minimizing duplication of personnel and equipment, but it also makes employees comfortable and simplifies training as well.

But the functional structure has many downsides that may make it inappropriate for some organizations. Here are a few examples:

· The functional structure can result in narrowed perspectives because of the separateness of different department work groups. Managers may have a hard time relating to marketing, for example, which is often in an entirely different grouping. As a result, anticipating or reacting to changing consumer needs may be difficult. In addition, reduced cooperation and communication may occur.

· Decisions and communication are slow to take place because of the many layers of hierarchy. Authority is more centralized.

· The functional structure gives managers experience in only one field-their own. Managers do not have the opportunity to see how all the firm's departments work together and understand their interrelationships and interdependence. In the long run, this specialization results in executives with narrow backgrounds and little training handling top management duties.

2. Divisional structure
Because managers in large companies may have difficulty keeping track of all their company's products and activities, specialized departments may develop. These departments are divided according to their organizational outputs. Examples include departments created to distinguish among production, customer service, and geographical categories. This grouping of departments is called divisional structure (see Figure 2 ). These departments allow managers to better focus their resources and results. Divisional structure also makes performance easier to monitor. As a result, this structure is flexible and responsive to change. 
[image: image4.jpg][miom] (i | P

Yoo | (o] [Asindin] "oy

Al Disney| [ Mage | [ Toko Furo
Wodld | | Kingdom | |Disscylnd] | Disney

Epcor | [ Disner
Cemer | | MGM
Florida Studios

e o [ | [ 5 | [ [
Bl =





Figure 2: The divisional structure-Disney in the early 1990s
However, divisional structure does have its drawbacks. Because managers are so specialized, they may waste time duplicating each other's activities and resources. In addition, competition among divisions may develop due to limited resources.

3. Matrix structure

The matrix structure combines functional specialization with the focus of divisional structure (see Figure 3 ). This structure uses permanent cross-functional teams to integrate functional expertise with a divisional focus. 
[image: image5.jpg]Chief Executive

Officer

[

[

[

1

Vice President
Finance

Vice President
Engincering

Vice President
Manufacturing

Vice President
Manufacturing

Project Manager

Project Manager
B

Project Manager
c





	Figure 3: The matrix structure.


	

	


Employees in a matrix structure belong to at least two formal groups at the same time-a functional group and a product, program, or project team. They also report to two bosses-one within the functional group and the other within the team. This structure not only increases employee motivation, but it also allows technical and general management training across functional areas as well. Potential advantages include:

· Better cooperation and problem solving.
· Increased flexibility.

· Better customer service.

· Better performance accountability.

· Improved strategic management.

Predictably, the matrix structure also has potential disadvantages. Here are a few of this structure's drawbacks:
· The two-boss system is susceptible to power struggles, as functional supervisors and team leaders vie with one another to exercise authority.

· Members of the matrix may suffer task confusion when taking orders from more than one boss.

· Teams may develop strong team loyalties that cause a loss of focus on larger organization goals.

· Adding the team leaders, a crucial component, to a matrix structure can result in increased costs.

4. Team structure

Team structure organizes separate functions into a group based on one overall objective (see Figure 4 ). These cross-functional teams are composed of members from different departments who work together as needed to solve problems and explore opportunities. The intent is to break down functional barriers among departments and create a more effective relationship for solving ongoing problems. 
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	Figure 4: The team structure.


	

	


The team structure has many potential advantages, including the following:

· Intradepartmental barriers break down.

· Decision-making and response times speed up.

· Employees are motivated.

· Levels of managers are eliminated.

· Administrative costs are lowered.
The disadvantages include:

· Conflicting loyalties among team members.

· Time-management issues.

· Increased time spent in meetings.
Managers must be aware that how well team members work together often depends on the quality of interpersonal relations, group dynamics, and their team management abilities.

5. Network structure

The network structure relies on other organizations to perform critical functions on a contractual basis (see Figure 5 ). In other words, managers can contract out specific work to specialists. 
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	Figure 5: The network structure.



	

	


This approach provides flexibility and reduces overhead because the size of staff and operations can be reduced. On the other hand, the network structure may result in unpredictability of supply and lack of control because managers are relying on contractual workers to perform important work.

Possible forms of organization chart include:

1. Conventional hierarchy (narrow)

· Small span of control

· Many levels of hierarchy
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2. Conventional hierarchy (wide)

· Wide span of control

· Few levels of hierarchy
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Advantages and Disadvantages of having a tall organizational structure with a narrow span of control
Advantages:
· It enables the managers to supervise their employees closely

· Managers have fewer staff to communicate with, and so are able to communicate more easily with those they have under their command

· It allows people to specialize in the tasks they are best at

Disadvantages:
· Because there are more managers, management costs are high

· Senior managers may find difficult to manage large numbers of more junior managers

· Too much supervision in an organization may prevent staff taking the initiative and reduce their motivation to work hard

The advantages and disadvantages of having a flat organizational structure with a wide span of control

Advantages:
· Senior management decisions can be taken and implemented more quickly because fewer managers, the costs of supervising  staff is lower

· Staff have greater freedom to make their own decisions and may work harder

Disadvantages:
· Staff may find that they have more than one boss to take orders from and report back to

· Senior managers will have less say in the control and future direction of their business

· Because each manger has more staff to deal with it becomes more difficult to get to know them all and supervise their work

KEY IDEAS OF FORMAL ORGANIZATION

1. Delegation

· Means entrusting someone else to carry out a task for which you retain responsibility.

· The person delegated must be given authority to perform the task.

2. Centralization….Decentralization

· Centralisation means most decisions are made by a few people. There is little delegation.

· Decentralisation shifts responsibility sideways. Delegation shifts responsibility downwards.

3. Hierarchy

· Sets out levels of authority.

· Distinguish superiors or subordinates.

4. Chain of Command (protocol)

· Transmits instruction from the senior management down the hierarchy

· Transmits reports up the hierarchy

· May be formal or informal

· May be strict or not. Some senior managers have an “Open Door” policy and will see anyone from any level in the organization
5. Division of work

· All the jobs or position in the organization are identified on the chart.
6. Span of control

· Is the number of subordinates a manager direct?

7. Line and Staff

· In line organization there is a clear progression from superior to subordinate.

· As an organization grows more and more areas become the responsibility of specialist, staff, and department.

· Such specialist department include: Accounts, Personnel, Work study, Marketing and etc.

· Line = directly related to production.

8. Accountability

· Refers to the way in which members of the organization are held responsible for their work.

· Superiors must check the progress subordinates

· Management must check work in progress

· Some management strategies, e.g. Tom required constants monitoring

Position in Organisation Structure

The position in an organisation depends on the following:-

1. The kind of business that the organisation is in

2. Levels within the organisation

3. Departments in the organisation
Type of Business Activity
1. Extractive (Primary Industry)

Business concerned with using natural resources such as farming, mining and oil-drilling.
2. Manufacturing and Construction (Secondary Industry)

Business concerned with making and assembling products such as car manufacturer.

3. Services (Tertiary Industry)

Services business gives something of value to people but not physical goods such as banks, hotels and telecommunications.

Level within an Organisation

1. Top management

In a company or corporation, top management is the responsibility of the board of directors, which consists of the chairman, managing director and other directors who specialize in areas such as finance, production and marketing. The chairman very often takes no direct part in running the company, delegating that responsibility to be managing director.

Top management in a partnership is usually the responsibility of a general manager, who may be assisted by other managers. In a sole trading concern, of course, the owner and manager are one and the same.

2. Middle management

Middle management includes all employees below the top management level who manage other managers or supervisors. Middle management develops departmental goals and policies in line with the organization’s goals.

3. Operating management

The basic level of management is that of the supervisor. The supervisor manages operative employees. The supervisor must correctly interpret management’s wishes and interpret worker’s wishes to management. The supervisor knits both management and workers into a co-coordinated organization.

4. Operations level

The majority of workers in an organization work at the operations level and form the base upon which managers depends for support and increased productivity.

5. Departmentalization

The hierarchical structure (i.e. organization on different levels) is often accompanied by departmentalization of a company’s activities
Common Departments in Organisation

1. Administration

2. Human Resources / Personnel

3. Account / Finance

4. Sales / Marketing / Trading

5. Purchasing

6. Production / Manufacturing

7. Research and Development

Other department:

1. Legal

2. Health, Safety and Environment

3. Security

4. Engineering

5. Information Technology

6. Technical / Mechanical

