TOWARDS THE ORGANIZATION OF THE FUTURE


Introduction


	Some of the ideas discussed below have been taken by an article by Thomas A. Stewart, published in the journal "Looking Ahead".


	The article mentions the idea, already dealt with during the introductory module of this workshop, that the "traditional hierarchical organization" is outdated and being left behind because it cannot cope with changes in the environment within which the telecommunication sector is developing.


	How will the new organization succeed? A few key points are now emerging and should be carefully considered. For instance, it is said that:


1.	The organization of the 21st century represents the confluence of three currents


a -	A high degree of commitment to work; this means organizing activities among self�managing teams empowered to handle the necessary resources required and design their own work procedures for achieving their set objectives.


	This participative mechanism has proved that such teams make for improvements in productivity, quality of work and high satisfaction (motivation).


b -	Emphasis on business or project management instead of functional department management. In other words, organizing the agency's management on a product basis, using multidisciplinary teams comprising personnel drawn from different levels of the agency's hierarchy.


c -	Immediate distribution of information to anyone in the organization. Developments in information technology enable knowledge, responsibility and results to be distributed to practically any part of the agency. The key is to put them together consistently and with a practical design (MIS = Management Information System).


2.	The organization of the 21st century must promote and feed INNOVATION and IMPROVEMENT capacities


	This idea has radical implications. It means that "learning" is becoming the central idea of organizations, replacing "controlling" as the chief role of management. 


	The organization (agency) must become a "permanent training machine". To that end workers will change jobs periodically (e.g. every six months) and rotate through the main work areas.


	It also means that promotion and/or dismissal will be decided according to levels of skill and ability, NOT seniority.


�
3.	The organization of the 21st century represents commitment to the agency's objectives and goals


	Managers usually know what teams can do. However, they need an outlook which unites high-performance teams with the organization as a whole.


	Goals, responsibilities and evaluation measures must be defined throughout the agency's different functions if "self-managed" management is to permeate the agency.


	Middle and senior managers need to be capable of really practising the delegation of power and the assignment of responsibility simultaneously.


From vertical organization to matrix organization


	To put the above conditions into practical perspective, we need to show how a traditional pyramidal organization can be made into a process - or project-oriented organization, also known as a horizontal organization.


	This may be seen schematically in the following sequence of diagrams.


From vertical organization ...
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... to horizontal organization


(process-oriented)


�














THE TEN KEY POINTS


1.	Organize basically around "processes", not "tasks"


	Performance objectives must be based on customer needs such as rapid service or low cost. Identify processes for meeting those needs, e.g. production and execution of the order. Such processes, NOT departments, become the main component of the agency.�


2.	Flatten the hierarchy by minimizing sub-divisions in the process


	It is better to organize teams in parallel, with each doing many of the steps in the process, than to have a series of teams taking only few steps in the process.�


3.	Make senior managers responsible for implementing and following up the process�





4.	Link performance objectives and the evaluation of all activities with customer satisfaction�


5.	Ensure that teams rather than individuals are the focus of the agency's performance and design�


	Individuals acting alone are unable to improve work procedures continually.


6.	Combine management activities and non-management activities whenever possible


	Leave the team members to decide on programming, evaluation and dismissals.�


7.	Stress that each employee must have various skills or abilities


	As a rule few specialists are needed.


8.	Inform and train people just in what they need to be able to perform and just in time (when necessary)�


9.	Maximize contact between suppliers, customers and each and every member of the agency


	This implies all employees travelling in the field and participating in trouble-shooting teams in such a way that this activity takes place all the time.�


10.	Reward individual acquisition of abilities and skills and team performance instead of simply individual performance








�



	"Business processes" will be the term of the future, meaning the link between high team performance and the performance of the agency as a whole.


	Being organized around processes as opposed to functions, the arrangement will allow greater self�management and enable agencies to dismantle and remove redundant supervisory structures.


	Process management differs from function management in three fundamental respects:


1.	The use of external objectives.


2.	The grouping of employees with different abilities and skills to perform a complete task.


3.	Information circulates directly to where it is needed, without filtering through the hierarchy.








Team Formation





��
Different possibilities are used in �differing situations and objectives and�from agency to agency.


This example shows a matrix�type team �made up of specialists and �non�specialists from different�departments.


This type of team is normally used for�solving complex problems (design of�products and systems etc.).�
�
��
The personnel in a large unit may be �asked to select an appropriate number�of colleagues to form a working or�design group.


Such working groups are most �frequently found among traditional telecommunication agencies.





�
�
�


�
It is sometimes useful to set up a �reference team having in�house �experience, to advise and guide the�different working groups. It may �comprise representatives of the �different functions involved and of staff associations or trade unions.�
�
��
When a precise project is established �with a specific aim (e.g. introduction of�a new service or extension of existing facilities, etc.), it may be useful to create�a project team, which will be dissolved�once the project has been completed. �This type of team may be made up of�workers with practical experience, drawn from different levels of the agency, who�can contribute much to the project.


�
�



RECOMMENDATIONS


1.	Avoid having a large number of teams with objectives which may partially overlap and create antagonism between teams.


2.	Only persons who are absolutely necessary should be included in each team. Teams must be kept small for manageability and productivity.


Common sense must be used in deciding on the number, type and membership of teams. Above all, it is essential to keep the situation simple and manageable.





DEFINING OBJECTIVES


	Besides discussing the definition of objectives, goals and indicators for the different teams to be organized, thought should also be given to the following points:


1)	Are the middle and senior managers and experienced workers who might work on teams capable of explaining general notions on systems and identifying the main systems and subsystems related with their responsibilities, as well as inputs and results?


2)	Are they capable of explaining the advantages of management by objectives and projects, and the process for establishing objectives, control and follow-up?


3)	Are they capable of describing the characteristics of a satisfactory operational objective (negotiated, precise, measurable, achievable and presented as a challenge) and of differentiating between satisfactory and unsatisfactory operational objectives?


4)	Are they capable of identifying the critical results of their unit and formulating result-related objectives?


	If the answers to those questions are negative, it will be necessary to train the personnel involved so that their ideas are clear on the subject.





IDEAS AND SUGGESTIONS FOR DEFINING OBJECTIVES


1.	Strategic objectives/aims


	Strategic objectives are objectives of longer duration and may even have permanent features. What vary are the indicators used for gauging whether objectives are achieved.


	Such indicators measure the present situation and enable short-, medium-, and long-term target indicators to be established. In order to achieve the target indicators, projects, activities, the necessary resources and work plans are established.


	An example in the area of the agency ORGANIZATION strategy, one which affects the agency's human resource management and development strategy and touches on all three levels of the agency (strategic or managerial, functional and operative), is the following:





OBJECTIVE: "To create and maintain an organizational structure consistent with the agency's objectives and needs".


Descriptors


1)	CLARITY OF STRATEGY: Clarity and comprehensibility of the strategic objectives.


2)	RELEVANCE OF STRUCTURE: An organizational structure consistent with the strategic objectives.


3)	ASSIGNED RESOURCES: Adequate assignment of resources and functions.


Indicators


1)	For clarity of strategy:


1.1	Degree of priority accorded to the development and definition of the strategic objectives.


1.2	Degree of formal and informal understanding of the agency's strategic objectives by employees and customers.


2)	For relevance of structure:


2.1	Degree of management satisfaction with the structure.


2.2	Provision for regulars reviews and evaluations of the suitability of the structure.


3)	For assigned resources:


3.1	Normal service trends and quantitative figures of the agency's management performance, and comparisons with similar agencies.


	The functions involved are those which include the design and maintenance of the agency's structure. This includes the formal relationship between jobs and associated responsibilities; grouping into units, divisions, departments etc; the definition of management responsibilities and the process governing such interactions.


	Five functions are identified and must operate within the agency in order to achieve the objective mentioned. They are:


1.	Design of the structure so that the agency can achieve its objectives.


2.	Design of jobs and job families so as to include the definition of authority and responsibility.


3.	Design of procedures so as to function under the established organizational structure and permit the achievement of objectives.


4.	Permanent reviews of the organization structure and work processes to ensure their relevance.


5.	Planning and implementation of changes, when considered necessary.


	Each of those functions must, of course, be definable using indicators. Indicators for each function are suggested below.





Function No. 1


Design of the structure so that the agency can achieve its objectives.


Indicators:


-	Extent to which the organizational structure helps rather than impedes the achievement of objectives.


-	Minimum discrepancy (conflict) between formal and informal organization.


-	Existence of adequate up-to-date documentation on jobs, systems and the structure.





Function No. 2


Design of jobs and job families so as to include the definition of authority and responsibility.


Indicators:


	Appropriate balance between individual precision, standardization and 	flexibility in the design and description of jobs.





Function No. 3


Design of procedures so as to function under the established organizational structure and permit the achievement of objectives.


Indicators:


Efficiency of systems and procedures (clarity of purpose, of their 	controls and of "authority to handle exceptions").


	


Function No. 4


Permanent reviews of the organizational structure and work processes to ensure their relevance.


Indicators:


	Provision for appropriate periodic reviews in accordance with the 	agency's plans.





Function No. 5


Planning and implementation of changes, when considered necessary.


Indicators:


-	Changes are implemented when the reviews show them to be necessary.





	It now remains to identify groups of activities and those �responsible for performing them in respect of each and every function�previously identified.�
�



2.	Set of objectives, if projects or complete processes are organized


	If the idea is to organize the agency by processes or projects, each one must have a set of objectives and indicators for establishing the functions involved, activities to be performed, resources needed and work plans.


	This set of objectives will consist of:


a)	a "development objective"; or


b)	one or more "immediate objectives".


a)	Development objective


	Represents the achievement of a broad development goal at the agency level.


	As a rule, the goal is defined in the institutional plans and requires a long-term approach. It must be explicitly related to the agency's strategic objectives/permanent aims. This objective is therefore of a higher level than the immediate objectives which determine the realization of a project.


b)	Immediate objectives


	An immediate objective sets out the achievements expected of the process or project itself. It must be defined in terms of the specific changes in behaviour, situation or condition which the project must bring about.


	Such objectives must be written out in detail, including the indicators to be achieved and criteria for success, as well as the results, activities and persons responsible for each activity.


	The objectives may be set out as illustrated below.





�



Immediate objective No. ?


What specific effect must the project achieve during or immediately after its useful life?


If the project is successfully completed, what improvements or changes are expected of the team, organization or area at which the project is aimed?�
�
�
�
Indicators:


What evidence or signs are there that the immediate objective has been achieved?�
�
Criteria for success:


Reference success value or state of indicators.�
�
Results�
Activities�
Persons responsible�
�
?.1	What type of result and how much must be produced, using the available inputs and activities undertaken, to achieve the immediate objective?�
?.1.1�?.1.2�?.1.3	What activities must be undertaken to produce the �expected results?�
?.1.1�?.1.2�?.1.3	Who is to manage and supervise these activities?�
�
?.2�
?.2.1�?.2.2�?.2.3�
?.2.1�?.2.2�?.2.3�
�



	Results are those elements which, when combined, lead to the achievement of one or more of the immediate objectives. They are tangible "products" which the project itself must produce in order to achieve its objective or immediate objectives. They represent the effects derived from the tasks that have to be performed in order to achieve the objective.


3.	Operational objectives


	Each unit within the agency must have its own fixed operational objectives, on the basis of which everyday activities are organized.


	Such objectives must be negotiated with the management, precise, measurable so as to know whether or not they have been achieved, and achievable even though they represent a challenge.


Conclusion: Organizational alternatives (ideas taken from Robert Youker's article entitled "Organization alternatives for project managers", in Management Review)


1.	Functional (traditional) organization





��
�



2.	Organization by projects (or processes)





��
�



	As opposed to traditional (functional) hierarchical organization, organization by projects means that all the resources needed for achieving a specific objective are separated from the regular functional structure and grouped within a self-sufficient unit headed by the project manager.


	Large agencies establish small temporary units having a special position in the structure and their own specific objectives. It is interesting to note that the internal structure of each project is functional, i.e. the project team is divided into several functional areas.


	The terminology used is organization by projects, not project administration or management. One can manage projects in any sort of structural organization. The advantage of organization by projects lies in singularity of purpose and unity of command.


	A team spirit is developed through a clear understanding of and focus on a single objective. Informal communication is effective and the project manager has all the necessary resources under his direct control.


	However, this type of organization is not the perfect solution to all problems: facilities may be duplicated and inefficiently used. Another serious problem concerns job security once the project is completed. Employees assigned to a project normally lose their position in the functional structure.


	A traditional functional organization is organized around such technical inputs as engineering, operations, marketing etc., whereas organization by projects centres around outputs or products.


	The problem in each one is to strike a proper balance between the long-term objectives of functional departments and the short-term objectives of projects.


3.	Matrix organization


	This is a multi-dimensional structure which seeks to maximize the strong points and minimize the weak points of the functional and project-based types of organization described above.


	It combines normal vertical hierarchy with a superimposed lateral or horizontal hierarchy of the project coordinator, as shown in the diagram below. Its main advantages are a balance of objectives, coordination throughout the linear functional departments and transparency of project objectives through the project coordinator's office.


	The main disadvantage is that the man in the middle is working for two bosses. Vertically he comes under the head of the functional department, horizontally under the project manager or coordinator. When conflicts arise he may find himself trapped between both.


	The project manager often feels he has little authority in relation to the functional departments. On the other hand, the functional department chief often thinks that the project coordinator or manager is encroaching on his territory.


	The only solution to this problem is clearly to define the roles, responsibilities and authority of each actor. The project coordinator specifies WHAT must be done and the functional department is responsible for HOW it is done.





��
�



	MANAGING A MATRIX ORGANIZATION IS CONTROVERSIAL.


	Some people have bad experience of working in a matrix, while others are highly successful. A careful definition of authority and responsibility is needed, as well as a serious effort of coordination and diplomacy.


	A matrix is basically a balance of power between the goals of the functional structure and those of a specific project.


	A KEY PROBLEM with matrix organizations is that they tend to overload the functional departments with work. If those departments undertake to work more man-hours on projects than they can afford, conflict over priorities between projects is inevitable. This problem can be solved or alleviated by better planning.


	A matrix organization will NOT work properly unless there is a strategic matrix plan defining priorities and objectives, accompanied by a matrix resource and budget assignment.


��
For example: the project manager (A) will take horizontally, from the different functional departments, the resources needed to make up his budget. The same applies to other projects (B, C, D, etc.). �Similarly, each functional department chief will add up vertically, through all the projects, to work out the budget, resources and efforts which his department will have to deploy.�
�



	The golden rule in matrix management is "The man with the money calls the shots", meaning that all a project manager can do if he does NOT control his budget is to "beg" the departments for action.


	The matrix budget assigns resources to project managers for "acquiring" the services of the functional departments. Formulating a budget of this sort requires careful work on long-term and annual plans. Regular updatings of the plan and matrix budget are also necessary.


	A common representation of a project manager in a matrix organization is that of a frustrated diplomat trying to get the functional departments to do the job within the existing programme and budget. His position is very difficult but the following points might help:


1)	It is important to have a diagram of the senior management, defining the responsibilities and authority of the project managers and the roles of the functional departments.


2)	The project manager must anticipate conflicts within the matrix. Conflict is inevitable if there is dual authority, but it can be constructively resolved.


3)	Because conflicts are inevitable, it is important to develop team�work skills. In recent years the behavioural sciences have developed specific techniques for solving or utilizing conflict effectively. Management training must include experience in such techniques.


4)	The main power of the project manager is derived from the OBJECTIVES, PLANS and BUDGET approved for the project. He must use those documents for getting the functional departments to meet their commitments.


5)	It is vital for the functional department chiefs to commit themselves to the project plans and programmes, as well as to lower-level tasks. Functional department chiefs must review and sign the documents mentioned in section 4 above.


6)	Direct conflict with the functional departments is better avoided. Matrix managers should resort to departmental chiefs when the situation tends to get out of hand.


7)	It is important to remember that the project manager is responsible for WHAT must be done, not HOW. Use management by objectives and do not closely supervise the functional departments.


8)	Many of the problems in a matrix organization stem from the fact that projects entail a high degree of uncertainty. By definition a project is something new which requires continual and careful planning to reduce uncertainties.


Conclusion


	No organization is perfect. Functional organization, organization by projects and the different types of matrix organization all have their strong points and weaknesses. The structure to be used must be defined after careful analysis of all factors in relation to tasks, the agency's needs and the terms of the project or projects.


	If a matrix structure is chosen, the entire organization must make a serious effort to make it work. In particular, the project coordinator or manager must be carefully chosen and trained. His interpersonal skills will be much more important than his technical knowledge.


	In many situations, organization by projects may be the simplest solution from the standpoint of the project manager or coordinator. However, the functional managers or senior executives may not see that type of organization as a solution in the long term or at the strategic decision-making level.
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