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6.0 OBJECTIVES

After studying thisunit, you should be able to

® Narratetheimportance o organising;

e Describe the different interpretations o the word organising;
Distinguish between the different typesof organisation structure viz. functional,
divisional, and adaptive;

# Analysetheformal and informal dimensionsof any organisation, and

& Explain thesignificance of span of supervision, organisational charts and manuals.

6.1 INTRODUCTION

I n the preceding unit, you have been acquainted with the meaning and natured the
important elements of planning, such as, palicies, plans, schedules and procedures.
The present unit relates to organising function of management and itsintegral aspects
such asorganisation structure, charts, manuals, formal and informal organisations.
farmsof organisation and span of control.

6.2 NATURE OF ORGANISING FUNCTION

Asafunction d management, organising refersto the processinvolvingthe
identification and grouping of activitiesto beperformed, defining, and establishingthe
authority responsibility relationships. This enables peopleto work most effectively
together in achieving the enterprise objectives. | n ageneral sense, organising consists
of determining and arranging for men, materials, machines and money required by an
enterprisefor theattainment of itsgoals. I n arestricted and operational sense, theterm
organising means defining the duties and responsihilitiesdf the people employed. and
determiningthe mannerinwhichtheir activitiesaretobe interrelated. The end result
of organisingisthe creation of astructure of duties and responsibilitiesof peoplein




different positions, givuped accordingto thesimilarity and interrelated nature of
activities. In other word: | the outcome of the organising processis an *QOrganisation’
consisting«f agroup of people working together for the achievement of one or more
common objectives.

6.2.1 Characteristics of Organisation

The characteristics of an organisation are:

a) Group Of people: An Organisation comesinto existence when agroup of people
combinetheir efforts for some common purpose and willingly contributetowards
their common endeavour.

b) Division of work: Setting of an organisation involvesdivisonof thetotal work into
various activitiesand functions, and assigning the tasksto different persons
accordingto their skill, ability and experience.

c) Common purpose: Every organisation comes intoexistenceon the basisof goals of
the enterprise which are separatefrom the personal goalsd the people employed.
Itis thecommon purpose of the organisation which providesthe basisof co-
operation among the members of the organisation.

d) Vertica and horizontal relationships: An organisation creates cooperative
relationships between different departments and divisionsaswell as between
superiorsand subordinates. Different functionsand activitieslike production,
marketing, financing etc. areintegrated for the achievement of proper
coordination.. The dutiesand responsibilitiesd superiorsand subordinatesin each
department or division are also unified s0 as to serve the purpose o their joint
efforts.

¢) Chain of command: The superior-subordinate relationshipsestablishedin an
organisation are based on the authority which flowsfrom the higher levelsof
management to the next lower levels, thereby forming a hierarchical chain. Thisis
knownasthechain of command, which a sodeterminesthelined communication,

f) Dypamics of organisation: Besides the structural relationshipsamong peoplewhich
are based on their activitiesand functions, there existsan organisinginteractions
based on sentiments, attitudes and behaviour of individualsand groups. These
aspectsaf relationship provide adynamicelement to the organi sational functioning.
They aresubject to change from timetotime.

6.2.2 Impertance of Organisation

Sound organi sation contributesgreatly to the continuity and successof the enterprise.
Its importance can be discussed below:

i) Fecilitatesadministration: Sound organisation [acilitates management t0 relate resource
flowscontinually to overall objectives. It provides an appropriate platformfrom
wheremanagement can perform thefunctionsdf planning, direction coordination,
motivation and control.

ii) Facilitates growth and diversification: It helpsin organisational elaboration.
Growth and diversification of activitiesisfacilitated by clear divison o work,
proper delegation of authority etc. Astheorganisation expandsto areasonable
proportion, the functional type can be replaced by a moreflexibledecentralised
organisation,

iii) Permits optimum use of resources: Sound organisation permitsoptimum use of
technical and human resources. The organisation can incorporate thelatest
technol ogicalimprovementslike computers, electronic data processingmachines
etc. It permits optimum use of human efforts through speciaisation. It also
devel ops peopl e by creating appropriate training and promotion opportunities.
Thus, organisation givesacompany the greatest possiblestrengthfor meeting
predicted needschanging conditions.

iv) Stiroulated creativi¢y: Specialisation providesindividuals with well-definedduties,
clear linesof authority and responsibility. Sound organisation 'structureenables
managersto turn over routine and repetitive jobsto supporting positionsand
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-concentrate on important issueswhere they canexploit their potential better. Thus,
it encouragesthecreativity of the people.

v) Encourageshumanistic approach: People can work in team and not like robots or

machines. Organisation provides job rotation, job enlargement and enrichment.
Jobsare designed to suit human needs and are made meaningful and interesting.
Organisation adopts efficient methods of selection, training, remuneration and
promotion of employees. Proper delegation and decentralisation, gonducive
workingenvironment and democratic and participative leadership provide higher,
job satisfaction to theemployees. It enhances the inter-action among different

levels of the management.

Although we have discussed the importance of the organisation, a sound

organisation structure by itself doesnot guarantee success. According to Prof. Drucker
good organisation structure does not by itself produce good performance - just asagood
constitution does not guaranteegreat presidents, or good lawsor amoral society. Buta
poor organisation structure makesgood performancei mpossibleno matter how good the
individuals may be.

6.3 ORGANISATION ASA SYSTEM

Systemsconcept recognisesthat organisationsare made up of components, each of
which hasunique properties, capabilitiesand mutual relationships. It further recognises
the significanceof system and emphasisesthat a wholecomposed of various parts may
be quite different from thesimple sum o its parts. There are many and varied
definitions of the term 'system'. Most definitionsinvolve such phrases as'complex
wholé€', set of entities, 'set of relationships, 'resources network’, and ‘conglomeration
of interrelated parts'. For the purpose o our analysis, we may define system asan
arrangement and set of relationships among multi pIe parts operating asawhole. An
organisation viewed as asystemiscomposed of many i interdependent and interrelated
parts known assub-system. EverySub-systemisitsdf asystem composed of smaller
interrelated parts of sub-systems.

6.6.1 Componentsd an Organisational System.

An organisation as asocial system-consists o the following components:

a) Inputs: Asdepicted in Fig. 1, the system takes certain inputsfrom its environment. *
These inputs are human resources, niaterial resources, energy and information.

Figure6.1 Organisationasa System

1 Throughput
Inputs | = | Transformation

N

Outputs

b) Processor: The processor or throughput involvesthe utilisation of inputswithinthe
organisation to producethedesired outputs. A humber o sub-systemssuch as
production, marketing, finance, personnel and research and development must be
created for processingor transformation. Therearefurther sub-systemswithineach
sub-system. T heindividual employeeisa soa sub-systemand heor sheiscomposed
of multiple physical and psychological sub-systems. Interrelatedness among al the
sub-systemsmust be kept in mind all thetime.

¢) Output: Theoutput of an organisation may be both intended and unintended.
" Intended outputs are usually labelled objectives. For instance, high productivity is
anintended objective, Theoutput may consist of goodsand services. An unintended
output may beinformal relation among the group members.

d) Management: The management component of thesystemisconcerned with the
determination and implementation d processor activitiesin order to achieve
intended outputs. Managingi involvesplanning, organising, staffing, directing and
controlling. For managing, feedback o information concerning the quality,
quantity, costand timedf systemoutputsisnecessary. Standardsconcerning desired
results must be established and enforced by management through the feedback-



initiation activity. If outputs are named improper or inadequate according to the Organlsing : Basic Concepts
predetermined standards, corrective measures such as guidance and warning of

workers, improvement of planning and organising, revision o standards, etc. are

initiated.

6.4 STEPSIN THE ORGANISATIONPROCESS

Organising involves the followinginterrel ated steps:

1 Determination of objectives:: Organisation isawaysrelated to certain objectives.
Therefore, it isessential for the management to identify the objectivesbefore
starting any activity. It will hel p the management in thechoicedf menand materials
with the help of whichit can achieve itsobjectives. Objectivesalso serve as the
guidelinesfor the management and the workers. They will bring unity of direction
in the organisation.

2 Identification and grouping of activities: If the membersof the groups areto pool
their efforts effectively there must be proper division-of the major activities. Each
jobshould be properly classified and grouped. Thiswill enable the peopleto know
what isexpected from them as members of the group and will helpin avoiding
duplicationof efforts. For instance, the total activitiesof an individual industrial
organisation may be divided into major functionslike production, purchasing,
marketing, andfinancing, and each suchfunction isfurther subdividedintovarious
jobs. TheJobs then may be classified and grouped to ensurethe effective
implementation of the other steps.

3 Allotment of duties: After classifyingand grouping the activitiesinto various jobs,
they should beallowed totheindividualssothat they could performthem effectively.
Eachindividual should begiven aspecificjobto doaccording to hisabilityand made
responsiblefor that. H e should also begiven the adequate authority to dothejob
assignedto him.

4 Developing relationships: Since so many individualswork in the same organisation,
itistheresponsibility of management to lay down structure o relationshipsin the
organisation. Everybody should clearly know to whom heisaccountable. Thiswill
helpin the smooth working of the enterprise by facilitating delegation of ‘ -
responsibilityand authority. . 1)

5 Integration of these groups of activities. Integration can be achieved in alt activities ' -
in followingways — (a) through authority relationships —horizontally, vertically, : T
and laterally and (b) through organised information or communication systems,
i.e., with the help of effective coordination and communication. We can achieve
unity of objectives, team work and team spirit by theintegration of different
activities.

6.5 ORGANISATION STRUCTURE

Organisationstructuremay bedefined astheestablishedpattern of rel ationshipsamong

the component parts of the organisation. QOrganisation Structurein thissense refersto _
the network of relationships among individuals and positionsin an organisation. It
describestheorganisation framework. Just ashuman beings haveskel etonsthat define
their'parameters, organisations have structures that definertheirs. Itislike the
architectural planof abuilding. Just asthearchitect considersvariousfactorslikecost,
space, specia featuresneeded etc. Whiledesigning agood structure, themanagerstoo
must look into factors like benefits of specialisation, communication problems,
problemsin creating authority levelsetc, before designingthe organisation structure.

The manager determines thework activitiestoget thejobdone, writes jobdescriptions,

and organi ses peopl einto groupsand assignsthem to superiors. Hethenfixesgoals.and

" deadlinesand establishes standardsof performance. Operationsarecontrolled through

areporting system. Thewhole structure takes the shape o a pyramid. Thestructural
organisationimpliesthefollowing things:

i) Theformal relationships with well-defined dutiesand responsibilities; 33
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ii)" The hierarchical rel ationshi psbetween superior and subordinates within the
organisation;

iii} Thetasksor activitiesassigned to different persons and the departments;
iv) Coordination| d the various tasks and-activities;

v) Asetdf policies, procedures, standards and methodsof evaluationof performance
which are formulated to guide the people and their activities.

The arrangement which isdeliberately planned is theformal structure of
organisation. But the actual operationsand behaviour o people are not dways
governed by theformal structure o relations. Thus the formal arrangement is often
modifiedby social and psychological forcesand isie operating structure providesthe
bassof thie organisation.

6.5.1 Significance of Organisation Structure

The organisation structure contributes to the efficient functioni ngadf orgznisationsin
thefollowing ways.

a) Clear-cut authority relationships: Organisation structure allocatesauthority aid
responsibility. | t specifieswho isto direct whom and who is accountable for what
results. Thestructure hel ps an organi sationmember to know what hisroleisand
how it relatesto other roles.

b) Patiern of communication: Organisationstructure providesthe patterns of
communication and coordination., By grouping activitiesand people, structure
facilitates communication between people centred on their job activities. People
who have joint problems to solve often need to share information.

C) Location of decision centres: Organisation structure determines the |ocation of
centres of decision makingin theorganisation. A departmental store, for instance
may follow astructure that |eavespricing, sales promotion and other matterslargely
up to individual departments to ensure that variousdepartmental conditionsare
considered.

d) Proper balancing: Qrganisation structure createstheproper balanceand emphasisas
on coordination of group activities. Thosemore critical aspect for thesuccessd the
enterprisemay be given higher priority in the organisation. Researchina
pharmaceutical company, for instance, might be singled out for reporting to the
general manager or themanaging director of thecompany. Activitiesof comparable
importance might begiven, roughly equal levelsinthestructure togive them equal
emphasis.

e) Stimulating creativity: Sound organisation structure stimulatescreative thinkingand
initiative among organisational membershy providingwell defined patterns of
authority. Everybody knowstheareawhere hespeciaisesand where hiseffortswill
be appreciated.,

f}) Encouraging growth: An organisation structure providestheframework within
which an enterprisefunctions. If it isflexible, it will helpin meeting challengesand
creating apportunities for growth. A soundorgani sationstructurefacilitatesgrowth
d the enterprise by increasingitscapacity to handleincreased level of activity.

g) Making use of technological improvements: A sound organisation Structurewhichis
adaptable to change can make the best possibleuse of |atest technology. It will
modify the existing pattern of authority—responsibility relationshipsin the wake of
technol ogical improvements.

In short', existenced good organisationstructure is essential for better
management. Properly designed organi sationcan help inimprovingteamwork and
preductivity by providing aframework withinwhich the peopl e can work together
most effectively. Therefore, an organisation structure should be devel oped
according tothe needsof the peoplein the organisation.

 6.5.2 Types of Organisation Structure

Different typesd Organisation structure can be d| i ngwshed onthe bas sof
arrangement of activities. Accor di ngly, three broad types of structurd forms are:



1 Functional, Orgnnising: Basle Caneepts
2 Divisional, and
3 Adaptive

Functional structure: When unitsand sub-unitsof activities arecreated in an
organisation on the basisof functions, it isknown asfunctional structure. Thus, in any
industrial organisation, specialised functions like manufacturing, marketing, finance
and personinel are constitute as separate unitsof the organisation. All activities
connected With each such function are placed in thesameunit. Asthevolume of activity
increases, Sub-units are created at lower levels in each unit and the number of persons
under each manager at variouslevels get added.. Thisresultsin theinterrelated
positionstaking the shape of apyramid. Thefigurebelow showsthefunctional structure
of a medium-size organisation.

Figure 6.2 Functional Structure
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Themain advantage of thefunctional structureof organisationisthat thereisfunctional
specialisation in each unit, which leadsto operational efficiency of people engaged, and
the organisation as a whole derives the benefit d specialised operations. The heads of
the functional unitsarein direct touch with the chief executive who can sort out inter-
functional problems, if any, and aso coordinate theinterrelated functions. The chief
executiveis atso able to bein direct touch with lower level subordinates and thereby
havefull knowledge of thestate of affairsin the organisatiim.

However, while the functional arrangement may be well suited to small and medium
sizeorganisations, itisincapableof handlingthe problemsof an organisation asitgrows
in sizeand complexity. Problemsof sub-units at lower levels do not receive adequate
attention of higher level managerswhile some of the activitiestend to be
over-emphasised.

Functional units become unwieldy and difficult to managewhentherearediversekinds
of activities performed in large number of sub-units. Personal contact between

superiorsand subordinatesbecomesrare, andflow of communicationisslow leadingto
problemsof coordination and control.

w

Figure 6.3 Product Divisionnlisntion
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Figure6.4 Territorial Divisionalisation

Chief Executive

CorporatePlanning Manufacturing Finance Marketing Personnel
and Control
i [ [ |
Eastern Division Western Division Northern Division Southern Division
— 1 1 B = 1

Accounting Personnel  Accounting  Personnel Accounting  Personnel  Accounting Personnel

s S e A o P et

Manufacturing  Marketing Manufacturing Marketing Manufacturing  Marketing  Manufacturing  Marketing

L ]
Divisiond structure: Thedivisional organisation structure ismoresuited to very large
enterprise particularly those which deal in multipleproducts to serve more than one
distinctivemarkets. The organisationis the6 divided into smaller business units which
areentrusted with the businessrelated to different products or different market
territories. Inotherwords, independent divisions(product divisionsor market division)
are created under the overall control o the head office. Each divisional manager is
given autonomy torun dl functionsrelating to the product or market segment or
regional market. Thus, each divisionmay have a number of supporting functions to
undertake.

A divisional structure may consist of two or more product divisionsor market or
territorial divisionsas depicted in the diagrams 6.3 and 6.4.

In adivisional structure each divisioncontributes planned profitsto the organisation,
but otherwise operatesasanindependent business. Thefunctional unitsare headed by
managerswhilethefinal authority vestsin thedivisional manager, who coordinatesand
controlsthe activitiesd thevariousfunctiona unitsin the division. Thetop
management of thearganisation, besides providing funds determines the
organisational goalsand formulatespolicies.

Thedivisional structure ischaracterised by decentralisation o authority. Thusit
enables managers to take decisions promptly and resolveproblems appropriate to the
respectivedivisions. It also provides opportunity to the divisional managersto take
initiativein matterswithintheir jurisdiction. But such astructureinvolvesheavy
financial costsdueto the duplication o supporting functional unitsfor the divisions.
Moreover, it requires adequate number of capable managersto take charged the
respectivedivisionsarid their functional units.

Adaptivestructure: Organisation structuresareoften designedtocopewith the unique

nature of the undertaking and the situation. This type of structureisknown asadaptive

structure. Therearetwo typesin structures.

(i) Project Organisation, and

(iij Matrix Organisation.

1) Project organisation: \When an enterprise undertakes any specialised, time-bound
work involvingone-timeoperationsfor afairly long period, the project organisation
isfound most suitable. In thissituation theexisting organisation createsaspecial
unit so asto engagein aproject work without disturbing itsregular business. This
becomes necessary whereit isnot possibleto cope with the special task or proje~
Withintheexi stingsystem,the project may consistaof devel opinganew project, instaliing
aplant, buildingan officecomplex, etc. A projectorganisationisheaded by aproject
managerin charge, whohol dsa middlemanagement rank and reportsdirectly tothe
chief executive. Other managers and personnel in the project organisation are
drawnfromthefunctional departmentsd the parent organisation. On completion
o the project they return to their parent departments.



The main advantage of such a structural arrangement isthat it leavesregular Organising - Basic Concepts
business-undisturbed. It is exclusively concerned with thetask of completing the

project work on time and in conformity with thestandardsof performancerel evant

toits goal. Thereisbetter management and control over the project activitiesasthe

project manager enjoyshecessary authority andisaloneresponsiblefor the results.

But project organisations may create problems aswell. Functional managers often

resent the exerciseof authority by the project manager inthefunctiona areas and

henceconflict arises. The stability of thefunctional departmentsisdisturbed by

transfer of personnel to project work from time totime. Shifting of personnel from

project to project disruptstheir development in the specialisedfields.

ii) Matrix orgamisation: Thisisanother typeof adaptive structurewhich aimsat
combining the advantages of autonomous project organisational andfunctional
speciaisation. In the matrix organisation structure, there ayefunctional
departmentswith specialised personnel who are deputed towork full timein
different projectssometimesin morethan one project under the overall guidance
and direction of project managers. When a project work is completed, the
individualsattached toit go back to their respective functional department te be
assignedagain'tosomeother project. Thisarrangement isfoundsuitablewherethe
organisationisengaged in contractual project activitiesand there are many projects
to manager, asin a large construction company or engineeringfirm.

Matrix organisation provides aflexible structure ideally suited to therequirements
of changing conditions. It facilitates pooling of specialised and technical personnel
fromdifferent functional departments, whocan be deputed toanumber of projects.
They acquirevaluable experience of handling varied and complex problemsin
project work. Thereisspeedy exchangedf information and decision-making asthey
‘work under the coordinating authority of project managers.

The major drawback of matrix organisationisthat the personnel drawn from
specialised functional departments are subjected to dual authority, that of the
functional heads and the project managers. The principlesof unity of command is
thereby sacrificed. Thisgenerates stresses and strainsin project managenient,
becausethere issimultaneous engagement of the sameindividua inanumber of
projects.

Check Your Progress A

1 Whichdof thefollowingstatements are True and which are False.

i) Theoutcomeof the process of organising isan ‘organisatiun’ consisting of a
group of people working together for the achievement of common goals.

ii) Thechain of command does not indicate the time of communication.

iii) Theformal structure of an organisationisnot affected by social or
psychological forces.

iv) Thedivisiona structuredf organisationischaracterised by decentralisationof
authority.

V) Project organisation isconcerned with time bound one-time operations.

2 Fill in the blanks:

i) Viewedasasystem, an organisation conSitSd .....ccvvvenieiennvaiineiinn. parts
known assub-systems.
ii) Itisthrough the processof organisingthatthe ......c..oooeeeiiiins, and

............................ of peopleare determined.

iii} Thestructure of organisation established hierarchical relations between
................. ve@nd s,

iv) Asthevolume of activity increases, afunctional organisation requires
addition of sub-unitsat ................... units.

v) Thedivisiona structureof organisation ismoresuited t0 ..........ccoeuevennens
enterprises.

6.6 PRINCIPLESOF ORGANISATION

The principlesaof organisation are guidelinesfor planning an efficient organisation
structure. Let usdiscusstheimportant principles of organisation: ,
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11

Unity of objectives. An enterprise strives to accomplish certain objectives. The
organisation and every part o it should be directed towards the attainment of
objectives. Every member of the organisation should befamiliar withitsgoalsand
objectives. Theremust be unity o objectiveso that all effortscan beconcentrated
on theset goals. The principle requires objectivesto be clearly formulated and
well-understood.

Rivision of work and specialisation: The entire work in the organisation should be
divided into various parts so that every individual is confined to the performance
of asinglejob. Thisfacilitatesspecialisation which in turn leads to efficiency and
quality However, each area of specialisation must be] interrelated to the total
integrated system by means of icoordination of all activitiesof al departments.

Definitien d jobs: Every position in the organisation should be clearly defined in
relation to other positionsin the organisation. The duties and responsibilities
assigned to every position and its relationship with other positions should be so
defined that there is no overlapping of functions.

Separationof lineand staff functions: Whenever possible, linefunctionsshould be
separated fromgtaff activities. Linefunctionsarethose which accomplishthemain
objectivesd thecompany. | n many manufacturingcompanies, the manufacturing
and sales departments are considered tn be accoinglishingthe main objectivesof
the businessand so are called the linefunctions. Other functionslike personnel,

plant maiatenance, financingand lega are considered as staff functions.

Chain of command or scalar principle: There must be clear linesof authority
running from the top to the bottom of the organisation. Authority is the right to
decide, direct and coordinate. The organisation structure should facilitate
delegation of authority, Clarity isachieved through delegation by stepsor levels
fromthe top position to the operating level. From the chief executive, aline of
authority may proceed te departmental managers, to supervisors or foremen and
finally toworkers. Thischainof command is aso known asscalar principle of
organisation.

Parity of authority and responsibilityor principleof correspondence: Responsibility
should aiways be coupled with corresponding authority. 'Each subordinate must
have sufficient authority to dischargethe responsibility entrusted to him. This
principle suggeststhat if a plant manager in a multiplant organisation is held
accountablefor dl activitiesin hisplant, he should not be subject to seek orders
from company headquarters for hisday to day activities.

Unity of command: No onein the organisation should report to more than oneline
supervisor. Everyonein the organisation should know to whom hereports and who
reportsto him. Stated simply, everyone should have only one boss. Receiving
directions from several supervisors may result in confusion, chaos, conflictsand
lack of action.

Unity o direction: According to thisprinciple agroup of activitiesthat havea
common goa should be managed by one person. There should be one head and
one plan for acommon objective of different activities. Thisfacilitate smooth
progression towards the achievements of overall organisational goals.

Exception principle: This principle suggeststhat higher level managers should
attend to exceptional mattersonly. All routine decisions should be taken at lower
level, whereas problems involving unusual matters and policy decisionsshould be
referred to higher levels.

Spanof supervision: Theterm'span of supervision” meansthe number of personsa
manager or asupervisor can direct. No manager should be required to supervise
more subordinates than he can effectively manage within the limitsof available
time and ability. Theexact number may vary accordingto thenatureof thejoband
thefrequency or intensity of supervision needed,

Principled balance: There should be proper balance between various partsof the
organisation and no function should be given undue importance at the cost of
others. Balance should be maintained also between centralisation and
deceniralisation, span of supervision and linesof communication, and authority
allocated todepartment and personnel at various levels.



12 Communication: A good communication network isessential to achieve the
objectivesaof an organisation. No doubt theline of authority provideschannels of
communicationdownward and upward, still some blocksin communi cation occur
in many organisation. Theconfidenceof superior in hissubordinatesand two-way
communicationare the factors that unite an organisationinto an effectively
operatingsystem.

13 Flexibility: Theorganisation structureshould beflexibleso thatit can beeasily and
economically adapted to the changesin the nature of businessas well as
technological innovations. Flexibility of organisation structure ensures the ability
to changewith the environment without disrupting the basicdesign.

14 Continuity: Changeisthelaw of nature. Many changestake place outside the
organisation Thesechangesmust bereflectedin theorganisation. For thispurpose
theform of organi sation structure must beabletoservetheenterprise to att: ‘n
itsobjectivesfor along period o time.

6.7 SPAN OCF CONTROL

Theterm'span of control' isalsoknown as'span of supervision' or 'span of authority'.
Smply stated it refersto the number of individua sa manager can effectivelysupervise.
Thus, itisexpected that thespanof control, that is, thenumber of subordinatesdirectly
reportingto asuperior should belimited so asto makesupervisionand control effective.
Thisis because executiveshavelimited time and ability.

It issometimessuggested that the span of control should neither be too wide nor too
narrow. In other words, the number of subordinatesshould not betoolarge or too
small. According to some experts, theideal span isfour at higher levelsand eight to
twelve at iower levels. But the number of subordinates, cannot beeasily determined
because the natureof jobsand capacity of individualsvary from one organisationto
another. Moreover, the actual span of supervision affectsthe organisationin different
ways. A widespanresultsin fewer levelsof supervisionandfacilitatescommunication.
But it permitsonly general supervision dueto the limited avail ability of time. Narrow
span, on theother hand, requires multiplelevelsof supervision and hencelonger timefor
communication. | tismoreexpensiveand complicatesthe processd communication. A,
narrow span, however enables managers to exercise closesupervision and control.

Factor saffectingSpan of Control

Althoughtherearecertain limits tothe spanof control, thetendency inrecent years has
beentoavoid specifyingabsol ute numbersbecauseit hasbeen recognised that theideal
span dependson a number of factors. Somedf the nar e important of thesefactorsare
discussed below:

i) Natureof thework: If thework issimpleand repetitive, thespanof control can be
wider. However, if the work requires closesupervisionthespan of control must be

narrow.
i) Ability of the nanager : Some managersare more capable of supervisinglarge

numbersof people than others. Thusfor a manager who possessesqualities of

| eadership, decision-makingability, and communication skill ingreater degreethe

span of control may be wider.

iti) Efficiency of theorganisation: Organisationswith efficient working systemsand
competent personnel can havelarger span of control.

iv) Staff assistants: \When staff assistantsare employed, contact between supervisors
and subordinates can be reduced and the span broadened.

v) Timeavailablefor supervision: Thespan of control should be narrowed at the
higher level sbecause top managers havelesstime availablefor supervision. They
havetodevotethemajor part of their work timein planning, organising, directing

=atid controlling.

vi) Abilityof the subordinates: Fresh entrantsto jobstakemoredf asupervisor'stime
than trained personswho have acquired experiencein the job. Subordinateswho
havegood judgement, initiative, and asenseof obligationseek lessguidancefrom
thesupervisor.

Organising :,Basic Concepts
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vii) Degreed decentralisation: An executive who personally takes many decisionsis
ableto supervisefewer peopl e than an executivewho merely provides
encouragement and occasional direction.

It should be clear that the size of the span of control isrelated to numerous
variables, and nosinglelimitislikely to apply in al cases. A variety d factorscan
influencethe resulting number d employeescomprising the optimum span of
control inany particular organisation.

Check Your Progress B
1 Fillin the blanks:
i) Thechaind commandisbasedonthe .........c.cociinnniinniins principle
of organisation.
ii) Principle of correspondencesuggests ............cooveevviirininnn.. d authority

and responsibility.
iif) Higher level managers should berequiredtoattend to ...cvvveevvvniiivininnnnns

mattersonly.

iv) Theorganisation structureshould be ........cceuvvivviiiinniiennnnns sothatitcan
be adapted to change.

V) A widespand control resultsin ............occoviiiinnin levelsdf supervision.

2 Whichd thefollowing statements are True and which are Fal se.

i) A narrow spanislessexpensivethan awidespan.

i) Unity d command meansthat amanager must issue the sameinstructionsto
all hissubordinates.

iiiy Personnel functionsare not line, but staff functions.

iv) Theszed thespan o control can be broadened if there are more staff
assistants.

v) -A department with al freshly recruited personnel must have awide span.

»

6.8 ORGANISATION CHART

Anorganisation chart showsadiagrammati crepresentationof impaortant aspectsd an
organisation including the mgjor functionsand their relationships. It isablue print of
company organisation, itsfunctionslinesdf authority andway positions. In other words
it isagraphic portrayal of positionsin theenterprise and of theformal linesof
accountability among them. It providesabird’s eye-view o the relationships between
different departments of divisonsd an enterprise aswell astherelationshipsbetween
the executivesand subordinates at various levels. It enableseach executiveand
employee to understand hisposition in the organisation and to know to whom heis
accountable. Thus, itisobviousthat an organisation chart hasthefollowing
characteristics:

1 Itisadiagrammaticpresentation.

2 ltshowsprincipal linesd authority in the organisatipn.

3 Itshowstheinterplay d variousfunctionsand relationships
4 Itindicatesthechannels d communications.

The organisation chart should not be confused with the organisation structure. An
organisation chari ismerely atype o record showingtheformal organisational
relationshipswhich management intends should prevail. It is, therefore, primarily a
technique Of presentation. It presents diagrammatically thelinesdf authority and
responsibility among differentindividuals and positions. It may beeither apersonnel
chart or functional chart. Personnel organisation. chart depictstherelationship
between positionsheld by different persons. Functional organisation chart depictsthe
functions or activitiesd each unit and sub-unit in the organisation.

Advantagesof Organisation Chart
Following are' theadvantages of an organisationchart:

i) Itisatool of administration whichindicates %ql\c;hical ly totheempl oyeeshow their
positions fit into thetotal organisation and they relateto each other.



i{) Itshowsataglancethelinesaof authority and responsibility.Itisareliable,blueprint' Organising : Basic Concepts

of how the positionsare arranged. Fromit, theindividualscan have a sense of the
limit of their authority, and can seewhotheir associatesare, to whomthey haveto
report, and from whom they are to receiveinstructions.

jii) Itservesasavaluableguidetothenew personnel in understandingthe organisation
structure and the inter relationship betweenits unitsand sub-units.

iv) It providesa framework of personnel classificationand eval uation systems.

v) Itplaysasignificantpart in organisational improvement by reflecting
inconsistenciesand deficiencies.

Withan overview of the total organisation depicted in the chart management may
discover unintended gaps, overlaps, etc., in the distribution of tasksand functions.

Limitations of Organisation Chart

Whiletheorganisation chart isan important tool of management, itsexistence alone
does not ensure effectivenessof organisation becauseof thefollowinglimitations: -

i) Organisation chart showsonly the formal relationshipsand failsto show the
informal rel ationswithin the organisations. I n modern enterprises, informal

relationshipssignificantly effect thefunctioning of organisations.

i) Itshowsthelinesof authority, but itisnot abletoanswer questionslike thedegree
of authority that can beexercised by aparticul ar executive, how far heisresponsible

for hisfunctions, and to what extent he is accountable.

iii) Itintroducesrigidity in the relatiooships. Updating is not possiblewithout
disturbingtheentire set up.

iv) Faulty organisation chart may cause confusion ahd misunderstandingamong the
organisational members. Moreover it givesriseto afeeling of superiority and
inferiority which causesconflictsin the organisation.

v) It doesnot show the relationships which actually exist in the organisation, but
showsonly the 'supposed relationships.

6.9 ORGANISATIONAL MANUAL .

An organisation chart showswho hasauthority over whom, but it does not show the
extent of authority of thedutieseach personin theorgahisation isexpected to perform,
exceptinsofar asdutiesareimplied by job titles. For thisreason, big undertakings
prepare organisation manuals that include job descriptionsand other informationin
addition to the charts. A job description includesfactual statementsdf job contentsin
terms of itsduties and responsibilities. An organisation manual isan authoritative
guide to the organisational members. It consistsof recordsof top management -
decisions, standard practices and procedures and the description of variousjobs. With
suchinformation available inthe manual,employees arenot required to approach their
superiorsfor instruction and guidance, causing interruption of work and resultingin
wastagedf time and.energy of the superior and the subordinates.

6.9.1 Importance of Manuals

A manual can beavaluableaid to management which more than justifiesthe amount
of work and money involved initscompilation. Theavailability of agood manual helps
individualsto determine the responsibilities of their jobsand their relationshipwith
other jobsin theorganisation. Jurisdictional conflictsand overlappingcan beavoided.
The sourcesand degree of authority are also madeclear. Thus, it can help to make
instructions definite and shows how each employeeand hisjaob fits into the total
organisationand how hecan contributetotheachievement of organisational objectives
aswdl asmaintain good rel ationswithother employees. A referencetothemanual can
quickly remove misunderstandings. It relieves managers the necessity of repeating the
sameinformation timeand again. It provides uniformity and consistency of procedures
and practices. |t facilitates training of new employees asit containsin writingthe
established routines and practiceswith respect to the jobs. Since manualsare revised
periodicallyor after every major changes, they serve as effectiverefreshersfor
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employees who have been on the payroll for sometime. Both delegation o authority
and management by exception are promoted by the use of manuals. .

6.9.2 Typesef Manual

Manualsmay be prepared by an organisation with different contents and purposesin
view, suchas, (1) Policy manual, (2)Operationsmanual, (3) Organisation manual,

(4) Rulesand Regulatjonsa manual, and (5)Departmental manual. Theseare discussed
below:

1 Policymanual: Itisprepared tostatethepoliciesof theenterprise. Itisabasicguide .
to action.. Policy manual describes the overall framework within which activities are to
take place and thus reveal s the broad courses of managerial action likely to take place
under certain conditions. It contains decision, resolutions and pronouncements of the

management of the enterprise.

! Operationsmanual; Thepurposedt manual istoinformtheemployeesaf established
methods, procedures and the desired standards of performance of work. It liststhe
authorised steps and suppliments them by the use of diagrams sketches, charts, etc. d
each department and division.

3 Organisation manual: It describes the organisational setup indicating the duties and
responsibilitiesd variousdepartmentsand their r- spective sub-divisions. It isa portrayal
of theformal chain of responsibilitiesand authcritiesamong different personsworking
in theenterprise. Thelevels of authority and responsibility of each executive is
indicatedinthemanual so astoavoid conflicts in the organisation. Promotional charts
may beincluded intheorganisation manual showing the possible promotional avenues
throughout the entire organisation.

4 Rulesandregulationsmanual: This manual providesinformation relating to the
operating rules and employment regulations. | t contains regulations governing hoursof
work, timings, procedurefor taking leave, etc. Itisactually ahandbook of employment
rules. It may also indicate the various benefit plansfor employees including rules
regarding the use o library, cafeteria, recreation club, etc.

5 Departmental manual: This manual includes procedures to be adopted with regard
to departmental work. It givesin detail theinternal policiesand operating rulesd the
department. It shows with the help of charts and diagrarns the inter-departmental
relationships. For instance, thefiling manual contains the organisation of filing
department responsibilitiesof various jobs, relationships between the employees, and
the standard proceduresfor different operations. Similarly, other departments may
also have such manuals.

6.9.3 Advantagesdf Manual

1 It contains procedural rules and regulations and various other information in a
written form. These need not be explainedto the employees time and again.

2 It providesaready referencewith regard to al important decisionsrelating to the
internal organisation of theenterprise.

3 It presentsjurisdictional conflicts by clear indication of thesourcesof authority..

4 1t enables new employees to learn the standard procedures and practicesin the
shortest possible time, They have a clear understanding of the responsibilities of their
jobsand their relationship with other jobs.

5 It enablesquick decisionsasinstructions and policiesarestated in definite terms.

6.9.4 Drawbacksof Manual

1 Small enterprises cannot afford to have amanual becauseits preparationis costly
and a time-consuming process.

2 Manualsmay causerigidity of operationsintheorganisation by putting thestandard
procedures and practicesin writing. It leaveslittle scopefor individual initiative and
discretion.

"~ 3 Manualsmay put on record those rel ationships which no onewotid like to see
© . exposed.



6.10 FORMAL AND INFORMAL ORGANISATIONS

Formal organisationis a planned structure which represents the officially established
pattern of relationshipsamong individuals, groups, sections, units, departmentsand
divisions S0 asto accomplish the goalsof the enterprise. Typicaly, it isrepresented by
a chart and set forth in organisation manuals, position descriptions, and other
formalised documents. Theformal organisation provides a board framework and
delineatescertain prescribed functions and the relationships between them. Formal
organisationmay bedefined asasystem of conscioudycoordinated activitiesof twoor
more personstowards a given objective. Itisagroup working together cooperatively
under authority toward goalsthat mutually benefit the participantsand the
organisation. Moreover, stable and consistent relationships promote order and
facilitate planning and controlling functions. Formal organisation may also bedefined
as (i) the pattern of formal relationships and duties; the organisation charts, job
descriptionsand positions guides; and (ii) formal rules, policies, work proceduresand
similar devices adopted by management to guide employee behaviour in certain ways
within the structure of formal relationships.

Theformal organisation facilitates the determination of objectives and policies.
Communication, delegation o authority, and coordination take place according to a
prescribed pattern. Infact, formal structure restrictsand circumscribesthe area of
operations o individua sworking within an organisation. Informal organisation refers
to relationships between individuals in the organisation based oninterest, personal
attitudes, emotions, prejudices, likes, dislikes, physical location, similarity of work,
etc. Theinformal organisation comesinto existence because of thelimitations of the
formal structure. It represents natural grouping of peoplein working situation. The
birth of smallgroups in an organisation isanatural phenomenon. Theinformal groups
may overlap also because an individual may be a member of more than oneinformal
group in many cases, informal groups cameinto being to support and supplement the
formal organisation indeed, theforinal and informal organisations areinextricably
interlinked. The difference between the two aspects of organisational lifeisonly
analytical and it should not be given undue emphasis.

6.10.1 Difference between Formal and | nfor mal Organisations
Theformal and informal organisations differ fromeach other in thefollowing respects:

1 Origin: Formal organisations are created by conscious managerial decisions. But
informal organisations arise spontaneously within theformal organisation because
of thenatural tendency of theindividualsto associateand interact. Management has
no hand either in the emergence or abolition of informal groups.

2 Purpose Formal organisations are created for realising certain well-defined
objectives. But informal organisations are created by organisational membersfor
their socia and psychological satisfaction.

3 Activities Activitiesin casedf formal organisation aredifferentiated andintegrated
around the objectivesof the enterprise and are formalised into work-unitsor
departmentson a horizontal basis. I n case of informal organisation, thereare no
specific activities. They arisefrom timeto time asaresult of interactions and
sentiments of theindividuals. Informal groups may be based on common v¥#Hies,
language, culture or any other factor.

4 Structure Formal organisation ishierarchical, pyramid shaped in structure with
. well defined positions, roles and superior-subordinated relationships. It involves

enforcement o organisational order through aset of policies, proceduresand rules,
emphasiseson status differentiation based on authority, upward and downward
oriented communication system, etc. On the other hand, informal organisation is
non-hierarchical; it lookslike acoinplicated social network of interpersonal
relationships. Informal organisation isloosely structured, with only unwritten
norms of behaviour enforced by consent. Communication isinformal and multi-
dimensional. Thereare norigid statusdifferentials.

5 Membership: In aformal organisation every individua belongs to onework group
onlyandworksunder onesuperior. Butin casecof aninformal organisation, aperson
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Planning and Organising can beamember of morethan onegroup, accordingto hischoice. Hemay bea
leader in one group and afollower in another. Thereisno rigidity about group
membership.

6 Orientation: In case of formal organisation, values, goals and tasks are dominantly
economic and technical, and they concern productivity, profitability, efficiency,
survival and growth. Butin cased informal organisation values, goal's, and tasksare !
predominantly psycho-social, centred around individual and group satisfaction,
affiliation cohesiveness and friendship.

7 Norms of behaviour: In aformal organisation individualsarerequired to behavein
the prescribed manner in their work situation. They are expected to behaveina
rational manner. Deviations from the standard are dealt with according to the
organisational rules and regulations. Thereisalso a system of rewards and
punishments. But in case dof informal organisation, individual behaviour and group
behaviour influenceeach other. Moreover, behaviour ismore natural and
socialised. Informal groups devel op their own norms of behaviour and system of
rewardsand punishments. Reward taketheformof acontinuousmembership d the
group, social status, recognition etc. While punishmentsincludes censure by the
groups, isolation from thegroup, etc.

6.10.2 Characterigticsof Informal Organisation

In theinformal organisation, authority-responsibility relationship, channels of
communication, pattern of coordination, etc. arenot predetermined. Such as,
organisation operates without any structured set up. Theinformal organisation
interactswith formal organisation quite frequently. It affectsand is affected by the
formal organisation. Following arethe characteristicsd the informal organisation:

1 Authority: Thereisa network of relationshipsin aninformal organisation which
may cut across theformally prescribed pattern of relationships. Aninformal
organisation hasitsown code of conduct, system of communication, and system o
reward and punishment. The authority in an informal organisation ispersonal
rather than positional asin case of formal organisation. Power ininformal
organisationisearned or given by group members, rather than del egated; therefore,
it doesnotfollowtheofficial chain o command. Itismorelikely tocomefrom peers
(equals) than from superiorsin theformal hierarchy; and it may act across
organisational linesinto other departments. It isusually more unstabl ethan formal
authority, sinceit is subject to thesentiments of people. Because of itssubjective
nature, informal organisation cannot be controlled by management, in the way as
formal organisation.

2 Objectives: Groups evolvetheir own goalsreflectingtheir own special interests.
Group membersare dedicated to group goals. Group cohesivenessresultsin the
group acting in aunified manner. This cohesivenessis the result of thedegreeto
which thegroup goal shel p thesatisfaction of individual needs. Therefore, thegroup
objectivesshould berelated to the individual needs d the members o thegroup.

3 Communication: Informal organisation comesinto existence because o the.
deficienciesof theformal channelsd communication. Theformal channel s of
communication may beinadequate and they may beslow. The need for speedier
communication may give birth to informal channels o communication. Informal
communication isvery fast but thegreatest danger isthat it nay giverisetorumours.
Rumours may. prove to be detrimental to theinterestsd the organisation.

4 Leadership: Theinformal group hasitsown leader. Aninformal leader may not be
the superior under whom the group membersare working. Aninformal group
leader performsthefollowingfunctions: (i) hefacilitates consensus among the
group members, (ii) heinitiates action, and (iii) providesalirk with the outside
world. If theformal |eader isableto perform thesefunctions, hemay beaccepted as
aninformal leader also. Workers will goto h mfor their personal problems,
counselling, etc. The important factorswhich determineinformal leadershipare
age, seniority, work location, technical competence, etc. 1t may benoted that
personswho emerge asinformal leaders are perceived by'other group members as
beingthe bestpeople who can satisfy thegoalsof thegroup. The group may havea
number of leadersfor different purposes. For instance, thegroup may have atask
leader whosefunctionistodrivethegrouptowardsitsgoalsand ahuman relations

44



Organising : Basjv Concepts

|eader who hel psin promoting co-operation among the members.

6.10.3 Functionsof Informal Organisation
Informal organisation isa psycho-social system and helpstheorganisation in the

followingways.

1

Filling in gapsin managerial ahilities: |nformal organisation may fill ingapsifany in
the abilitiesof managers. For example, if a manager isweak in planninghis
subordinates may help him informally in such asituation.

Solvingwork problems: Informal organisations helpin solving work problems of
members. It alows sharing knowledge and taking decisions which may affecta

number of jabs.

Better coordination: Informal groupsevolve short cuts and eliminate red-tapism.
They facilitate smooth flow of information and quick decision making. All these
ensure better coordination among various individualsand departments.

Channel of communication: Informal groupsoftenfill upcommunication gapswhich
mightarisein theorganisation. Informal communication cuts acrossthehierarchical
and departmental boundariesand transmits information with greater speed.
Management can use informal channelsto shareinformation with the workers and
get their reaction to management proposal.

Restraintonmanagers:. Informal groupsdo not allow managerstocrossthelimitsof
authority. They resist them from exercising unlimited power and form using their.
power unjudiciously.

Better relations: Amanager can build better relationswith hissubordinates through
informal contacts. H ecan consulttheinformal |eadersand seek their cooperation in

getting the thingsdonefrom the workers.

Normsof behaviour: Informal groups develop certain normsof behaviour which
differentiate between good and bad conduct and between legitimateand ill egitimate

" activities. These bring discipline and order among the employees of the organisation.

Developing future executives: Informal groups recognise talented workers astheir
leaders. Such |eaders can be picked up by the management tofill vacanciesat the
junior executive level in future.

6.10.4 Problemsof Informal Organisation

Informal group have negative aspectstoo. They may create problemsfor the
organisation asoutlined below:

1

Negative attitude of informal leaders: Theinformal leader may turn out to bea
troubleshooter for theorganisation. | n order toincrease hisinfluence, hemay work
against thepoliciesof management, and manipulate the behaviour of hisfollowers.
Thus, hecan beasourceof conflictbetween themanagement and workers. He may
inducethefollowersto-work against theinterests of the organisation. If such a
leader ispromoted to therank of anexecutive, he may proveto bework shirker and
an arrogant and autocratic boss.

Conformity: Theinformal group exerts strong pressure on its membersfor
conformity. The members may become so loyal to their group that following the
groupnorms become apartof theirlife. Thisimpliesthat members becomesubject
to wilful control of the group |eader who may | ead the group toward sdlfish ends.
This may leadtodilation of theeffect of organisational policiesand practicesonthe
group members.

Resistancet o change: Informal groups generally have a tendency to resist change.
Change requires new skills but groups want to maintain status quo. Sometimes,
groups react violently to the changesproposed by management. Thiscreates
obstructions in implementing new ideas and thus organisation's growth.

Rumour; |nformal communication may giverise to rumours which may create
conflict and misunderstanding among the people. Rumour tendsto changeasit
passesfrom person to person. Its general theme may be maintained, but notits
details. Therumour getstwisted and diétortpd alwayswhen it passesfrom one
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'mouth to another. It may originate dueto employee'sanxiety, insecurity and poor
communicationof the organisation. Rumours may provevery dangerousfor the
organisation.

5 Roleconflict: Every member of theinformal group isalsoa member of theforma

organisation. Sometimesrole conflict may arise becausethe ideas, expectation and
requirement of both the organisationmay be opposite to each other. For example
anindividua wantsto follow theformal instructions o his boss, he may be
compelled by theinformal leader to follow informal norms. Thus erganisational
interests are likely tosuffer in case of conflictsbetween formal and informal roles.

Cheeh Your Propiess O

I Which of the following statements BeTrue and which are False.

i) Awx organisation charcindicates the linesof communication aswell astines of
authority,

ii) Bothfoymal andinformal relationships are depictedin the organisation chart

iii) The existence$ organisation manual totally relievesmanagers o their
responsibility d issuing instruciions to subordinates.

iv) The formal organisation iscreated by conscious managerial decision.

v) Informal groups in an orgamisation consist Of members drawn from thesame
department.

2 Fillin the blanks:
i) Organisation manuals enable employeesto quickly learn the standard
................... and.......oiiieeennn,

i) An organisational chart showsthe ..., of authority but not
the .oooovvereas d authority with respect of the variousmanagerial
positions.

iii) Formal arganisation is typicaly reflected in the organisational ................

iv) Informal organisation CULSACIOSS ...o.ocoviiiitivirc e e ad
......................... boundaries.

v) Inaformai organisation every individual belongs toonly one ..........ooeeee.

6.11 LET US SUM UP

Asafunction d management organising refersto the processinvolvingthe
identification and grouping of activitiesto be performed and defining and establishing
theauthority responsibilityrel ationships. Thisenabl espeopl etowork most effectively
together in achievingthe enterprise objectives. The outcome of the organising process
isthe'organisation' consistingdf agroup of peopleworking together for the
achievement of oneor morecommongoals. Thecharacteristicsaf an organisationthus
are: Willingnessof agroup of people to willingly contribute their efforts towardsa
common endeavour, divisond work, common purpose, vertical and horizontal
relationships; chain of command and dynamic functioning. .

An organi sation providestheframework withinwhich co-operativework canbe carried
outwithoutfriction, and people can perform their tasksmoreeffectively. Organisingis
the process by which managersBring order out of chaosand create proper conditions
for effectiveteam-work. An organisation viewed asasystemiscomposed of many inter-
dependent and:interrelated partsknown as sub-systems. Asasocia system,
componentsof an organisation consist of : inputsof human and material resources
alongwithinformation, the processor (also known as'throughput); and output
consistingd goodsand services.

Organisinginvolves. (i) determination d objectives, (2) identificationand groupingof
activities; (3) allotment of duties; (4) devel opingrel ationships. Thestructuredf organisation
referstothe pattern of relationshipsformally established by top-management among
variouspartsor componentsof theorganisation. Three different typesd organisation:
structure can bedistinguished on the basisof arrangement of activitiesasfollows:

1) Functional, 2) Divisional,3) Adaptive.

Principlesof organisationwhich have beenenunciated by management experts, are



guidelines for planning an efficient organisation structure. Theseinclude: (a) unity of
objectives; (b) divisionof work and specialisation, (c) definitiondf jobs; (d) separation

of line and &ff functions; (e) chain of command; (f) principle of correspondence;

() unity of command; (h) exception principle; (i) span of supervision; (j) principle of
balance; (K) communication; (1) flexibility; and (m) continuity.

Span Of control refersto the number of individual sa manager can effectively supervise.
The ideal span depends on a number o factors like nature of work, ability of the
manager, staff assistance, ability of subordinates, etc.

An organisation chart givesa diagrammatic view of the major functions, their
relationships,aswel asthe positionsand formal linesof accountability among them. It
servesasa valuable aid to management and personnel. An organisation manual consists
o recordsof top management decisions, standard practicesand procedures, and job
descriptionsin termsof dutiesand responsibilities.

Formal organisationis a planned structure which represents the officialy established
pattern o relationshipsamong individual groups, sections, units, departments and
divisons. Informal organisation refersto relationship between individualsbased on
their socia and psychol ogical needs.

6.12 KEY WORDS

Chain d Command: Theline of authority running from the top to the bottom of the
organisation.

Departmentation: Grouping of various activities on somewell defined basis.

Formal Organisation: A planned structure which represents the officially established
pattern d relationship among individuals, groups, sections, units,.departments and
divisons.

Informal Organisations: A network d relationship among the participants of an
organi sationwhich arisesspontaneously on thebasis of social and psychological needs.

Organisation Chart: A graphical portrayal of positionsin theenterpriseand of the
formal linesdf accountability among them.

Or'ganisationalManual: A recorded document containing job descriptions and other
informationin addition to the organisation chart.

OrganisationStructure: Theauthority and responsibilityrel ationships between various
positionsin the organisation showing who reports to whom.

Span of Control: The number of subordinates a manager can effectively supervise.
Structure: A framework of relationship among parts.

Systems: An arrangement and set of relationship among multiple partsoperating asa-
whole.

Unity of Command: The principle of every subordinate being under one supervisor.

6.13 ANSWERSTO CHECK YOUR PROGRESS

A) 1) True, ii) False, iii) False, iv) True, v) True
2i) Interrelated, ii) tasks, responsibilitiesiii) superior, subordinates, iv) lower,
V) large.
B) 1i) Scalar,ii) parity, iii) exceptional, iv) flexible, v) fewer.
2i) False, ii) False, iii) True, iv) Truev) False.
C) 11) True, ii) False, iii) False, iv) True, v) False.
2i) Procedures, practices, ii) line, extent, iii) chart, iv) hierarchical, departmental
v) workgroup.
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6.14 TERMINAL QUESTIONS

1

What doyou understand by organising? What aretheimportant principlesd sound
organisation?

Explain the componentsdf organisational system.
Discusstheimportant stepsinvolved inorganisation process.

Under what circumstancesis a divisional structure of organisation superior to the
functional structure? Compare their relative merits.

What do you mean by span of control? Discussfactors affecting span of control

" Organisation chart provides a broad pictureof positionsof authority and their
relationshipsintheorganisation structure' — Explain thisstatement and point out
limitations of organisation chart.

What is meant by organisational manual? What are its uses? What information
should it contain?

'‘Beneath thecloak o formal relationship in every institution there existsa more
complex system of social relationships, calledtheinformal organisation'” . Elucidate
thisstatement and explain the naturedf informal organisation.

Distinguish betweenformal and informal organisation. What should betheattitude
d management towardsinformal organisation?

10 Write noteson:

a) Organisation structure
b)Y Project organisation

Note Thesequestionswill helpyouto understand theunit better. Try towriteanswers

for them. But do not submit your answersto the unive- ssty. These arefor your
practiceonly.




