                                                   Chapter 3

                               Goals of Organizational Design

Overview


_________________________________________________________________

Introduction
This chapter explains why organizational structures are needed—the goals



we want an organizational design to achieve.



____________________________________________________________

Learning Objectives
Without references participants will correctly identify:


At least 3 goals of traditional organizational design


At least 3 goals of modern organizational design


With references participants will explain briefly how an organization’s structure and management processes may be blended to achieve organizational goals.



_______________________________________________________________________
Importance of Goals
Organizational goals are important because they drive subsequent decisions in the application of principles, the selection of patterns of departmentation, and the implementation of design steps.



_______________________________________________________________________

In this Chapter
This chapter includes the following topics.

                                         Topic
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How Goals are Achieved:  Structure vs. Process
       3-5

Identifying the Goals for a Reorganization
       3-6



_______________________________________________________________________

Key Question


_____________________________________________________________________

What are the goals of organizational design?   Write your answers below.

_______________________________________________________________

_______________________________________________________________

_______________________________________________________________

_______________________________________________________________

_______________________________________________________________

_______________________________________________________________

Traditional Design Goals



_________________________________________________________________

Introduction
This map explains the design goals that are found in management texts.



____________________________________________________________

Mintzberg’s Goals
Mintzberg identifies five goals for organizational design:

· To direct supervision


To provide for mutual adjustment

To standardize work processes

To standardize work skills

To standardize work outputs



_______________________________________________________________________

Other Goals
Other writers emphasize the importance of managerial control and communication.  They point out that effective organizational design enables:


performance management


resource allocation, and


implementation of technology.



_________________________________________________________________

Reference
For more information on traditional design goals consult Structure in Fives:  Designing Effective Organizations, by Henry Mintzberg (Englewood Cliffs, NJ: Prentice-Hall, 1993).



_________________________________________________________________

Modern Design Goals



_________________________________________________________________

Introduction
This map explains modern organizational design goals.



____________________________________________________________

Nadler’s Design Goals
David Nadler and his associates argue that organizational design is influenced by one’s view of organizational architecture—the total socio-cultural milieu in which technical design decisions are made.  They identify nine distinct goals of design:


To support business strategy


To support the flow of the work


To enable management control


To provide measurable jobs


To assure internal interdependence


To provide feedback


To assure equilibrium


To support equifinality (more than one solution to a problem)


To enable adaptation



_________________________________________________________________

Reference
For more information read Organizational Architecture by David Nadler, Marc Gerstein, Robert Shaw, and Associates (San Francisco, CA:  Jossey-Bass, 1992).

Read also the later text Competing by Design by David Nadler and Michael Tushman (New York: Oxford University Press, 1997).

_______________________________________________________________​​​​__

A-76 Goals
The goal of developing an MEO is often described as “winning the cost comparison study”.  However, a winning MEO is effective because it achieves other traditional and modern goals mentioned above.  A winning MEO lives within resource constraints but maximizes organizational performance in accordance with the Performance Work Statement.

___________________________________________________________

How Goals Are Achieved:  Structure vs. Process





_________________________________________________________________

Introduction
This map explains the relationship between formal organizational structures and management processes.  



_________________________________________________________________

Support from Structures
Organizational structures can support goals by inhibiting or facilitating communication among stakeholders.

Example #1:  Pyramidal organizations enable vertical communication but discourage horizontal communication.

Example #2:  Flat organizations encourage horizontal communication while also reducing the need for vertical communication.  However, in flatter organizations managers may not have time to interpret voluminous data and make timely management decisions (there are fewer of them!).

Example #3:  At the work unit level, team structures encourage the mutual adjustment described by Mintzberg.  However, work teams must be properly integrated with management teams and executive teams.



_________________________________________________________________

Support from Processes
The organization’s culture, informal structures, management philosophy, reward system, ability to empower employees, reporting system, and other components all work together in demonstrating, reinforcing, or extinguishing organizational behavior.

Example #1:  Cultures and systems that punish open communication distort decision-making and inhibit the collaboration necessary for effective organizational performance.

Example #2:  Management systems and HR policies which reinforce appropriate behavior (such as teamwork, risk-taking, quality improvement) can support the organization’s business strategy.



_________________________________________________________________

Key Point
You can’t talk about organizational structure apart from the management systems within the structure.  Customers and work processes now provide the supervision that used to be provided through formal structures.  Computer networks  provide the information and business results previously available only from managers or staff organizations.  



_________________________________________________________________

Identifying the Goals for a Reorganization



_________________________________________________________________

Introduction
This map describes a procedure for identifying design goals.



____________________________________________________________

Procedure
The steps in identifying reorganization goals are listed below.

      Step
                                     Action

         1
Ask the manager the purpose of the reorganization.

         2
Distinguish between inputs and outputs.  

· Inputs involve changes in manpower spaces, average grade, salary, or other cost factors. 

· Outputs involve improvements in productivity, quality, future capability, customer service, etc.

         3
If the manager states that the purpose is to meet the constraints of reduced input, try to clarify expectations for the output.  

Must productivity and quality improve?  Stay the same?  What happens if they get worse?

Example:  A goal of Army’s Regionalization initiative was downsizing of the HR workforce.  However, in one year customer satisfaction plummeted to less than 40%!  

         4
If the manager states that the purpose of the reorganization is to respond to increased input, try to clarify expectations for the output.  

Must productivity and quality improve?  Stay the same?  

         5
Discuss other business strategies. Ask the manager about:


Implementation of new technology


Implementation of team structures


Centralization or regionalization of mission functions


Deployment of new policies or regulations

         6
Summarize your discussions with the manager.  Summarize both the constraints and the performance goals the organization must meet.



_________________________________________________________________
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