Organization functions and its culture


Span of control

The number of subordinates responsible for a superior.
Factors that affecting narrower or wilder span of control;

1. Capabilities of subordinate

2. The nature of management work load (more or less managerial work)

3. Geographical dispersion

4. Subordinate’s work (close group? Similar task?)

5. Nature of problem solving.

6. Interaction between subordinate (helping each other?)

7. Supported by senior?

Taller and flatter structure

Scalar chain- The chain of command from the most senior to the most junior.
Taller organization has more managerial level.

Why delayer?  To become flatter…

IT, Employment, Economy and fashion

	Taller structure
	Flatter structure

	Advantages;
	Adv ;

	· Narrow span of control
	· Delegation

	· Decision made by few senior level person
	· Cheap

	· More steps of promotional level
	· Speedy communication

	Disadvantages;
	Disadvantages;

	· Inhibits delegation
	· Let them go

	· Rigid and block
	· Crisis management

	· Long reporting line
	· Loose control

	
	· Reduce mid management


Corporate strategies

Corporate strategy is concerned with what types of business the organization is in;
How an organization approach a particular products market area.

Functional strategy deal with specialized area of activity, e.g. finance, marketing, Human resources.

The Anthony Hierarchy
1. Strategy management;
direction and policy
2. Tactical management;
Set a mean to corporate ends, mobilizing resources.


3. Operational management;
Routine activities to carry out tactical plans.
Functions of Organization

Research and development

· Pure research; not for commercial
· Applied research;
practical and applied
· Development;
to produce new product or process.
· Product research;
create new or develop old
· Process research;
improve process for cost save or more efficient production.
Research and development should be closely related with marketing.

Purchasing; The acquisition of material resources and business services for use by the organization.
1. Quantity;
 EOQ, just in time.
2. Quality,
Quality control, TQM.
3. Price,

Reasonable and not false economy.
4. Delivery,
On time, JIT
Production; Plan, organize, direct and controls the activities to provide products or services and added value to the organization.
Production management decision
	Short term
	Long term

	· - Plant and Equipment utilization
	· QC & Management

	· - Job design and methods
	· Maintenance

	· -Factory location
	· Inventory control

	· -Number of employees
	· Supervise labour


Service; An activity that one party can offer to another that is intangible.
Its production may or may not be tied to a physical products, e.g. health care, hotel service etc…

Nature of service include-
1. Intangibility;
music
2. Inseparability;
Period of time
3. Variability;
no precise STD
4. Ownership;
access to/ right to use service
Implication of service provision;

· Poor service quality on one occasion may lead to widespread distrust of everything the organization does.

· Complexity of service because it is intangible and image
· Pricing is so complex.

· Human resource management is vital to service marketing.

Marketing; marketing is a management process which identified anticipates and satisfied customer needs profitability.
Marketing activities; sale support, marketing communication (brochures), operational marketing (customer relation), Strategic marketing (competitive strategy)
Corporate strategy plan aim to guide the overall strategy esp. external environmental analysis called marketing audit.

Marketing management aim to ensure the company is to promote its products, markets and distribution channel.

Product orientation,

Production orientation

Sale orientation 

Marketing orientation

Marketing Mix
	· Product


	Design, image, brand, Quality etc…

	· Place (distribution channel)


	Outlet, intermediate or direct or logistic

	· Promotion; 1.Advertising

2. Public relation, 3.sale promotion, 4.direct selling.


	Awareness, interest, desire, Action.

	· Price


	Demand elastic,(penetration, or skimming)


Service marketing

1. people

2. process

3. physical evidence

Administration; Administration is mostly carried out by head office.
Centralised
Adv; consistency, security/control, economic of scale, expert.

Disadv, Delay decision, other department may dependent on head office, failure in head office cause all damages.

Finance; short term (working capital) and long term (loan or equity)
Human resource;
1. define Human resource needs

2. finding to fill

3. get better result from employee

4. To achieve organization goal.
Committees
Purpose; 

1. create new idea
2. Communicate
3. participation in problem solving
4. combining abilities
5. coordination

6. Representation
7. Recommend other to follow.
Type;

1. Executive; e.g. BOD

2. Standing; e.g. permanent
3. Ad hoc; for particular task
4. Sub committee; e.g. audit committee
5. Joint committee; e.g. trade union
6. Management committee; lower than supervisor or executive.
Advantages; 

· Consolidation of power and authority.

· Delegate to sub-committee

· Collective representatives for consequence
· Take time to solve problem which require detail investigation.

Disadvantages;

· More men, more time consumption

· Costly in time  and resources

· Delay in decision

· Damage to operation because attend to meeting.

· Dominant person may influence on decision and incorrect decision may make.

· No responsibility so difficult to pin point.

How to use;

· Good chair with good leadership skill.

· Time bounded

· Not too many people

· Balance skill, expertise and experience

· Cost and benefit

· Enough time

The informal organization

Definition; an information organization always exists alongside the formal one because of social relationship, religion, sport and closeness of.
· informal communication networks

· bypass formal channel

· It is a powerful structure with informal leaders as natural leader.

Advantages/benefits
· Employee commitment because of social needs is fulfill.

· Knowledge sharing

· Speedy of communication 

· Repaid respond to change

· More cooperation
Disadvantages/problem
· Grapevine

· Informal work practices may violate safety or quality assurance measure.
Overcome

· Identify individual and group needs, fill them via formal ways e.g. encouragement social interation 

· Utilization of informal organization e.g. use of informal leaders
· Management involvement in informal structure and provide information
Stakeholders, their goals & objectives 

Stakeholders are individuals and group who have an interest in what the organization does. Three types of stakeholders are;

· Internal
- Connected 
-External

	Stakeholders
	Interest
	Response to risk

	Internal
	
	

	Manager/Employee
	Jobs/careers

Money

Promotion/benefit

Job satisfaction

Power
	- Emphasis system goal

- Industrial action
- negative power

- Refusal to relocate

- Resign

	Connected
	
	

	Shareholders
	- Increase wealth
Share price

Dividend

Risk and return
	Selling off share
Buy out management

	Banker
	- Security of lone
- Loan agreement (compliance)
	- refusal credit
- high interest charges

- Receivership

	Supplier/creditor
	Making profit on supply
Prompt payment

Good relationship
	- refuse credit/delivery

- court action

- Withdraw relationship

	Customer
	Goods delivery as promise
On time delivery
	Buy elsewhere 

	External
	
	

	Government
	Job, training, tax, compliance with law
	Tax increase
More regulation

Legal action

	Interest/pressure group
	Pollution
Labour right
	Publicity
Direct action

Pressure on government

	Professional body e.g. ACCA,CIMA, ICPA
	Member ethics
	Impose of ethical STD


Primary stakeholder-
Internal, connected
Secondary stakeholder-
External.
Stakeholders; Power & interest (Mendelow)
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Measuring stakeholder satisfaction

Employee;
staff turnover, pay, benefit, job vacancies.

Government;
Pollution measure, annual return summit on the energy efficiency

Distributors;
Share of joint promotion paid for.

Culture

Culture is the collective programming of the mind which distinguishing the members of one category of people from another. (Hofstede)
The set of share, taken for granted implicit assumptions that a group hold and determines how it perceives, thinks about and reacts to its environment. 

(Edgar Schein)
The way we do things around here. (ACCA)

Organization culture is the collection of traditions, value, policies, beliefs and attitudes that constitute a pervasive context for every thing we do and think in an organization.
(Mullins)
A pattern of beliefs and expectations shared by the organisations’ members and which produce norms which powerfully shape the behaviours of individuals and groups in the organization.

(Schwartz and Davies)
Element of cultures (Schein)
1. Observable behaviour

2. Underlying value and beliefs

3. Hidden assumption

	1. Observable (explicit)
	

	Behaviour
	Norms of personal and interpersonal behaviour; customers and rules about behaviour that are acceptable or unacceptable

	Artifacts
	Concrete expression such as architecture and interior design, office premises, dress code and symbols

	Attitudes
	Patterns of collective behaviours; greeting styles, business formalities social courtesies and ceremonies


2. Value and beliefs (professes culture)
- Slogans and mission statement


Give the behaviour and attitudes their special meaning e.g. design of office space may imply status and honor or reflect the important of privacy within a culture.
3. [Assumptions]


Unconsciously recognized or unquestioned by the culture which programme its ways of thinking and behaving.

Examples of organization cultures

- Beliefs and value-
the customer is always right

- Behaviour-

Dress down Fridays
- Artifacts

- Rituals-

Reward as ceremony who perform good.

Symbols-

Logos

What shape organization culture?

· Founder’s assumption

· Organization history

· Leadership and management style

· Organization Environment
Culture and Structure


	Zeus-         Power culture
	

	Apollo-      Role culture
	

	Athena-     Task culture
	

	Dionysus-  Person culture
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Role culture
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Task culture
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People culture

Anthony’s managerial culture

· Strategic-
Power culture
· Tactical-
Task culture
· Operational-
Role culture
National culture (Hofstede)
1. Power distance

	High (cetralise)
	

	Low(decentralise)
	


2. Uncertainty avoidance

	High
	The work ethic is strong

	Low
	Tolerance of risk, dissent, conflict and derivation from norms


3. Individualism

	High
	Task is more important than relationship

	Low
	Team content


4. Masculinity

	High
	Assertiveness competition, decisiveness

	Low(Feminine)
	Feminine role are dominant


Understanding organisational structure

	by John Ball
	 

	Accountants and accountancy is about communication. But communication is not just sending messages or e-mails, or indeed producing management reports or final accounts. It is about understanding the nature of the communication process, especially for the management of people. If people do not communicate then the accountants work can never succeed. 

Central to the communication process is a fundamental element of management – understanding organisational structure. Everyone knows what an organisation chart is; every accounting practice, factory, shop and office proudly displays such a chart. But what message is it intended to convey?

The organisation chart describes in diagrammatic form the structure of the organisation. It is the skeleton upon which every other activity depends, more importantly; it is the framework which explains the communication pattern, process and the linking mechanisms between the roles. It illustrates to everyone who communicates with whom, how the control system works, who is in control, who has authority and above all, who is responsible. It explains how the organisation is co-ordinated and how individual departments relate. Formal structures are often based on specific tasks and it is how these tasks are allocated and the authority which they carry is explained by the organisational structure. 

A business organisation may be structured in many different ways, depending upon the environment within which it operates. 

Traditionally, the structure – and therefore the communication process – is based upon a hierarchy of individual departments, although more and more organisations now see the product and the market as more fundamental to structure than individual departments. There are always problems with any organisational structure. Traditional organisations based on departments often tend to be bureaucratic and slow in distributing information, whilst organisations which are more aware of the external environment often lack the formality and control of the traditional organisation.

In more formal organisations, especially accounting practices, the organisation chart defines the way that communication and work flows through the organisation. The typical organisation chart assumes a hierarchical structure, reflecting communication flowing downwards from top management to the departments further down the organisation. But of course communication also flows in reverse, instructions received from above have to be acted upon and reported. 

However, in many modern organisations where conventional communication structures either do not exist or are less formal, communication tends to be horizontal, between individuals and departments, rather than the upwards or downward flow assumed by so many to be the normal case. 

 This type of structure is often referred to as the Matrix structure. Its great advantage is that it is cross functional whilst maintaining functions and the commitment and specialisation of individual departments. At the same time it allows adaption to change, encourages commitment to the organisation as a whole, improves communication and perhaps most importantly of all, reduces the need for slow, laborious communication up and down the traditional hierarchical structure. 

Dr John Ball is former examiner for Paper 1.3 
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