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Preface to the Second Edition

It gives me immense pleasure and satisfaction to introduce the Second Edition @Kanagement
of Nursing Services and Education to nursing community. In offering t, I remain
grateful to the readers who supported all my 25 titles on Nursing and vwh@ e provided their
constructive feedback as well as encouraging comments.

Nurses are challenged to take part in the management of health \@lelivery system as they
are the major driving forces to the system.

The professional nurses often assume the roles ofleaders,an Qnanagers These two roles are
often linked together; that is, managers must have leade% abilities and leaders will often
manage but the two roles are uniquely different.

Nurses are role models to all who interact with t
students, physicians, health professionals, and
advocate for the client is linked to the nurse ership ability. Leadership activities may
not only be related to professional practice may also include the application of nursing
knowledge to personal concerns. Nurse members of the community provide leadership
in matters related to health because k{ eir special knowledge of risk factors and health
promotion behaviors. @

The nurses assume manage unctions in several ways. As a manager and provider

of client care, a nurse coordi @ wuh the various health professionals who provide service
to the client, including th0; {n X-ray, pharmacy, respiratory therapy, social work, physical
therapy, occupational th apy, etc. A nurse may also assume a situational role of manager
as head nurse, nursin pervisor, and so on. In this management role, a nurse directs and
evaluates the nursing’and non-nursing staff members.
s in mind, this book is designed to provide students with the knowledge
iCe in the area of management and nursing services and education. It has
been wntﬁj accordance with the needs of existing curriculum prescribed for the nursing
courses at‘degree level. The information provided is based on establishment knowledge and
practices. Every attempt has been made to maintain simplicity and lucidity of language and
style.

I am aware of manifold reasons for the errors might have crept in the text. I shall feel
obliged, if such errors are brought to my notice. I sincerely welcome constructive criticism
from readers that would help me enrich myself and good suggestions will be incorporated in
the next edition.

I hope, this book will add a growing understanding of management of nursing services and
education.

*
;”clients, nursing colleagues, nursing

ers of the community. The ability to

BT Basavanthappa
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CHAPTER

\%nizing
S

DEFINITIONS OF ORGANIZATION \
Organization is the form of every human associatioE @@ attainment of common purpose

and the process of relating specific duties or functi whole. —JD Mooney

Organization is the process of combining the in which individuals and groups have to
perform with the faculties necessary for its e ion. So that the units so formed provide the
best channels for efficient, systematic, itive and coordinated application of the available
effort. i —Olive Sheldon

Organization is a system of coop activities of two or more persons. —Chester I Bernard

Organization consists of the ionship of individual to individuals and groups to groups
which are related as to bri out an orderly division of labor. —Pfiffiner

An organization is a nation of necessary human beings, equipments, facilities and
appurtenances, ma %nand tools assembled in some synthetic and effective coordination
in order to acco some desired and designed objective. But when one speaks of the
organization, re ce is usually to the body of persons who have been brought together to
carry on Ls%te rises and who are being taught up as an entity. —O Tead

Organizatien is the arrangement of personnel for facilitating the accomplishment of some
agreed purpose through allocation of functions and responsibilities. —L White

Organization structure is a pattern of interrelated posts connected by line of delegated
authority. —Milward

Organization refers to the structure developed for carrying out the tasks entrusted to the chief
executive and his administrative subordinates on government. —M Mark

....by formula organization, we mean a planned system of cooperative effort in which each
participant has a recognized role to play and duties and tasks to perform. —Simon



Organizing

Organization is the process of identifying and grouping the work to be performed, specifying
the work, defining and delegating the responsibility with authority to the personnel and
establishing interpersonal relationships for the purpose of coordination of work so as to get the
work done together effectively in accomplishing the objectives of the organization/institution/
enterprise.

Organization may be defined as the process of translating the plan of an organization into
action, which is specifically concerned with grouping, arranging and sequencing of various
activities in terms of their interrelationship and similarity in nature.

Organization is a formal structure of authority through which work sub ?ions are
e

arranged, defined and coordinated for the defined objective. r Gullick
An organization is a combination of the necessary human beings, materia , equipment,
working space and appurtenances brought together in systematic and, e ive coordination
to accomplish some desired object. —JWilliam Schulze (1919)

An organization does not exist in a vacuum. Organization e \Qn association with its
environments which provide resources and limitations. An ization must continuously
adopt to its environments which are constantly changin z@new the organizations may
either be temporarily (short lived) or long life (long li The short lived organizations
have only immediate objectives and development fo wal is not very important. Such
organizations have little concern for environmenta& rs. These organizations are simple,
informal, and of unstable structures. The long li anizations have immediate attainable
objectives. In these organizations the indivi%gctives are compatible with organizational

objectives and elabourate hierarchy of subor tes and their goals.

The long lived organizations have a plex, formal and relatively stable structure. The
objectives of long life organization ynamic and changes in environment will bring
changes in its objectives. The envi ent determines the range of organizations activities.
The environment evaluates an termines the future resources and the constraint that
will be placed on the organi n. Following are the various fundamental elements of an
organization.

. People
. Physical resource @
. Economic and et conditions

G s W N~

. Attitude

. Legal co sJ%t

People: Theyery first element of an organization is its people. Unless people of the organization
interact and do the assigned job, there would be no organization.

Physical resources: The manufacturing organization must have the raw materials to make their
products.

Climate: The climate affects the location and operations of an organization.

Economic and market conditions: The governmental monetary and fiscal policies are
of profound effects. Some environments emphasize individual capitalism or socialism or
communism. During the depression periods the business may be hard pressed just to survive.
Similarly change in the tastes of consumer affects the supply and services of the goods.
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Attitude: At times its importance is not realised because of its intangible nature. The social,
religious, political and cultural attitudes are of significant importance in an organizational
environment.

Legal constraints: Laws are the rules under which an organization must operate. Laws are
more in the background but they do influence directly the organizational activities.

ENVIRONMENT OF AN ORGANIZATION

Environment of an organization is a process by which the corporate management assisted by
specialist try to identify the opportunities and risk in the environment in which an @nization

operates.

The identification always helps the management in planning altern\t&%r corporate
planning. The environment is the pattern of all internal and external cqn% that affect the
survival and development of an organization. Because of the growt ience, technology,
research and development activities, the organizational env1ronm the firm are rapidly
changing. We not only have predictable changing environm predictable turbulent
environments. There is a greater degree of interdependence é) the economic and other
factors of society. The various environment factors such as\economic, social, technical, legal
are meshed together. Organization and environment ca ays interact in one of the three
ways:

1. The organization influences and control the e }nment This is termed as over active
approach where terms are directed to envirgn

2. The environment and organization ado ch other. This is termed as the adoptive
approach.

3. The clear-cut interaction between th %nization and environment. It is always better for
the organization growth and develé&nt that environments and organization interact with

each other. \\'Q

Internal Environment xo

Following are the factors@ g to internal environments:
. Forecasts of industry-or ifistitution and demand for expansion strategy
. Efficiency of the fi s-a-vis efficiency of the industry or institution

. Consumer r firm
. Informati ated to their costs and profits

. Physicallocation of the industry or institution (Hospital)
Labor-management relation
. Morale of the people working in the organization
. Team spirit

The internal environment factors are interconnected and change in one will bring change in
another. Changes in internal and external environment are going in a planned or unplanned
manner in every organization.

People knew that environment may be either internal environment (EI) or the external

environment (EE). The following alternatives in which environments operate:
1. (EI) - (EE) : Internal control is more than external control.
2. (EE) - (EI) : The external control is more than internal control

©ENo U W~
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3. (EE) - (EE) : All the controls are external
4. (EI) - (EI) : All the controls are internal

In case of more internal control there will be more leverage with the management to control
the environment. In case of more external control there will be less leverage and in case of total
external control there will be no leverage at all. In order to overcome certain undesirable effect
of the environmental factors the organizations capability to anticipate and absorb the changes
are must.

Scanning of the environment is very important in case of turbulent environments. Scanning
is an interdisciplinary in nature. Scanning group must have ethical philosophy. Ethical and
unethical is a relative and study of this is to influence environment. It is impo& to know
whether we are doing it consciously or unconsciously. The value of the c xecutive is
very important because decision-making does not lie with the scanniﬂ&p. Thus top
management judgment can best be replaced by any scanning grou @ scanning group
has to find out what will be the implication of each decision. In an %ﬁzation the scanning
group should be given enough freedom to operate in the o \ﬁzation. The scanning
group works mainly for the corporate management for va erational areas such as
Marketing, Finance and Production. In an organization, o Qhe important thing is that it
must expand and diversify so as to meet the aspirations members otherwise there will
be internal frustration among the members. A study the executives a leading public
limited organizations which was known for its pro alism showed a certain amount of
dissatisfaction among them. Immediately the jo taken up by the study group to find
out whether it was because of lack of communication or because of cultural change. It was
found that there was a need to create a feeli f group dynamics. The analysis showed that
dissatisfaction was more at the top lev ecutives. One of the reason was that they have

risen from one of the functional area were not able to appreciate the problems of other
functional areas.
The scanning group if have capability to anticipate the changes in the internal

of the internal problems rganization can be foreseen well in advance and the suitable

environment through data c l@ion better forecasting and long range planning then most
measures can be taken t(ﬁgme these problems.

External Enwro@ent

The main asp % the external environment in an organization could be classified as:

i. POlltlc ty: Politics is an art based on certain understanding. Political stability is of
great imp nce to a manager. In case of stable political situation, a business manager deals
with a known condition in making his plans. Under the unstable political condition it is difficult
to forecast the environment.

ii. Government Control: Government control is of great importance to the organization. In a
developing country like India following are a few controls:

o C(lassification of industries or Institutions or Hospitals

o Industrial Licensing Policy/Licensing policy of Hospital or Institutions

¢ Industrial Policy or National Health Policy

e MRTP Act

o Acts of Statutory Bodies of INC, MCI, NAAC, etc.
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iii. Fiscal Policy: The closely related to the government control is the effect of Government and
monetary policy.

1. Increasing and decreasing the existing taxes

2. Exempting small scale industries from certain restrictions to encourage their growth

3. Special investment offers.

iv. Economic: The national income plays a very important role in the purchasing power
and hence in the demand for the various products of the organization. Following are a few
important factors:
1. Economic disparity 6
2. Effective demand (it is the demand backed up by the purchasing power) K
3. Pricing policy (it helps in monetary resource allocation)

The economic factors are very essential for the purpose of manpowe@%‘-ing and wage
administration in an organiszation. \

v. Technology: The basic object before a manager is to reduc \@ manufacturing costs.
Therefore, the management must weigh the cost and benefits o gchnology by considering
the following factors: Q

o New process resulting cheaper and more efficient prod@on or services

e Progressin R and D . 0

o New products or services 6\

e Machine product value or service value @

e Value added concept

e Man machine balance

vi. Social Environments: Following ar@actcrs affecting social environments:

e Social segments @
o Cultural factors \Q

¢ Social distance \

o Cultural variations KO

o Social disparity.

vii. Ecological Enviro@ent: Following are the factors affecting ecological environments:
e Land pollution (/

rganization is functioning in a water-tight compartment but has to consider the
social and ecological environments in order to function efficiently.

NATURE OF ORGANIZATION

The policy of plan having been decided, the near step is organization, and it is perhaps in this
sphere that administration makes it greatest contribution. With a view to getting things done
by others, management is required to pay attention on organizing personnel and their work.
Organization provides the means of avenues along with which efforts are directed for making
such joint efforts more productive, effective and fruitful results.
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Organization is the process of dividing and combining the activities. It is the process of
organization which finds the means, human and material to meet with situation foreseen. To
do this, it is necessary to:

1. Make careful determination of what jobs are to be done and what workers are required to do
them.

2. Assess the amount of materials, tools, and equipments needed for the accomplishment of
the work.

Administration which carries the responsibility of accomplishing results through the effort
of other people is concerned not only with the direction, but also with the development of
people. The organization of work is very much a human affair, in which results, t h visibly
depending on materials and equipment, cannot be accomplished except by hl@ effort. The
purpose of organization is to unify that effort and a clear understanding of n relationship
is necessary if the desired result is to be obtained. To achieve this, o tion should have
four ‘P’s which form the base for organization as follows:

P = Purposes, e.g. Health and FP, Post and Telegraph, Educ c@ence, etc.

P =Process, e.g. Law, Personnel a

P = Person target group, e.g. eligible couple

Downtrodden.
P = Place setting, e.g. Primary Health Center, Hos&é}

These four ‘P’s are bases for organization; it r that this similarity may relate to four
things, i.e. function or purpose, process, cli @ or persons served, and area or place.
Function means the major purpose to be a ed or the service to be rendered, i.e. health,
defence, education, etc. Process is a tecl%ue or primary skill more or less of a specialized
kind to provide service to public, i.e. ical, nursing, engineering, accounting, etc. Clientele
means the body of persons serve Iso occasionally serves as a basis for the organization
of department. Area or place is te rial jurisdiction—consists of population to be served, e.g.
an ideal primary health cente{@overing populations of 30,000 in India.

IMPORTANCE OF O@NIZATION

1. Organization inc managerial efficiency in a number of ways. It provides the structure
within which ctions of administration are performed.

o It avoids.% , duplication or confusion in performance and remove, friction or rivalry
am nnel.

« Analysis of objectives of institution provides all pertinent activities.

o Activities in turn are allocated to particular individuals.

o Assignment of fixed duties helps to add certainty and promptness in their work.

2. Organization ensures an optimum use of human efforts through specialization and also
makes use of all resources, determines needs for innovative and new technologies in terms
of cost effectiveness and accomplish objectives.

o Details job specification helps for right persons are placed in the right position on the
basis of their knowledge, skill and experience.

3. Organization places a proportionate and balanced emphasis on various activities.

e Money and efforts can be spent proportionately with the importance of activities.
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4. Organization facilitates coordination in the enterprises.

o Different departments and section, positions and jobs functions welded together by
structural relationship of the organization.

5. Organization provides scope for training and developing managers. Encourages individuals
growth and development of personnel according to individual potentials through job
enrichment, training and participation.

6. Organization helps to consolidate growth and expansion of the enterprise/institution. It
helps in growth and development of the establishment, in planning for need based change
through appropriate division and allotment of works.

7. Organization invites creative and innovative ideas to working through adoptirfg human
relations approach. {

8. Organization prevents the growth oflaggards, wirepullers, intriguers or othe of corrupters.
9. Unsound organization becomes the breeding ground of corruption, nesty and such
odd things.

Organization provides the framework within the managerial fun of planning, direction
and control that take place for successful performance of operati ork. Planning, direction
and control can be of no avail without making the groundwaqrk through the organizing function
of management.

Organization is the vital part of administration. A
is people in their infinite variety occupying positio
achieve a purpose. The visualization of the o
chart—it helps to dispel the confusion derivin the complexity of today’s enterprises by
allowing workers to see how their posts fit the total work of the department and of the
whole institution in meeting the known ogctlves and purposes.

A sound organizational structure ents overlapping, because it remarks areas of
responsibility, thus illuminating y areas accusing the overlapping and the possible
consequent friction. It shows wo \2;\0 whom they are specifically responsible and for whom
they are responsible. The or@a ion structure provides stability and balance for workers;
thus making their efforts urposeful and consequently satisfying.

Organization is not on mechamstlc structure of duties, activities and relationship, but
it is as well a human @rganization consisting of diverse social group. Attitudes, aspirations,
likes and dislikes of@‘sonnel play a great part in transferring the organization as an organ or
tivity or in the alternative, simply as a device for mechanical assemblage
of human e rganization may encourage initiative and sense of duty on the part of
ay stifle them. Division of activities and spelling out of individual duties
cilitate the growth of human faculties or arrest such growth. Human factor must
be taken into consideration in building an organization structure. Briefly the organization
structure is designed for both mechanistic and humanistic point of view.

ization structure is dynamic. It
interacting in prescribed ways to
ational structure—the organization

Units of Organization

Unit is the lowest or the smallest post or subdivision of a whole. The primary unit of the
organization would be the post or the position. In administrative terms, the term ‘unit’ is used
to indicate not only the smallest subdivision of organization but also the higher and larger
formulation, such as the section, the division, the branch, the bureau and even the department.

There are mainly two units of organization, namely Line Unit and Staff Unit. The difference
between the Line and the Staff Unitsis a qualitative or functional one, viz. the difference between
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the executive and the advisory functions. The Line Units are executives, i.e. concerned with the
operating or producing of the various service which the administration has to provide for the
people while the Staff Units are those that advise or assist the line units in the performance of
their work. Line units command, staff units only advise and help through planning, research
coordination, supervision, etc. For example, Ministries of different departments are Line Units
and their secretariats are Staff Units in India. Line Units may be departments (e.g. Health and
Family Welfare) or independent regulatory commissions (e.g. Election Commission) or Govt.
Corporations (e.g. Autonomous bodies). Staff Units may be general staff (e.g. IAS officer),
technical staff (e.g. Director of Health and F W Service) and auxiliary staff (e.g. all other skilled

or trained staff). @K

THEORIES OF ORGANIZATION \Q

Evolution of management thought can be divided into three broa(ﬁéq%iﬁcation as given

under:

1. The Classical Theory of Management 0
It can be identified into three streams of thoughts. These arQ
i. Bureaucratic Model introduced by Max Webber

. Scientific Management introduced by FW Taylor a@
iii. Process Management by Henry Fayol. \

2. Neo-classical Theory 6
It consists of two streams of thought viz. (i an Relations propounded by Elton Mayo
and Roethlisberger (ii) Behavioral Scien ovements introduced by A Maslow; D Mc
Gregor; F Herzberg and V Vroom.

3. The Modern Management
It consists of three streams of t t viz; (i) Quantitative Approach to management (ii)
Systems approach to manage %)y Vennetht Boulding. Johnson; Cast, Roseu Zweig; CW
Churchman, etc. (iii) Conti@ cy approach by Johnson Woodward, Fielder, Lorsch and
Lawrence.
Each of these manage% thought evolution have been discussed as under:

Classical Theor

The systematic of management as a separate field of endeavor. It was Robert Owen and
Charles Bab@v o gave serious thought to the problems of management. It was Max Webber
who intr e Bureaucratic model. It was the emergence of first systematic management

theory.

Robert Owen

Robert Owen was a scientific manager of his time and was greatly admitted for giving human
treatment to the workers. He worked throughout his life for living up of a spirit of cooperation
between the workers and the management. He is noted for the development of personal
relations, improved conditions of employment, reform of working conditions.

Charles Babbage

Charles Babbage, the Cambridge professor of mathematics propounded that methods of
science and mathematics could be applied to the operation of factories. He advocated that
managers should take decisions through rigid investigation, to divide work into physical and
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mental efforts, to determine the cost for every process and to pay a bonus to the workers in
proportion to their efficiency. His contribution of significance are: (i) Cost accounting (ii) The
Babbage calculating machine.

Management has always faced with the problem of selecting various concepts from all these
areas and integrating them in the process of decisions-making regarding the major policies
and day to day operations.

Duringthe 19th century, the efforts of managers had been to cope up with their environments
and to organize and operate in those environment. During the first one third of the country
the attempt was to rationalize the way work was done. The emphasis was to increase the
productivity of the goods and services produced. After the World War 11 there was iderable
change in the working conditions of the working men. The working men began mand that
work environment should meet part of their social needs in addition to tl@mc needs. Then
emerged the phase of human relations and the focus was on man’s sQti eds and the way
of meeting them to increase productivity. But in late 1960’s it beca that knowledge on
which the management is based is no longer adequate even for t sic areas here emerged
needs for new knowledge particularly referred to productivity nization structure, job design
and management of people.

N
Following are the nine important concepts highlightipgé}@fesent concepts of management:
o Scientific management a key to productivity \
¢ Decentralization for quicker decisions and bet
¢ Personnel management as a means of selec eople into organization
e Managers development programs to train agers how to meet the needs of tomorrow
o Management accounting—a foundati@r managerial decision
o Marketing
o Longrange planning @
¢ Role of operational research i nagement decision-making
« Financial management for dffective utilization of money resources in the organization.

Thus the process of deve@ent of management science can be studied under four heads:
a. Taylor scientific appreach to management
b. Henry Fayol fun approach

Neo-cla% al Theory

The Neo-classical Theory: It deals with the human factor. Mary Parker Follett, Elton Mayo
and Roeth’s Berges pioneered the human relations movement. In this new era, they proceeded
on the framework of the classical thinkers but introduced many new elements, specially in
the areas of leadership, group psychology, human relations and organizational integration.
The neo classical theory anticipated some of the recent trends of evident in the behavioral
approaches.

New thinking in behavioral science started with the development of need hierarchy by
Abraham Maslow followed by the works of Fredric Herzberg, Douglas, Mc Greger, Renis Likert,
Chris Argyris, Oliver Sheldon Kurt, Slivin Brown, Henry Dennison, Mooney and Reiley, Lyndall
Urwick, RM Barues, Drucker, Brech and Lupton.
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The essence of behavioral approach is the integration between the needs of employees and
the goals of the organization. Behavioral science movement is regarded as a further refinement
of human relations movement. It covers much wider aspects in interpersonal roles and
relationships. Some of the important aspects of behavioral science approach are:

o Employee motivation

o Organization as a social system
o Leadership

o Communication

o Employee development.

Herzberg maintained that the working conditions should at least be kept @sfactory
level for preventing dissatisfiers the satisfiers must be introduced into the&(k itself for
obtaining a high level of performance.

Modern Theory of Organization \\%

The subject of the “modern theory of organization’, two obstacle Qnt themselves. One is
the difficulty of separating the modern from the traditional. ? ous Hawthorne studies,
for example, took place in the 1920’s and 1930’s, yet are related to current thought
on organization and small groups. Chester Barnard’s b e functions of the executive,
appeared in 1938, but remains one of the two or thrée most influential books on modern
management thought. Organization theory, like m er studies, has developed gradually,
not in revolutionary leaps. The main focus is o in developments. First the research on
small groups and second, the theories of He imon and his followers.

Current theories attempt to be “descripti ather than “prescriptive” That is, they try to
generalize about organizations as they lly operate, rather than to jump to conclusions
about what is “good” organization. escriptive” theorists believe that a more adequate
understanding of existing organi s must precede attempts to tell managers what
they “ought” to do. Current t are more explicit about underlying assumptions than
traditional works. Current th attempt to be “operational” That is, they try to express their
generalizations in a forrr@ n be tested against observations.

Large organizations posed of small groups, some of which are established formally
while others develo@\taneously. Furthermore, some undertakings, for good or for bad, are

placing greater r on committees and problem-solving groups.

The followi mary of small group research will serve, however, as an introduction
to some tral findings and hypothesis. Why form groups in the first place? Do they
contribute detract from productivity? The answer depends on two considerations: the

nature of the problem to be solved and the characteristics of the members of the groups.

a. Ifthe group consists of members with equal skill performing a simple task, group interaction
with slow production. In this case, group interaction has little to contribute to performance
of the task.

b. If one member is more skilled, the group may be more productive than independent
individuals because of the guidance of the skilled operator.

c. If, however the task is so complex that the members do not recognize that some solutions
are more expert than others, confusion may result. If the skilled operators can demonstrate
the correctness of expert solutions, productivity increase; if not, there may be conflict.

d. If the task is one of reaching a decision or solving a problem, rather than direct production,
group effort has advantages and limitations. The pooling of ideas of members will bring in
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points that might have been neglected. The members will have a sense of participation and

may be more willing to carry out the decision. Nevertheless, groups consume time and tend

to stress conformity rather than originality.

Suppose it has been decided to form a group. It is then necessary to determine its internal
structure, including the communications network. Considerable work has been done measuring
the effects of alternative networks. Let us consider a five man (A,B,C, D and E) group which can
be organized in many ways. Experiments show that group can be organized as star network or
circle network. The experiments with these two networks support the following conclusions:

a. Output will be faster for the star network.

b. Morale of members A,B,C,D and E will be higher in the circle network. Memb “however,
will be more enthusiastic about the star because of his central position in tkéﬁ

c. Member C will probably be leader in the star network. Any member caneg me leader in
the circle; leadership may rotate in this case. . %

d. The members may accept change more readily in the circle. If c\&ge is important, this

advantage may offset the lower speed of the circle. \6

The circle is a more participate or equalitarian organizatio b&ing greater membership
control the outcome. It also provides more information mbers on how well they are
doing, thus contributing to greater job satisfaction: K

Small groups are more than mechanical collecti s% individuals. To use a favorite
expression of sociologists, group members “intera &1 each other. Different patterns of
interaction will influence the behavior of the gr@ne of the clearest illustrations of this
point, one supported by the research study afte er, is that groups tend to establish norms
(goals, rules of behavior, concepts of right wrong) which have an impact on individual
attitudes and output. Whether we like it or iot, most members frame their actions and decisions
in terms of the views of others in the ~There is a considerable tendency to conform to an
estimate of the group average, th is may be offset by a desire to demonstrate skill or to
impress supervisors. Individual strive for success, but determination of what success is
heavily influenced by group a S.

Members who do not {Qrm to group standard may be classified as eccentrics or “rate
busters” No doubt some sociéeties and some small groups are more tolerant of eccentrics than
others, but the pressu conform is difficult to resist. The group thus helps to set the pace
of work. It influenc e level of aspiration toward which the individual aims. Some studies,
particularly the of Homans, suggest that the increased interaction among group members
increases “fri ss” Unfortunately, casual observation raises doubts, this question calls for
further re . The converse is more certain if individuals like each other, their group will be
more cohesive and the group norms more powerful. It is true that interaction helps to clarify
misunderstandings that arises from ignorance—many people do not respect the environment
in which the work is unpleasant or unrewarding. A person may turn on those closest at hand.
Furthermore, friendly communication can frequently impair the effectiveness of the group in
reaching its goals.

Groups Morale and Productivity: In spite of the uncertainties about the findings, there can be
little doubt that group interaction and group norms are of primary importance in determining
the outcome of most kinds of activities. Managers may find it valuable to examine the impact
that groups have on morale and productivity, provided that they are willing to avoid snap
judgments or dogmatic generalisations in evaluating group processes.



Organizing m

A great deal of the small group research has been concerned with “democratic’,
“authoritarian’, and “Laissez-faire” leadership patterns. The research of Lewin, the founder of
a whole school of thought on “group dynamics’, seemed to demonstrate that “demonstratic”
groups, in which members were permitted to work out their own problems with opportunities
to consult with the leader, were the most effective. An authoritarian atmosphere tended to
reduce initiative, and to promote hostility or apathy. In this case, research results in supporting
the emphasis on group participation.

Inmorerecentworkon small groups, thereisagrowingrecognition that group participationis
not the only means of doing the job. Creative individuals may perform more adequately outside
of group pressures. Some recent studies even suggest that there are occasions w. élirection
from above will lead the group more effectively to the solution with less indivi rustration.
No doubt the emphasis on participation, and the emphasis of one way c ﬁ?umcation from
above, has had a healthy effect on American industry in the last fe as far as the
dignity of the employee is concerned. However, the group is not al ‘%perlor to individual
nor must every decision be discussed by a committee. The pewa@(lstence of hierarchies
strong evidence that they perform a necessary function. TherQh e research to support the
view that “leaderless groups” are the most effective way of a§0 plishing a task.

Breakdowns of Communication: The breakdowns of c
on groups and individual behavior. Without co
view of what others are doing, and these views ly to result in hostility. When people
are organized in groups and communication down among these groups the tendency
toward hostility may be reinforced. If me of the group imagine a “threat” from the
outside and it is easy for human beings toAall into this pattern they join the other members in
a defensive compact against the outsiders=Most readers of this discussion have undoubtedly
participated in such a process. Suc siveness may lead to open conflict or to its opposite,
the repression of ill feeling; in eﬁQ ase, the effects on total productivity and on individual
satisfaction may be negative.

There is a two-way i tion between communication and hostility. Breakdowns in
communication may fost: stility, but hostility clearly interferes with communication. The
total effect of this seééj@forcing pattern can be highly destructive. While these conclusions

nication can have strong effects
ication people develop a distorted

appeal to common(sense, there are objections to conclusions that everyone must be in full
communicatio everyone else all of the time. It is not even certain that a little bit of
conflict now@h n is a bad thing. The most influential contemporary writer on organization
is Herbert on. Simon views has been influenced by the views of Chester Barnard.

Slmon s incorporated some of the findings of small group research in his theory. His
approach differs from other small group research in respects, he has incorporated material
from all of the behavioral and social sciences, including sociology, political science, economics,
psychology, and business and public administration, and has at times expressed his ideas
in mathematical form. Simon also differs from small group research and from “human
relations” research in attempting to emphasize the rational features of decision-making.
Thus, Simon'’s theory falls into an intermediate position between economics, in which a high
degree of rationality is usually assumed, and Freudian psychology, in which the stress is on the
subconscious. Simon recognizes important limits to rationality, but believes that organization
theory should stress the consequences of intended rationality within those limits.
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Simon views organization as a structure of decision-makers; one of decision-making as well
as one of organization. Decision must be made at all levels of the undertaking because some
of the decision are high level decision affecting many members, others relatively unimportant
decision about detail. Each decision is based on a number of premises. Some of the premises
pertain to the decision-makers personal references, some to his social conditioning and some
to the communications he receives from other parts of the organization. Top management
cannot dictate to each organization members what each decision must be, but it can influence
some premises on which the decisions are based. It can create a structure which will permit
and stimulate the transmission of appropriate messages and influences.

The three terms Simon uses most frequently are: communication, a @ity, and
identification. The organiser must build a communication network which supply the
information necessary for the decision. Without such information, the dec -maker cannot
fit his decisions to the requirements of the situation. Some commun carry authority,
they are accepted as premises for decision without deliberation %ﬁxelr convenience or
expediency, in this treatment of authority.

The failure of marketing and production departments Q together is a frequent
illustration of this point. The marketing department may seek to meet the delivery requirements
of the customers, the production department may aim a smooth flow of orders through
the plant, but these two goals can conflict, in that rusli orders disrupt production schedules
and lower productivity within the plant. Thus 1 s can also become confusing and
disruptive in their effects. Group feeling, tea 7or a sense of joining participation do
not always contribute to overall goals, they tead support subgoals which are difficult
to reconcile with the main objectives. Simornihsists that the flow of communications must
be kept simple. Excess communicati:)é'@ustrating and there must be ways of separating

relevant influences from those that d matter. The division of work permits specialization
in the communication flow.

The Barnard-Simon theory o ority is called an “acceptance” theory. A communication
carries authority if it is acce the recipient as authoritative. This view has stated for those
who think of authority as@%ing only to higher management, a right based on “natural law”
or atleast on the sanct oflegislation.

Scientific Ma ent or Physiological Organization Theory
The first cohe eory of organization is referred to as Scientific management. This concept
was first UIS Brandisin ‘9, 10! Later on it began to be used by Frederick Winslow Taylor,

that he poj ed out, management is a true science, resting upon clearly fixed laws, rules and

principles, as a foundation. He made two assumptions related to scientific management namely:

1. The application of methods of science to organization’s problems leads to higher industrial
efficiency, observation, measurement, and experimental comparison are these methods.

2. The incentive of high wages will promote the mutuality of interest between workers and
managers which, in it turn will lead to higher productivity.

Bureaucratic Theory of Organization

The word ‘Bureaucracy’ was first coined by Vincent de Gournay (1712-1759), now the term
lends itself to two usages, it refers to the tasks and procedures of administration, as well as a
collective word for a body of administrative officials. Frequently, it also stands for inefficiency and
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an improper exercise of power on the part of officials, and then has become a term of abuse. In
1978, French Academy accepted the word and defined it as ‘Power, influence of the heads and staff
of government bureau’.

The characteristics of bureaucracy such as precision, continuity, discipline, strictness,
reliability are technically most satisfactory form of organization. The other features of
bureaucracy as enumerated by Max Weber are:

1. The staff members are personally free, observing only the impersonal duties of their
offices.
There is a clear hierarchy of offices.
The functions of the offices are clearly specified. K%
Officials are appointed on the basis of a contract. @
They are selected on basis of professional qualifications. \Q
They have a money salary, and usually pension rights. 6
The official’s post is his sole for major occupation. \\
There is career structure and promotion.
The official may appropriate neither the post nor the res Q/hlch go with it.
It is subjected to unified control and disciplinary syst Q

’b

ve elements—forecasting, planning,
g and he propounded 14 principles of
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Classical Theory of Organization

According to Henri Fayol administration comprise
organizing, commanding, coordinating and con
organization, i.e. division of work, authority, d ne, units of command, units of direction,
subordination of individual interest to ge interest, remuneration, centralization or
decentralization, scalar chain, order equ%stability of tenure, initiative, and Esprit de corps.
Later, Luther Willick summed up pri les of organization in the word ‘POSDCORB. Each
letter of which stands for a parti nction. The classical theory of organization is made
explicit in organization charges;@books, manuals, rules or procedures, etc. It deals with
what is called formed organizq) —an organization which is deliberately used, rationally
designed to fulfil the obje an organization.

Human Relations ?eory of Organization

Elton Mayo and hi agues conducted experiments at the Western Electrical Company

at Hawthorne (g€at) Chicago). The Hawthorne experiments proved that men are not inert or

isolated resp 0 gfor example to amotivational variable other than the lighting. These studies
proved th afl)o amzauon was also a social system, a group of people behaving. The essence
of the hu relation theory lies in its dominant emphasis on people, on human motivations
and on informed group functioning. This theory rejects the formal institutionalization.

Organization is the act of designing the administrative structure. An organization is formed
to translate policy into action. There are two theories related to organization as follows:

1. The structural approach or the mechanistic approach, emphasizes formal structure of an
organization where relationships are established by statute or by top management. Here
the organization is established and supported by authority and can be set out clearly on
a chart or diagram. Under this approach, an organization is seen as machine, considering
the workers in the organization as more cogs. The pioneers of this theory are FW Taylor and
Henri Fayol.

2. The Humanistic approach emphasizes the people in an organization, human motivations
and informal group functioning rather than formal relationship determined through charts




m Management of Nursing Services and Education

or diagrams. Elton Mayo and Herbert Simon contributed much to the development of
humanistic approach. The approach is somehow, called as participative management.

PRINCIPLES OF ORGANIZATION

In the words of White (1955), the principles of organization suggest only working rules of
conduct which with experience seems to have validated. The responsible administrator must
know the principles and apply them with judgement in terms of his immediate situation.
Henri Fayol (1947) has defined these principles as “acknowledged truths, regarded as preview
on which to rely”. 6
Mainly there are six principles of organization as follows: K
(1) Hierarchy, (2) Span of control, (3) Integration vs disintegration, (Qé@ralization Vs
decentralization, (5) Unity of command, (6) Delegation.

S
Hierarchy \\

Hierarchy means the rule or control of the higher to lower. A zatlon is like a pyramid,
broadest at the base and tapering towards the top. In h yramid there is hierarchy.
Organization is essentially the division of functions a given number of persons. The
distribution of functions and responsibilities are bothh&tal and vertical. An organization
structure grows both horizontally and vertically. additional levels are added in an
organization structure, it is called vertical growth hen more functions or more positions
are added without increasing the number o , it is called horizontal growth. Vertical
distribution creates levels like top manage , middle management, supervision and the
level of specific performance. Strictly sp%ng, these levels cannot inherent superiority and
inferiority. However, due to the diff c& in nature of responsibility of various levels, the
difference in the salary scales as different levels and difference in the qualifications
and qualities of the personnel mﬁq" g various levels, superior, subordinate relationship does

emerge in the organization
In other words, scalar @)les is the vertical division of authority and definite assignment
of duties at various levels. Hére the degree of authority and corresponding responsibility will
be defined.

‘Hierarchy co i@)f the universal application of the superior-subordinate relationship
through a num f levels of responsibility reaching from the top to the bottom of structure
(White L D)@y nd Reilay call it “the scalar process.

The sca ocess is the vertical division of authority and definite assignment of duties at
various le s. The degree of authority and corresponding responsibility will be defined. Each
of the levels will be immediately subordinate to the next higher, e.g.

Medical superintendent (1)

Nursing superintendent (1)

Dy. Nursing superintendent (3)

Asst. Nursing superintendent (6)

Staff nurses (30)/Nursing officers
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The advantages of scalar principles of hierarchy will include:

o Itis an instrument of organizational integration and coherence.

o The scalar chain serves as a channel of communication upwards and downwards.

o The rule of ‘through the proper channel’ created by the scalar principle ensures that there
will be no short circuiting procedures or ignoring of the intermediate links.

o It establishes below the top executive, a number of subordinate levels each of which is
center of decision for specified matters of a less important nature.

o It helps to clarify and define the relative positions and responsibilities of each post in the
organization.

The disadvantages of hierarchy is the delay inevitably caused in which eve @posal or
action must laboriously climb up the various steps of the ladder and then dé\t down to
get disposed off, e.g. in a Directorate of Health and Family welfare servi se worker of
Nursing section drafts a proposal for transfer of a Nurse, submits first to.o superintendent,
then it goes to Asst. Administrative officer, then goes to Chief Admi istdtive officer, finally
reaches the Director, then draft approved by the director, reaches ase worker of nursing
section in the same way leading to delay.

Every organization must have its scalar chain but it sh
and loyalty between superior and subordinates at each le

Hierarchy provides the much needed channels of unications in the organization
from the top to the bottom and from the bottom to . Itis also built in device to achieve
consensus in the organization. It also facilitates d ion of authority. The general functions
of hierarchical structure are (Appleby) as follows:

o Fixing the responsibility.

¢ Providing leadership with areas of desgription at successive levels.

o Providing means for exerting influe {Q d exercising fellowship.

e Making any particular organizati d the general government manageable.

o Making it acceptable. \ﬂ

o Determining the levels at @1 ecision of various kinds may be made.

o Providing for ready gment of decision-making from one level to another under
agitation. %

e Bringing to bear r@ant, competing and complementary interests, functions and view
points.

uQvork with proper confidence
o reduce delay.

More specifi , it is the means by which resources are apportioned, personnel are
selected and d, operations are activated, reviewed and modified.
Span ofhntrol

Span of control means the number of subordinates an officer can effectively supervise. It is
simply the number of subordinates or the units of work that an administrator can personally
direct. In other words, the number of subordinates that a supervisor can personally direct
or supervise is known as “span of control”. There is no agreement with respect to the exact
number, butthere exist a general agreement that the shorter the span, the greater will be contact
and consequently more effective control. That there is a limit to the span of controls of every
person or officer which is readily admitted. The ‘span of control’ is related to psychological
problem of ‘span of attention’. None of us can attend to more than a certain number of things
at the same time. The number to which one can do attend is one’s ‘span of attention’. ‘Span of
control’ is nothing but the span of attention applied to these works of supervision and control
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of subordinates. But the span of control is greatly determined by the type of activity and by the
supervisor’s capability. For example the effective supervision.

It is agreed that a span of control does exist at each level of supervision and it cannot be
exceeded without the danger of a breakdown, and itisrecognized that the span of control varies
with four factors, i.e. function, personality, time and space. Function means the type of the
work to be supervised, personality means competence of the supervisors and the subordinates
concerned, time refers to the age of the organization concerned, and space implies the place
where the work to be supervised is located. It is ideal that one can supervise more subordinates
with a homogeneous function. For example, medical officers can supervise doctogs, nursing

officers can supervise nurses, engineers can supervise engineering subordin t is very
difficult task that one can supervise subordinates with heterogenous fun s. Medical
officers cannot supervise effectively engineering subordinates or an engine not supervise

effectively work of doctors or medical officers. ‘\\6
Integration Versus Disintegration §Q
Integration means unification in administrative language. In@at n means connecting one
or more of hitherto independent organization with the restof the organizational structure of
the country by placing them under the Chief Executive di or through some department.
It involves the abolition of the independent status o&@gncies, e.g. independent regulatory

commissioners.

An integrated administrative system, therefor one which all the parts of are connected
together through common ultimate subordi o the Chief Executive of the country. In such
system, the line of authority runs unbrok m the Chief Executive, through various levels

to all the parts of the system, so that the no loose ends anywhere. A disintegrated system
on the other hand, has got a number gse ends in the shape of independent establishments
and directly elective persons at vg@or whom the line of authority from the Chief Executives
stops short and it is broken.

An administrative system i chd integrated in which all the executive authority is conferred
by law or constitution 0% single person who thereupon becomes Chief Executive (e.g.
President of India, Pri inister and other Executives). The reverse of it is a disintegrated
system where executive-authority is distributed by statute or constitution among a number of
co-eval bodies o cies or persons (e.g. UPSC, KPSC. Election Commission, Comptroller of
India). ﬁ

Integr inistration facilitates coordination and disintegrated administration creates
anarchy :b conflict.

Centralization Versus Decentralization

Centralization stands for concentration of authority at or near the top. An organization is said
to be centralized if most of the power of decision is vested in the top level so that the lower ones
have to refer most problems to the head of the organization or his immediate subordinates for
decision.

Decentralization means that the Central Authority gives certain power to the local
authorities. A decentralized organization is one in which the lower levels are allowed the
discretion to decide most of the matters which come up, reserving comparatively a few bigger
and more important problems only for those higher up. Decentralization has five aspects, two
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of which are administrative, one political, one geographical and one functional. These are as

follows:

1. Delegation of authority in such a way that large areas of discretion are entrusted to
subordinate officers and comparatively few questions are referred to Chief at the apex.

2. Broad grant of power to individual component parts of the organization and retention of
only certain essential powers of control in the head office.

3. Much power in the hands of elective bodies and consider popular participation in
administration.

4. Freedom to field units or agencies away from headquarters and near to people.
Functional autonomy to the various departments in respect of their several fu ns.
Whereas centralization is the opposite of above five aspects of arrangemen
Neither centralization nor decentralization can be accepted in an ab& principle of

good organization under these circumstances; experts or administm@ ither plead for

compromise between the two principles, or else maintain that each ¢ Q&)r the application of

the rival principles must be decided on its own merits according @concrete factors of the

situation.
For example, formulating policy is centralization wh ea§ implementation of policy is

decentralization. %
.\O

e should be subjected to the orders of

Unity of Command

Unity of command means that no individual e
more than one immediate superior. The con f unity of command requires that every
member of an organization should report t and only one leader. Henri Fayol is a great
advocate of this principle, meant that a ployee should receive orders from one superior
only. When it is jeopardy, order distur d stability threatened, diversity of command may
also result in the subordinates playi one superior against another or other. All this may
cause confusion and blurring o %)nsibility. It is true that command, orders or guidance

should always come from on @egating supervisor, otherwise there are chances of shirking

of duties, of abusing aut nd of evading accountability.
Theoretically the princi funity of command appears to be unassailable, in practice it has
some important exce s to it. For example an individual employee is frequently subjected

to a dual control, i.@le administrative and the other technical or professional. To quote the
head of the prof nal colleges of the Govt. has academic control by the Universities and has
administrati ol by the respected Govt.

Unity and helps in increasing coordination in the organization. Coordination
means negatively the removal of conflicts, working at cross-purposes, and overlapping from
administration, positively coordination’s aim is to secure cooperation and team work among
the numerous employees engaged in the work of the organization.

Delegation

In an organization, usually all authority legally belongs to the head of the organization, but
in practice no head can actually exercise all the powers legally vested in him, he would be
overwhelming with detail, so there is a need that sufficient authority has to be given to every
employee to enable him to do his job. The device of distributing his authority is ‘delegation!
Delegation means conferring of specified authority by a higher authority. It is devolution of
authority by a person to his agent or subordinate, subject to his right of supervision and control.
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Dejure: The delegated authority still belongs to the principal, but its de facto exercise is allowed
to the subordinate or agent.

Delegation implies transfer of certain specified functions by the superior to the subordinates
authority. The subordinate authority acts as the agent of the superior authority and the superior
always retains the right to issue directions to revise decisions. In other words, delegation of
responsibility always remains with the superior.

Delegation is the process of assigning responsibility and authority to coworker and ensuring
his accountability.

One person constitutes only one manpower. Wherever a person’s job grows beyond his

capacity, his success lies in his ability to multiply himself through others. Del n is the
means by which he can share his duties with his immediate subordinates, a process is
continued until managerial work reaches supervisors and the operating ﬁ@g assumed by
operators. .

It is when an organization grows that the need for delegation ari \ecause one person
or group of persons can no longer make all the decisions. Authori responsibilities along

with duties must, therefore be divided. Delegation is one o in ways of dividing and
distributing authority. The extent of delegation of authority however, is inversely related to the

size and complexity of the organization.
As an integral part of the organizing process, del@@l has three essential aspects or

dimensions:

a. Assignment of duties and task

b. Grant of authority, power, right or permissi g{d

c. Creation of obligation or accountability.

a. Assignment of duty: As one person ca
work to subordinates for the purpo

b. Grant of authority: If the del uty is to be discharged by subordinates, they must
be entrusted with requisite a rity for enabling them to make such work performance.
While granting authority t rdinates or the executive, some reserve authority should be
retained with him for performance.

c. Creation of accountability: Delegation of duties implies an accountability from the side of
subordinates. Wit @allocation of powers and duties, there must be logically the obligation
on the part of éardinates to render an account of their performance. Because of this
accountabilitynthe manager must keep for himself some reserved authority and duties for
directing ating and controlling the course of work undertaken by his subordinates.

erform all the tasks, he must allocate a part of his
accomplishment by them.

Principlebf Delegation

There are four fundamental principles which serve as guides for effective delegation.

1. Assignment of duties in terms of expected results.

2. Parity of authority and responsibility. While assigning duties to subordinates, there should
be equality of authority and responsibility.

3. Clarification of limits of authority: It is the clear limit of authority that permits subordinates
to exercise initiative to develop their personal capacity through freedom of action and to
know their area of operation.

4. Unity of command: As employee should receive orders from one superior only. So
subordinates should always be placed under the guidance, control and supervision of one
supervisor/superior who will set up work priorities and will arrange for cooperation.
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Advantages of Delegation

1. Delegation serves as a vehicle of coordination. The various levels of the organization are
used more appropriately.

2. A sound system of delegation tends to develop an increased sense of responsibility and
enhanced potential work capacity of individual employees.

3. It reduces the executive burden and it relieves the superior of time-consuming, minor
duties and allows him to concentrate more effectively on major responsibilities of his own
position.

4. Delegation minimizes delay when decision have no longer to be referred up theldine.

5. Proper delegation of authority is conductive to an effective control over operation:

6. As delegation provides the means of multiplying the limited personal @pacity of the
superior it is instrumental for encouraging and diversification of busin

7. Delegation permits the subordinates to enlarge their jobs, to broad?% ir understanding

and to develop their capacity.
8. Delegation raises subordinates position in stature and impor nd increases their job
satisfaction.

Disadvantages of Delegation \
1. Frailty of human life. . 0®
2. Eye wash delegation. 6
3. Unfamiliarity with art of delegation. @
4. Incapacity of subordinates.
Effective delegation is a more sophisticate cess requiring professional skills. Delegation

carryout the prescribed nursing orders with the

involves matching aspects of work requi
intaining professional standard. There are three main

most appropriate personnel, while
reasons for nurse, why attempted. ion fails to produce desired results.

1. Nurses fails to recognize and ﬂ‘g porate the principles of effective delegation.

2. Nurses do not recogniz t habits ingrained from old practice patterns prevent

improvement in deleg@ kills.

3. Nurses are unwilling or iable to view delegation from the perspective of the delegatee.

As stated earlier e@ation depends upon a balance of responsibility, accountability and
authority. Respo é&y is the condition of accepting important duties or obligation, whereas
accountability i Q condition of being answerable and an authority is the right and power to
determine t uence of evaluate. There are five basic concepts that build the foundation for
effective tion will include:

1. Delegation is not a system that reduces responsibility. It is a way to make responsibility
meaningful.

2. Responsibility and authority must be delegated equally.

3. The process of delegation allows staff nurse to assign responsibility, extend authority and
create accountability within the resource group.

4. The concept of empowerment applies to all members of the resource group.

5. The caregiver must play an active role in accepting the delegated patient care.

Nurses who are learning to delegate may find it helpful to use some simple guidance as given
below:

1. Describe the task to be accomplished.

2. Explain why the task is necessary to achieve an established outcome.
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3. Discuss the degree of responsibility and authority that is required to carry out the delegated
assignment.
4. Summarize the delegated care and assignment as a whole to ensure mutual understanding.
Delegation is defined as assigning authority to a person who thereby assumes the right to
perform a task including decision-making task and is accountable for the task. Authority in an
organization may be defined as the right to command people within the organization and use
of organizational resources for performance of tasks and activities, within the framework of
the organizational policies, rules, regulations and procedure.
Delegation can be defined as getting work done through others, or as dging the

performance of one or more people to accomplish organizational goals. As a ma{ , nuUIses
should use the following steps to ensure effective delegation. @
1. Plan ahead when identifying tasks to be accomplished. \Q

2. Identify the skill or educational level necessary to complete the job, * 6

3. Identify the person best ability to complete the job in terms of ca nd freedom of time
to do so. It is also important that the person to whom the task %@g delegated considers
itimportant.

4. Clearly communicate exactly what is to be done, including the,purpose for doing so. Include
any limitations or qualifications that have been im, n&d Although managers should
specify the end-product desired, it is important te a(cyhe subordinate feedback and an
appropriate degree of autonomy in deciding ex ow the work can be accomplished.
Delegation is useless if the manager is unwilli low divergence in problem solving and
thus reduces all work that has been delegat

5. The manager mustbe sure to delegate the atthority and responsibility necessary to complete
the task. Managers should encourag loyees to attempt to solve problems themselves.
However, the employee should be@ uraged to ask questions about the task or to clarify

the desired outcomes.

6. Settime limits, and monitor &e task is being accomplished. This may be done through
informal butregularly sche%, meetings. This shows an intereston the part ofthe manager,
provides fora periodi@ of progress and encourages ongoing communication to clarify
any questions or misconiceptions. In addition, this monitoring keeps the delegated task
before the subor@ and the manager and both share accountability for its completion.
Responsibilityg ared when a task is delegated. Although the ultimate responsibility
belongs to % anager, the subordinate accepting the task accepts responsibility for
completi ppropriately and is accountable to the manager.

7. If the s@l‘mate is having difficulty in carrying out the delegated task, the leader should
be available as a role model and resource in helping, identifying alternate solutions.
Reassuming the delegated task should be a manager’s last resort because this action fosters
a sense of failure in the employee and demotivates rather than motivates. The manager also
may need to delegate the work previously assigned to an employee so that the employee has
time to do the newly assigned task.

8. Evaluate the subordinate performance after the task has been completed. Involve positive
and negative aspects of how the individual has completed the task. Be sure to reward
appropriately a successfully completed task.

The other disadvantages of delegation will include usually the following powers which are
not delegated:
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o The supervision of the work of the firstline or immediate subordinates.
o General financial supervision and the power to sanction expenditure above a specified
amount.
e Power sanction new policies and plans and departures from established policy or
precedents.
o Rule making power where it is vested in the delegating officer.
o Making of the specified higher appointments.
o Making an appeal from the decisions of at least the immediate subordinates.

STEPS IN ORGANIZATION K@

Activities and jobs form the basis of organization which are used for designing Z’organization

structure. These activities are determined by the objectives and strategies a

1. Determining and enumeration of objectives for each activity: The
spelled out from the objectives of the enterprise. The total werk, dperating and managerial
is broken down into component activities that are to be pormed by all personnel. The
breakdown of activities is carried as far down as to determine job of each individual.

2. Grouping and assigning of activities: Correlated a ilar activities are grouped into
division or departments first. And these divisio 2 departmental activities are further
divided into sections and jobs. &

3. Allocation of fixed duties to definite person inite job assignments are made to different
subordinates for ensuring certainty of wo ormance.

4. Delegation of authority: Corresponding to the nature of duties, commensurate authority
must be granted to the subordinate foQa bling them to make adequate work performance.

quired activities are

In brief, the important steps in or g are:

a. Determination of objectives 0& h activity.

b. Deciding on the various of activities to be undertaken within the framework of the
formulated plan to att goals of the organization.

c. Grouping of activities ‘a€cording to there similarity, interrelationships, competencies
and capacities re d in performance of these activities, its importance in relation to
attainment of

d. Deciding di t group of activities in terms of number of staff, the eligibility requirement

and me or maintaining the moral of employees.
e. Determining the authority, responsibility and accountability of different members of staff,
which includes:
¢ Determining the lines to authority with the channels of communication
o The relationship between members, departments, supervisors, peers and subordinates
¢ Developing an organizational chart based on above
¢ Planning of the items listed above
o Allotment of duties to individuals.
f. Integration between the identified group of activities through authority relationship and
organized communication system.
Effective direction needs leadership. The need for leadership would be evident if use of
authority, power is influenced by managers in any organization. Authority may be defined

of staffgﬁ arrangement, the materials and supplies, machine and equipments, funds
]
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as the capacity of arising from formal position to make decisions affecting the behavior of
subordinates. In other words, authority is the right to command and extract obedience from
others. It comes from organizations and it allows the leader to use power. Power is the ability
to exercise influence or control over others. In the functioning of a leader the ability to guide
the action of others is achieved through his authority. Carrying out of these decisions is
accomplished because of the power of the leader. There are various types of powers as follows:

Legitimate power comes to the leader when the organization’s authority is accepted. It comes
from the rules of the organization, e.g. parents, teachers, managers, police, etc. It is the power

inherent in one’s position. 6

Expert power is the power of knowledge and skill of special kind that is importafitin getting the
job done. A person’s professional competence or knowledge has the exper\@wer, e.g. doctor,
engineer, nurse, lawyer. *

\S

Charismatic power is the power of attraction or devotion, the desir‘@\ne person to admire
another. A subordinate feels a positive attraction towards a le byridentifying himself with
the leader, or gets influenced by the leader’s attractive power, e,g. Indira Gandhi.

Reward power is the present or potentiability to reward f rthy behavior. Tangible reward
such as promotion, office space, time off from work, dttractive work assignments, and help
to the subordinates. Psychological reward like prai preciation, approval and recognition
can be given by the leader or the superior to the dinate, rewards power increases other
powers as stated above. In short, it is obtain e ability to grant rewards to others.

Coercive power is the ability to threaten unish. The leader can use tangible punishments
like dismissal, demotion, less rating, 1 (gtisfactory work, assignments, etc. Psychological
punishments include criticism, avoi e, disapproval, satirical remarks on the subordinates.
In short, coercive power is base@g\'&e fear and punishment.

Expert power is gained throu@owledge, expertise or experience. Having critical knowledge
allows a manager to gail@r r over others who need that knowledge. This type of power is
limited to a specialized.area; e.g. music.

Referrent power is er that individual has because others identify with leaders or with
what that leade Q‘ olizes. This type of power given to others through assumption with the
powerful. Pe o may develop referrent power because others perceive them as powerful.

Informatio ower is gained when someone has information that another needs. This source
of power is obtained when individual has information that others must have to accomplish
their goal.

Feministic power or self-power is the power, in which an individual gains over his or her own life.
This is a personal power that comes from maturity, ego, indegration, security in relationship
and confidence in one’s impulse.
The following are the leadership roles and management functions in any organizational
authority and power in any organization. Here the leader’s roles includes that he or she:
o Creates a climate that promotes followership in response to authority.
o Recognizes the dual pyramid of power that exists between the organization and its
employees.



Organizing m
o Uses a powerful person to increase respect and decrease fear in subordinates.
¢ Recognizes when it is appropriate to have authority questioned or to question authority.
o Is personally comfortable with power and the political area.
o Empowers other nurses.
o Assists staff in using appropriate political strategies.

Functions include that he/she:
o Uses authority to ensure that organizational goals are met.
o Uses political strategies that are complementary to the units and organizations functioning.
o Builds a power base adequate for the assigned management role.
e Maintains small authority power gap. K%
o Isknowledgeable about the essence and appropriate use of power. @
e Maintains personal credibility with subordinates.
e Serves as a role model of the empowered nurse. N 6
Another step in the organizational success is its organizational \}e. It is the structure
in which human beings can perform most effectively. 3@

TYPES OF ORGANIZATION \
Following are the various types of organizations: 0%

. . *
Formal organization
Nonformal organization

Informal organization @
. Line organization @
Staff organization
Line and Staff organization K%
Committee organization @

. Social organization \\'Q

Formal Organizatio &O

The formal organization 1$,a@ system of well defined jobs, each bearing definite measure of
authority, responsibility’and accountability to enable the people of the enterprise to work
most effectively in @omplishing their objectives and organizational goals. In the formal

S®R e a0 o

organization, t ork that each individual does is part of a larger pattern coordination
proceeds ac to a prescribed pattern in the formal organization. It sets up boundaries
and path whi ust be followed to achieve the objectives.

Nonformal Organization

Existing within formal organization is nonformal organization that permits and sometimes
encourages behavior by members. This non-formal behavior is frequently desirable and
also work oriented and contributes significantly to efficiency. Behavioral factors such as
unnecessary socializing on the job, group values and cultural likes and dislikes serve as bases
for nonformal behavior in formal organizations.

Nonformal organization always exists along with formal organization. It serves as an adjunct,
is intangible, and takes on different degrees of importance depending upon the activity and
the persons involved. A manger should be aware of the presence and influence of non-formal
organization.
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Informal Organization

It refers largely to what people do because they are human personalities. Their actions are
directed in terms of needs, emotions and attitude and not only in terms of procedures and
regulations. Organization is systems of employees and employees groups which develop in
any work environment for achieving explicit goals. In the informal organization, people work
together because of their personal likes and dislikes. Informal group may extend its activities
to other groups as well as to the existing one within the organizational unit. The effectiveness of
this group depends upon the internal relations, the recognition of common goal and desire to
work together in accomplishingit. The formal organization which fails to recognise provide
for the effective operation of such groups loses its own effectiveness. The formalorganization
can always be represented through line of authority and responsibility betw, @uperior and
subordinates.

Changing concept of organization requires distinction between lf\e%mal, defined and
highly structured organizations and the informal organization. Tha@ nce of both of these
organizationis necessary. The aim of the managementshould be 0% op formal organization
of such scope as to encompass the varying, highly personal ne@o e informal organization.
Organization so as described below, is extremely important'tQ business enterprise. It facilitates
administration, encourages sound and balanced growth a versification. It provides for the
best use of human being and stimulate creativity for&@ﬁerall growth.

Line Organization @
The line type organization is commonly us@kmall enterprises, especially by retailer and
i

manufacturers having perhaps seven to employees. It has outstanding advantages:
quick decision-making is fostered, bucle ing is eliminated, excellent management training
experience provided, and the type of &ority relationships are clearly understood. This type
of organization has inherent di antages: executives tend to become overloaded with too
many duties, specialization is ng cticed, management members may be difficult to replace,
and insufficient time and given to activities such as managerial planning, research and
development, and overal rolling measures (Fig. 3.1).

Staff Organizati

The use of the “ (@ gives rise to many misunderstanding in management. Literally, the word
means stick ied in hand for support. Hence, staff authority relationship originally were

D

Fig. 3.1: Simple line organization.
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thought of as those relationships used to support line authority relationships. This concept
exists today and is valid. Staff means having a supporting role and functions; it is intended to
help the “order” With the passing of time additional meanings of staff authority, or what this
help consists of, have developed and the team support, instead of staff is currently in use.

In most enterprises use of staff in organization structure can be traced to the need for help in
handling details, locating data required for decisions, and offering counsel on specific managerial
problems.

Most staff authority relationships are characteristically a manger to manager authority
relationship and exist among any managerial levels of an organization structure The
managerial recipient of staff authority is commonly called a staff executive or s g icer. He

r

has the charge of this respective staff organizational unit. The concept of staff a ity is quite
old like staffs were employed by government and armies. \Q
*
Line and Staff Organization \\%
Most enterprises operate amid complexities and ever increasi Qvances in knowledge

and technologies. These along with expansion of an enterprQn e it necessary eventually
to relieve management members with line authority of s duties. The need for certain
specialists is recognized. For example, the expert in es hlng work standards, the legal
advisor, the researcher, and the tax expert are 1nco§cy ed into the formal organization
structure primarily so that the line manager is re part of his duties and thus able to
concentrate his efforts on the direct ding activiti eeping with the enterprises objectives.
The line authority remains the avenue for,co nd or performance of the work. It consists
of the authority relationships between line managers. Generally speaking most staff managers
do not exercise their staff authority alon hannels ofline authority. Staff managers exercise
their proper staff authority to help th agers who command to achieve work performance.
What is a line manager and what i manager depends on the type of authority possessed

(Fig. 3.2).
<2>‘°

@Q

Fig. 3.2: Functional (staff) organization.
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Committee Organization

It can be defined as: “A body of persons elected or appointed to meet on an organized basis for
the discussion and dealing of matters brought before it

Committees are common yet controversial in most organizations. They can exist at any
organizational level, serve in various capacities and for different purposes, are known by
many different names, and enjoy wide degrees of acceptance among management members.
Extremely important work is accomplished via the committee, route. Typically, educational
enterprises are loaded with committee, and they are common in government and in business.
In trade associations and most professional societies, the major portion of the (%mzatlon
structure is made up of committees.

The committee usually has a formally recognized and permanent place_i organlzatlon
structure. Its makeup, duties, membership and decision-making power m arefully spelled
out. For example, some business enterprises have at the top level, a plannl pohcy committee,

or a general management committee made up of selected company*@ tives. The committee

meets regularly, may be weekly, makes decisions, ensures that th forced, and participates

in the management affairs of the company or Hospital or Hea&are institution. The Reasons
for the widespread use of committees are given below:

a. Expert and collective knowledge can be concentra on a specific problem. A wide
range of experience can be tapped, exchange of i é\ be encouraged, and effective give
and take discussion encouraged.

b. Coordination is assisted: Different views a@ae unified and integrated. Agreed and
prescribed courses of action is establishe aximum understanding among committee
participants is achieved.

c. Too much authority concentrated in (% rson is prevented: By its very nature, a committee
members, who can watch and che ch other’s actions

d. Social values are provided: C ee membership provides prestige, permits recognition
as an equal with other me ho have status, and tends to satisfy the human desire for

long and to do someth while

e. Motivations is supplz%’eople like participation, and committee use encourages it.
Cooperation is enh% in the execution of a proposed action and is reasonably assured
if the committee@ ops the plan. There is also knowledge acquired by the committees
members an ibly pride of authorship gained by a member. Such characteristics have
strong motivational value.

f. Educati embers is promoted: Each participant’s viewpoint is broadened as he
gains as,and there is appreciation of the other unit’s problems as well as those of the enter-
prise.

Social Organization

It is apparent that in a democratic society, the ultimate authority of a business enterprise rests
with public or society. The professional privileges are derived and controlled through laws and
marketing process. Then beginning with the policies, a management system is organized to
achieve the organizational objectives. Procedures and control mechanism is introduced by
the management in a systematic way. The relationship between society and an enterprise is
shown in (Fig. 3.3).



Organizing m

Fig. 3.3: Relations between societ\@&\terprise.
N\
TRENDS IN ORGANIZATION STRUCT,

Due to tremendous changes in science, tech gy, group dynamics, social sciences, and the
constantly increasing demand of survival growth it became essential for the management
experts to bring the improvements i organizational structure to keep pace with these
developments and achieve its go@leby rendering the required service to the society for
which it exists. Accordingly the l% organizational structures have emerged, few of which are
as follows:

a. System approach K

b. Project organization @

c. Matrix organizatior@

System Appr.

This earlier

?r‘s are similar to the traditional organizational theories but from the system
e new definition has to enlarge upon the traditional one. Thus, the definitions
on in system terms can be as:

i. The organization is an open system which is in constant interaction with its environment
taking raw materials, energy, information and people transforming these into production
and services.

ii. The organization is a system with multiple functions involving multiple interactions
between organization and its environment.

iii. Organization is composed of many subsystems which are in dynamic interaction with
one another. It involves the study of these subsystems in terms of group behavior, goals,
etc. These subsystems are mutually dependent and change in one subsystem affects the
behavior of other subsystems. Finally the organization exists in dynamic environment
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which is also composed of other systems and subsystems. The multiple links between the
organization and its environment makes it difficult to specify the boundaries or limits of
any organization.

The definitions can be:
“Organization exists in a dynamic environment and composed of open and closed system and
subsystems to convert input (resources) to output (Product and service)”.

“Organizational systems and subsystems in turn interact with the systems and subsystems
of dynamic environment to bring about organizational effectiveness, organizational
development, organizational growth and organizational change” Thus, the environ twithin
which an organization exists is becoming increasingly unstable because of th id change
of technology, the expansion of economic market and rapid social and politi ange. Every
organization carries within itself representative of external environmgn'%@employees are
not only members of the organization but also the members of othe\ug nizations, groups
and societies. The system concept of organization shown in Figure

Thus the organization is a complex system because of the interactions between
how an individual is inducted into the organization, trainedy developed and managed and
the interaction between the formal organization and the va\@u informal groups which arise
inevitably within it. As all organization exists in an envi nt which consists of the culture
and social structure of the society in order to revive f@ization must fulfill some useful
function. 6

The common goal set by the organization §l®result into some product or service. PM

Baby and WR Scott defined four classes of o tion:
i. Mutual benefit organizations—these benefit the members of the organization
ii. Business concerns—these benefit g stomers or clients
i. Service organizations—these beq the customers or clients
iv. Commercial organizations—x\i@e enefit the public at large.

—-
—
=

To survive and develop the o ation, one must continue to perform its primary task of:
a. The recruitment per utilization
c. Motivation Mntegration.

Project Organ

'!§ion
In this approach)group of individual possessing the required skills is organized into an
autonom%(bp for a particular project (Fig. 3.5). Project management carried out by a

Fig. 3.4: System approach.
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Fig. 3.5: Project organization. Q
g ) g . %

Fig.@'%trix organization.

director appointed to coordin@ motivate the people in various activities of engineering,
marketing, production, p%& , etc. Responsibility for the project is very well pin-pointed.

Matrix Organizati

It is form of orgar@tlon which contains both the project structure and the traditional
functional stru Matrix management provides for specialized knowledge for carrying on a

number of spéeific projects. The disadvantage may arise because of the dual accountability of
personnelN d in the project.
Figure 3.6 shows the matrix organization.

AN ANALYSIS OF ORGANIZATION STRUCTURE

In organization it is a group of people working together to attain the desired objectives. People
in an organization do not start working together automatically unless they are provided with
some mechanism of coordination and control. One of the mechanisms is the organization
structure. It reveals who has authority over whom in the organization. It provides and invisible
framework to integrate all the people working together towards a common goal. Organization
structure is essential for exercising leadership. Organization structure provides an indispensable
sort of coordination in an organization. Peter Drucker suggests that the three ways to and the
organizational structure are:
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a. Activity analysis
b. Decision analysis
c. Relation analysis.

The business executives are emphasizing the need for maximum flexibility in the
organizational structure to meet the changing conditions. Thus, organization structure cannot
remain static, it must change with changing environment. Most of the leading organizations are
changing from production to service organization. The emphasis is on customer satisfaction—
rather, customer delight. The organizations are moving towards “Total Quality Management”
and empowerment of people.

By and large the technical departments change with changing technolo rsonnel
in personnel department do not change or they change under the union’séssure only.
Personnel department must also change with the need of the time. It n observed
by leading organizations that engineer trainees do not prefer to go tgproduction. What
are its reasons? Why there is more interest to join system design depdstments, commercial
departments, Marketing, Human Resource and Information Techn8logy Departments? Such
studies should be undertaken by the personnel departments lgﬂéassignment is taken over

by System Development departments or by scanning groups{or by Industrial Engineering
departments and only routine assignments are entrusted\o Personnel department. Even
leading companies are not sensitive to deal with the gr' es procedures. A recent concept
of matrix organization is very popular these days. U is concept, people from personnel,
accounting, purchase and marketing department ttached to each major departments for
guidance on various matters relating to person§ counts, purchase and marketing. Only in

case of major policy issues, it is referred to in departments such as personnel, finance
and commercial.

The area of career planning, executi @elopment, manpower planning, etc. are the other
major areas which are gaining im e in a large size organizations. This is the reason that
Personnel Departments are kno%Human Resources Departments with the responsibility
of Salary, Surveys, empower of people and far more emphasis on Human Resource

Development.

As far as individual ski oncerned Indians are one of the best in the world, but working
together as a group or work team we need to be educated and the large size organizations
need a special emp on the techniques of group dynamics. Japanese are the best example

to the world as«egard working in groups is concerned. The structure of an organization
stems from t &%’ ailed study and application of organizational principles. The organizations
are Workigb ission statements, defining the values of the organization and rebuilding
organizatien culture which is self-driven and motivating.

The conventional organizational structure in the form of a pyramid, with Chief Executive
Officer at the pinnacle and the executive trainee at the bottom has been widely perceived as
the ideal method of balancing the needs of the business as far as specialists and generalists are
concerned. Thus atthe bottom were the specialist mangers, freshly recruited from management.
Small segment of the business; a microcosm of activity which they have to understand,
assimilate and specialize in. With the passage of time this manager gains experience, acquires
additional knowledge and is ready to expand his sphere of functioning, at which point he is
considered fit to be promoted up the hierarchy. With each upward movement the individual
is expected to understand and specialize in an ever widening sphere of the organization’s
activities and simultaneously is also forced to take a broader view of the business perspectives.
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The process is repeated timely and again till the manager has reached the pinnacle, or to quote
Murphy’s famous law, “attained his level of incompetence”.

The pyramidal structure presupposes the breaking down of the business into a series of
manageable microcosms, generally based on functional requirements. When integrated, these
functional units are to form the core of the business.

Decisions are but interpretations of available information and the conventional
organizational structure assumes that as one moves upwards in the organizational hierarchy,
the decision-makers automatically have access to more channels of information and hence
are in a position to take better decisions. Thus, delegation of authority is invaria ér signed
to ensure that the more important a decision (is perceived to be), the higher a% ity who
takes it. Thus, the Chief Executive Officer is expected to take the most 1mp0rta isions, and
down the line, decisions of lesser and lesser importance are taken till we reme very bottom
where the most mundane things will be decided upon. ‘\\é

ORGANIZATION STRUCTURE IN AN ERA OF INFO NTECHNOLOGY

The onset of the “Information Age” has changed, the structure'ef business organizations. The
information explosion has effectively shattered many a @1 of the conventional business
structure. More and more organizations are discoveri their horror, that the pyramidal
structure which sharpened their competitive edge es of yore continues to be as sharp
as ever, only they are holding it by the blade! All ading organizations are connected on
“E-Mail” with all their offices, plants are “On- onnected” Now more and more correct
and immediate information is available for e ive decision-making.

The first and perhaps biggest myth w wisdom of segregating the business into a series
of functional entities like operations nce, marketing and personnel, when designed to
contribute to business synergy value. Alas, nothing could have farther away from
reality. Everywhere one accost tional units which not only contribute to the business of
the organization, but are fou actually negate the efforts of other units.

The second major lacu@ a major mishandling of human attitudes. Thus, it was expected
of a specialist joining at the bottom of the ladder to gradually transform himself into an all
knowing generalist e time he reached the top of the hierarchy. Easier said than done.
d is that the specialist tended to become more and more involved in his
e, effectively erecting barriers all around and converting his work sphere
into a per. o@k gdom of which he was lord and master, “and to hell with the organization”!
customer needs came to be perceived as but an intrusion into one’s routines.

And finally there was no place for creativity and innovation in the conventional pyramid.
Every idea got filtered though myriad layers of hierarchy and the ideas of the lowly manager
were invariably and automatically assumed to be not as good as those of his superiors,
positioned above. Boss was always right and CEO was the rightest! (if not the brightest).

Inany economy free of extraneous controls, two aspects of an organization effectively determine
its success, or failure: how quickly and efficiently can the organization react to changes in the
environment and more importantly how creative and innovative it can get, in order to provide
value to its customers. Alas, the pyramid of hierarchy is woefully lacking on both these courts.

Itis intrinsically slow in responding to change the more drastic the change, the slower are its
reactions and it has no place for creativity.
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Organizations all over the world are trying to shed their hierarchical burdens in exchange
for a more modern business structure. Flatter organizations, reduced hierarchical levels, more
delegation are all buzz words of today, like the ever popular “all-rounder” of cricket teams,
every organization is after specialist-generalists, i.e. people who specialize in generalizing! But
since one does not come across “an expert engineer who is also a financial wizard and a great
marketing manager” every day of the week it is obvious that the companies have to settle for
something less. Companies too have perhaps realised that even if they can find such persons,
they cannot probably afford them! Moreover, there is always the problem of what to do with the
existing whiz-kids!

Thus, organizationsdevised ahostofschemestotap the creative potential ofiits uents—
in the form of “suggest something” drives. This was carried out little furth en quality
circles or similar groups not only suggested but actually carried out improv ts, in a limited

manner, and mostly in their own functional sphere of work. Coming b cK@he organizational
structure per-se, every conceivable geometric shape and some in able ones too have
been bandied about as the best alternative structure for modern busiitess organizations. There
are matrix organizations, bridged ones and those that resem preting circles. Thus, in a
typical restructuring exercise, one may flatten the organization, without however allowing it to
spread too much while at the same time ensuring that tn% no cross functional mismatch
but striving to enhance response time without causi, @ ternal backlash.

The ultimate test is survival in the market. Wi n organization has achieved would
probable be far more pertinent than how was itya ether it was achieved through teams, or
a maltrix or something else is perhaps of only @mia interest. The pyramid has, without doubt
had its days of glory and has served its purposéwather well, but has certainly outlived its utility.
Though its successor may not have actu Iéood up to be identified, the traditional pyramidal
structure depicting an organizationa archy is definitely important. So the next time you
come across an organization wit itional pyramidal hierarchy, look again; it might be full
of mummies—of long brain-d siness managers.

Every organization m%& inually keep in balance the external and internal forces

which affect it. Most orga ions carry out this balancing process by means of some form of
management committee, or board of directors, coordinated by a chief executive. Depending on
the type of organiza&e board may be two tiered, i.e. having a nonexecutive, policy making
body that has b ected by share holders with a second operating executive committee,
or it may be a ination of both. This combination of nonexecutive and executive officers
provides c@c anism by which the external and internal forces are balanced at the highest
level with%he organization. The board or committee then provides the policy guidance and
directional control for the organizations operating management. The operating management is
responsible for the day to day running of the business, usually through a hierarchical structure
of subordinate managers down to foremen and supervisors. These managers are then organized
divisionally and by departmental disciplines but cannot function independently in a vacuum.
In consequence, in almost every organization there are also a number of key subcommittees
which, collectively, are responsible for the overall coordination of medium and short-term
strategies. The ever constant interplay between the separate functions, particularly in the
transfer of data and information, allows the organization to function cohesively. Although no
two organizations are identical and their objectives and business emphasis may widely differ,
each will nevertheless function in the same way.
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ORGANIZATIONAL STRUCTURE IN NURSING

Traditionally, nursing departments have used one of the following structural patterns:
bureaucratic, ad hoc, matrix, flat, or various combinations of these. The type of structure used
in any health care facility affects communication patterns, relationships, and authority.

Organization means the formal structure of authority calculated to define, distribute, and
provide for the coordination of tasks and contributions to the whole.

Each organization has a formal and an informal structure that governs work flow and
interpersonal relationship. The formal structure is planned and publicised whereas the
informal structure is unplanned and covert.

An organization’s formal structure is the official management of positions i %tterns of
working relationship that coordinate the efforts of workers with diverse ta
formal structure of nursing department should be determined by the nurs
managers with input from various nurse specialists. It should support agx
philosophy and objectives.

The informal organization structure consists of unofficial re '@hlps among workers that
influence work effectiveness. The formal structural diagram is\a’system of power and control,
a map of communication channels, and a scheme for assigning tasks to the most qualified

utive and nurse
goals and nursing

workers. The main purpose of the defining and updati ram is essential to clarify chain
of command, span of control, official communi 1t channel, and liaison links for all
department personnel.

Line Organization Structure

Bureaucratic organizational designs are monly called line structures or line organizations.
Those with staff authority may be re ﬁe to as staff organizations. Both of these types of
organizational structures are fo é&quenﬂy in large health care facilities and usually
resemble Weber’s original des r effective organizations. Because of most people’s
familiarity with these structu ere is little stress associated with orienting people to these
organizations. In these st s, authority and responsibility are clearly defined, which leads
to efficiency and simplici relationships.

These formal desi. ave some disadvantages. They often produce monotony, alienate
workers, and make sting rapidly to altered circumstances difficult. Another problem with
line and line-a aff structures is their adherence to chain of command communication,
ard communication. Good leaders encourage upward communication

to compe or this disadvantage. However, when line positions are clearly defined,
going out, g outside the chain of command for upward communication is usually inappro-
priate.

Ad Hoc Design

The ad hoc design is a modification of the bureaucratic structure and is sometimes used on
a temporary basis to facilitate completion of a project within a formal line organization. The
ad hoc structure is a means of overcoming the inflexibility of line structure and serves as a
way for professionals to handle the increasingly large amounts of available information. Ad
hoc structures use a project team or task approach and are usually disbanded after a project
is completed. This structure’s disadvantages are decreased strength in the formal chain of
command and decreased employee loyalty to the parent organization.
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Matrix Structure

A matrix organization structure is designed to focus on both product and function. Function
is described as all the tasks required to produce the product, and the product is the end result
of the function. For example, food patient outcomes are the product, and staff education and
adequate staffing may be the functions necessary to produce the outcome.

The matrix organization structure has a formal vertical and horizontal chain of command.
Figure 3.7 depicts a matrix organizational structure and shows that the director of maternal
child care could report both to a vice president for maternal and women’s services (product
manager) and a vice president for nursing services (functional manager). Alt h there
are less formal rules and fewer levels of the hierarchy, a matrix structure i without
disadvantages. For example, in this structure, decision making can be écause of the
necessity of information sharing, and it can produce confusion and fr ion for workers
because of its dual authority hierarchical design. The primary a e of centralizing
expertize is frequently outweighed by the complexity of the com ation required in the

design. Q
N\

Service Line Organization

Similar to the matrix design is service line organiza i@ hich can be used in some large
institutions to address the shortcomings that are ic to traditional large bureaucratic

organizations. Service lines, sometimes called tered organizations, are smaller in scale
than a large bureaucratic system. For exam

is organizational design, the overall goals
would be determined by the larger organization, but the service line would decide on the
processes to be used to achieve the goal,{

ctional | Manager

@ Vice president Vice president

Q® nursing services finance

Produyct/| %ger

Vicepesident Manager of
pediatric service nursing pediatrics

Vice president
human resource

Vice president

Manager of nursin
maternal and 9 9

women'’s service

women'’s service

Vice president
oncology services

Manager of nursing
oncology services

Fig. 3.7: Matrix organizational structure.
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Flat Designs

Flat organizational designs are an effort to remove hierarchical layers by flattening the chain of
command and decentralizing the organization. In good times, when organizations are financially
well off, it is easy to add layers to the organization in order to get the work done, but when the
organization begins to feel a financial pinch, they often look at their hierarchy to see where they
can cut positions. While there are advantages to a flattened organization, many managers resist
such change as it means their workload is greatly increased (McConnell, 2005).

Inflattened organizations, there continuestobeline authority, butbecause the organizational
structure is flattened, more authority and decision making can occur where the w % is being
carried out. Many managers have difficulty letting go of control, and even very ﬂﬁ ed types
of structure organizations often retain many characteristics of a bureaucrac

A purely hierarchical chain of command in which each employee i
is responsible to a single, clearly identified superior (Fig. 3.8). Pure i
analyzes the principles of classic or traditional, organizational the
1. The organization structure should be as simple as possible

role relationship.

2. The organization structure should provide clear-cut au\rl and responsibility for each
position.

3. The work of each employee should be conﬁned&@mgle function, or group of similar
functions, because specialization fosters efficien

4. The activities and functions of each empl()%e@)uld clearly contribute to achievement of

rwsed by and
ucture operation
ich are:

itate understanding of

overall goals of organization.
5. Related functions should be grouped u single supervision.
. Each worker should take orders from,i| be accountable to only one supervisor.
7. To ensure horizontal coordlnatlon itutional rules and policies should be formulated by

)]

the top administrator.

The line authority is a dlrecg,%vh rity exercised by a supervisor over his subordinates and
the flow of authority is al nward. In its implicity, unity of control, better discipline,
fixed responsibility, ﬂexi@and prompt decision will be possible.

In practice, in angerganization’s line functions sometimes we come across lack of
specialization, over g of works, inadequate communication and favoritism.

@Q

Fig. 3.8: Organization chart.
(CNO—Chief Nursing Officer; DNO—Deputy Nursing Officer;
ANO—Asst. Nursing Officer; SN—Staff Nurses)
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Line relationship exists between a superior and the subordinates immediately and directly
responsible to him, e.g. in nursing, staff nurses who perform the basic work of the nursing, that
isdirect patient care. The middle level manager, like head nurses supervisors are responsible for
programmed decision-making and direction of day-to-day operation. The nursing personnel
at the top CNO or Directors are responsible for nonprogrammed decision-making such as goal
setting, program planning and performance evaluation.

Line and Staff Organizations

A staff function is an activity that is separated from the chain of command to permit a high
degree of specialization. The staff authority is created for giving specialist advi the line
superiors, and flow of authority is always upward. It has no power in the organization. Staff
relations are those which arise where an individual is acting as the represe&@ve of a superior.
This individual is not vested with authority in her/his own rights butin t\@’ or and on behalf
of’ the person who the authority is vested. A staff officer’s speciali X onfers the status of
expert in a narrower sphere of management. A cynical definitio staff specialist is ‘one
whose preparation and experience confer more and more kr@e e about fewer and fewer
subjects. The staff officers serve one of these functions—seryicepadvisor, control, e.g. assistant
nursing officer (HN) incharge, in service is a service sp 1‘\ist, who serves line division by

orienting and training of staff nurses. An assistant nurs icer who is incharge of planning
advises line manager/supervisor in setting goals an ning of method to achieve goals. Like
this, staff officer advises the line officers in p , organising, control and directing and

other managerial affairs.

It is believed that the best system to adopt\in any progressive and elite organization is the
line and staff organization. Here there j rovision for having experts, advice available to
management, which in turn increas iciency of supervisors and also there is chance of
advancement to its employees. H e is a scope for staff need to assume line authority that
may lead to frictions, and if the t give sound advice leads to problems, which hinders the
attainment of objectives prolﬁ

Functional Organizatio

Functional organiz '@is a system of organization in which functional departments are
created at the insti nal level to deal with the problems of concerned at each successful
level, e.g.inah al (Fig. 3.9).

Thus, lin taff organization is that key management functions that the chief executive
has neith@ or time to execute well, are delegated to functional experts who can devote
full time té”the assigned function without being distracted by responsibilities of day-to-day
management of personnel and material.

A nursing organization increases in size, it may evolve from a pure line, to aline and staff and
finally to the functionalised line and staff structure. In functional line and staff organization,
the expert is responsible for a specified management function such as staffing, policies,
quality improvement, or staff development,
has authority to command line managers to
implement needed actions that relate to the
expert’s specified functions.

There have been several changes taking
place in the health care delivery systems. It Fig. 3.9: Functional organization chart.
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made the line, line and staff as functionalised line and staff structures are less effective. Due
to these developments, a new type of formal organization structure “Adhocracy” or matrix
structure, has been adopted by more innovative nursing organizations. Matrix organization is a
relatively flat hierarchical structure in which a constantly changing projects team organization
is superimposed on a fully functionalised line and staff organization structure.

DECISION MAKING WITHIN THE ORGANIZATIONAL HIERARCHY

The decision-making hierarchy, or pyramid, is often referred to as a scalar chain. By reviewing
the organization chart, it is possible to determine where decisions are madea;}thin the
management hierarchy. Although every manager has some decision-makin &1 ority, its
type and level are determine by the manager’s position on the chart. é

In organizations with centralized decision making, a few managers at ‘th fthe hierarchy
make the decisions. Decentralized decision making diffuses decision@g throughout the
organization and allows problems to be solved by the lowest practi agerial level. Often,
this means that problems can be solved at the level at which they.oectir,; which has the potential
to improve quality care outcomes and increase organization iciency (Caramanica, 2004).
As arule, larger organizations benefit from decentralized dégision making.

In general, the larger the organization, the great need to decentralize decision
making. N 6

Decision making needs to be decentralized in § organizations because the complex
questions that must be answered can best b (@ssed by a variety of people with distinct
areas of expertize. Leaving such decisions i%ge organization to a few managers burdens
those managers tremendously and could in devastating delays in decision making.

STAKEHOLDERS K

Stakeholders are those entitie ’&1 organization’s environment that play a role in the
organization’s health and pe blance or that are affected by the organization. Stakeholders
may be both internal an nal, they may include individuals and large groups, and they
may have shared goals_or diverse goals. Internal stakeholders, for example, may include the
nurse in a hospital o ietitian in a nursing home. Examples of external stakeholders for an
acute-care hospi ight be the local school of nursing, home health agencies, and managed
care providers ontract which consumers in the area. Even the Chamber of Commerce in
a city could sidered a stakeholder for a health care organization.

Everyo ation should be viewed as being part of a greater community of stakeholders.

Stakeholders have interests in what the organization does but may or may not have the
power to influence the organization to protect their interests. Stakeholders’ interests are
varied, however, and their interests may coincide on some issues and not others. Organizations
do not choose their own stakeholders; rather, the stakeholders choose to have a stake in the
organizations’ decisions. Stakeholders may have a supportive or threatening influence on
organizational decision making. For many decisions an organization makes, it may face a
diverse set of stakeholders with varied and conflicting interest and goals.

A stakeholder analysis is an important aspect of the management process. Such an analysis
should be performed when there is a need to clarify the consequences of decisions and changes.
In addition to identifying stakeholders who will be impacted by a change, it is necessary to
prioritize them and determine their influence. Waymack (2005) maintains that identifying
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stakeholders is a critical step in organizational change because it helps organizations develop
a communication plan to meet the needs of each group of stakeholders. Astute leaders and
managers, then, must always be cognizant of who their stakeholders are, how they may be
connected, and the opportunities for positive collaboration to achieve the organization’s
mission (Lockyer, 2005). A depiction of some possible stakeholders for a local community

hospital appears as given below.

Examples of Stakeholders in a Community Hospital

External Stakeholders

Local businesses

Area colleges and universities
Insurance companies and HMOs
Community leaders

Unions

Professional organizations

Organization (Figs 3.10 to 3.12) is the diagrammatic repre
the hierarchy of an institution, showing the channels of ¢
of authority among these positions. In other words,
or the managers and the subordinates a bird’s eye'vi

o The relationship between the various de
o As well as those that exist between the
grassroot level employees in an organi
o It also provides opportunity to all
understand their positions, rol

o It must denote the
enterprise.

Internal Stakeholders

Hospital employees K%
Physicians @
Patients ‘\\%Q

Patients’ families

Union shop stewar

Board of d|rect(Q

tion of the different positions in
munication and the formal lines
ives the executives and the employees
of:
s and divisions.
ent position in the management levels and

the top level administrators to the work force, to
o whom they are accountable and/or are answerable.

I lines of authority between different positions within the

e Itmust show the @@elatlonshlp between various functions and authority positions.

@Q

Fig. 3.10: Organization chart of District McGann Hospital, Shimoga.
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&
Q

Fig. 3.11: Organization chart of Govt. College of Nursin@@aluru.

Fig. 3.12: Organization chart of Victoria Hospital, Bengaluru.

It must denote the channels of communication between the various position and between
the executives and the subordinates.

It serves as a tool for the management and enables each employee for his/her placement
and relationships in the organization.
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o Itserves as an employees, to whom they are accountable and answerable.
o It provides basis for classification of personnel and evaluation system, where it plays role of
detecting deficiencies and inconsistencies.

LIMITATIONS OF ORGANIZATION CHARTS

Because organization charts show only formal relationships, what they can reveal about an
institution is limited. The chart does not show the informal structure of the organization. Every
institution has in place a dynamic informal structure that can be powerful and motivating.
Knowledgeable leaders never underestimate its importance because the infor tructure
includes employees’ interpersonal relationships, the formation of primary @{h secondary

groups, and the identification of group leaders without formal auth e informal
structure, known as the grapevine, also, leaders, and channels. .

These groups are important in organizations because they provide ers with a feeling of
belonging. They also have a great deal of power in an organization; can either facilitate or

sabotage planned change. Their ability to determine a unit’s nd acceptable behavior
has a great deal to do with the socialization of new employ Qformal leaders are frequently
found among long-term employees or people in select keeping positions, such as the
CNO'’s secretary. Frequently, the informal organizatio ves from social activities or from
relationships that develop outside the work env1r0

Organization charts also are limited in thei a o deplct each line position’s degree of
authority. Equating status with authority fr causes confusion. The distance from the
top of the organizational hierarchy usually mines the degree of status: the closer to the
top, the higher the status. Status also is inflaenced by skill, education, specialization, level of
responsibility, autonomy, and salary rded a position. People frequently have status with
little accompanying authority.

Because organizations are d ic environments, an organization chart becomes obsolete
very quickly. It also is possi l the organization chart may depict how things are supposed
to be, when in reality, t amzatlon is still functioning under an old structure because
employees have not ye ted new lines of authority. Another limitation of the organization
chart is that althou fmes authority, it does not define responsibility and accountability.
The manager s nderstand the interrelationships and differences among these three
terms. ﬁ
Authori ined as the official power to act. It is power given by the organization to direct
the work of other. A manager may have the authority to hire, fire, or discipline others. Because
the use of authority, power building, and political awareness are so important to functioning
effectively in any structure.

A responsibility is a duty or an assignment. It is the implementation of a job. For example,
a responsibility common to many charge nurses is establishing the unit’s daily patient
care assignment. Managers should always be assigned responsibilities with concomitant
authority. If authority is not commensurate to the responsibility, role confusion occurs for
everyone involved. For example, supervisors may have the responsibility of maintaining
high professional care standards among their staff. If the manager is not given the authority
to discipline employees as needed, however, this responsibility is virtually impossible to
implement.
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Accountability is similar to responsibility, but it is internalized. Thus, to be accountable
means that individuals agree to be morally responsible for the consequences of their actions.
Therefore, one individual cannot be accountable for another. Society holds us accountable
for our assigned responsibilities, and people are expected to accept the consequences of their
actions. A nurse who reports a medication error is being accountable for the responsibilities
inherent in the position.

ADVANTAGES OF ORGANIZATION CHART

o Maps lines of decision-making authority.

o Helps people to understand their assignments and those of their coworker. K
o Reveals to managers and new personnel how they fit into the organizati @

o Contributes to sound organizational structure. %

o Shows formal lines of communication. \\6

DISADVANTAGES OF ORGANIZATION CHART QO

o Shows only formal relationship.

o Does not indicate degree of authority.

o May show things as they are supposed to be or u Q}e rather than as they are.
o Possibility exists of confusion, authority with sta&

Organization chart is a picture of an organi @ e knowledgeable manager can derive
much information by reading the chart. It @e p to identify roles and their expectations.
Organization chart defines formal relationships within the institution. Formal relationships,
lines of communication and authority picted on a chart by unbroken lines. These line
positions can be shown by either ho al or vertical unbroken lines. Horizontal unbroken
lines represent communication n individuals with similar spheres of responsibility and
power, but different functions. al unbroken lines between positions denote the official
chain of command, the fo ths of communication and authority. Those having greatest
decision-making and au@ are located at the top; those with the least are at the bottom.
The level of position he chart also signifies power and status. Dotted or broken lines on
the organization c @epresent ‘staff’ positions. Because these positions are advisory, a
staff member pr@i@ information and assistance to manager but has limited organizational
authority, us@ﬁ crease his or her sphere of influence, staff positions enable a manager
to handl tivities and interactions than would otherwise be possible. These positions
also provide for specialization that would be impossible for any manager to achieve alone.
Advisory (staff) positions do not have inherent legitimate authority.
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