

Model Answer to Exercise 2



1.	What is the standard "ongoing objective" related to the structure of an enterprise, which enterprises should follow in drawing up their own objective.



	"To establish and maintain an organizational structure geared to the enterprise's objectives and needs."







2.	What are the descriptors which could be used to describe the above objective in precise terms.



(a)	CLARITY OF THE STRATEGY:  Strategic objectives must be clear and understandable;



(b)	RELEVANCE OF THE STRUCTURE:  An organizational structure relevant (in line with) to the strategic objectives;



(c)	ASSIGNED RESOURCES:  Satisfactory assignment of resources and functions.





3.	For each of the above descriptors, what indicators may be used to determine the current status and the target status to be attained.



1.	For clarity of the strategy:



1.1	Level of priority accorded to development and definition of strategic objectives

1.2	Employees'/Customers' level of understanding (both formal and informal) of the enterprise's strategic objectives



2.	For relevance of the structure:



2.1	Degree to which the management is satisfied with the structure

2.2	Existence of regular reviews and evaluations to assess whether the structure is satisfactory



3.	For assigned resources:



3.1	Trends in normal services and numerical data on the enterprise's general performance, as well as comparisons with other similar enterprises.





4.	What are the functions involved in the implementation of the objectives (including design and maintenance of the organizational structure).



1.	Design of the structure, to enable the enterprise to attain the set of objectives;



2.	Design of posts and groups of posts, including a definition of authority and responsibilities;



3.	Design of procedures, to ensure that the established organizational structure works and serves to attain the objectives;



4.	Ongoing reviews of the organizational structure and working methods, to ensure they are still valid;



5.	Planning and implementation of changes, as necessary.





5.	What indicators may be used for the "structure design" function?



--	degree to which the organizational structure assists rather than hinders, attainment of the set objectives;



--	minimum discrepancy (conflict) between the formal and informal organization;



--	existence of satisfactory up-to-date documentation on posts, systems and structure.





6.	Indicate the groups of activities related to the "structure design" function and possible persons responsible for its execution.





GROUPS OF ACTIVITIES�POSSIBLE PERSONS RESPONSIBLE��1.  Organizing a group of senior officials to 

study and monitor the implementation and

evaluation of changes

�Managing Director (usually with the agree-

ment of the Governing Board or Minister)��2.  Defining the way in which (current and 

future) indicators will be quantified





�Working group (senior managers able to

take decisions)��3.  Organizational development workshop/

seminar, to identify structural problems and

seek solutions



�Working Group, in direct and ongoing con-

sultation with junior managers in the area 

where problems are detected.  If neces-

sary, other junior groups will be esta-

blished to analyze different situations��4.  Establishing the necessary structural

changes, with satisfactory documentation

on the structure, systems and posts

affected

�As above��





7.	Indicate the groups of activities related to the "procedures design" function and possible persons responsible for its execution.





GROUPS OF ACTIVITIES�POSSIBLE PERSONS RESPONSIBLE��1.  Analyzing current procedures and how

they are affected by the proposed

structural changes

�An enterprise Organization and Methods

group, with the managers concerned��2.  Clearly establishing the basis for the

procedures, and ways of implementing 

them to ensure they operate within the 

new organizational structure�Organization and Methods group, with the

managers involved, if necessary, the assis-

tance of an expert in management systems

or computer systems may be called upon��3.  Establishing necessary monitoring

mechanisms and defining authority to deal

with exceptional cases

�Group of senior managers, with the parti-

cipation of the Organization and Methods

group and of the managers directly

involved��
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