MANAGING PEOPLE & ORGANISATIONS 


BARBOUR BROWN ENGINEERING LTD 


INTRODUCTION 

This report has been produced to analyse the current structure of Barbour Brown Engineering Ltd. Improvements to the structure will be examined and considered in order to improve the efficiency of the management within the organisation. 

Barbour Brown has the option of merging with John Colbert Civil Engineering Contractors and if this merger is to go ahead, Barbour Brown will need to restructure. 

The report will evaluate five sections: 

> The current organisational structure 

> A more appropriate structure 

> An analysis of the Contingency Approach 

> Different relationships within the organisation 

> Authority, responsibility and delegation within the new structure 
THE PRESENT ORGANISATIONAL STRUCTURE 

There is no clear, defined structure within the organisation however elements of the hybrid structure are present. The hybrid structure includes characters of both the matrix and functional structures. 

The matrix approach is shown when Barbour Brown is completing specific projects. Existing employees with experience in specific areas are often grouped with other personnel joining the team for the duration of the project. A Matrix structure organisation contains teams of people created from various sections of the business. These teams will be created for the purposes of a specific project and will be led by a project manager. Often the team will only exist for the duration of the project and matrix structures are usually deployed to develop new products and services. The project manager must integrate the work of functional departments and the project team. 
The functional approach is also shown in the case study as the civil engineers share an office, the technicians share an office and the apprentices are based in the drawing room. Functional activities refer to the grouping of jobs and tasks into the function to which they belong. Tasks and activities of a similar nature will be grouped into departments or units with people working within the departments. Examples of functions include production, finance etc. These departments would normally have functional heads who may be called managers or directors depending on whether the function is represented at board level. Functional structures are perhaps the most common organisational model used by companies. 
The advantages of the hybrid structure is that it may be adaptable to changing business circumstances i.e. if the merger was to go ahead, Barbour Brown would be able to adapt to this easily. Disadvantages are that it may lead to staff being confused about what their actual responsibilities are as they may change frequently. 

Business organisations may review their structure on a regular basis and amend it in order to survive in the face of a changing environment. 
A NEW ORGANISATIONAL STRUCTURE 

A more suitable structure for Barbour Brown would be to group activities by product or service. In departmentation by product, a production unit is set up for each product. This can work effectively in large or small organisations. 

When Barbour Brown is working on a contract, it can be divided into different sections (these can be described as units). Teams can then be assigned to different units and each team would be responsible for an aspect of the project e.g. in road development, one team would concentrate on road production whilst the other team would concentrate on bridges or pathways. Each team will be allocated a team leader as well as having their own administrative and financial personnel. 

This would aid specialisation of staff and equipment. Employees would have a clear vision of who they are working for and who they are responsible too. Managers would now have a narrower span of control, which would enable them to monitor performance more closely. It would also allow fast communication between subordinates and superiors. 

Many writers, but in particular Adam Smith, Frederick Taylor and Alfred Sloan promoted specialisation of tasks. They approved of the concept of breaking activities down into small elements so that groups could specialise in them and become very efficient. 
CONTINGENCY THEORY 

Organisational structure is very important because the decisions taken about the structure of the organisation have a material effect on performance. The success of the organisation will be dependent on the business achieving a match between its situation and its strategy. 

The Contingency Approach suggests that an effective organisation must adjust its structure in a way that is consistent with the type of environment in which it operates as well as the technology it uses and any other context related factors such as the business environment. 

Writers such as Joan Woodward identified the following factors that affect the organisation structure: 

Size – The size of an organisation is probably the most important variable influencing the structure and shape of an organisation. Small organisations typically having few procedures as compared to a large business which will have many written procedures. 

Historical Background – The development of the organisation e.g. ownership, product lines, takeovers or mergers will have a strong bearing on the kind of organisational structure. 

Geographical Dispersion – Size and structure are further complicated by geographical dispersion. An organisation whose units are geographically widespread may generate different structures for co-ordination and control from a similarly sized organisation operating within one locality. 

Technology – Several studies have shown how the approach taken to produce an item i.e. the technology can influence the structure. 

Task – The nature of the task is a key determinant in shaping the organisation. 

People – Those employed in the organisation can influence the structure of the organisation e.g. the levels of skill may affect the degree of supervision needed. 

External Environment – Changes take place in the external environment constantly e.g. competition or economic conditions may affect a company’s structure. 

Communications – It is important for any organisation to ensure that the activities of its departments are well co-ordinated. 

Barbour Brown has grown steadily over its 14 year period and has never considered restructuring. The company is now expanding by merging with John Colbert’s business, therefore a clear structure is essential so that staff have clear roles within the company. Barbour Brown now has a civil department and a structural department; these will both have their own administrative, design and constructive departments, each having a team leader. 
LINE, STAFF AND FUNCTIONAL RELATIONSHIPS 

Within organisations difficulties can arise over who has authority in relation to particular activities and how management delegates authority. 

Where authority comes down from the boss to their staff directly, a line relationship is said to exist i.e. the manager is said to be the line manager for the particular group of staff. Neil and David are the managers in Barbour Brown and therefore have authority over their employees. 
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In an organisation there may be specialists who advise and support managers and their staff. These specialists may cut across the organisation e.g. IT specialists who support other departments. Where the functional specialist supports or has authority over certain activities of a particular department there is said to be a functional relationship. In the case study, John’s small and efficient administrative team would be able to provide secretarial support to different departments within the organisation. 

Staff relationships describe the relationship between the assistants of senior staff and other staff. The assistant may not have direct authority, however, but act as a representative of the senior manager they work for. In the case study, David often gives James the task of giving out projects to staff. 
AUTHORITY, RESPONSIBILITY AND DELEGATION 

The way work is delegated in an organisation affects it’s structure. If there is no delegation then there is no structure. Delegation involves the passing on of authority and responsibility to various levels throughout the organisation. It is the systematic allocation of duties and responsibilities. It is the authorisation to undertake activities that would otherwise be carried out by someone in a more senior position. 

Delegation is founded on the concepts of authority and responsibility. 

Authority is the right to take action or make decisions that the manager would otherwise have handled. It enables the subordinate to issue valid instructions for others to follow. 

Responsibility involves an obligation by the subordinate to perform certain duties or make certain decisions and having to accept possible reprimand from the manager for unsatisfactory performance. 

In the case of Barbour Brown, the directors will delegate tasks and instructions to the managers. The managers will then have authority to manage their department in order to achieve goals of the organisation and the staff have the responsibility to complete their work to the highest possible standards. 




CONCLUSION 

In conclusion, the proposal to merge with John Colbert Civil Engineering Contractors should go ahead as this will enable Barbour Brown to restructure their organisation. 

The current structure is not clearly defined and could have a negative impact to the business. 

By splitting the organisation into divisions they will be creating specialist departments. Customers will receive a higher standard of customer care as the correct teams will be able to provide the expert knowledge that is required to complete projects. 

The consideration of tasks, size and technology can be adapted well within the departments and the relationships within the company will be more effective. 

A clear, defined structure has now been established and employees will have a better understanding of their roles within the organisation, they will know exactly who they are responsible too. 

This will overall result in the organisation achieving the goals they have set. Barbour Brown will be able to build an excellent reputation by providing excellent customer care and most importantly, increase sales.

