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INTRODUCTION





This is an exciting time for telecommunications development.  New technologies are revolutionizing telecommunications services worldwide.  Telecoms organizations are likewise in the midst of a revolution.  The stifling organizational structures of the past are crumbling like the Berlin wall.  Out of the rubble, new organizational structures are emerging that will improve the efficiency of telecoms operations, allow real attention to customers’ needs, and recognize change as an organizational way of life.  Organizational restructuring alters organizational behaviour, and requires new approaches to management if the new structures are to prosper.  The following discussion offers some thoughts on the how organizational structures should adapt in order to keep pace with the exciting changes taking place in telecommunications development today.








A CLASSICAL VIEW OF ORGANIZATIONS





To begin, it seems reasonable to review traditional organization structures in order to provide a context for how structures should be adapted.  The following discussion presents a classical view of organizations.





The primary classical principles of organizations are:  objectives, specialization, coordination, authority and responsibility.





Objectives��The organization should have a set of clearly defined objectives.  Also, each management post should have an objective that defines how each manager should carry out his job to assist in meeting organizational goals.�


Specialization��Within the organization, each manager should be assigned to a single function, and related functions should be grouped under a single head.�


Coordination��Processes and procedures must be provided that coordinate all efforts toward the common organizational goal.�


Authority��Lines of authority should be clearly defined from the supreme organizational authority, whether it be an individual or group, down through all levels of the organization.  The hierarchy of authority is often referred to as the “chain of command”.�


Responsibility��Authority should be proportionate with responsibility.  When a manager is given the responsibility to achieve a given objective, he also must have enough authority to carry out the necessary actions to reach it.  If a manager is given the responsibility to keep costs within a specific budget, he must have the decision- making power to include or exclude expenditures that fall within that budget.  If he is not given this decision-making authority, he is defeated before he begins.��


Experts also cite other, secondary principles (classical) of organization.  These include efficiency, delegation, unity of command, span of control, short chain of command, and balance.





Efficiency��The organization should be defined so that the objectives can be attained with the lowest possible cost.  Cost is defined in terms of money, human resources or both.�


Unity of Command��Each manager should be accountable to only one superior.�


Span of Control��No manager should have more than six immediate subordinates.  Some experts believe that this is a span of control too large to effectively handle. � V. A. Graicunas�  showed that a manager with two subordinates must coordinate six relationships; two direct single relationships, two direct group relationships, and two cross-relationships.  A manager with twelve subordinates must coordinate nearly 2,000 relationships, an impossible burden.�


Short Chain of Command��The organizational levels between the chief executive officer and the rank and file should be kept to a minimum.  This improves the intra-organizational communications and reduces the chance that directions will be distorted.�


Balance��There must be a balance between the modus operandi  of the organization and the size and workload of the various units that carry out the work.  Moving from labour intensive production to automated production requires that the production work force be reduced, and that the maintenance work force be increased because the workload will shift from direct production to maintaining the automated production equipment.��


These principles are designed to provide guidance in deciding how the purpose and process of work should be divided.  A classical division of work by purpose and process can be seen in Figure 1.  Typically, classical telecoms organization approximate this model.  This produces an organization that is essentially a bureaucracy.  This is quite understandable since classical telecom organizations are usually a governmental entity.  A bureaucracy as defined by Max Weber has the following characteristics:





regular activities are distributed in a fixed way as official duties;�


jobs are arranged in a hierarchy, with each jobholder’s authority to give command and to apply various means of coercion strictly defined; and�


there are written documents to govern the general conduct of the organization�.�


�Classical organizations are typically highly centralized and can grow to a very large size.  Many telecom organizations have grown to 20,000, 50,000, or even as large as 400,000 employees.





�





Figure 1





An efficiently run, classical organization, can function quite well.  The old AT&T organization is a good example.  However, in recent years, the classical organization has been subject to increasing criticism by organization experts.  A major criticism is that they are too massive to provide much help in the actual work or organizing.  Specialization, coordination, authority, efficiency, and balance are difficult to manage in classical organizations.  Large classical organizations also have difficulties providing both a short chain of command and a short span of control.





While many organization and management experts have criticized classical organization principles for a variety of good reasons, probably the most damaging criticisms have come from proponents of the behavioural sciences, such as psychology, sociology, and social anthropology.





The behavioural scientists believe that classical theory is incompatible with human nature.  The behaviourists point out that orders and policies, no matter how plainly stated, will be subject to reinterpretation according to the psychological set of those who transmit them or carry them out, the environment in which those down the line find themselves, and the conflicting pressures to which they are subject.  These experts are aware that the people who make up an organization are motivated by many forces besides those taken into account by the classicists and may be seeking goals quite different from those assigned to them by the organization manuals.�








THE NEW ORGANIZATIONAL FRONTIER





The lethargy of classical organizations in the current telecommunications environment has forced many to rethink their structures and then reorganize to be able to keep up with the rapid pace of technological change, and to become fiscally responsible.  Many have adopted a commercial approach.  In many ways, a commercial approach follows the principles set forth by the behaviourists.  The following section looks at the principles of a behavioural organizations.





As in any organization, a behavioural organization must consider the work to be done, and the skills needed to do it.  But once this has been decided, the behavioural organization tries to ensure that the responsibility and authority attached to each post are as broad as possible and that the job descriptions permit each employee to participate in the decisions that affect him.





The new organization might have the following characteristics:�


Elimination of superior-subordinate relationships.  Instead of discipline enforced by the superior, there should be self-discipline, enforced by self-interest.  Each individual employee or small group of employees should compete for the available resources and should, therefore, have to perform efficiently to keep his job.�


In order to develop internal competition, there should be more than one source for most activities.  Thus, instead of one centralized research and development division, there should be several smaller ones to choose from.�


Each individual employee or group should be a “profit centre” judged by a profit and loss statement.  The “profit centre” must keep its input costs in line in order to be able to sell its services to others in the organization at an acceptable price.�


Policies should not be established unilaterally, but should be the result of compromises that make for the greatest average satisfaction.�


Compensation should be determined objectively by reference to the “profit centre” accounts with bonus payments linked to improved performance.�


Computerized information services should be available to all to enhance the decision-making process.�


Employee mobility should be encouraged by changes in the pension system and seniority regulations, since in their present form both tend to discourage employees from leaving their jobs if they are dissatisfied with them.�


Education and training within the organization should be greatly increased.  This will provide new skills for those who with to take on new responsibilities.�


There should be open access to information.  In most organizations today, information is hoarded, not only at the top but by individuals at various levels.�


Reward and risk should be balanced to encourage employees to introduce innovations.





A number of telecoms organizations worldwide have restructured following these principles.  Figure 2 shows a new organizational structure with some distinctly different characteristics than the classical structure.





The purpose divisions have been redefined by customers’ needs.  This places the organizational emphasis on providing services demanded by the customer.�


The size of the division has been reduced with essential services integrated into each of the divisions so that they become subsidiaries within the organization.  These subsidiaries compete with each other for organizational resources.  Allocation of resources is determined by headquarters based on the strategic plans.  Employees within the subsidiaries are free to use the resources provided as they see fit as long as organization objectives are met, and they show black ink on the accounts ledger.�


The number of subsidiaries is determined by customer density and needs, and by geographic area.  Short-term or temporary tasks are undertaken by project teams or task forces which can move quickly, complete the required job, and then disband.�


The headquarters functions are the strategic planning unit, allocator of organizational resources (based on the strategic plan to meet customers’ needs), and as the organizational policy making and monitoring unit.





�





Figure 2








This new structure allows for a more effective application of many of the classical principles, and at the same time, takes into consideration the factors that motivate the people who work for the organization.








SOME THOUGHTS ON RESTRUCTURING





The ease of transition from old to new is directly related to the strength and vigor of the old organization.  A smoothly running classical organization can revitalize itself w
