5 Main Types of Organisation

According to different methods of distribution of authorities and
responsibilities, the organisation are of following types: 1. Line or
Scalar Organisation 2. Functional Organisation 3. Line and Staff
Organisation 4. Line, Staff and Functional Organisation 5.
Committee Organisation.
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Type # 1. Line or Scalar Organisation:
This type of organisation is also known as departmental or military
type of organisation.

In this type of organisation business activities are divided into three
groups, namely finance and accounts, production and sales. Each of
this department is sub-divided into certain self-contained
departments, i.e., sections.

TTET # 1. ATST IT ThoA L T35

TH T o TISH &l (AT T HeT TR o T35 o6 & § S A7 14T 2|




TH T o S H ATTHTA T A& 1 T Tl | frATiora fham Simar &,
s faT ol T, IeaTae i foehl| =9 o9 mT § 8§ g &1 $g =a-Hid
[EEINIACRICRCEIEAEE IS CRER IR IR

TRTT # 1. TET (T Thel?T TET:

T THTCAT FHeAT AR AT Tohdt T 96T T ST Abda | ST,

qT TFT=AT STy a1y hararata fa=r sfor @Y, Searesr sfor fosft ar =
TeTHeT [ 9TTer et g, AT AR S A frg-Faa-Erannmes Farrer«r

AT, FEOTST (AT,

Each departmental head has sole control over his section and has
full authority to select his labour, staff, purchase of raw materials,
stores and to set the standards of output, etc. Foreman of each shop
trains new men and supervises the quality of output.

In such a system superior exercises a direct authority over his
subordinates who become entirely responsible for their performance
to the commanding superior. No operation is under two bosses:
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The following is the chart of line organisation:
GENERAL MANAGER ¢

[ !
Sales Managor Production Accountant
Superintendent
(Line
Salesman Office staff relationship)
Foreman Foreman Foreman -€— |
Workers Workers Workers g

(a) Chart of Line Organisation

This is known as military type organisation, because in military
discipline is of high order. Orders and instructions issued from the
top have to be followed by the lowers. Similarly in this type of
organisation, order of General Manager are to be carried out,
without any say by subordinates and hence no chances of shifting of
responsibility as in military and hence known as military type
organisation.
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As in this organisation, the flow of authority moves from top to
bottom in vertical lines, therefore, this is also called line or scalar
organisation.
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Advantages:
1. A clear-cut division of authority and responsibility, hence no
scope of shifting the responsibility.

2. Strong in discipline.

3. It permits quick decisions.

4. As responsibility of each individual is fixed, hence faults can be
easily and quickly known.

5. Everyvbody from top to bottom remains busy like a machine and
hence total cost of product will be less.

6. It is simple to understand.

7. Flexible and able to extend or contract.
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Disadvantages:
1. It requires different departmental heads to be expert in their
respective functions, hence lack of specialisation.

2. Departmental heads are over-burdened with various routine jobs,
hence no time for further expansion and planning.

3. Certain people become key points and they are loaded maximum
with work.

4. Chances of accidents, wastage of material and labour are more
because of insufficient knowledge of all the work by one man.




5. Chances of delay in reaching the orders of General Manager or
any other departmental head upto the workers and, therefore,
possibility of distortion, due to long channel.

6. Over-burdened foreman may not be able to give sufficient time
for each job and will cause wastage and error.

7. It has no means of rewarding good workers.
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Applications:

1. Such organisations are suitable for factories of small and medium
size, in which subordinate and operational staff is not too much.

2. Suitable for continuous process such as sugar, paper, oil refining,
spinning and weaving industries etc.

3. Suitable where labour problems are not difficult to solve.

4. Suitable where automatic plants are used.
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Type # 2. Functional Organisation:

The difficulties in finding all round qualified man to be foreman in
the line organisation are overcome with this type of organisation. He
is replaced by various functionalised people.
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(b) Simplified Chart of Functional Organisation
This system is advantageous because each supervisor is specialised

in a particular field and he attends to one factor in all the
departments. Below is its layout:

In chart (b) these different bosses are just like foreman. In some
factory, they are called foreman and in another factory they may be
designated as gang boss, speed boss etc. Each boss goes to
individual workman for instructing and guiding about his activity.

Chart (b) is a short and simplified form showing the structure of
functional type of organisaion, chart (¢) shows the order of authority
and the stages in the organisation.
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In this, specialised people like chemists, purchasers, engineers,
designers etc. are employed under the production superintendent
and everybody is supposed to give his functionalised advice to all
other foreman (bosses) and workers. Every foreman (boss) will go to
individual worker for his related function.
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This type of organisation is sometime called “Taylor’s organisation”
as it was for the first time introduced by F.W.Taylor. Taylor said that
the well qualified foreman required brain, education (special or
technical knowledge), manual strength, tact, energy, honesty,
judgment or common sense and good health.

He believed that a man with three of these qualities could be hired
at any time. If four were required, it was necessary to secure a
higher priced man. The man combining five of the qualities was
hard to find and the one with six, seven or eight almost impossible
to discover.

Therefore, Taylor employed functionalised bosses and as far as the
workman was concerned, instead of coming in contact with the
management at one point, only he was to receive his daily orders
and help directly from eight different bosses. Four of these were
located in the planning room and four in the shop as shown in chart

(c).
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Advantages:
1. Due to specialisation quality of work is better.

2. This system provides more specialised knowledge and guidance to
individual workers through experts.

3. It helps mass production by standardisation and specialisation.

4. If anv operation needs improvement, it can be improved even
upto the last moment.

5. Considerable expansion of the factory is possible.

6. Since for every operation expert guidance is there, hence wastage
of material will be minimum which will reduce prime cost.




7. Unnecessary overloading of responsibilities will not be there, as
was in the case of line organisation.

8. No special knowledge of workers is required as the instructions
are supplied by drawing and experts.
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(¢) Detailed Chart of Functional Organisation.

Disadvantages:

1. It is complicated from control point of view as every
functionalized expert feels himself to be superior than the other and
there is no one-man control over the workers. Therefore, it makes
discipline problem difficult to solve among lower level.

2. By employing high waged experts, the total cost of job may
become high.
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2. As line workers will not be using their skill, their initiative cannot
be utilised.

4. Shifting of responsibility is possible.

5. The failure of anv of the expert will largely affect the production
because, if any expert tells wrong operation, there is no other body
to correct him. This will result in large wastage of material.

6. Proper co-ordination of the work of different departments is
required but it is difficult to maintain as everybody is working
individually.
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Application:

In practice a pure functionalised system is rarely found. In fact, a
factory where responsibilities are divided on a functional basis, line
relationship may also exist. This is suitable for large manufacturing
concerns which are capable of expansion in future.
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Type # 3. Line and Staff Organisation:

In a firm of large size operating on big scale, managers cannot give
careful attention to every part of management. They are unable to
think and plan. They are busy with ordinary task of production and
selling. Hence ‘Some Staff is deputed to do other works like
investigation, research, recording, planning and advising to
managers.

Thus staff brings specialisation by assisting the line officers. The line
maintains discipline and stability. Staff provides expert information
and helps to improve the overall efficiency. Thus the staffs are
‘thinkers’ while lines are ‘doers’.

A staff man usually controls one function of business of which he is
an expert. Usually the staff has no administrative authority, but an
expert in some phase of operation. He reports to the executive and
gives the advice on the subject of his specialty.
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Advantages:
1. It is a planned specialised system.

2. Quality of product will be better.
3. Wastage will be less.

4. Expert knowledge is available.

5. Sufficient time is available to general manager for future planning
and expansion.

6. Discipline problem is solved because of line relationship.
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Disadvantages:
1. Sufficient expert knowledge and guidance is not available as
compared with functional type.

2. Lack of responsibility among higher levels and hence the
discipline as a whole will be poor.

3. The overhead cost of product may rise, because of high salaried
staff.

4. The slackness of any section or department will largely affect
whole working.
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Application:

Now-a-days this type of organisation is preferred for medium and
large scale industries, depending upon internal structure, nature of
productive activities and span of business area. It is applied in
automobile industries and other intermittent nature of industries.

AraEd:

ST HLAAT, SCATE AT ST i Th{d ST SATAATAH &1 =l AT 6 ST
U, T TH TR 6 TS 0l HETHT FT T8 THATT o I 6 (70 T8 FRAT STt 2l
Tg SACTHIGTSA SN AT SN o T ATALAF Thid § AN (AT 1T 2

ISl




FAT THAT, IcaTash SUFHHTH Ta&T AT AGTT &I T=AT AT TE HLAH A7 AISAT
SRTTETST ATAT-AT FTeaTd AT THTE=AT GHEAH T (ot ST, A THI G T
SEINTTHET ST SANTT=AT TA¥ HYATH (HETa< g AN el ST,

Type # 3. Line and Staff Organisation:

The line organisation gradually developed to shape as the line and
staff organisation; Taylor’s functional organisation hastened its
development. As the industry grew in size and complexity, the line
executives could not perform properly all other functions (besides
looking after production) such as R & D, planning, distribution,
legal, public relations, etc. This necessitated the employing of
special executives to assist line executives and they were known as
staff as they were recruited to perform staff or specialist functions.
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The line executives retain supervisory authority and control over the
work of their subordinates whereas the staff executives relieve line



executives of certain specialised work and advise them on matters
referred to them. The final decision whether to accept and
implement the recommendations of the staff executive remain in the
hands of the line executive. Fig. 3.7 shows a line and staff
organisation. The line executives are marked vertically whereas staff
executives are placed horizontally.
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Fig. 3.7. Line and staff organisation.

A variation of line and staff organisation is Line and Functional
Organisation in which the staff or specialist executive has full
authority (i.e., a higher degree of authority than in a line and staff
organisation) over his particular function which may be inspection,
work study, purchasing, employment, etc.
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Advantages of Line and Staff Organisation:
1. Expert advice from specialist staff executives can be made use of.
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2. Line executives are relieved of some of their loads and are thus
able to devote more attention towards production.

2. Less wastage of material, man and machine hours.

4. Quality of product is improved.

5. There is no confusion as exists in functional organisation.

6. Line and staff organisation possesses practically all the
advantages of both the line and functional organisations.
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Disadvantages:
1. Product cost will increase because of high salaries of staff
executives.

2. At times the staff department may infringe upon the rights and
responsibilities of the line organisation, thus weakening the line
organisation when its (i.e., staff department’s) true function is to
strengthen this organisation.

2. Line and staff organisation may get confusion in case functions
are not clear.

4. Frictions and jealousies if developed between line and staff
executives may cause harm to the enterprise.

5. Line executives if they start depending too much on staff
executives may lose their initiative, drive and ingenuity.
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Application:
Line and staff organisation is very common among the medium and
larger enterprises.
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(d) Chart of a Line and Staff Organisation.
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