2.3 CENTRALISATION AND DECENTRALISATION

Centralisation refers to consolidating decision making in-one coordinating head.
Decentralisation refers to delegation of decision making to subordinate units. Both
centralisation and decentralisation are intended to improve organisational
effectiveness. Theories are of little avail in suggesting which is the proper thing to do
in a given situation, At onc point Ford Motor Company suffered because of
centralisation and General Motors because of decentralisation. 7

If onc were discerning enough, it is possible to identify two basic types of
centralisation and decentralisation.,

a) (,'eogrzfphic/t_errilorial'conccm.r;n.ion (centralisation) or dispersal (decentralisation)
r;'f operation, H‘aH operations arc under one roof or in one geographic region,
Geographic regions could refer to a city (eg. Bombay), State (Maharashtra), country

(India) or continent (Asia). (Figure 1),
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2.4 VERTICAL AND HORIZONTAL STRUCTURES

¥ not necessarily produce better

: . € Spans, it may not be possible to
kccp 9'056 control over subordinates but it provides for decentralisation. individual
Intiative and self-contro). Tall Structures are less favoumb]v viewed in modern
organisation analysis. From 2

tion a behavioural poing of view it is held that self-control is
better than Imposed contro]

« i Thc chIOI‘cc in this regard however rests ultimately on
Mmanagement assumptions about individuals and Eroups in organisations

2.5 MECHANISTIC AND :

Burns and Stalker propose
different conditions. These are called as

agement systems to suit

mechanistijc organic forms. A mechanistic
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m-r v is suitable to changing conditions 1!3h . te to stable conditions while the organic Typology of Organisation
:. 0e "hown in Table 2. contrasting features of both these forms ' it
{ ar .t
Table 2:  Distinctio, '
, : n betw
eeen Mechanistic and Organic System
Mechanistic System
\ the Specialich differentiation of functiona] s — Organic System
4 a asks into which the problems.and tasks facing the COnlnl.)uuvc nature of special knowledge
{ne concern as a whole are broken dowy and cexperience to the common task of the
) concern .
he abstract nature of cach individual tagk b ' ’
. » ’ “ * L PNY . .
/ which is pursued with techniques and purposes ) th"' realistic” nature of the individual task,
S more oF less distinct from those of the Eee which is seen as set by the total situation of
{ Y whole; i.c., the functionarices tend to the concern
-i . oursue the technical improvement of means,
i rather than the accomplishment of the ends of
the concern
! o the reconciliation, for each level in the ) ;
nierarchy, of these distinct performances by ). the adjustment and continual redefinition of
(he immediat ¢ superiors, who are akso, i individual tasks through interaction with
" qura, responsible for seeing that each is Sthery
relevant in his own special part of the maip task
‘precise definition of rights and oblioat:
4) the precise ghts and obligations ; « P
) and technical methods attached to each Dol Sth(.jmg o responsibility” as a limited
tunctinal role field of rights, obligations and methods.
(Problems may not be passed upwards,
downwards or sideways as being someone
' _ else’s rcsPonsibili!y)
¢) the translation of rights and obligations and ; P
) methods into the responsibilities of a functionat ) e preatut e T L (jUcioonce
bositon beyond any technical definition
ierarchic structure of control, authori ' :

) }01:;“ s » authority, and f) anet work structure of control, authority, and
communication. The sanctions which apply to
the individual's conduct in his working role
derive more from presumed community of
interest with the rest of the working
organisation in the survival and growth of the
firm, and less from a contractual relationship
between himself and a nonpersonal
cooperation, represented for him by an
immediate superior

g) areinforcement of the hierarchic structure by, g) omnisience no longer imputed to the head of
the location of knowledge of actualities the concern; knowledge about the technical
exclusively at the top of the hierarchy, where or commercial nature of the here and now
_the final reconciliation of distincf tasks and task may be located anywhere in the network;
assessment of relevance is made this location becoming the adhoc centre of

control authority and communication
h) atendency for interaction between members h) alateral rather than a vertical direction of
of the concern to be vertical, i.e., between communication }hrough the organisation,
superior and subordinate communication between people of different
rank also, resembling consultation rather
s than command
3 £ . 5 ) " . . h- h . ‘
) atendency for operations and working _ ) omaion mdwivce iy »
behaviour to be governed by the instructions i ?mc::i(;::: and decisions
©and decisions issued by superiors e
R . . ) commitment to the concern’s task and to'the
;i D .‘!!mstf:nce b loyalt?' to the conce.rp andf i “technological ethos" of material Progress and
ience to superiors as a condition 0 expansion is more highly valued than loyalty
and obedience
k) importance and prestige atmch‘ed to
greater importance and prestige attached to ) b rﬁintions and expertise valid in the
Internal (local) than to general (cosmopolllﬂn) industrial and technical and commerical
Xnowledge, experience, and skill milicu, external to the firm
-ment of Innovation, Tavistock
061, The Management
L ‘_Based on Tora Burns and G.M. Stalker 1%
ons, London. . ¢ hicr'lfChic“l in the same way as
(4 . v,
served that organic systems are tnztiﬁcd based on expertise. Also, people’s :
stic systems and they remain str s supposed 0 be more in organic than 21 .’

itment to the cause of t

he organisation !
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Understunding Ovganisationsy mechamstie systems. tn an organie form (he hierarchic command gives way 1o
! The (two forms ol systems represent two ends of
The relation of one form (o the other i clagtic
end (mechanistic) 1o the other end

consensus based commitment.,
continuum than being, dichotomous,

and an organisation may ogceilate from one ) e
(organic) as the transition occury in its conditions from relative stability to relative

chanpe,

Scanned with CamScanner



2.7 MATRIX ORGANISATION! |

Matrix organisation structure originated with the United states Aero Space
Programme of-the 1960s and the Aero Space agency’s extraordinary and conflicting

1. This section is based/on Stanley M Dairs and Paul Lawrence, 1977. Mzitrix, Addison Weslev, Reading,
Massachusetts.
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on) and order (for regulation and control), A matrix

organisation employs a multiple command system that includes not only a multiple

command structure, but also related support mechanisms and associated
_ organisational culture and behaviour pattern. A matrix organisation is not desirable
unless (i) the organisation must cope with two or more critical sectors {tunctions,
products, services, areas); (ii) organisational tasks are uncertain, complex and highly
interdependent; and, (iii) there are economies of scale. All three conditions need to

be present simultaneously before a matrix is indicated.

Understanding Organisations needs for system (for innovati

The structure involves the dual chains of command. The system must also opcrate
along two dimensions simultaneously: planning, controlling, appraising and
rewarding, etc., along both functional and product lines at the same time. Morcover.
every organisation has a culture of its own and, for the matrix to succeed the ethos
or spirit of the organisation must be consonant with the new form. Finally. people’s
behaviour, especially those with two bosses and those who share subordinates, must
reflect an understanding and an ability to work within such overlapping boundaries.

The change to a matrix cannot be accomplished by issuing a new organisation chart.
People are brought up, by and large, to think in terms of “‘one person, one boss™
and such habits of mind are not easily changed. People must learn to work
comfortably and effectively in a different way of managing and_organising.

As seen in Figure V each of the three environmental conditions calls for
organisational response, and all of them must be present simultaneously for an
organisation to appropriately adopt and adapt to the matrix. ’

Ideally, the matrix form organisation induces (1) the focusing of undivided human
effort on two (or more) essential organisational tasks simultaneously. (2) the
processing of a great deal of information and the'commitment of organisationto a
balanced reasoned response, and (3) the rapid redeployment of human resources to
various projects, products, services, clients, or markets. Figure VI can help in
clarifying how the matrix induces these behaviours.

Figure V: Example of Matrix Design

General Manager
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Source: This section is based on Stanley M Davi i i
R M anley avis and Paul Lawrence, 1977. Matrix, Addison Wesley,
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a Diamond-shaped organisation rather than the conventional pyramid.
we S€¢ ¢ the diamond rcprcscnps lhc.’samc top man:,gcmcnt symbnl'izcd by the top
The toP amid. The two arms of the diamond :Tymho'hzc the dgul. chain of command.
of the p)’fical case the left arm would array th'c funclnqnal spc.cml'nst groups or what
[n the (hought Of 2 the resource or input side f’f the organisation. The right arm
could be rious products, projects, rparkcls, clients, services, or areas the

s the val set up to provide. This is the output or transaction side of the matrix.
anisa.tlon 1S how many people holding a specialist orientation, either resource or
ding OIrT anisation needs, these groupings can develop several echelons in _
he (:hi practical limits of the span of control of any line manager. At the
to atrix is the two-boss manager. This manager is responsible for the

¢ of a defined package of work. The manager is given agreed-upon

r'l'of.m"“mc rces and performance targets by superiors on the output side, and
ﬂnanc_lal Le;‘::nan and equipment resources from the resource manager. The two
negotia(e ken together, constitute the work package. The manager is responsible
streams, {2 these resources to meet performance targets. To perform, the manager
2 manaﬁllr;ghigh volumes of information, weigh alternatives, make commitments on
s ?a!; the organisation as a whole, and be prepared to be judged by the results.
%?:;o?m of organisation induces the manager to think and behave like a general

org
‘pepen
outpuls !

manager.

Evenin a fully developed matrix organisation, only a relatively small proportion of

the total number of people in the organisation will be directly in the matrix: Whereas.

iddle-level manager may have two bosses, those people reporting beneath that
?n:]x:ggli :::: likely t§ have znly one boss. In an or'ganisation with 50,000 employc.es
only 500-1,500 may be in the matrix; and in one with 500 people, only 50 may be in
‘the matrix. To keep in perspective the proportion of people th?t will be affected f
directly, it may be helpful to envision the diamond of the matrix, perched on top bo
the traditional design of the pyramid. Drawn to _scal.e? proportionate to th.e nu}rlr} .er
of people involved in the matrix, the total organisation chart might look like this:

Figure VI: Matrix Organisation

Typology of Organisation
Structures
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