ORGANIZATIONAL STRUCTURE
YOU MUST ANALYZE THE SOCIOTECHNICAL SUBSYSTEM WHENEVER ORGANIZATIONAL CHANGES ARE BEING CONSIDERED.

THE SOCIAL SYSTEM IS REPRESENTED BY THE ORGANIZATION=S PERSONNEL AND THEIR GROUP BEHAVIOR.

THE TECHNICAL SYSTEM INCLUDES THE TECHNOLOGY, MATERIALS, AND MACHINES NECESSARY TO PERFORM THE REQUIRED TASKS.

ORGANIZATIONS CAN BE DEFINED AS GROUPS OF PEOPLE WHO MUST COORDINATE THEIR ACTIVITIES IN ORDER TO MEET ORGANIZATIONAL OBJECTIVES.

THE COORDINATION FUNCTION REQUIRES STRONG COMMUNICATIONS AND A CLEAR UNDERSTANDING OF THE RELATIONSHIPS AND INTERDEPENDENCIES AMONG PEOPLE.

ORGANIZATIONAL STRUCTURES ARE DICTATED BY SUCH FACTORS AS TECHNOLOGY AND ITS RATE OF CHANGE, COMPLEXITY, RESOURCE AVAILABILITY, PRODUCTS AND/OR SERVICES, COMPETITION, AND DECISION-MAKING REQUIREMENTS.

THERE IS NO SUCH THING AS A GOOD OR BAD ORGANIZATIONAL STRUCTURE; THERE ARE ONLY APPROPRIATE OR INAPPROPRIATE ONES.

DEFINITIONS FOR USE IN DISCUSSING ORGANIZATIONAL STRUCTURE:

- AUTHORITY IS THE POWER GRANTED TO

  INDIVIDUALS (POSSIBLY BY THEIR POSITION)

  SO THAT THEY CAN MAKE FINAL DECISIONS

  FOR OTHERS TO FOLLOW.
- RESPONSIBILITY IS THE OBLIGATION INCURRED BY INDIVIDUALS IN THEIR ROLES IN THE FORMAL ORGANIZATION IN ORDER TO EFFECTIVELY PERFORM ASSIGNMENTS.

- ACCOUNTABILITY IS THE STATE OF BEING TOTALLY ANSWERABLE FOR THE SATISFACTORY COMPLETION OF A SPECIFIC ASSIGNMENT. 

ACCOUNTABILITY = AUTHORITY + RESPONSIBILITY
[image: image1.png]FACTORS INFLUENCING SELECTION OF AN ORGANIZATIONAL FORM

¢ PROJECT SIZE

* PROJECT LENGTH

¢ UNIQUE ASPECTS OF THE PROJECT

¢ EXPERIENCE WITH PROJECT MANAGEMENT ORGANIZATION

* PHILOSOPHY AND VISIBILITY OF UPPER-LEVEL
MANAGEMENT

* PROJECT LOCATION

e AVAILABLE RESOURCES





[image: image2.png]The project management approach requires
a departure from the traditional business
organizational form, which is basically
vertical.
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ADVANTAGES OF THE CLASSICAL/TRADITIONAL ORGANIZATION

EASIER BUDGETING AND COST CONTROL
BETTER TECHNICAL CONTROL

* SPECIALISTS CAN BE GROUPED TO SHARE KNOWLEDGE AND
RESPONSIBILITY

e PERSONNEL CAN BE USED ON MANY DIFFERENT PROJECTS

e ALL PROJECTS WILL BENEFIT FROM THE MOST ADVANCED
TECHNOLOGY, (BETTER UTILIZATION OF SCARCE PERSONNEL)

PROVIDES FLEXIBILITY IN THE USE OF MANPOWER
PROVIDES BROAD MANPOWER BASE TO WORK WITH

PROVIDES CONTINUITY IN THE FUNCTIONAL DISCIPLINES, POLICIES,
PROCEDURES AND LINES OF RESPONSIBILITY ARE MORE EASILY DEFINED AND
UNDERSTANDABLE

READILY ADMITS MASS PRODUCTION ACTIVITIES WITHIN ESTABLISHED
SPECIFICATIONS

PROVIDES GOOD CONTROL OVER PERSONNEL SINCE EACH EMPLOYEE HAS
ONE AND ONLY ONE PERSON TO REPORT TO

COMMUNICATION CHANNELS ARE VERTICAL AND WELL ESTABLISHED

QUICK REACTION CAPABILITY EXISTS, BUT MAY BE DEPENDENT UPON THE
PRIORITIES OF THE FUNCTIONAL MANAGERS





[image: image5.png]DISADVANTAGES OF THE TRADITIONAL/CLASSICAL ORGANIZATION

NO ONE INDIVIDUAL IS DIRECTLY RESPONSIBLE FOR THE TOTAL PROJECT
(L.E., NO FORMAL AUTHORITY; COMMITTEE SOLUTIONS)

DOES NOT PROVIDE THE PROJECT-ORIENTED EMPHASIS NECESSARY TO
ACCOMPLISH THE PROJECT TASKS

COORDINATION BECOMES COMPLEX AND ADDITIONAL LEAD TIME IS
REQUIRED FOR APPROVAL OF DECISIONS

DECISIONS NORMALLY FAVOR THE STRONGEST FUNCTIONAL GROUPS
THERE IS NO CUSTOMER FOCAL POINT
RESPONSE TO CUSTOMER NEEDS IS SLOW

DIFFICULTY IN PINPOINTING RESPONSIBILITY; THIS IS THE RESULT OF LITTLE
OR NO DIRECT PROJECT REPORTING, VERY LITTLE PROJECT-ORIENTED
PLANNING AND NO PROJECT AUTHORITY

MOTIVATION AND INNOVATION ARE DECREASED

IDEAS TEND TO BE FUNCTIONALLY ORIENTED WITH LITTLE REGARD FOR ON-
GOING PROJECTS
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[image: image8.png]CAUSES FOR FAILURE OF LINE/STAFF PROJECT MANAGEMENT

e UPPER-LEVEL MANAGEMENT WAS NOT READY TO COPE WITH THE PROBLEMS
ARISING FROM SHARED AUTHORITY

* UPPER-LEVEL MANAGEMENT WAS RELUCTANT TO RELINQUISH ANY OF THEIR
POWER AND AUTHORITY TO PROJECT MANAGERS

* LINE-STAFF PROJECT MANAGERS WHO REPORTED TO A DIVISION HEAD DID

NOT HAVE ANY AUTHORITY OR CONTROL OVER THOSE PORTIONS OF THE

b PROJECT IN OTHER DIVISIONS; i.e. THE PROJECT MANAGER IN THE

ENGINEERING DIVISION COULD NOT DIRECT ACTIVITIES IN THE
MANUFACTURING DIVISION
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ADVANTAGES OF THE PRODUCT ORGANIZATIONAL FORM

PROVIDES COMPLETE LINE AUTHORITY OVER THE PROJECT; (I.E., STRONG
CONTROL THROUGH A SINGLE PROJECT AUTHORITY)

THE PROJECT PARTICIPANTS WORK DIRECTLY FOR THE PROJECT MANAGER.
UNPROFITABLE PRODUCT LINES ARE MORE EASILY IDENTIFIED AND CAN BE
ELIMINATED.

STRONG COMMUNICATIONS CHANNELS

CAN MAINTAIN EXPERTISE ON A GIVEN PROJECT WITHOUT SHARING KEY
PERSONNEL

VERY RAPID REACTION TIME

PERSONNEL DEMONSTRATE LOYALTY TO THE PROJECT; BETTER MORALE
WITH PRODUCT IDENTIFICATION

DEVELOPMENT OF A FOCAL POINT FOR OUT-OF-COMPANY CUSTOMER
RELATIONS

FLEXIBILITY IN DETERMINING TIME (SCHEDULE), COST AND PERFORMANCE
TRADE-OFFS

INTERFACE MANAGEMENT BECOMES EASIER AS UNIT SIZE IS DECREASED

UPPER-LEVEL MANAGEMENT MAINTAINS MORE FREE TIME FOR EXECUTIVE
DECISION - MAKING





[image: image11.png]DISADVANTAGES OF THE PRODUCT ORGANIZATIONAL FORM

COST OF MAINTAINING THIS FORM IN A MULTI-PRODUCT COMPANY WOULD
BE PROHIBITIVE DUE TO DUPLICATION OF EFFORT, FACILITIES AND
PERSONNEL; INEFFICIENT USAGE

THERE EXISTS A TENDENCY TO RETAIN PERSONNEL ON A PROJECT LONG
AFTER THEY ARE NEEDED. UPPER-LEVEL MANAGEMENT MUST BALANCE
WORKLOADS AS PROJECTS START UP AND ARE PHASED OUT.

TECHNOLOGY SUFFERS BECAUSE, WITHOUT STRONG FUNCTIONAL GROUPS,
OUTLOOK OF THE FUTURE TO IMPROVE COMPANY'S CAPABILITIES FOR NEW

PROGRAMS WOULD BE HAMPERED, (l.E., NO PERPETUATION OF TECHNOLOGY).

CONTROL OF FUNCTIONAL (l.E., ORGANIZATIONAL) SPECIALISTS REQUIRES
TOP-LEVEL COORDINATION

LACK OF OPPORTUNITIES FOR TECHNICAL INTERCHANGE BETWEEN
PROJECTS

LACK OF CAREER CONTINUITY AND OPPORTUNITIES FOR PROJECT
PERSONNEL
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3.6 MATRIX ORGANIZATIONAL FORM

The matrix organizational form is an attempt to combine the advantages of the
pure functional structure and the product organizational structure. This form is
ideally suited for companies, such as construction, that are “project-driven.” ﬁ
Figure 3-7 shows a typical matrix structure JEac project manager S di- »
rectly to the vice president MWM

rtanslo?

onr—

Project management is a “coordinative” function, whereas matrix manage-
ment is a collaborative function division of project management. In the coordina-
tive or project organization, work is generally assigned to specific people or units
who “do their own thing.” In the collaborative or matrix organization, informa-
tion sharing may be mandatory, and several people may be required for the same
piece of work. In a project organization, authority for decision making and
direction rests with the project leader, whereas in a matrix it rests with the team.





[image: image14.png]CERTAIN GROUND RULES EXIST FOR MATRIX DEVELOPMENT:

THERE MUST EXIST A PARTICIPANT WHO SPENDS FULL TIME ON THE PROJECT
(i.e., LOYALTY)

THEREMUSTEXISTBOTHAHORIZONTAL AS WELL AS VERTICAL CHANNEL FOR
COMMITMENTS TO BE MADE

THERE MUST BE A QUICK AND EFFECTIVE METHOD FOR CONFLICT
RESOLUTION

THERE MUST EXIST COMMUNICATION CHANNELS AND FREE ACCESS
BETWEEN MANAGERS

ALL MANAGERS MUST HAVE INPUT INTO THE PLANNING PROCESS

BOTH HORIZONTALLY AND VERTICALLY ORIENTED MANAGERS MUST BE
WILLING TO NEGOTIATE FOR RESOURCES

THE HORIZONTAL LINE MUST BE PERMITTED TO OPERATE AS A SEPERATE
ENTITY EXCEPT FOR ADMINISTRATIVE PURPOSES

THESE GROUND RULES SIMPLY STATE SOME OF THE IDEAL
CONDITIONS THAT MATRIX STRUCTURES SHOULD
POSSESS. EACH GROUND RULE BRINGS WITH IT
ADVANTAGES AND DISADVANTAGES.





[image: image15.png]ADVANTAGES OF A PURE MATRIX ORGANIZATIONAL FORM

THE PROJECT MANAGER MAINTAINS MAXIMUM PROJECT CONTROL OVERALL
RESOURCES, INCLUDING COST AND PERSONNEL

POLICIES AND PROCEDURES CAN BE SET UP INDEPENDENTLY FOR EACH
PROJECT PROVIDED THAT THEY DO NOT CONTRADICT COMPANY POLICIES
AND PROCEDURES

THE PROJECT MANAGER HAS THE AUTHORITY TO COMMIT COMPANY
RESOURCES PROVIDED THAT SCHEDULING DOES NOT CAUSE CONFLICTS
WITH OTHER PROJECTS

RAPID RESPONSES ARE POSSIBLE TO CHANGE CONFLICT RESOLUTION AND
PROJECT NEEDS

THE FUNCTIONAL ORGANIZATIONS EXIST PRIMARILY AS SUPPORT FOR THE
PROJECT

EACH PERSON HAS A “HOME” AFTER PROJECT COMPLETION. PEOPLE ARE
MORE SUSCEPTIBLE TO MOTIVATION AND END ITEM IDENTIFICATION. EACH
PERSON CAN BE SHOWN A CAREER PATH

BECAUSE KEY PEOPLE CAN BE SHARED, PROGRAM COST IS MINIMIZED.

PEOPLE CAN WORK ON A VARIETY OF PROBLEMS; (I.E., BETTER PEOPLE CONTROL)

A STRONG TECHNICAL BASE CAN BE DEVELOPED AND MUCH MORE TIME CAN
BE DEVOTED TO COMPLEX PROBLEM-SOLVING. KNOWLEDGE IS AVAILABLE
TO ALL PROJECTS ON AN EQUAL BASIS

CONFLICTS ARE MINIMAL, AND THOSE REQUIRING HIERARCHICAL REFERRAL
ARE MORE EASILY RESOLVED

BETTER BALANCE BETWEEN TIME, COST AND PERFORMANCE





[image: image16.png]DISADVANTAGES OF A PURE MATRIX ORGANIZATIONAL FORM

COMPANY-WIDE, THE ORGANIZATIONAL STRUCTUREISNOT COSTEFFECTIVE
BECAUSE MORE PEOPLE THAN NECESSARY ARE REQUIRED, PRIMARILY
ADMINISTRATIVE

EACH PROJECT ORGANIZATION OPERATES INDEPENDENTLY. CARE MUST BE
TAKEN THAT DUPLICATION OF EFFORTS DOES NOT OCCUR

MORE EFFORT AND TIME IS NEEDED INITIALLY TO DEFINE POLICIES AND
'PROCEDURES

FUNCTIONAL MANAGER MAY BE BIASED ACCORDING TO THEIR OWN SET OF
PRIORITIES

ALTHOUGH RAPID RESPONSE TIME IS POSSIBLE FOR INDIVIDUAL PROBLEM
RESOLUTION, MATRIX RESPONSE TIME IS SLOW, ESPECIALLY ON FAST
MOVING PROJECTS

BALANCE OF POWER BETWEEN FUNCTIONAL AND PROJECT ORGANIZATIONS
MUST BE WATCHED

BALANCE OF TIME, COST AND PERFORMANCE MUST BE MONITORED





[image: image17.png]Figb 2-6. Organizational Structure Influences orn'/Projects;;.,;a,. ,

Organization

. N

Project Type e S = =
Characteristics Weak Matrix Balanced Matrix | - Strong Matrix
Project Manager's . - Low to Moderate High to
Authority Little or None Limited Moderate to High Almost Total
Percent of Performing Virtuall
Organization's Y 0-25% 15-60% 50-95% 85—100%
. None

Personnel Assigned
Full-time to Project Work
Project Manager's Role Part-time Part-time Full-time Full-time Full-time

. Project Project Project Project Project
g:?;:hg::sef:; Role Coordinator/ Coordinator/ Manager/ Manager/ Manager/

] 9 Project Leader Project Leader Project Officer | Program Manager | Program Manager

Project Management Part-time Part-time Part-time Full-time Full-time

‘Uinistrative Staff
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