                                             Chapter 5




Patterns of Departmentation

Overview



_________________________________________________________________

Introduction
This chapter describes typical patterns of departmentation.



____________________________________________________________

Learning Objectives
Without using references participants will briefly explain at least 4 typical patterns of departmentation


With references participants will explain briefly at least 3 steps in selecting an appropriate pattern of departmentation.



____________________________________________________________

Importance of Patterns
Patterns of departmentation provide the structure for grouping organizational resources and assigning work.  They influence organizational performance and management-employee behavior.



____________________________________________________________

In this Chapter  This chapter includes the following topics.
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_________________________________________________________________

Reference
For more information read A Practical Guide to Organization Design by Margaret Davis and David Weckler (Menlo Park, CA:  Crisp, 1996), or

Competing by Design by David Nadler and Michael Tushman (New York: Oxford University Press, 1997).



____________________________________________________________

 Key Question



____________________________________________________________



Based on your experience, what are the typical patterns for organizing 

                        work in the Federal Government?  Write your responses below.



____________________________________________________________



____________________________________________________________



____________________________________________________________



____________________________________________________________



____________________________________________________________



____________________________________________________________



____________________________________________________________

Typical Patterns of Departmentation



_________________________________________________________________

Introduction
This map lists ways of dividing up work through organizational structure.



____________________________________________________________

Description
The typical patterns of departmentation are described below using 

                        categories suggested by David Nadler and Michael Tushman.

Category
Organizing Pattern 
Description

Activity
Functional
Typical bureaucratic pattern found at many organizational levels in government.


Process
Crosses functional lines to fabricate a product or deliver a service.


Time (Shift)
Used when work goes beyond normal hours or a 5-day week, such as to cover global time zones.


Knowledge/discipline
Common in medicine, law, education, and research and development.

Output
Product
Organizing around an end-item, as in manufacturing.


Service
Organizing around a service, as in consulting firms.


Project
Used in logistical organizations and some matrix structures.

User/Customer
Market Segment
The universe of customers is supported by different units. Phone companies have both residential and business market segments.


Customer Need
The customer requirement rather than the customer drives the structure.


Geography
Country, regional or local field offices are examples.

Mutifocused
Matrix
Overlay of two or more patterns, like functional and customer.       


Front-back, Front-middle-back
A front or customer-oriented unit is supported by middle or back-end units that develop products and services.  DOD’s regionalized HR offices represent this pattern.



____________________________________________________________

Activity Patterns



____________________________________________________________

Introduction
This map describes four ways of organizing work by activity.

___________________________________________________________

Four Patterns
The four types of activity patterns of departmentation are listed below.

Category
Organizing Pattern 
Examples

Activity
Functional
In a personnel office:

· Classification

· Staffing

· Employee Development


Process
In a social services office:

· Claims process

· Customer complaint process

· Internal administration process


Time (Shift)
At a maintenance facility:

· Day shift

· Swing shift

· Tuesday-Saturday shift


Knowledge/discipline
In a training organization, work assignments according to subject matter:

· Acquisition/Contracting

· Management

· Statistics/Quantitative Methods



____________________________________________________________

In this Section  This section includes the following topics.

Topic
See Page

Functional
5

Process
6

Knowledge
7

Time
9

____________________________________________________________

Functional 



_________________________________________________________________

Introduction
This map explains the functional or bureaucratic pattern.



____________________________________________________________

Characteristics  The characteristics of the functional pattern are described below.
     Characteristic
                         Description

Division of labor
Separate functions are assigned to separate organizational elements, such as:

· finance
· personnel
· supply, or
· manufacturing.

Hierarchy
Levels of structure are subdivided.  For example:

· directorate

· division

· branch

· section, and

· unit.

Unity of command
Clear command, control, and reporting relationships, which follow the hierarchy and division of labor. 

Specialization
Each functional element specializes and achieves excellence in its own work.

Career ladders
Hierarchy provides potential progression from worker to supervisor to manager to executive.

Communication
Vertical communication is emphasized and lateral communication is discouraged.  Official communication processes are formal.

Assignment of responsibility
Responsibility is fragmented by function, necessitating extensive coordination (processing delays) before actions or decisions are completed.



____________________________________________________________

Illustration
The diagram below illustrates the functional pattern.

                                                       Civilian Personnel Office
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_________________________________________________________________

Process 



_________________________________________________________________

Introduction
This map describes the process pattern of departmentation.



___________________________________________________________

Characteristics  The characteristics of the process pattern are described below.

   Characteristic
                        Description

Cross-functional
Core processes cross-functional boundaries so that a complete product or service can be delivered.

Hierarchy
Process patterns emphasize lateral or horizontal communication and work flow.  They reduce vertical hierarchy.

Specialization
Process patterns can utilize both specialized and multi-functional employees, depending upon how process steps are grouped into jobs (see job design principles in Chapter 6).

Boundaries
Process patterns have clear boundaries at the beginning and end of each process.  Sub-processes are nested within major processes.



_________________________________________________________________

Disadvantages  The process pattern is so different from the functional pattern that it 


requires major investment of time, money, and manpower resources to 

                        restructure and transform the organization.



____________________________________________________________

Advantages
The process pattern enables dramatic increases in cycle time, product

quality, customer service, and cost efficiency.  This is because the process pattern eliminates unnecessary steps and encourages horizontal communication.  It is most effective when performance measures are clear.



_________________________________________________________________

Illustration
The diagram below illustrates the process pattern.
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____________________________________________________________
Knowledge

__________________________________________________________

Introduction
This map explains the knowledge, discipline, or skills pattern.

__________________________________________________________

Characteristics
The knowledge pattern groups work assignments to employees or operating units according to the subject matter or skills involved.  

This pattern has characteristics similar to the functional pattern, as shown in the table below.

Characteristic
                         Description

Division of labor
Separate functions are assigned to separate employees or organizational elements, such as:

· contract law
· labor law
· torts
in a legal firm.



Hierarchy
Levels of structure are subdivided.  For example:

· college

· department

· course

in a university.

Unity of command
Clear command, control, and reporting relationships, which follow the hierarchy and division of labor. 

Specialization
Each functional element specializes and achieves excellence in its own work.

Career ladders
Hierarchy provides potential progression from professional to department chair/supervisor and possibly managing partner or executive.

Communication
Vertical communication is emphasized and lateral communication is discouraged.  Official communication processes are formal.

Assignment of responsibility
Responsibility is fragmented by subject matter, necessitating extensive coordination (processing delays) before actions or decisions are completed.

 _____________________________________________

                                                           continued on the next page

Knowledge, continued
_____________________________________________________

Disadvantages
The knowledge pattern has the disadvantage of weak lateral communication among departments or professional employees.  For example, if a customer has a multi-disciplinary requirement, which department or employee should respond?  How can multiple disciplines coordinate for effective delivery of a product or service?

A second disadvantage is potentially long cycle time because of the need for lateral communication mentioned above.  

___________________________________________________________



Advantages
The knowledge pattern has the advantage of helping the broader organization develop new products, services, skills, or other discoveries.  It aids in the development of enhanced core competencies.

The knowledge pattern is most effective when the products or services required by customers are not multidisciplinary—when a single subject matter expert can offer the appropriate solution.

___________________________________________________________



Illustration
The diagram below illustrates the knowledge pattern.
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____________________________________________________________
Time



_____________________________________________

Introduction
This map explains the time or shift pattern of organizing.

__________________________________________________________

Characteristics
Characteristics of a time or shift pattern are listed in the table below.



Characteristic
                         Description

Division of labor
Work shifts can be used in combination with other patterns of departmentation, such as the functional, knowledge, product, process, or customer patterns. 

Note: The division of labor and other characteristics will depend upon which secondary pattern of organizing is used.

Hierarchy
Levels of authority may be established.  For example:

· employee

· work leader

· shift supervisor

· department supervisor



Unity of command
Clear command, control, and reporting relationships, which follow the hierarchy and division of labor. 

Specialization
Each employee may specialize and achieve excellence in its own work for the assigned shift.

Career ladders
Hierarchy provides potential progression from employee to leader or supervisor.

Communication
Vertical communication is emphasized and lateral communication may be discouraged.  Official communication processes are formal.

Assignment of responsibility
Responsibility is fragmented by shift, necessitating coordination (possible delays) if the product or service being delivered involves more than one shift.

                                                                Continued on the next page



Time, continued
_____________________________________________

Disadvantages
The time or shift pattern has the disadvantage of weak lateral communication across shifts.  For example, if a customer has a requirement that extends from one shift into the next, how is inter-shift coordination accomplished?  

Other disadvantages depend upon the secondary patterns of organizing which may be used (e.g., functional, knowledge, customer, product).   However, premium pay is usually required for night or weekend shifts, thereby increasing personnel costs.

___________________________________________________________



Advantages
The time or shift pattern has the advantage of utilizing facilities more efficiently—two or more shifts can perform work with the same building, tools, or equipment.  This can create certain economies of scale.

The time or shift pattern is most effective when products or services must be developed or delivered immediately and direct customer communication is necessary.

___________________________________________________________



Illustration
The diagram below illustrates the time/shift pattern.
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____________________________________________________________
Output Patterns

Introduction
This map lists the output patterns of organizing.

___________________________________________________________

Three Patterns
Three output patterns are described below.

Category
Organizing Pattern 
Description

Output
Product
Organizing around an end-item, as in manufacturing.


Service
Organizing around a service, as in consulting firms.


Project
Used in logistical organizations and some matrix structures.

______________________________________________

In this Section  This section includes the following topics.

Topic
See Page

Product
12

Service
14

Project
16

_____________________________________________________

Product 



_________________________________________________________________

Introduction
This map describes the product pattern of departmentation.



____________________________________________________________

Characteristics The characteristics of the product pattern are described below.
  Characteristic
                           Description

Cross-functional
To facilitate coordination and lateral communication representatives from all of the functions needed to design or fabricate a product are grouped together.

Decentralized
Each product line has authority to make appropriate decisions and satisfy customers.

Duplication
There is some duplication of effort across product lines due to the above characteristics.  Sometimes product lines share a few central resources.

Specialization
Some product organizations repeat the specialization found in the functional pattern, although on a smaller scale.  Other product organizations groom workers and managers to become multi-function generalists.



_________________________________________________________________

Disadvantages
The product pattern has the disadvantage of some duplication of effort and loss of economies of scale.



_________________________________________________________________

Advantages
The product pattern has the potential advantage of improving cycle time, product quality, and customer satisfaction.  It can also lead to job enlargement or job enrichment for workers who become “generalists”.



_________________________________________________________________

                                                                                                              Continued on the next page

Product (continued)



_________________________________________________________________

Illustration
The diagram below illustrates the product pattern. 

                        
[image: image5.wmf]Maintenance Division

All three weapon system organizations contain the functional elements they

require

Weapon System A

Engineering

Quality

Marketing

Manufacturing

Weapon System B

Weapon System C

Division Chief




____________________________________________________________

Service

______________________________________________

Introduction
This map explains service pattern of organizing.

___________________________________________________________

Characteristics The characteristics of the service pattern are described below.
  Characteristic
                           Description

Cross-functional
To facilitate coordination and lateral communication representatives from all of the functions needed to design or deliver a service are grouped together.

Decentralized
Each service line has authority to make appropriate decisions and satisfy customers.

Duplication
There is some duplication of effort across service lines due to the above characteristics.  Sometimes service lines share a few central resources.

Specialization
Some service organizations repeat the specialization found in the functional pattern, although on a smaller scale.  Other service organizations groom workers and managers to become multi-skilled generalists.



_________________________________________________________________

Disadvantages
The service pattern has the disadvantage of some duplication of effort and loss of economies of scale.



_________________________________________________________________

Advantages
The service pattern has the potential advantage of improving cycle time, quality, and customer satisfaction.  It can also lead to job enlargement or job enrichment for workers who become multi-skilled case managers.



_________________________________________________________________

                                                                                                              Continued on the next page

Service (continued)



_________________________________________________________________

Illustration
The diagram below illustrates the services pattern. 
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____________________________________________________________

Project



________________________________________________________________

Introduction
This map explains the project pattern of organizing.

___________________________________________________________

Characteristics
The characteristics of the project pattern are described below.

    Characteristic
                          Description

Cross-functional
To facilitate coordination and lateral communication representatives from all of the functions needed to support a project are grouped together.

Decentralized
Each project team has authority to make decisions needed to serve the customer.

Duplication
There is some duplication of effort across project organizations due to the above characteristics.

Specialization
Some project organizations repeat the specialization found in the functional pattern.  Others adopt an interdisciplinary or generalist approach in assignment work to project members.



_________________________________________________________________

Disadvantages
The project pattern has the disadvantage of some logistical and coordination problems when team members are assigned to more than one project team, or when team members have more than one boss (e.g., as in a matrixed organization).  Also, multiple project teams may be in competition for a limited amount of organizational resources (funding, equipment, supplies, etc.).



_________________________________________________________________

Advantages
The project pattern improves customer satisfaction and product quality by focusing attention and resources on project completion.  This pattern can also lead to employee satisfaction through job enlargement, job enrichment, and line-of-sight because traditional organizational boundaries are broken down.   Also, the project pattern is flexible and can allow an organization to respond quickly to changing customer requirements.



_________________________________________________________________

                                                                                                             Continued on the next page 

Project, continued


________________________________________________________________

Illustration
The diagram below illustrates the project pattern. 
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_________________________________________________________________

User/Customer Patterns



____________________________________________________________

Introduction
This map explains the user/customer patterns of organizing.

___________________________________________________________

Three Patterns
Three customer patterns of organizing are described in the table below.

Category
Organizing Pattern 
Description

User or Customer
Market Segment
The universe of customers is supported by different units. Phone companies have both residential and business market segments.


Customer Need
The customer requirement rather than the customer drives the structure.


Geographic
Country, regional or local field offices are examples.

____________________________________________________________


In this Section  This section includes the following topics.

Topic
See Page

Market Segment
19

Customer Need
20

Geographic
21

____________________________________________________________


Market Segment

____________________________________________________________

Introduction
This map explains the market pattern of organizing.

___________________________________________________________




Characteristics  The characteristics of the market pattern are described below.

    Characteristic
                          Description

Cross-functional
To facilitate coordination and lateral communication representatives from all of the functions needed to serve a market segment are grouped together.

Decentralized
Each market unit has authority to make decisions needed to serve the customer.

Duplication
There is some duplication of effort across units organizations due to the above characteristics.

Specialization
Some market segment organizations repeat the specialization found in the functional pattern.  Others adopt a case management or generalist approach.



_________________________________________________________________

Disadvantages
The market pattern has the disadvantage of some duplication of effort and loss of economies of scale.  This is because facilities, personnel, equipment, and other resources are to some extent replicated for each market segment.



_________________________________________________________________

Advantages
The market pattern improves customer satisfaction and integrates other functions.  It may also lead to economies in advertising (marketing), distribution, or customer service.  



_________________________________________________________________

Illustration
The diagram below illustrates the market pattern. 
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_________________________________________________________________

Customer Need 



____________________________________________________________

Introduction
This map describes the customer need pattern of departmentation.



____________________________________________________________

Characteristics  The characteristics of the customer need pattern are described below.

    Characteristic
                          Description

Cross-functional
To facilitate coordination and lateral communication representatives from all of the functions needed to serve a customer need are grouped together.

Decentralized
Each unit has authority to make decisions needed to the customer need.

Duplication
There is some duplication of effort across customer organizations due to the above characteristics.

Specialization
Some customer organizations repeat the specialization found in the functional pattern.  Others adopt a multi-skilled approach.



_________________________________________________________________

Disadvantages
The customer pattern has the disadvantage of some duplication of effort and loss of economies of scale.  This is because facilities, personnel, equipment, and other resources are to some extent replicated in each organization.



_________________________________________________________________

Advantages
The customer pattern improves customer satisfaction and integrates many technical functions.  This pattern can also lead to employee satisfaction through job enlargement, job enrichment, and line-of-sight.  The customer pattern is essential when customers have distinct needs.



_________________________________________________________________

Illustration
The diagram below illustrates the customer need pattern of organizing. 
                                   
[image: image9.wmf]Community College

Each customer program shares some centralized services, such as

registration and finance, but independently develops a curriculum to meet

the needs of distinct customer needs.

Part-time Student

Degree Program

Full-time Student

Degree Program

Non-Degree Program

President




_________________________________________________________________

Geographic 



_________________________________________________________________

Introduction
This map describes the geographic (territorial, location) pattern.



____________________________________________________________

Characteristics  The characteristics of the geographic pattern are described below.

  Characteristic
                        Description

Dispersed
Organizational elements are physically dispersed, such as regional, state, county, city, or plant facilities.

Decentralized
Each location has the authority to make appropriate decisions to support local customers.

Duplication
There is some duplication of effort across geographic boundaries due to the above characteristics.

Specialization
Many geographic organizations repeat the specialization found in the functional pattern, although on a smaller scale.  Other organizations train employees to be multi-functional.

                        ____________________________________________________________

Disadvantages
The geographic pattern has the disadvantage of some duplication of effort and loss of economies of scale (unless the regions are sufficiently large to offer such economies).  This is because facilities, personnel, equipment, and other resources are to some extent replicated in each location.



_________________________________________________________________

Advantages
The geographic pattern has the potential of improving customer service or product quality because organizational elements are closer to their customers than a centralized organization would be.  Geographic dispersion may also reduce product transportation and travel costs.



_________________________________________________________________

Illustration
The diagram below illustrates the geographic pattern. 
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                                        Each region contains the functional elements it needs to perform the mission.



_________________________________________________________________

Multifocused Patterns



_________________________________________________________________

Introduction
This map lists the multifocused patterns of organizing.

___________________________________________________________

Characteristics
Characteristics of some multifocused or hybrid patterns of organizing are described in the table below.

Category
Organizing Pattern 
Description

Mutifocused
Matrix
Overlay of two or more patterns, like functional and customer.       


Front-back, Front-middle-back
A front or customer-oriented unit is supported by middle or back-end units that develop products and services.  DOD’s regionalized HR offices illustrate this pattern.



______________________________________________

In this Section  This section includes the following topics.

Topic
See Page

Matrix
23

Front-Back/Front-Middle Back
25

Other
27

____________________________________________________________

Matrix 



_________________________________________________________________

Introduction
The matrix pattern of departmentation is described below.



____________________________________________________________

Characteristics  The characteristics of the matrix pattern are described below.

     Characteristic
                          Description

Division of labor
Separate blocks of work are assigned to separate elements using various patterns of departmentation.  Initially, all employees are permanently assigned to supervisors of units.

Hierarchy
Levels of structure may exist depending upon the size of the organization.  Still, a matrix organization is typically flatter than a functional one.

Unity of command
The matrix organization includes two or more lines of authority.  The first provides for administrative supervision while the other lines provide technical direction, project management, or customer support.

Specialization
At least some positions in a matrix organization are multi-functional, but others can be specialized.

Career ladders
Matrix structures typically provide for two career ladders, one technical and the other management.

Communication
Matrix structures require both vertical and horizontal communication systems.

Assignment of responsibility
Matrix structures involve some overlap in responsibility among various types of managers.  This is potentially confusing.



____________________________________________________________

Disadvantages
The matrix pattern has the disadvantage of requiring flexible and mature workers who understand how to utilize properly both vertical and horizontal lines of communication.  Matrix structures are confusing.



____________________________________________________________

Advantages
The matrix pattern enables an organization to overlay a project, product, or program-based temporary structure on a permanent functional, customer, or geographic pattern of departmentation.  It improves career ladders for both technical and management work.



____________________________________________________________

                                                                                                   Continued on the next page

Matrix Pattern, (Continued)


_________________________________________________________________

Illustration
The diagram below illustrates the matrix pattern.
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Employees—generalist HR consultants--are assigned by customer pattern or 

                          project.  They refer the most difficult technical problems they encounter to the


             functional experts as needed.  The supervisors and technical experts report to the 

Personnel Officer.  In large offices the team chiefs have full supervisory authority.  In small offices they would be delegated authority as work leaders and graded with the new work leader guide.  The technical experts are graded on the basis of their nonsupervisory technical duties.



_________________________________________________________________

Front-Back/Front-Middle-Back

_________________________________________________________________

Introduction
This map explains the front-back pattern of organizing.

___________________________________________________________

Characteristics
Typical characteristics of this pattern are described in the table below.

Characteristic
                          Description

Division of labor
A front-back or front-middle-back structure preserves the same division of labor already established (e.g., functional, product, or customer).

But each segment of the organization may choose a different pattern:

· the back end may be product or knowledge

· the middle may be functional, process, or product

· the front may be customer or geographic

Hierarchy
Levels of structure may exist depending upon the size of the organization.  

Unity of command
Unity of command exists within each segment of the total structure.  Coordination across front-middle-back may be complicated, however.

Specialization
At least some positions in the organization are multi-functional, but others can be specialized.

Career ladders
Career ladders within each segment will depend upon the selected pattern of organizing.

Communication
Front-middle-back or front-back structures require both vertical and horizontal communication systems.

Assignment of responsibility
These structures involve some potential communication conflicts across front-middle-back but responsibilities are clearly fixed (e.g., customer service for the front vs. product development for the back).



____________________________________________________________

Disadvantages
This pattern has the disadvantage of requiring flexible and mature managers who understand how to utilize properly both vertical and horizontal lines of communication.  Within an organization segment, there may be other disadvantages depending upon the selected pattern.



____________________________________________________________

                                                                                                      Continued on the next page
Front-Back/Front-Middle-Back, continued
_________________________________________________________________

Advantages
This pattern enables an organization to select different strategies for managing different types of work, such as customer service vs. product development.  It attempts to match the appropriate structure to the management needs of each organizational segment.  Therefore, it can lead to greater customer focus and product or service quality.



____________________________________________________________

Example
Nadler and Tushman describe Xerox as a front-middle-back organization.

The back end is organized by technology, such as scanning, print, paper handling, and electronic control.

The middle focuses on developing businesses that address specific market segments.

The front end manages customers and markets, communicating carefully with the middle segment to assure flow of products and services.

___________________________________________________________

For More Information
See Competing by Design by Nadler and Tushman (New York: Oxford University Press, 1997), or Designing Organizations by Galbraith (San Francisco: Jossey-Bass, 1995).

___________________________________________________________



Other Patterns 



_________________________________________________________________

Introduction
This map describes several other patterns of departmentation.



____________________________________________________________

Descriptions
Other patterns, traditional and modern, are described briefly below.
Pattern
                               Description

Cluster
Described by Mills and analyzed by Peters, a cluster is a group of people drawn from different disciplines who work together on a semi-permanent basis; 30-50 people subdivided into self-directed work teams.

Event
Companies like Hallmark Cards assign a cross-functional group of employees to each greeting card event.

Network
Interlocked teams or clusters of employees can be grouped as networks.  Work teams can be directed by management teams which are further managed by executive teams.  Networked organizations are flatter and more flexible.  At the corporate level they may include alliances with other companies or agencies.

Virtual
A virtual organization retains the elements needed to carry out core competencies but then contracts out other required functions.



_________________________________________________________________

Worksheet for Evaluating Alternatives



_________________________________________________________________

Introduction
This map describes a worksheet for evaluating alternative structures.



____________________________________________________________

Worksheet
A checklist which helps identify benefits and costs of organizational 

                        structures is shown below.  Place one or more checks in the appropriate

column as you compare each alternative to an existing structure.
      Cost Categories
     Higher Cost?
       Lower Cost?

Salary (grade level)



Recruitment



Training/Re-training



Inspection & Rework



Absenteeism



Equipment/Facilities



Team-building



Technology Investment



Subtotal of Costs



   Benefit Categories
     Lesser Benefit?
    Greater Benefit?

Productivity of work



Quality of work



Customer Satisfaction



Organizational Capability/Readiness 



Decision-making



Value-added work (%)



Sub-total of Benefits



Grand Total (Net Benefits or Costs)





_________________________________________________________________

Tip
Use judgment when completing the worksheet.  Salary costs (grade levels) are easily compared.   However, your assessment of turnover (recruitment), training, investments in new technology, investments in team-building, and other categories will be qualitative.  If you expect costs to increase, place check marks under higher cost.  If you expect costs to decrease, place check marks under lower costs.  Do the same for perceived benefits.  Use one check mark for a moderate difference and two check marks for a big difference.  Then add them up!



_________________________________________________________________

Selecting the Appropriate Pattern



_________________________________________________________________

Introduction
This map describes a procedure for selecting a pattern of departmentation.




____________________________________________________________

Procedure
The steps in selecting an organizational pattern are shown below.
Step
Action

1
Plan and conduct a reengineering or management study.  See Chapters 11 and 13 for more information.

2
Develop a map of core processes for the organization.

3
Determine the tentative process boundaries.

4
List the candidate patterns of departmentation which are consistent with the type of work processes and workforce.

5
Evaluate each candidate pattern with a checklist or matrix, such as the worksheet described in the previous map.

6
Select the tentative pattern and complete a draft organizational chart.  See Chapter 15 for more information.

7
Consult stakeholders about the draft organizational pattern.  Stakeholders include:

· employees

· labor representatives

· line supervisors, and 

· managers.

       8
Revise and select the final pattern of departmentation, or repeat steps 3-7.  Most organizations use different patterns of departmentation at different agency levels.

Note for A-76:  Do not allow your management bid to fail because the MEO was never fully reviewed.



_________________________________________________________________

Additional Criteria
Nadler and Tushman emphasize six criteria for the evaluation of alternative structures:

· optimization of resource utilization

· impact on specialization and economies of scale

· impact on measurement and control

· optimization of individual development and human resources

· optimization of final output

· responsiveness to competitive demands

___________________________________________________________



Examples                        



Tom Peters’ Cases

Titeflex



Titeflex


Asea Brown Boveri


UPRR


McKinsey


EDS


Chromalloy Compressor Technology


Kolmorgen





Self-Managed Teams


Genesis Team of 5


Manufacturing Cell of 6-10


Final Assembly Team


Business Development Team





1:  The informated worker


2-4:  Micro-enterprise 


7-10:  Self-contained work group


3-12:  Project team


12-20:  Mini-enterprise


40-200: Organization


Over 200:  You better subdivide!





Tom Peters’ Levels of Structure
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