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70 OBJXECTIVES

After readingthis Unit you will be ableto:

understand the concept o organisingin management,
know about the elementsdof organising,

know the ipportance o divison o work, departmentalisation, delegation, etc. for
achieving organisational gods, and

e |earnabout theroledf leadership or actuating in the areadf management.

71 INTRODUCTION

As an entrepreneur or a manager you have done planning, you have selected the form of
organisational structure, you have a so decided about the type of organisational climate you
would prefer in your organisation, Now what next? Well it isnot justimportant to set upan
organisation but theaim isto takeit further i.e. to put into action or set theball ralling. This
iswhere organising, as a management function becomesrelevant. And a step further, you
haveto ensurethat thereisenough motivationamong theemployeestogoahead. Thisbrings
in theroleof actuatingor providing leadership. We have aready dealt with organisational
structuresand culture in Unit-5. In this Unit we take up the conceptsand stepsrelated to
organising, dong with the relevance o actuating or leadership.

72 ORGANISING

The processwhich enables the creation and maintenance o an organisation structureis
referred to asorganising. It isthrough organisingthat we establish theformal groupings
of peopleand their activities. Thisis done to achievethe stated goals o the organisation.
Generally, the mgjor purposesbehind organising are to:

e identify,divide, distribute and group the tasks to be done,
o delegateauthority and responsibilityfor decision makingto accomplishthetasks, and

® establish and determine working relationships amongst persons, groups or
departmentsfor efficient implementation o plans.

In other words, we can say that organising connects, arranges and co-ordinates the human
and physical organisational resourcesin order to achieve the organmisational goals. For
example, anowner or amanager o atour operator company will havetoidentify thetasksin
the company. These could be packagingthe tour, looking after transportation, dealingwith
hotels, guides and escorts, setting of tour packages, market research, administration, etc. The



next step would be to group these tasks:

Organising
e dealingwith hotelsand airlinescoul d be put together as accommodation and transport
department,
e facilitationand escortingcan belooked after by onedepartment,
packagingtours by another department, and
e sdesand marketingby another and so on.
After this type of grouping is done, then comes the issue d who in each group has the
decision-makingauthority, whoseresponsibility isit to make the decisionsoperative, ete.
Similarly it isimportant that the type o co-ordination, information sharingand relationships
are aso clearly spelt out. Thus, organising, by creating clear-cut lines of responsibility,
authority, etc., streamlines and facilitates collaboration and negotiations within the
organisation.
In simple words whiie planning specified what is to be achieved and when, organising
specificeswho will achievewhat and how that will beachieved.
Asamanager or an entrepreneur for organisingyou ought to have certain skills. For example
you should have the ahility to:
e analyse and designjobs,
e defineauthority and responsibility,
e recruit and train peopleaccordingto the job requirement or specialisation,
e foreseetheareasd conflict,
e establish effectivemanagement information systems,
e resolveconflicts, and
e respondand react to changesin theinternal aswel asexternal environment, ete.
Achieving such organising skillsisa step further in your career asasuccessful manager. In
the subsequent sectionswe deal with different dlementsof organising,
73 DIVISSON OF WORK
Adam Smith in his book Wealth of Nationsdescribed the work in a pinfactory and wrote;
"Onemandrawsthewire, another straightensit, athird cutsit, afourth pointsit, afifth grinds
it a thetop for receivingthe head”. Thusten personsworking together made 48,000 pinsa
day where as working independently each person would not have made more than twenty
pins each.
Thusby divison d labour larger tasks are divided into smaller and simpleoperationsin
which each worker can specialise. Thisdivisond labour in modern management thought
is described as Divison of Werk., This indicates that d| organisational tasks can be
speciadised and hencethe concept of Job Specialisation.
A job can bedefinedasthetasks performed by individual sin achieving the organisational
goals.
Inorganisngit isessential to understand the nature o tasks, skills required for these tasks
and accordingly“specify specialisations. Hence as afirst step Job Description is necessary.
Thisdefinesa particular job, and at thesame time who doeswhat in the organisation. Once
ajob descriptionisthere accordingly the skillsor qualificationsrequiredfor holding that job
are determined. Thisistermed asJob Specification.
In rel ation to specific jobsyou can take noteof:
e Job Enlargementi.e. increasing the scope of ajob through additional tasks,
e Job Rotation i.e. movingfrom one job to another, and 5

e Job Enrichmenti.e. providingmotivationto theemployees.
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Initially when the size df an organisation is small many jobs are or may be centred in one
person. But as the business grows more jobs can be designed With specialisations. For

example, atour operator may package al types of tours. Sooner or later a stage may come
whenthisonejobd packagingtoursmay becomefour jobs- one packaging adventuretours,
other cultural tours, another job for sportstoursand so on. Similarly the job of packaging

tourscan beenlarged by addingtoit thetasksdf monitoringthetour and receivingfeed backs
from the customers.

I n tourism servicesjob rotationisacommon feature. Thisnot only offersvariety to the staff
but also adds to and upgradestheir qualifications. For example a person packaging tours
can be moved to escorting a tour, etc.

Check Your Progress - 1

1)  Define Organising.

2)  Why doyou need organisingskills?

.................................................

3) Whaisthesgnificanced divisond work in organising?

74 DEPARTMENTALISATION

A smadll organisation may have different jobs but may not have departments. However, with
thegrowth o the organisation or at timesright fromthe beginning, variousdepartmentsare
established. A situation may come when more sub-unitsare created within a department
adding tothelevelsd management aso. Infact, the grouping together of jobs into work
units istermed as departmentalisation. Production, marketing and financeare threesuch
units which are generally common in all organisations. AS the nature and volume of work
increases along with specialisations marketing can be divided into sales, promotion and
advertising,etc. With anincreaseinthevolumed work, advertisngmay further besplitinto
electronic media (TV, Radio) and print media (magazines, newspaper etc.). Hence,
designingd jobs, creation d departmentsor adding sub-unitsto departmentsis an ongoing
process. Thevariousmeans applied for Departmentali sationinclude:

functionslike marketing, financeetc.,

products, likedomestic ticketingin one and international ticketingin another in atravel
agency,

e territory, like the regiona divisons of Tourism Department, Govt. o India (UK.
Continental Europe, East Adaetc), and



e customer, i.e. catering to different ssgments of customerslike atour operator creating
separate departmentsfor catering tostudents, LTC travellers,and Up budget travellers,
etc.

75 SPANSOF CONTROL

By spand control we mean the number of subor dinateswhoreport toa particular manager.
For effective management it was traditionally believed that a manager could supervise sx
subordinates. However,in the present context with moreand moretechnol ogica innovations
it is not necessary that the number o subordinatesremains at Sx. Thisisaso related to
behavioura aspects taking into account the ability o the manager, harmony in team work,
level d the manager in hierarchical structure, etc.

It isimportant to choose the right span of management for any organisationbecauseit affects
efficiency and isa sorel ated to the organi sational structure. Intall or ganisational structures
thereare narrow spansd’ management and with many levelsbetween the top and lower leve
managers. Thereisalong chainof command and thedecisionmaking processissower. On
theother handflat or ganisational structur eshavefewer management level swith widespans.

Today moreand more organi sationsare moving towardsflat organisational structuresasthe
decision making processthere isfaster and with less hierarchical levels, the costs are also
not high.
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At the same time we must remember that there is no one model of an ideal span of
management. Hence while deciding on an appropriate span of management for the
organisationone should take into account the capabilities of managersand subordinates
alongwith the environmentin theorganisation.

7.6 DELEGATIONOFAUTHORITY

If someoneasksyou to do somethingyou may naturally ask what gives the person the right
toak you to do this. What we are actually doing by asking this questionis trying to specify
to oursel veswhether the personasking usto do somethinghasthe authority to do so, or not.
Inan organisationsuch an authority isexercised by themanagers over thesubordinates. Y ou
may ask from wherethe managersget thisright to issueinstructions. Infact formal authority
isdescribed asa power delegated to that job which the specificindividual isholdingin the

Organising

27
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organisation. Thisparticular jobis provided with theright to exert an influencewithin the
organisation. Insimplewordswe can say that the ability to exert influenceis power.

Authority in the context of management isdefined asthelegal right to command action by
other sand toenfor cecompliance. Managersuse persuasi ons, sanctions, requests, constrain,
forceor coerciontogain compliance.

Accordingto the Classical View of management, authority originatesat thetop level andis
passed down hierarchically to the lower levels. However, thereis another view of authority
known asthe Acceptance View which describes the basis of authority in the context of who
is influenced rather than in those who influence. This view suggests that the receiver o
commands decideswhether to comply or not. For example, a manager can shout at the
employeesto work more. The subordinatesmay not question his authority but may ignore
the order. Hence, it isimperativethat when the organisationis being established and the
jobs being designed, the line of authority be clarified at that stage only. For example a
Financial Manager will have the authority in relation to financia matters whereas the .
Marketing Manager will have the authority in relation to marketing issues. Delegation o
authority also denotestheleve d the decision making power. It is crucia for a manager to
delegatethe authority because he cannot persondly performal thework. Whiledelegating -
authority the followingquestionsemerge:

e What to delegate?
e How much todelegate?
e Upto what levelsto delegate?

The answers to these questions have to be found by assessing the nature of the job and the
organisational environment. Delegation of authority also hel psin devel opingthe capahilities
d the subordinatesand creating secondary levels o leadership. Generally two types o
authority exist in an organisation:

1) LineAuthority: Thisisrepresented by achain of command starting fromthe top most
management in an organi sationand extending down to varioussubordinatelevels. Thus
it forms a hierarchical arrangement in an organisation where the superior has direct
command over the subordinate and the subordinate has direct command over hisown
subordinate. Thisalso remainsthelined communication eithe¢r fromtop to bottomor
from bottom to top.

2) Saff Authority. This means the authority of such groups of individuas within an
organisation who provide advice and services to line management. Infact mogt gtaff
authority relationships are manager-to-manager relationships. In some organisations
both line and staff authority exist Smultaneously. In order to avoid conflicts it isbetter
that right from the beginningaclear concept of inter-relationshipsamong the different
typesd authority within the organisation be adopted.

Onemust remember here that in the modern context theissuetoday isnot just of delegatio..

of authority butitisclosalyrelatedtoaccountability and r esponsibility and boththeseaspects
should also betaken care of, at thetime d delegationd authority.

77 CO-ORDINATION

Inspite d division of work, departmentalisation, designingof jobsand delegation, it will be
difficult for an organisation to achieve its stated goalsunlessall these segments work in
harmony. Thisiswhere theroled co-ordinationbecomesvita in organising. Establishing
relationshipsamongst different ssgmentsand activitiesaof an or ganisationand establishing
linkages among them is defined as co-ordination. The need for co-ordination assumes
greater significancein large and complex organisationswhereasit is not a problemin small
organisations. |n aserviceindustry like tourism, co-ordinationisdf utmost importance. For
example, for conducting a city tour, a tour operator needstransport, escort services, guide
services and a restaurant.  All these services have to be linked together with perfect'
co-ordination. Lack df co-ordination often |eadsto inter-departmental conflictsleading to
poor quality o servicesand ultimately bringing a bad image to the organisation.

For effective co-ordination, itisnecessary to buildaManagement I nformationSystem (MIS).
Generaly MIS refersto a sysem through which information is collected, processed and



presented to the top management for decision making. But it is essential that the MIS
shouldalsobe usedfor infor mation sharingamongthediffer ent depar tmentsand manager s
of an organisation. An MISwill be moreeffectiveif it istimdy,accurateandrelevant. This
enablesimmediateaction to tackle problemsor schedul e operations.

Leading/Actuating

By actuatingor | eadingwe mean working with peoplein such away that their support can be
won-over for workinginthedirectionfor achievingtheorganisational goals. For thisacertain
amount of motivationisalsorequired. A manager must find out some commonfactorswhich
can motivate al his subordinatesworking at different levelsd management. At the same
time the manager has to keep in mind that these subordinates come from different
backgrounds. For providingleadership amanager needscertain skillswhichwe havealready
mentioned in Unit-1 of Block-1. But you must remember that a manager must:

remember that heisonly playingarole,

mould the roleaccordingto the situation,

follow a participative approach, and

attempt to command the respect of hisor her subordinates.

Check Your Progress - 2

1)  What doyou understand by Delegation of Authority?

-------------------------------------------------
.................................................

. 2)  Definethe Management InformationSystem.

|78 LET USSUM UP

Organising is a basic management function with certain elements and components. A
. manager as well as an entrepreneur has to very cautiously perform the tasks of organising
whichincludedepartmentali sation,decidingjobs, decidingthelevelsdf authority, delegation
d authority, etc. In performing these tasks for achieving organisational goals, managers
shouldalsodevel opinformationsystemsand providel eadership. Whether youintendtostart

asmall businessor gofor amanagerial job, asound understandingdf the organising process
isessential.

79 ANSWERSTO CHECK YOUR PROGRESSEXERCISES

Check Yaur Pragress- 1

1) ThedefinitionhasbeengiveninSec. 72

2)  After reading Sec. 7.2 write your own views
3)  Read Sec. 7.3for your answer.

| Check Your Progress- 2

1 Read Sec. 7.6 and compare your answer with the,contents mentioned in it.
23 Read Sec. 7.7





