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Organizational Structure.

Hello, 1 welcome you all in this presentation related to the subject Principles of Industrial
Engineering. And you know that the development of a suitable organizational structure is one
of the very important aspect related with the industrial engineering, wherein we have to see
where the people should be placed, what will be their roles in realizing the goal of the
organization. So, basically organizational structure involves the kind of the identification of

the various functions, groups, divisions, what will be their roles, authorities.

And how the different groups, the different divisions, the different people in the organization
will interact with each other for smooth flow of work, so that the resources of the
organization can be utilized effectively for realizing the goal of the organization. So, if we
see any organization, comprises the 2 aspects, one is the human resource and another is non-

human resource.
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So, any organization will consists of the 2 type of the resources, non-human resource, like the
machines, equipments, the systems and like testing facilities, manufacturing units, reception,
dispatching, delivery etc. So, all those are the non human related aspects. These things will be

done by the human being. So, human is the another important resource, non-human resource



and the human resource. So, when we talk of the human resource, they must be given some

kind of, the human resource will have certain kind of the, the jobs to be done.

These we can say as kind of the functions. And what exactly their role will be, what will be
their authority, what will be their responsibility in completing that job or the function, that
has to be identified with the great clarity So, that there is no conflict with other human
resource who are there in the organization. And for effective and smooth flow of the work, it
is important that there is a proper coordination between the various, the functions various

groups which are there in the organization for a smooth flow of the work.
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So, if we see here a group of people who coordinate their activities to meet the objectives of
the organization, this is basically about the human resource. The people who are coordinating
their activities to meet the objectives of the organization, which is involving these 2 aspects.
So, who will be given what responsibility, how they will cooperate and coordinate with each
other, so that that the different divisions and the functions can work effectively to realize the

goal of the organization, to set this we need a proper organizational structure.
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So, as far as this one is concerned, we have given, say the responsibility to the human being,
like grouping of functions or divisions. Like there are n number of the persons involved in the
same type of the job. The number of people doing similar kind of the jobs, like all those
involved in marketing, all those involved in the sales, all those involved in the production or
the manufacturing, all those involved in the design of the product, those involved in the

maintenance.

So, these are the different functions they specialize in their own field they do. So, in each of
the function there may be number of persons who will be working. If we see these functions,
functions means involving, functions means they are having those who are doing a particular
kind of the task. And this we can say division means, the way or the basis the basis or the

way by which these have been grouped.

These are the different kind of activities which are being done and accordingly they are
grouped in different division. So, in a function basically, in the function basically, function is
a collection of the people during the similar, doing the similar kind of the tasks, while
division is a way or the basis of grouping of the functions. So, this is, this grouping of the

function is one aspect.
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Then another aspect is the kind of the role and the responsibilities or the kind of the authority
which is given to the individual position, so that they can do the job which is expected. So, it
is very important whatever authority and the responsibility is associated with the particular
position that allows him to do the job which is expected. There has to be a clarity with regard
to the authority, responsibility and the kind of the obligation which comes on account of these

things. So, that is what is called accountability.

It is important to understand these 3 terms which will be associated with the particular
position for doing a particular job in a function or in a division. For facilitating the smooth
flow of information, smooth flow of the work, it is important that whatever different
functions are there, they coordinate and cooperate with each other, so that work is done in

most efficient and effective manner.
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The third aspect related with the organizational structures is about the coordination. For
coordination whatever different functions are there like marketing, sales, manufacturing or
industrial engineering, maintenance engineering, quality control, all these will have to
cooperate and coordinate with each other for smooth flow of work. So, that all the resources
available with the organization are efficiently and effectively used. For coordination it is

important that they communicate with each other.
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So, coordination means efforts of the people working in an organization need to be
coordinated for realizing the goal of the organization as | have said. So, this kind of the

coordination is required between the different functions and divisions for a smooth flow of



work and information. So, for coordination it is important that they communicate with each
other, communication is very crucial. So, the communication channels need to be established
across the functions and divisions, so that they facilitate the smooth flow of the work from

one function to the another.

In order to avoid any conflict, it is important that there is a clarity in roles, the relationship
with each other, their interdependency of the different functions or the different positions. So,
which are there either within a particular function or division or across the functions and
divisions. If there is a clarity in role, the relationship with each other and the
interdependency, if that is there, then the possibility for conflict between them will be
reduced.
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We need to understand what these things are. So, as | have said, purpose of establishing an
organizational structure is to grouping the tasks, functions and divisions so that there are
distinct competencies to pursue the goals of the organization, identifying the roles and
responsibilities while giving the authority to do the different jobs to the functions and
divisions and to develop the suitable coordinating mechanism, so that the work flow of the

work across the functions and divisions is smooth.

And the coordination becomes extremely crucial with the increase or the growth of the
organization with the increasing complexity of the organization, increasing integration of the

technology within the organization, coordination becomes extremely critical. So, to have the



clarity with regard to the roles, authorities and responsibilities, it is important that we

understand the meaning of these 3 aspects: authority, responsibility and accountability.
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So, authority means the power granted to the individual position so that it can take decisions
for others to follow. Like I can take decision, what is good for the organization in a current
situation, so that can be implemented. And the responsibility is about the obligation
associated with an individual position to perform the assigned the role, perform the role

which has been assigned.

So, it is an obligation to do the job, while authority is the power granted to the position, so
that it can take decision. That that person that position, the person sitting in that position can
take suitable decision in light of the objectives and the goals of the organization. So, then
next is the accountability. Accountability means state of being answerable for satisfactory

completion of the job, which is to be done by the particular position.

So, someone will be responsible to do the job and the job is done properly as per the
requirement that is about the accountability. So, is about the power granted to the position to
take the decisions, responsibility is about the obligation associated with the position to do the

job and accountability is the state of being answerable for satisfactory completion of the job.
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It is possible that the decision in all the matters may not be taken by the individual position,

like the people at the top in the management may not be taking all the decisions. Sometimes
they delegate the power to the lower positions, to the subordinates, so they can take the
decisions on their behalf. Means authority to take the decisions is delegated to the

subordinates.

So, the decisions are taken not necessarily only at the top level but also at the middle and
lower levels at as per the kind of the organizational structure which is being developed. So,
authority and the responsibilities can be delegated to the lower levels in the hierarchy. But
still the accountability lies with the position which is delegating it to the lower levels. So,
however the accountability still rests with the individual position, delegating the authority

and responsibility.

Non-clarity in above 3 frequently causes the conflicts. Sometimes by giving the responsibility
people say that now he is accountable for that, which is not true, there has to be authority and
responsibility to do the job. And if it is not done, then one can be fixed with the
accountability to do the job. Just by giving the responsibility, only having the responsibility is
may not lead to this situation. So, non-clarity in above 3 frequently leads to the conflicts. Lot
of efforts are needed for establishing the good interface relationship between the managers

and executives.
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What is important here is that there are different functions and divisions. There has to be a
clarity with regard to the authority, responsibility, accountability and the kind of delegation
which is there off the powers to take the decisions. So, it takes a lot of efforts for establishing
this kind of the clarity among the different layers of the organization, especially across the
functions it is difficult. And if that clarity does not exist, then it can lead to a number of

conflicts.
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Now, we will see that how the tasks are assigned and how authorities are, authority and
responsibilities are distributed. So, allocation of the authority and the responsibility. So, now
under this the first thing is the span of control. Like there is a possibility, there is a one



manager and giving the directions to the 3 executives, E1, E2, E3. So, all these are the
subordinates reporting to this manager. Now, this can and there can be other supporting staff
with each of the executives like this, there can be the 10 workers reporting to the each of the

executives.

So, here this is one layer this is another layer. So, how many people are reporting to their
boss, that defines the span of the control. There can be, the different kind of the
arrangements, basically it is about that number of subordinates reporting to a manager or boss

that will be defining the span of the control.
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It can be so, accordingly it can be a flat type of the organizational structure where very few
layers of the organizational structure present. And in that case, very few layers means it is
more flat kind and the span of control is narrow, span of the control is narrow. So, then the
span of the control in case of the flat structure is very wide, like there is one manager and

large number of the executives under whom so many supervisors like E8 executives.

And then under each of the executive, so many supervisors are working for facilitating the
smooth flow of the work like this. So, here we may have very few layers like, now each
supervisor is looking after the 8 workers W1, W2, so here if we see W8. So, here there are
just 3 layers and if you see the current number of people who are reporting to their immediate
boss, those are many. So, in this situation we say that span of control is very wide and very

few layers exist in this case.
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While in the another case that is called it tall structure, tall organizational structure, in case of
the tall organizational structure which is called hierarchy structure also, we have many layers
of organizational structure and the span of control is very narrow. Which means there is like a
president, then there is 2 general managers, then there are 3 managers under each, like this.
So, there are large number of the 2 managers you can say under the each General Manager
and then under each manager there are 2 executives, so like this. So, there can be so many
layers and in this case only the 2 subordinates are reporting to their immediate boss for
smooth flow of the work.
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So, if we see these 2 types of the structures, in case of the tall structures, in case of the tall
structures, there are so many layers and when information flows from the. So, due to the
increased number of layers, where decisions are taken, most of the decisions are taken at the
top, top decisions and these will be flowing down to the lower levels through number of
layers. In this process, information flowing down is distorted.

And many times people or the workers at the lower level do not know what they are doing,
why they are doing. So, the motivational motivation level is also low. And because of the
presence of so many layers, coordination between the layers is also difficult, especially across

the divisions and the functions.
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On the other hand, if we see flat structure where there are very few layers and decisions are
taken even at the, decisions are taking even at the lower levels, the people feel accountable
for the things which are going on, they are better motivated and in this case they find very
authorized to deal with the situations. So, these are the kind of he features of the flat
structures. Now, we will see how with the size of the organization, the number of layers

change.
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So, one typical diagram is like this. If an organization 1000 number of persons are there,
about 1000, 2000, 3000, 4000. So, number of layers 4, 6, 8. So, 4... 8 so it goes in somewhat
like this, we have number of layers. So, of course, with the increase in the number of persons

in the organization, we need to have the more number of the layers.
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Now, in these organizations, how the decisions are taken and how they are structures,
structured. So, if we see authority pattern in the organization is of the 2 types, one,
centralized structure. In the centralized structure most of the decisions are taken at top. In a
way it is good that these decisions are taken in light of the objectives. So, decisions taken in

light of the objectives of the organization.



On the other hand, these also find easy coordination because the decisions are being taken at
the top. On the other hand in a decentralized structure, in the decentralized structure, in this
case as it shows the decisions taken at lower levels. One, it reduces the number of managers
needed to deal with the things, it also reduces, because the things are delegated at the lower

levels, it reduces the over loading of information with a particular position.

And when the decisions are taken at the lower levels the subordinates or the people working
at the lower levels feel motivated and accountable, both. So, these are the features related
with the centralized structure and decentralized structures. Now, | will summarize this

presentation.

In this presentation basically | have talked about what constitutes to the organizational
structure and how the different grouping of the tasks is done and how the authority and
responsibility is given and what is the importance of the coordination between the different
groups and the functions of the organization and what is the kind of the authority pattern exist

in the different types of the organization. Thank you for your attention.



