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In this modem world evoJY ent-repreneur tri.,a t.o 
• 

optimlse his goals by utilizing the available resources 

effect.ively and efficiently. Generally, the manager is top 

most. authority in runninc.J the affair& of a company. 1nfoxmat1on 

is one of the basic resources ava-Ilable 'to the manager for t.he 

smooth runnint of the business. tt is doubt.less t.o say t.hat 

the recent a"'a11ability of effective information makes the 
' ' 

business efficient.. Tho computer is a rel.e'tively now tool for 

U$0 in an organization. It bocame popular only abcJut 20 years 

ago. !idlen it. •s first. applied to business tasks, the value 

of the ~omputer as a pxodt.IC8r of Mana9ement info1'm8t.ion has 

been ncogn1sed • 'ftle term management infoJ:'ftlation system { MIS} 

is a popular one, and it can be assumed that. all fims have 

some type of MIS. The infoxmat1on syst.oms of. some fJ.zms are 

better than those of others. AnG some fims have computer

based systems. while others use keyclr1ven machines. punched 

card machines or manual methods, The better systems ere not 
·, ; ·, 

always the computer based ones. The quality of MIS is deter-

mined by the people who design 1 t - the mana9er:s · and computer 

professionals. It will not be det~rmined by thrt :tYPe of 

equipment.. This control that the MIS des1gne.rs have· over 

1nfoDMtion is called information management. · 

The system of primaxy importance to business and the 

manager is a structure or arrangement of pans. A system can 



b9 dofined as a gxoup of inteC}ratGd eloment.s with the cotmKJn 

purpose of achieving $0me objective. This is only one of many 

d.efinit.ions auppli.ed ~ acholars and pract.1t1oners. All, 

h~~ves-, tend to identify certain key characteristic$ of a 

system. 

l.. ft, S1'fJM! pf, !l.l,fl!D!p~,s l• A sy s1.em mu$'t. have mre than one 

elemental part.,. Por example, a rock or a stell ball 11 is not. a 

system. The rock can be an elemental part of a wall that can 

be regalded as a system, 

2:. ,I!'~!.9,~a't~, e,l~t.! ,_ There ~m~st. be some logics.l relat.ion

ship among a 11 f)arts of a ayst8JI. Parts t.hat. do not f1:t the 

l'elat.ionship ean not be reQcu:ded as part of the system. 

3. ~.-· ·A nun\ase to achlove an ob:'eet.ive ;•- The system is 
~ •• mnv;;, * w: • 11 t • .• a l 1 _ • • Ill. 1r a t 

designed t.o achieve one or more objectives. Pctrhaps one of the 

objectivo$ is more important t.han the otheJ~S, but. that is not 

critical. What. is eritical is that ell elements work toward 

the achievement of s sy$'tem goal rclther than t.oward a separate 

goa 1 for each part. 

The system 'tr.ansforms input in 'the output. A control 

mechanism ls constant.ly monitors the system ancl regulates its 

operation so that the transfoxmat1on process is executed 

properly. The element$ of a system a-re integrated in a cert.•in 

manner B$ illustrated in figure below : · 
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'l 
Control r--... .._, 

• 

\Input 
l .... ' l output \ l Transfoxm 

I I 

Component ~ns of a system 

When the model illustrat.es a business firm. the input consists 

of basic resources .... machlnezy • mat.erials• money, m&t\poWer and 

inf ol:'mation. The transfomatlon proees5 converts these resouJ:Cea 

into the output of t.he f l:rm .. products or services. The cont.J'Ol 

is performed t1,f the management. 

systems oft.en are comprised of smaller syst..ms, or 

sublystems. A subsy.stem is simply a system eontainod within a 

lal'ger one.. Therefore a subsystem is also a '&'YS1:.em. This means 

that systems exist on several levels. Thea are laXge systems 

and small $YS'tems, and SOJDetimes t.he smaller ones are part of 

the laxger ones. In a business firm, t.he subsystems - such as 

marketing 1 finance and manufacturing - are the basic; functiona 1 

units. Each of these in tum consists of subsystems and parts. 

The marketing department, for example, is made up of advertising, 

sales, and marketing .research subsystems. 
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Tbe business firm is a physical system. A physical 

system is one that physically or actually exi&t.s. It is 

tangible. rt can be ,seen. touched, or kicked. The business 

firtff exists physically, the buildings, 'trucks, empioyees, 

machines, and materials all exi&t in a physical way. A 

concoptual system is one that repres.mts a ·pl\ysical one. The 

conceptual system does not physlca·lly exist, but corresponds 

to one that does. The conceptual system commonly resides in 

some ono•s mind, or it exists as figures or lines as a sheet 

of paper, or as magnetized areas of a colDputer storago medium. 

Even though the conee,p'tual system exists in 't.hes• forms, it is 

no't t.he fom that is 1mportan't1 btrt. what the system represents. 

The physical system is important for what it is1 t.he conceptual 

system is irnport.ant for its representation of the physical 

system. The management 1nfomat1on system is a conceptual 

system representing the physieal sys'tem of 'the fim. The 

knowledge and experience of t.he newsstand proprietor c;an be 

,iewed as a conceptual system. nte proprietor t.tndars'tands 

physical system and knows its operational deuils. 

nte conceptual system t~t 'the manager uses 1s an 

infomatt.on system. It has been named the management 

infoxmation system, or MIS.. Althttugh t.his t•.Di has enjoyed 

1nereas1ng use in the past decade, there 1& no univen•l 

agreement on what MIS means. It. can b& define to include only 

syst4mls tba't imadiate.ly provide the manager with any and a 11 

needed 1nfomat.ion. Obviously, such a narrow 1rt't.$rpnt.ation 
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would make 1t practically impossible fo:r such an Mts over t.o 

be nalized. The tem also can be defined very l:»madly to 

lncltlde any tWst.em that provides information ~· t,he ananager

wlt.r.out. specifying t.he natu¥'8 of the 1nfoxmation. Obviously, 

the MIS mos~ fJ'equent.ly di!ieribed in thft 11\eritture 11es 

&Gmowhere between t.h._s• narrow and braad oescrtptions. 

A charac"ter1st.1c of· the precompt.Ae-r period in business 

was the emphasis on data, rather than infonna'tion, processing. 

Data eon&is'ts of facts and figu..res, and these "tiSUally exist J.n 

e·xt,remely l.at:g4J volume 4lnd in no partic.ular oxde.r infcum;;rtion. 

on the other hand, is meaningful date'• or pro'eessed dat.-. Data 

is converted into infoi'IYt.ion .by an info:anat.ion J)l'OC:essing 

system. Data is converted into more data by a .data processing 

system. 'nlet same comput-er system can be used as both a data 

and on infonnat.ion processor.. To the manager1 the computer is 

an 1nfo1'fl!.at.ton pxoeessing system when 1 t produee$ output that· 

is mnaningf'ul and useable. 

A database 1s a collect.ion or -stored data organized 1n 

such a way that. a 11 user data requirements are s•t1sf1ed by the 

d•tabase. tn general there i.$ only 011Q copy of each 1 t.em of 
. i 

deta although the• may be contl'Olled npeti:t.ion. of some data" 

A chrtab;Jse management system is a general pU~s~ $et of 
. ' 

programs that aid and control each user•s &u~ee•s '\o and use of 
. ' ' " 

the database fo.r adding, modifying ancl ret.rievin9 data, and 

this includes facilities giving data lndepe!ui.E!n~• integrity 

and securl.ty. A Database Management system must therefore 
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provide facilities whic;h allow these nat-ural :relat.ionships 

between items of data to be represent.ed. t:n othexo words, the 

DBMS should be capable of modelling the logicel s'tructure of 

the•data in some way. 

Understanding the impact. of computer infomation systems 

on management and organization 1s an important lil'rea of investi

gation which attracts the. attention of' computer and social 

sciontist.s • public policy makers and businesa.· managers. · A study 

of computer information systems and Management t:s doseri.bed and 

selected results relating to changes in oxganiza:tional· .stxucture 

in dif'f'eren't organizations are pre$ented in t.he :following 

chapters. 
. ~- ' 



i: l· ggppMn&cats.en 
• Th,e crea'tion and expression of ideas whiob have to be 

impa:rt(fd to ot.hor ls an diff14ul:t. and major task. Effecti·ve 

communlca~ion 1& no~ merely the passing on of 1nfozmation but 

lt.s pr&sent.etion in away tbat will ~ comprehensible to the 

receipients and likely 'to gain acceptance for p;roposals. 

Channels of comun1cat1ons 

1. Written Communica-tion 

2. Oral COIIIDtmlcat.ion 

There .are t.wo kinds of written communication t 

J\e!2rtl J• Report.& an no-zmally written by a knowledgeable 

person for the benefit of soma one less knoWledgeable. And 

bport.s an wrlt.ten to persuade management. to authorise 

pn'J)Osals for change. 

;to!~~- f:¥nuaJ.a l• tt will be \l$od t.o provide users and 

computer operat.ions staff with a description of new system, 

together with inst.J.'Uetions t.G cover all likely events. 

Most OJ:9Bn1zat.1ons prefer ccmmun1eaotion :tn writing, 

but oral presentation is also 1ncreas1nqly desirable as 

computer based systems become more complex and embrace more 

of a company affairs. Co1Dint.8\1cat.or should txy .to att.ract the 

audience by using seveml techniques applicable to that 

ttart.1culnr situation. COtranunica~or should have perfect 

knowledge with t.he full do'tails about the '\o~lc on whieb he is 



speaking,. He should show an interest in audience,, so that 

ee,ch member feels individually involved •. 

There are two waya of oral coanunica'tion 

l!J.s~.l.II-PP t visWll e1d·s .should ba carefullY. integX'ated with 

t.he spoken material as thay have VeJY important role in 

p:resent.at.ion. Comunication expert.s emphasise tha't people 

lea:m mos-. from lookir19 t.han fsom listening. The following 

are some .of the visua 1 aids .: 

Films 

Slides 

Black or whitt boalds 

Flannel boards and maonetle · boa.xds 

P.lip charts 

Overhead p~jectors 

· !!J~,lngs t- The purpose of th• maetlng is to exchonge t.he 

views of different. people~ When calling a meeting the pui'J)Ose 

should be cleared to a 11 the members and the s1zo of the meeting 

should be reas<»nable so that evexybody will 9et a chance to 

cloar his doubts or ideas related t.o 'that topic. 

~~ Co!!!pU\er 

Tho cmnputer is a powerful t.ool that enables a wide 

VBJ:iety of jobs to be perfo:rmed faster, and bet.t.•r, than any 
; . ;, ' 

other method. A computer can be defined as a machine which 

can do al'ithmetic and solve arithmetical prablema when pzoperly 

im;tJ:Uctecl. The computer can do only numeric computations and 

~so the datGJ for any p.mblem must. be C)iven only 1n numbert • 



The origin of 'the computer can be traced back 'thousands of 

years. and many people made sigtai.ficant. contributions. The 

f1nt. celculatinc} deviGe was probably the abacus, the wooden 

with numbers represented by beads oric;Jinat.ed in t.he middle Eaet. 

and China ab3u'\ 2000 year& ago. It is s'till being used in many 

parts of Asia. 

The co!Dputer is a physical system,. which is a group of 

1ntegrat4!d .,lemen't$ with the .common purpose o.f ac~leving some . ' ' 

object.ive. 'ttte elements are 'the va-rious electronic units 

connected with wires . 8nd cables. The objective. is ttu1 

satisfactoxy .execution of the ins'tX"Uctlons :eontalned in t.he 
• , >; '"j II , 

< 

st,orage • The CCJmputer can be .rep:re&emted a·s. ~·. physical $)'Stem 
; .; ·" ,. r 

as shown below : · t 1 1 ! 
~ ! •. I ~ 

' I ' . 

CentPl processing unit. 

l Control 
( A 

unit] 

"'lL 

\ 
Input I _:;~Storage unit t 

Data j 
'i\ 

.,II 

1.Ari thmetic and 
l . Logic unit .1_ . 

,. 

' 

' - : ,• . . 
f .t ; I 

• 
t 

' 

I 

~ 

.... 
.,r 

~ 
. 

• 

. 
' 

' 

-output 
ltnfoxmation 
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The computer has one or more lnputdeviees for entering 

dat.a int.o the trans.fol'matlon and control part of the system. 

It is called the central processing unit or CPU. The CPU 

contains storago unit where t.be input dat.a is stond. All 

ea1culat.1ons a.nd logical decisions are· made in the ari 'thmetlc 

and logic unit and the entire computer sys't$n is contmlled by 

the c;on'trol unit~ Pxocessdd data and info.:nuation are 

'transmitted fl'Om the storage unit to one or more output. devices. 

COmputers have a single CPO. but they difte.r in the 

numb4Jr and types of devices attached. Input/output and 

auxillaxy storage are two classes of devices attached to the 

CPU. 

Caxd naders 

card punch units 

Line printers 

Graph plotters 

Optical character readers 

:Magnetic tnk readers 

Type write like texminals 

ma.gnetic t.ape unit.& 

magnetic drum units 

magnetic disk un1 ts 

most input/output uni-ts pert'om only one function either input. 

or ou'tput.~. ·For- example. card readers are used ~ly for lnpu:t, 

and line printers only for output.. Some of t.he units like 

typcrNriter likf? teminals can po both tho things., transm1 t data 
.A •. 

to the CPU and receive information from it, 
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!_tiJJBW~iJ:l! t-· A modem computer system is a collection of 

haxdwan and software component designed 'to provide .a productive 

and friendly environment for computing. Physical computing 

equipmen-t itself is called t.he baniware. Computer h&l'dware 

includes 

Processo:r.. For G&lculatinnt ... ---nsi()n and editiftft. The 
.. • • , • fp =- . .., ~" .... ~ •• " 
cent.ral processing unit or CPU is tho compu~r. The other 

devices INhieh will describe merely aid it. t.o :process dat.a. 

?JJ..S ~pp t• Although oore storage 1s extJ:emely past and vezy 

impact. it is :relatively expansive for the laX'tje volumes of 

dats. Therefore comput.ers in t.he conmercial environment. 

norma.lly provided with backinq or extemal storage to complement 

and external their internal mortJOlY. 

magnetic t.ape 

magnetic disk 

magnetic drum 

.I'flp,U"'· de;v,i,Fe! ; Dr. Hollerith devised a method of storing and 

manipulating data with his ptinched card equipm«mt. other example 

of input. devi~s are 

magnetic encoder 

mark sensing 

gutpuj;.,deyip!!: Line printe:rs 

Ml.czofilm 

Graph plotters 
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Softw.are I• It is the collection. of support pmgrams written 

to 'PJ.'OVlde various tutrvleos to the users of the ayS'tem. Many 

of t.tt. functions tha't one• were perfoxmed. by the users themselves 

are nOlN handled by sof'tware knovnl as the opera'\1ng system. The 

operating system is responsibl~ for t.be pmcessinc} of programs 

by the computer system. It ensu~es that; the appmpr1a\e 

haxdware resOtaees of the system .;~re made available as required. 

The· opora'\ing system Gr~ta'tes an environment. :in Which users can 

prepare pJ.'Og.J."ams and xun them without beift9 overly concemed 

with haxdwax. details. 

Software can be broadly devided into t1ve categories-

Assemblers and compilers :- They w111 ~ranslat.e programs from 

b1gh level J.anvua9e to me.chine l•vel lanouagEJ. .~ 

Operating system :- A .set of programs. which pe'mits the 

continuous oporation of a eomputer with the mi~imum amount of 

opera"tor intex.v•mtion. 

utility software l• ThGse are the pxograms or routines which 
' ~ . ' 

canyout certain procedunts and which are common to many 

applica:tionth 

·P109ranming aids •- It will help the programer .in getting a 
. ~ . :. ' 

progxam designed, coded• cheeked and t.est.ed .. 

Appl1cet1on packages ,_ Application packages is a soft.ware · 
• • f 

which is used feu: ded1ca-'ted eppl1cat.1ons .. 

z o3· 1~'fld.s in, h.a~wa.e !Jnd ,!'.f'!.~Fft 
Computer is an domlftat..ing and powerful element in the 

world. Computers are in action •'Vexy where .. Schools, hospital$• 
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S\'le&t shops. digital watches, ·making weathoX' forecasts. directing 

space rocke'is. helping the d1sabled1 guic.ling mis$1les ancl 

controlling a mbot an a produc;t.ion line. Computers axe f10m 

small size t.o large !Jiz.e. Today computers are deeply involved 

in infoX'lMtion 'hchnology because of their infoxmat.ion processing 

capabilities ~mputers will perfom a variety of functions. They 

can help people to lxrok airline tickets. to type letteH, to 

prepare busine$s accounts and analye stcrt1st.1c.s1 to design cal'ds, 

to manage traffic lights, tG contl'ol air traffic and so many 

other things and developlng to each and evexy aspect. of human 

life. 

9n!pute"' ... in th,e fU!J.upt 

Charles Babbaqe 1-s · t.he pers~n to develop a firm computing 

machine in 1930 ~ The ·first electronic compUter was invented in 

the l94)s. The pace of' computing innovation has been progressing 

at an accelerating rate, The first gen~ration computen were 

made with thermionic valves. The seeond gene%'atlon· computers 

introduced transiston. The thi:rd generation computers had 

integrated circuits. The fourth generation eomputer was never 

clearly definod. The use of VLSI technology was sometimes 

identifiGd as.tbe fourth generation computer type. 

The fifth generation computer gives the highest priority 

to make easy systems 'that are natural to use. Accol'dirtc} to the 

fifth generation coumittee. "Technological support needs to 

suppa:rt. •problem solving systems •·. Intelligence will be greatly 

·improved to apprnach that qf a human baing. Wbo.n compared to 
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ccmventional systems, the man/machine interface will be closer 

\o ~ha\ of human behaviour.• The followi"O are the r$qu1rements 

of the f 1 ft.h 9eneration · comput.$1'5 1 

1. Computers with high intelligence and n4tt~ral human input 

and autput mechanisms. 

2. Efficient and reliable sof'tware development by languages 

and new computer archi tect.ures which can ovesaue 'the 

previo\.1$ probleJQ&t software should be developed in such away. 

3. overall functions should be improved and the perfonnance 

should be aimed at making more flexiblo and more reliable 

computers. 

These are the objectivet~ of the future of computing. By 

using their abilities and tc:tchn1quos "they will tq to develop the 

computer ~!ch will solve almos1. all prcblems with less efforts. 

The fifth 9eneratlon compt.tters places $tress on a number . 
of developments which have aris·en fmm Artifi.cial Intelligence (AI) 

research~~JArtificiel Intelligence is ~he study ~f how computing 

ean be applied to perfoxm tasks Vlbieh involve a degme of 

intelligence •z communications abilitv which resemble& human 

behaviour. Artificial tntel11g01'lce also studies robGtlcs research 

whieh aims t.o produce robots which can see, hear, walk, talk et.c. 

the fifth generation 1dent.ified three importarrt areas of research-

1. KnowledgeQ....based mana(}ement systems 

2. Logical problem solving and inference systems 

3 • Natural language processing 
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JS!to~lse }'p§!.d rypag,epte!J:t. W:t~J •- Axtifieial Intelligence 

htt's developed expert system which knowledge refining 'techniques 

'\o distil 'the J'easoned knowled9e of experts into a cornpt.Jter 

program. Heuristic techniques, which clre based on •leaming 

from experience• are used in Art.ifieial In-telligence to solve 

problems rather than by applying predefined algorithms • 

.Lggical pro~l,ept. ~p}..7tfif!9. aftSi ,inf!!R..f\Ce sysl_G}D.! :- The 

traditional way of developing SO:ftware will show mistakes in the 

program after the coding is produced. But the fifth generation 

will use a language called 'Programing in Logic' ( PROI.OO) 

Architecture of computer will be constructed by keeping this 

P.IDLCXl language as a central point. PAOUJG was developed by 

Prof. .John Robinson of syracuse University in the U.s. used in 

l970. PR")II.Xi can be used tG define both the fomal specifications 

and p1'0C)ram eode. FoDnal techniques can be applied to prove the 

correctness of a POOLOG specificat.ian. :tt: will represent a 

knowledge or database. Through this language ~ven children can 

be easily leamt t-he problems. 

tifl:tuz:al language, arpt:e!,•~ns :- lbe fifth generation computer 

aims 'to searching for techniques which will ena'ble computers to 

be used in translating fmm one language to another. system 

interaction is aided by the abili.ty 'to communicate in natural 

human language. 

C?mnu!!ng efffJpt-s ~n.h~J1 life 
Computers eottld be applied in many ways that could have 

a positive or negative effect on individuals. o·19anizations and 
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soci•"W as a Whole,. Pif~h generation computers may exhibit 
t 

many characteristics ()f intellig•nce but that d.oes not maktit 

them equivalent to human beings. Computers could be usecl to 

enhance the quality of life, feed t.be hungz.y and cun the sick 

or to dehumanize society, to 1n't.rude on people's privacy and 

to kill. But there is a possibility of mat.ching computer 

behaviour and assume that emotionless relationa.ll.ty is superior 

to the irrationali t.y and emot1onal1 t.y of peo'ple. 



CHAPTER • 3 

Management i-s a~,important. factor for the effective 
' utilization of a:va1lable scarce resources. The task of 

- - -

ananagetmtnt is w edopt. to chanc;JiNJ 50c1•tal neods and 'technolo-

gical advances in sueh away t.hat its woxk will be accomplished 

most. effectively·, 

,Pll..n.~.ions, 2f :tb!- •1"~91JPM!n.t 

1. Planni.nq 

2,- Organi:cing 

3~ Staffing 

4. Directino and 

5. Controlling 

,P].ann,ing :- Planning is deciding in advance what. to clo, how to 

do, when t.o do a.ncl who is to cto it. Planning bridges t.he gap 

from where we are to where we wan't to be in a desired future. 

PD-af\J..Z!n9 :• Organizin9 is a part of managing which involves 

esubl:ls-h1ng an intemal structure. tt involves det.f!m1nat1on 

of required activities to achieve goals and grouping of these 

activities into departments or sections. 

§tplf~DA :- Staffing function involves filling the position$ 

provided by the organih'tlon structure. Recru1 tment is the 

process of searching for prospective employees .and &t.imulating 

t.hem to apply _for the joba in t.he organiution. 
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2ciX,eF:t}.na :- Directil\9 involves mt.ivating the people and 

leading them 'towams 't.he a-ttainment of the 'targets of. 'the 

company. The manager should motl vate the people and tJ.Y to 

improve mrale stnong the employees. 

~rplling ,_ Controlling is the measur1nt;J .. nd eorreetlng 

deviations 'to assure tha:t. events confom to ttlans. Bffect.i ve 

~ontml will S.mprove the efficiency of the organization and 

minimise the wast.age. 

The management st.ructure of t.hG typic:al oJ.'geniaatlon 

can be broadly divided into 'three layers • 

1. !..ower management 

:~.. Middle manage:ment. and 

3+ Top management 

Lower level mana(Jement includes first line supervisors or 

foremen who represent 'tJle adtd.nist:ra:tive group at the lowest 

)ns.sible level and who interface with the workers. Top 

management is the major policy making body and middle 

management will carxyfonvard with the decisions of t.op · 

management. 
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What ever it may tha eomples1ty of the organlaatlon, we •111 find 

then three levels. The top management will decide the future 

course of action. Middle management. will act ·as a link between 
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~op management and lower management by implementing the 

decisions of the high leJel management. Generally, in the 

proce&s some ctf the routine de-cisions will be takon by tho 

middle management. !lldlich is answerable t.o the high level 

managament •. 

O:rganizwt.ion is the total system of social and culturttl 

relationships. Some peoplo call an ent.erprl:f.U~ as an organJ ..... 

:zetion. We can find two kinds of organizations : 

Fonnal o~~ganization 

!nfozmal a~ization 

f9:m¥'1. SJ.1lt8!'izat-.~:.m ;- f'omal organizatic.n is one in which 

the manager will fumish -n environment in which individual 

pel'fonnance eont.ri'butes t.o group goals. there are t.he principles 

to guide the design of effective foXtnal organization. 

Principle of unity of objective t An organiz-ation structure 

is effective .f it fac111t.ates the contrlbutt8l1of individuals 

to the af.f:sl:rmen"t of enterprise objective .• 

Principle Qf efficiency t An effieien't oxganizat.ion stxueture 

is one in which 'the obj-ffciives will be eccttmp1.1shed by the 

pe:>ple wit-h the mininrum risk and fbst.. 

J:!tfO,mlfJ.l .. pm,an1za~&2D ;- Informal organization is joint 

personal activity without conscious joint pu1.1)ose. It may 

contribute tt• joint. results. There will not be a clea:rcut 

procedure and well defined rules and regulations, Evon the 
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a:uthol'ity and responsibility 1s not clearly defined .• 

etrupt~.n ~! .. ~he. P!llftD~Z!;t~o,n s 
Oxganizatlon st.ructure .can be defined as the pat.tem 

of relationships existing between people w!t.hin the context 

of an or;anizat.ion system. The oxganization at.ructure 

illustrates the faxmal authority rel4tionships1 reporting 

flows, and. communication probl<m~S • 

• ~~!'~.ionp.,l, .. ~maraJ..~!ll.ion •- Generally different. ·oDJanizat.1ons 

will be segtnented on the basis of it.s primal')' functions. 

Primaxy· functions of any organization are. 

l. Pr3duct1on 

2. Marketing 

.3. . Personnel and 

4. Pinance 
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' 

The figu:re shows three main de~rtsnents 1n t.he 

ortanization i.e. maJ.'koting• finance and manufacturing. Due 

to t-his spec=ialization there is no intoract.ion among the 

department which ere std.Ying for a cormnan objaetive with various 

sub-goals.· undoubtedly the speciali~ation builds walls in the 

organization_. It.s outcome wa.s lack of perfo:r.mance. We 

understand that. there ls 1nef·fte1eney in the organ1zstion due 

to 'this functional oxganization Which will creat:e barriers amon9 

various departments which ere supposed to work towards t.he target 

of the organization. There is a need of close intervaction and 

coopera·tion among various departments to avoid waste of time and 

money. 

3· )• ,L,ifte ami Sta,~. a;,t~o:ri t~ .. p,l~1onships 

To solve the problems arised due to this functional *:t 

representation \'1& should define clearly the nature of nlatlon

ship in the o;rganization. Aut.hority is the power to exercise 

d1scret1Gn in making de~isions. Line functions are "'hose which 

have direet responsibility fo~ e~eomplishing tho objectives of 

~nterprise. staff will help the line 'io Wflk mctst effectively 

in acc:omplishing the primary objectives of an 4tn'ierprise • The 

nature of Line authority is a superior exercises a di.teet. 

supervision over a subordinate. lt follows the scaler 

p:rinelple. 
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Vtee-Pre.sldent 
of Maxketing 

Sales Manager 

Sales Representative 

ee1G1ons 

The chain of command stret.ches from the t.op of an oxqani

zat.ion to the bottom. Bach level and sub system within the 

organiza,ion has walL-definec:t areas of xespo.,sibili ty. The natun 
' ' 

of staff relationship is adV!SOIY. 'The function~staff is to 

investigate. research and give ad"iee to line managers to whom 
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1ft 'lhts figtaro we will find only Line funet.ions with different. 

manaoement. levels, i.e. top, middle and lowou:·. In pre.ct.1ce it 

ie. vexv diffiqult to s:un the organization without. the help of 

staff • Generally we will find, elmos~ all cn:qaniza'tions wlth 

line and s.tatf relationships. tt. may not correct to call some 

deparibsant. as line and other as sta:ff.: I.J.ne and staff' oS'e 

character.ised by rela'tionsbips and rm't ~ depart.msnt.al 

actlvitles. When one looks at. an organization stxuct.ure ae a 

whole the gmex-al charact.er of line and staff for 'the organization 

etne~es. In ·each and twtu:y oxg.eniza'tion supervisor and 

wboxdinat.e alike must know whet.ber they axe a.cting in a staff 

or a lJ.ne capacity. lf in a sta:ff cepacity,. 'their job .is to 

advice and nt:•t ~. Line superiors mu$t tnake the d•e1s1ons 

end iss\Je tnstxuctions. nte d:is't1netion bet.weon Line and staff 

1$ VflJ:V important. 
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Above~ cllagra.m shows the flow <l'f cuJtho.-ity from superior 

to .suboxdinat.e • It mean$• t.be General manager who is supnme 

E-mthorit.y 1n the oxqanl1!at1ttn d•legat.es S01'l8 authority '\o h1s 

auboxdin&tes. like finance manaqer• manufectu"ing manatJer end 

sal•s manager •• At the aeme time one should not foi'C)et that the 

man*r who is enjoying with the deleowt$'1 .PQWGr& a.re ac<;ount&ble 

to their .superiol'. wh(). topped ·irl the chan. ss.m1~r~y,. 

manufac\uring rnanat:t•~" ·tdll del~e s~e of hls authority 'o the 

lower levals t.o Qet \hings done by dlffflX"ent. departments. same 

is the case wltll factory manager and different. level$ of the 

tDanagers in 'the ctiffexent level& of th• r.tanaoement • 

·3 ·;2, ·z.dPEJ:p!es aLM!tlJ9!!!!11~ 
Payol developed some of tho m&niHJcment pd.nc1ple$• which 

ere a\ta'Ched vreat. J..mpo:rtanco 1n tho real life of the olXJan1zat1on. 

1. §JI~F.lfl.t!!sn l'l tp?~v!.,d!!l, §U&E :- the interests of the 

«llfJlo\tOG or an 1ndiv1oual un~ t. should not. domina to thee interest 

of the f1m or totitl system.· · 

2. ~~;ta,lJ.1-tt'!-!!U1. {!on:te~. ,_ In each and every oxganizatton 

t.here should be soae central control mechanism for the overall 

system. _r-..hntrallzation of control will minimise the wast.age of 

'time and cos\ by :reducing t.he lneffielency of the OJ'94!nizat.lon. 

3. ll11!X of d!!.!S&PI •· All pans of tbe system should work 

toge'\her towaxds t.he at:talnment of the taJ:gets of the entorprise. 

All the sub-goals of 'the Ol'C)&n1z:$Uon should be towal'ds tthe f081n 

goal (If the oxgan1aat,1on. 

•• P&YJ.t1.91J. fJf. !'elk I• 1be wo~k to be done $hould bo divided 

among all employaes or subsystems. It should be divided on the 

basts of specialized skills. 
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·..... 'nln system should m.· . %'k 1n an omerl•'. T .. he 5. Oc;.;.~l t• ., 

effi.ciency of the organization will dettendf upon 'the malnt.enance 

snd utUizetion of a'Vallable xqsounes. 

Some more principles which al'.'e ttleful 1n brtno1ng· 

efficiency in th• oJgBni~at.ion ero .-
(1) §.P.!D. p,f, ~?n:tml J• Span of· control· 1s 't.he number of 

::ti\Jboxdinat.ea which ·one por&l>n ·can manage~ ·The narrower' the span, 
' . - . ' . 

. the t;Jr&ater '.'the cont-rol. And, at the &Bme t.lro(i thP.-re will be e. 

number of management layers when the span is less~ If we h&ve 

': lff$& number of levels with high frumbe:r of emPlOyees it. will 

X'esult · ·in inefficiency ·due to the Und&r ··ut..il1aation ozo; 

· · unutilization ·ot available· J!tt.SOurcee. · 

. ~2!!! of smtrol inf'l:tte!!Ces ln!.D!QGMnt . levels 
._ M t U - • I I I I 1 • - - b ·- I J tbA I U ... • \ , . . '. . 

r!)·· 
', ' 

" '. M • fl~nager ·. 
W • Woxker. 
span • 4 
Layers of management ~ 2 

-· 

.;. ·. 

..·• 
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lf we ttY to reduce the span of cont.xol lt w111 autOiJIS't.ict&lly 

resultf in .la1'ge number of tnaAMJe1ll&nt leve~s or layers. 

M 

M 
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L,Jp,1ix .. 9l .. ~te t• F..ach person should havo only one imnediato 

supeni:so:r,. ~ere should not ba contradictory comands or 

oxd~n. 

What. eY"er it may be the klnd of business it has to follow 

'the principles of managemen·t 
0
for amoot.h running of tho I.Nsiness. 



In th!s chapter we will see vari()US impacts of infoJ:m&tion 

'technology on ol'ganization st.ructurG. SQJne amlnent persons 1n 

the field of managetl'lt'mt develQPGd vari-ous principles and 

techniques which will be useful 'to utill•e tha eva1lable 

resources et. the op't.imum level. Recent availability of computel' 

infcn:ma'tion brought 9nat changes in the On.Jan1zat1on and 

u\1Uz~tiora of available resources 1ncno$E!d t.o some ext.ent.. 

There is a con•ide~ble change ln pJ:OduQtion and efficleney. 

D-.e ~ 'the inenesed uae ot organizat1011$ ln the past decade 

and increa~sect compli:ld:ty of technology organi.zat.ions emrgcd 

wi\h vari.•'Y of chellanges. 

The Computet: 14tfomat1on &'Ys't«n& and ft181'1agement (CISM) 

project is broadly conceived 1nt.emat1ona1 research study and 

was conducted by nsearch teatus in Au&trl.e,, Denmark. England• 

West. Gexmany and the United Sta'tee ~ )• Speculative analysts 

differ on the question of \¥1\crlhe·r grea't.er cent.ra11•&~1on or 

decentralization results fJl0.1ll ~r :qstems. some authon 

contend that. ~rs cause cent.ralization since accurate 

·infoxmation becomes aadily awllable tG hi9her lcwels. However, 

trtber &1.1f.Jf)Gst tl\at COI!J1)U'ter take over rt)lrt.ine decision-meklng 

at lower and middle le,.ls, thex.by 1nerGasing the capac;1ty of 

""e$& lovels ~- handle less routlne decisions. Tbe result is 

9nat.er decent.ra11zat.ton. Conf%'01Red with evidenc::e that computers 
c.-u&e bo.t.h centra.lizet.ion and deeentrali%att.on. two ways to 

reaol ve t.be calftro"exy haw belen propo$8d. 



- 33-



1· 
Pui"Ghas1ng 
planning 

section head 

' 

' 

- 34-

j 

Purchasing 
Adm1n1st.ra\1on 
section head 

•• -• •• •• • Dix-oct lateral lnstru~ions fftlm system 
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In eonstost.. the. purchasing nctiofts of the Mall of."der 

Company used data from the older entJY system mainly fo:r 

eentrallzed statistical analysis.. De.central1zat1on of 

purchasing det;1s1ons has Mt been attempt.ed with or without 

the cOl'flplrter,. tl'urcba.sinq decisions are less routine and more 

difficult to aUW~nate 'tchen the hsndlifl9 of orders. Slnc;e 

btt$1ness wocess depends more on favounble purcha~s and 

pricing decisions, it. S.s understandable t.hat "these dec1sloM 

are centralized. The Mail OJ,'Cie-r Caso demonst-rates that the 

impa~ of cIS c;an Yart according to function. SOUl centra l:J.,. 

zation and decentml1aation can be achieved 1n the s.ame 

ot:ganizaticm with the same dat.a processing system. 

The Srittsh Glass Manufacturer offers further ev1d.eneo 

of wnaucra:tic controls and power centralla:crtion 1n bath of 

t.he ta·*- st.udied thew. The mo$t di~ct evldonce is ln 'the 

design and use ot the sales monitoring system to report sales 

va~lances to higher levels.. While the $)'atom was not finely 

tumad enough 'to be used as a full exception npon1ng system. 

1t. dld allow t.op unagers to ft\liew sales perfoltJlance thJ:Ough 

automated J:eJJC)rts rather than by personnel supervision. The 

interviews .suggo.st t.hat this lad to more active lnVt.\lwment of 

top miJnagers in decision pl'Oce$'8&$ • Thu&, the systera 1~ to 

&lightly oreate:r: contrali~at.lon and con,iderably stronger contl'Ol 

over loar level decisions. The Glass Pact.ory •s bt..ldgflt pmpaption 

taak c~once also shows more centralization, G1 van the 



compauy•s MW policy to base sales b\J:tfe\& on profiti.lbilit.y 

instead of $ales volume• i't became neeessa.xy to develo' a 

more sophlstica.ted reponifto system and analysis. use of t.he 

sy$'tem required ~rreater standamizat.ion of input data for the 

b\J::toet. p~ra.t.1on process~ Consequently • the task ot · budget. 

preparat.ion became mon bureaucratic and tell und-er t.he oont:rol 

oi' 'the st.a.tist1cs section {see fi9ure it) • Vtb1le many lower 

managers wgJ.comed· the lncreased clarity of the but'iget.lng P~"Qee$s 

.and valued tha1:r oppOrt.uni ties to contribute to .planning w1 th 

'\heir expert opinion, 1 t was also clea¥ 'that budgeting decisions 

wen tr.!Oft :Ctmtr«di~ed af'ter: Cts int~uct.ton .• 
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Fig 2.. Glass Factory .... Partial OI'ganization Chart 
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The u.s. Airline again ,:u.•ovides evidence of groater 

centralizati~n associated with computor 1nfo~at1on systems. 

Pigure 3 shows the configuration of the departments affected 

by :tbe sys'tem. lbe major cham.Je was in the crew utilization 

function, whieh gained qrea'ter con\.ml over the handling of 

schedule interruptions for the entire airline. t.Ocal crew 

bases were s'till responsible for provicli.ng specifi~ penonnel 

tor chanC]ed flights., but. they ware given little le .. y 1ft 

Whether they should provide a Cl"f.tW or not. Since. the crew 

utilization departments received da,ily and o~emand reports 

of crow st.a'tus across all local 'bases, they could de'temine the 

rno . .re effective adjustments in acheciultt f'mm a 'total manpower 

perspective. Loeal ba$8s merely accepted centrally suggested 

shifts in pe.rsonnel or flying allocations. ~bst tangible local 

data became nmdlly ava,1labl-e ~o the central: o,ff1co on a na 1-
; '- . 

time basis" 

The Airl.ine ex81riple ·1s not ·a. ca'se of. 'extreme eentral1-
. ; . . . ! . ~ .> ~ 

xation. 'l'ilot and flight. attendant crews were managed separately 

even t)lough merging the da<ta'bases was technicc!lly~ feasible. The 

two craw type_s are diffennt on er~ouqh contra.ct\111:, prof.essional. 

and· personal charact.e.xistics to warrant $eparate managemen-t • 
. . ! :· 

. ' 

Further more, the level of decision authorttr· ·to.r crew mattere is 

still relatively low in the ol'ganiaation. ~ctslons on schedule 

adjustment mus't be mado frequently and the leve_l oi' detail is 

gnat. Pirst. or second line supervisors are often re!iponsibl.e . - . \ 

for deciding t.o change crews on en aireraft or to' .request a parti-

cular base to call up reserves. The CIS .suppO.rted these decisions 
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.&t 'the opera:tional level of the organization in a CfM\tralized 

location. 
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Since many admlnist.ratlve problems arise over 't.he eontml 

and eool"dination of different depaJ."'trnen·ts, the rel.rttlons;~1p of 

the comput~r to the horizontal diff'erent.iat.ion or t.h~ latera 1 

complesity nf organizations is considerable int~rest. ~lationships 
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among departments were affected in fl variety of ways by the 

introduction of the infomut'tf.on sy.stem. Previously, ma~ 

informal conferences were used to coordinat~J the aeti'litie.a of 

Pul'Clla$1ng, lAa'terials Management. Sales and Accounting. The 

systetn with its fo~Jl'.al requirements far data ent.xy, had .the 

effect of reducing inforraal contacts. 

The most. amb1tiou.s attempt to incorporate infonnation 

system within a lateral relations framew~nx was the Danish 

Electronics Company. Within each pla~t (see figua 4) tho 

various planning group exercised lateral influenees. ov•r the 

foreman while the Woxks Ma.na"Q~X'S maint.ained htexarchial con1.rol. 

The objeet.ive of this matrix arrangement was to bring an ovoral.l 

ftlanning perspective to man.agement of t.)l• plants while maintaining 

the local pe.rspeetlve of the WOxks Managers. Act,ual production 

decision$ were most strongly influenced by a single.g:roup in 

each plant. 

A ~"' \· ~ra liza'tion l . ·-· 1. 1 

The rncaln px-oblem in the oxganizat.ion is whether authol"ity 

shCJuld' be concentrated or dieper;secl throughout :t.he organization. 

If the organiza~ion is centralised 'there won tt. be any delega'tlon 

of authority to the lower levels. All p&N<trs are cone&ntrated 

at only one point. Absolute centrali~ation implies no 

suboldinate managers and therefoxe no $tructured organization. 

Sot'OQ decentra.lization charaetertses all organisations. 
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A·CJ , Dece!'!ralizotion •- Decentralisation is a fundamental aspect I ,£.J •- I l - -= d ........ I •••• 

of deleqation, Deeant.:r:allaation mt~ans some .f3f the powers of 

the top authority will be delegated to 'the lm\fer levels of the 

manag;ement. Centralization ana decentralization are qualities 

like ti hot" and G cold11 • De centra lizat.lon resul t.s tn 

l. There will be a ruJmb~r de<;isions which w!ll lower down 

the management hierarchy. 

:2. • There won ''t be any .control it will result in desintegrat.i01'l 

of t.he system. 

3, There will be disoxder in the management, 

Abs'3lute decentralization will l&a.ve the manager without 

powers. Top authority will be lett with no powers. so. in each 

oxgani.zatil'ln you \J'lill find so.trte sort. of decentraliaatlon. 

4· '3 · I.aet,2,.q 9P!!!.RP.1n~in.q .. ~h~. 9!9.~~ pt. ?~.~tln;tre,l,tzat.}.on. ,2f, !~t.pg,ritx ; 

Even lf 'the managers are interested they can not make 

al.l deeistons and they were forced to delegate some of authority 

to the lowe:r· levels. There are some external factors which will 

influence t.he dele(jation of authority (}4). Nianager may resist 

their influence, but. no successful manager can ignore them. 

1. s;gs;t,lipp,u.. 91 the p,p1,t!2U :- The moxe costly the action 

t,, be decided, the mare probab1Q it i$ that. decision will made 

at the upl)er levels of management. 

2. ~f?Z?',i;ty of ·1!2J.J.a: :- Another factor f·avouring 

cer.trallzation of authority is the desire to obtain un1fotm 

policy. Since· the centralization 1$ the easiest.. l'Ocld t.o such a 

goal they will be infa\IOur of eentrallza'tlon. 
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3. Size :- If the organizat.irm is 1-!rge tn'.)N decisions will 

·be marla at different places ·i.e. decentralizat.il!m·~ · One ·sh~.luld 

not fonJet that it is very difficult to coordinate them. 

4. !1}-;i'to!l'. 9! ... ~he b,US~Jl!.U. =~ Whether authority \vill be 

de.eentralized fl'equently depends. u~n the way t.he bus.tness has· 

been built. The ford motor eornjl(lny vms an extra-on:iinary ease 

or centralized aut.J·dtJrity. 

5. Man~a,e~e.t~!...eb!J.9!..w?bx. · :- The charter of t<>p executives and 

th0ir philosophy h!ve an imJ,»rtant influence on the extent to 

which authority is decent.ra·lized. · 

6. ~es,ia.!sr ... J.f\PspOf'?.!VS! :- Desi~ for independence is a 

characteristic of individuals and groups. tndiv.iduals may becor.Je 

frustrated tJv delay in getting decisions which can lead to 

dangerous loss of g()Od people. 

7. ~.v;,.,i!il>!!!!X...2L~D~9$ :- · Tha degree of decentralization 

of authori t.y will depands upon the availability of trained 

managers. · If the trained r:nanagers .are not available- 1t is 

impossible to' r.ielegat.e· authority to the lo\\!er levels. 

B~ ~1'*,..~,1 ~,..c.h'f\J.gM'.s :- The e~t.rolling authority sh::)uld have 

some techniques while delegating authnrity to one manager ~ovhet.ho~ 

ho can use it properly or not. 

9. P,9,F..,e!,lj;fD}1~~- P!.f!o!!¥!'9. :- Di vlsion of labour will 

influences deeent.raliz.ation of authority to some extent. This 

kind of decnntrallz:otii.ln may be geog-raphic or physical but 1t 

influences the eent.ral.ization of 'i!I.Jthtlrity. 



-44-

Jo. Jb& eat•. ef. ph8JlS! ... The faat moving Chal'acter of an 

enterprise ttlso aff·ed.s the degree to which authority may be 

decentral1%ed. _tf ac bUsiness is gl'OWiftC). f<9st and feeing 

complex pmblems of expansion. its managetrs, t!k'1}' be forced tt> 

~bake a la~e share of t.be decis!.ons. 

11. .~tal in;f&uenw c• Then axe def1n1:te- e)C'temal 
--~~····'·--- •: 

forces affecting t-he extent of decentraliaa'tion. Eomple, 

govel"nm8nta1 cont.mls1 national: unionism and 'top policies. 

Govemment x-egulat.i.on of wsineaa policy tn8kes it. difficult. end 

sometime$ imPOssible 'to decentralize attthorit.y. 

4· 4 C?!!Pu:tiF.' ;;,.!!2f.c;t~ I!! PJ:IDJ!lnst Jm!. 2fS..lpJ.9J!:m!,.~'-!!9. 
The usa of carnrters _in organt.zaifiQn has grown ~. the 

point wNtft B .greet ·many SOCia-l, buain'&$6 unO (.JOV&D\lfiel\t 

fun~t.ions are heavily d;fJpqndent on lt.. Most. orgmizat.ional 

computer u&&tJ' faLls into on-e of throe categc·u·ies •. 

1.-. . lf!feat.iWt. bam!).lng . : Using tne oompiat.ers to tran$l111 t and 

process 1nfoDnat1on in s. varlet;y .of ways. 

2.. ;1'1Mt!IP~!!Jtt, RJPSSIPJ.D£ • The comput.er 1s used much llke a. 

mac;hino on the factory floor., toqothor, transmi-t., store end 

ret.xieve the deta,ilod transaetton data of th-e organizat.ion. 

l. P.at,Rtt.Pf. 4J:2P.l,._fP!l-9Df, r Cmuput.ers axe used to maintain and 

access various data file&. All of these $-pplir;ations en 

basically aimed at clerical replacomont. The computer· 1$ used 

because it is a very fast arititm~Jt,ic dov1oo and ext.xemely 

. efficient. file cabinet. These all appli-=ations are referred to 

as Management Infomation Systems. ntese days compu-ting 
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dapa$ents are. more and more coneerne.d with the &ffact.iwness 

and efficiency of the services 'they pxovide. <:om:PUten will 

assist managers in their decision-ma:king activity bat they cen 

not. replace manag~n... The cou:rptater 'techniques and analytical 

methcsds may be of s1gn1 f1eant. va tue. but managerial Judgement 

is also esseJ'ltiel. Ne1 ther the rce~er ntJr the computer can do 

as effective a Job es t.he two together, we call these types of 

a.pplication as Decision S\lp~rt. systems (DSS). D ~] 
Planning ls an 1nf'oxmat.!on lnt.enslve act.iv1ty 1 if nol!mftl 

planning is to be unde~ken, some mechanism is necessary to 

8UP1)0rt. the infonntttiOJ' l'Gqtt1nments. 1'he three. c:lasses of 

mec;han1sm. for lntomat.i<»n gath~r!ntJ, storage •. anslysis and 
. . 

di&play, are as ·follows ..... 

J.kmlal 

J4anagel!lent Infoft.latlon: sy~tem~ {MIS) .and 

tlae1s1on $~Jpport systlt'ms { DSS) 

Manua 1. _1nc~udes all non-compltter methods . of fo.rmtJl 

information hattdlint,h such ,things as c.lerlcal assistance, 

11.-brarles and other tnfoJma·l. :lnfol'miltion handling actl.vitte&. 

MtS . and DSS . are both type~; of comput.e~based support. DSS 

assists manag•J:S ln making decisions, MIS .is mon 1ndeSMndont of 

panicular managers end -decision :processes. · Mts is less closely 

connected with spec:tfic declslcms, but t.end te cleal with functions. 

Much effort has been diverted towa!d$ ustnq compute.r 

t.eehl"'J.qu.s in thrt plsnnin<J process 18 •. The tint important 

•ffons alUJed at developing comput@•based planning support 
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systems took place in 'the 1Jlid-19EO•s. These earlier system$ were 

huge and very expansive. · The last few years have witnessed an 

unmistakable trend away from the large scale, tot.al ·systems 

approach to planning models. towams smaller,. more specia.lized 

models.- In oxder to provide a f.rame woxk for an analysis of the 

eomputer•s role in planning, wo present en eight step model of the 

planning process in the figure given below : 

[set out exis~ing objeet.ives J~ 
l 

' : ~ 

~: i . .' .. r \ 

' ' : .• t .. ,· .• ,, ' 
Forecast 'the future environment ::; . 

. . ; ., : .. 
. " 

Establish fttture objectives 

'' l ;.... I \, > 1 
., ' ·, .; ' ' i 

Set out att.ematl ves for ach1 ving : , · 
t future objftt.ives · , , , , · ; 

' ; . ' l 

Develop action prograftls ' ; ; , t 
; ' . r 

' ' > ' 
...... , 

·> t , 

'i .~~ 

1Implement. and mni tor 

:==---.. 
An aldht. $tep model of the oxganiutional planninq :proCess. 
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Lot. us now describe in mora detail each of the plannino st.eps 

tdent.ified in the figur. : 

l. ~e;t., ~~, .. !tJS.i1-':t.ing o,bJec1:.1:'f!i! :- The first step is to deter
mine and .set out the eld.s'ting objectlve.s of the film in an 

explicit. foxm. Each objective should be act;Ompanied with a 

statement of how it. is to be measured a.nd v..'hat tarqot level the 

f1zm would like to achieve. Computer-based support may play a 

mtno~ mle in certain situations, but generally computers have 

not be4n used to much ad.vant.age hcu:e. 

2. b!)a,lx&,e, Fi?C.ist.ing BrniJ.~F't.f~l. 'f91!11 a- The asses.sment of 

enviJ."Onmental forces requires two distinct phas1s ;,· one phas• 

involves identifying the types af forcQs that. exist and that. 

haw an i.mpcu:t on the ·oroanlz.att~n. second phase involves 

tJ.Ving to understand how those .f'oRes impact. the organization. 

Management and experience and judgeJ~~Gnt. are crucial 1n this 

stage, as are a sound grase of general economic, political and 

social trends. MIS will play a minor xole during this step. 

3. r:o"',ca;st.~he fu't!;.e envi!P!'!'ll1'1 ... This forecasting task 

has two phases. First. changes ln the existing environmental 

forces mus't be considered. For instance, what the gross natural 

pr()duct is likely to be ·five yeal'$ fl'Om now. In "the second 

phase, exten&lve research in the area of' computer- aided 

tet!hn1ques, some MIS oriented and other DSS..like. 

4. ,E,Ltap,l~!~. ,f,uture pb3~.~.1~15 ;. It follows t.he forecasting 

·of the future environment. and establishing future obj actives. 

Forecasting is a complement of planning. 
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s.. ~Ft. ot*t, a.l!.e,ma~~yps, :fo~ a~Jl}.~~ t~Y~. o,bj~ct,ix.e.s :

This sta9e of planning process is to set out. altemat.ives by 

which thestJ.objeetives could be accomplished. 

6. ?!;li.C,., a s:tFategy :• This n:ext. stage of planning 1s that 

of selecting a strategy and a set of action plans t.hat seem to 

be best ftrr the organization. It involves cost/benefit analysis. 

1. DeveloP, ~ct,ion..nmsam!S, ;- It is to set. out on a year by 

year basis specific action programs \hat a:re needed t.o implement 

the strategy .. 

8'", J!n!..l~fDeflt :a!!!. {ft.?,f\,itg1 ,... It involves executing -the detailed 

programs and contxolling deviations f.1nm the l)lan. 



The escorts ls one <Jf. ·~ho impcirt.an·t. leading os;gani

z.ations, which has three major plants. with clearly defined 

tergets. Plant 1 1s an engineering department Yihich produces 

railway equipments, heating elements, fabrication of t.ractor 

part$ etc., Plant 2 is the mot.~r cycle and scooter division, 

which 1s an i.ndepen;lent d1visi<Jn. It pradu.ces., for example. 

Rajdot')t m~or eycle1 Yamane et.c. Plant 3 is 'the tractor 

divis~on, plant l. and .plant 3 have common functions. But 

plant 2. has independ~t functions. Plant 1 has finance, 

personnel and medical unit which are common to the plant 3, 

but plant 3 has its own finance. personnel end medical. 

departmen-ts. Each and evttiy plant. has to show its own profit 

and loss accoun't at tho end of eaclt'!(~"ancial yoa:r. Materials 
. '·:;. ,i'. 

transfer fro~Jl one plant to another plant will be treated as 

purehaaos, which will be useful to measure the efficiency of 

each plant.. 

President is the top roost authority t.o decide about 

major po ticie& of organization. Under him there will be senior 

Viee-PJ:esid.en't ttl perfonn ·some of the funct.ions of PX'esident. 

Each plant. will be tt.aded by t.he General Manager. who will be 

boss of entJ.re plant. Goneral Manager,w111 have direet. contacts 

with the chief ·executive to discus$ some i.mportaflt. matters. 

Escort& has some more un1ts under t.ho ·similar psttem. Fos .;n., 
example, Escorts Tretetors Limited in colloberati.on with the 
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Ford M!ltor Company USA• and f!scorts employees ancillarie& • 

Plant :i. has its own personnel dapertment.; Flnertce de.partment. 

Each departc!lent will be headed by a manager. Plant l and 

plant 3 have common departments but. .acccounts are ma1nt.a1ned 

independantly. Each plant. •s perfBDmnce will be measuxed at 

the end of o~u::J1 financial year and will take stem I!!Oasures to 

improve t.he of'flciency. 

SscoJ."ts introduced second (J(Jneration oOmr»uter IBM-lAol, 

in the year 1969-?0t mainly for comercial use which aims at 

providing soxvices to the fallowing functions .. 

• Mat@rials management 

""' Production 

- Inventor:y managel'll$nt. 
' - :Pinancia.l Aeet>oots including. general 

account.lng and sales accounting 

Now the Escorts ha$ two 1.-,lll.J'G systems -

1. ISM- 3f0t!D, a Thl»:i generation computer 

2. IBM ... 1401 .- Second generation comp\fter 

Im~"Jets. !'f eomouter on o""'aniaation s.tructure .. 
I ...... t ••. t - I f t l .... l_ _b. .. .. llil _ t I I i!l$$4 

Computer was !nt%0duced in the asoorts to improve the 

off1cieney of onjaniution bf reducing 'the duplication of date. 

They have a,ttained the expected goals, for which they have 

computerised the organi:&ation. There was eons1dn:rable 

improvement in the efficiency of the people. Cle:ri.cal people 

.:u-e feeling be~t.er~ There were no adverse affects on the 

oxganlzation. OXC}anization was able to provide work to almost 



· all employees wi'thou~ ret.renchments which is the policy of 

'the oxga.niza.tion. At the aamo time workers h~ve abundant 

work with changes in functions. Morale ha.s been improved a 

lot amofl9 the wo:tken. BUt t.he computerization of o~:ganiza'to1·'ln 

undoubt.ed.ly effected further recruitment$. 

As per as the oxgantzat!on structure J.s concemed th(JJ:e 

was no structural chantJ&$ due· t.o this eom:puterization. Let us 

see the structure of plant 3. 



, General 
Manag.er 

... 
Assistad 
Managers 
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The abov~.t fi.qure sh<»ws ·different functions ·of t.he 

staff in plant 3. Functions of. 'the workers have changad, but 

there was no change in the managerial laye.rt>. There are thne 

levels of management t.op fRanagement.. middle management and 

.lOt'ler level mana9ement • The lower level management includes 

sunerviso.rs who Will have ·direct contacts with the W3:dters who . . . . : ' 

axe at. t.he bottom in t.he hierarchy. · tlanagemmtt. policies will 
l 

be decided at. the top level manaq~. Middle level management 

will take routine decisions in consultation with the top level 

management. In the Es.eoxt5 OJ'9aniza.tion structure General 

J.l!anager& who are heading different pla.nts will.come undet middle 
.. 

level management. Some of the important doc;islons will be taken 

by the General Manager in consultation with the top level 

management Whic:h will decido the policies of management. The 

General Manager will have full control on the plants to mould 

the adminiatr.ntion whatsoever \!ilY "' lik~$ by usinc) his 
~· ... t . - • ... . • . . • 

rnanagemcmt strategies and tactl~ .tO 1mpm1!e th<f Dbili'(.y and 

efficieney of t.be organ1aat.ion. 

Aeeording t() 'the experience of Escorts, computer 

lnfo:rma'tion system does not. lead to either centraliz.!t:J.on or 

dec:entrali~crt.ion of authority. Basically, it depends upon 

the philosophy of the organization • Since 'thG philosophy of 

Escorts is decentralization, most. of the decisions will be 

made at middle level managoment only. But the major dociaion 

will b& taken in consultation with the top level management. 
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Fox- example, purchase of materials will be done only after 

discussing with the top level management. tJh.en the majority 

o.f deci Gions are taken by middle level management, the top 

level man&<Jement. will C()()rd.inate t.hing& of different. management 

levels, 

There is e3ns1dera/ble impact ot ConlllUters on the 

planning and decision.meking process in the Escorts organt ... 

zatlon, n.@ computers will assist, mana~es in their decision

making etot1v1. ty. Compttt.ers techniques and snalytica 1 methods 

may be of significant value but managerial Judgement is also 

essential. The manager is ln a position to do effective job 

with t.he help of computers, 

The cGmputer w1l1 be useful in almo&t. .all the stages 

of the planning and deCi!Jion-maktng p:rocess g·i """ below : 

1. Oetomine and set o\ft the exi$ting objectives of the 

~rganipt.,i.on. 

~. Analysing existing env1~mnent.al forces faced by the 

oZganizatlon. 

3. Foxeeast1ng the cmv1rom:nent of' future that matters for 

the organization. 

4-. Es'tablishing what the future -objectives ought t.o be 

s. Set out altematives for achieving future objectives. 

6. Selecting a st.rategy and a, .set of action plans that seem 

to bo best for the rn:ganizat.l<m. 

1. Set out on a period basi t $pecif lc action t)rograms 'that 

are beaded to im})lement 'the strategy • · · 



8• Executing the detailed programs ~nd correcting the 

deviations fmm ·the plan. 

A& a whole the Sscorts OrtJaniza:ttan is 11ery succ;essful 

wi:th t.he comrnrt.erizat.ion. Employees ere happy a,nd pe:rtonn1ng 

dutios· well v:i t.h the improved efficiency. For them, t.imely. 

decisions w111 be useful wi.'t.hout waiting in f..,_.stration. they 

have minimised 'the time of keeping resources idle due to the 

talk of input ma'tetrS.als. The managers are also "'teJ.Y effective 

and efficient. Vlho ean mot.ivate the workers towards the attain

ment of t.a%'gets of t.h• o11Janization. Computerization has not 

resulted in under ut.111zat.1on of manpctWtn: resources. In fact., 

the:re is optimum utilization of manpowvr resources. nlere 1s 

Job.satisf'action among the employee$, and can eble to porfo.zm 

'their functions without much labour. Top lovel management is 

in a position to take prompt decisions whiob can minitnize 

wasta.ge and cost with the help of available infor:mation. If 

this trend continues there would be a 11 xound development in the 

oUJanizat.1on with the product d1ven1f1cation and product. 

development. 



CHAPl'EH- 6 

CompUters will bring tremendous changes in the efficiency 

and effectiveness of the ozganiz.etian. The roanQ9ers are always 

:ready with tho required info:mat.ion t~ take effective and prompt 

decisions aa the situation demands. Them is nQGd of· continuous 

'touch with day to day events and futuro fop~st.ing" Planning 

is forecasti.f\9 futuro. 'nlen may· be unexpect,ed and unwanted 

intenuptlons ln the l'rocess which will demand e.ffectiv.e control 

to make sure the success of the o"'anization. Manager should be 

ca)"lable M' tackling un't(WRJJ.'d lnc1dents with managerial skill& 

and strategies~ Infcn:.mation plays .a key role in the oxga:n1zat1on. 

The inf'ol."mat1on wS.ll be prot;«Jssed fJ.V.Jm one place to another place 

th~ugh th& ebannols of COl'IPunica·t.ion. · The effectiveness of 

c:om:nunication will depend upon the ehannelt; of col'1lll\lnication. 

There are d1fferen' levols of the management w1th defined 

objec,ivea or shal"ed n:u;pon1!f1bi11t1es. Comput.erizat.ion will help 

the nJana9er in planning <lfnd deo1sion-mak1nq; process.. Different 

managoment. levels in the Escort.& are feeling hapw w1 th the 

readily available information to take prompt decisions. ~nagors 

can easily assess and forecast the futunt with t.he holp of 

computers. While the •lectronies case would be interpreted as a 

misapplication of the m<'ltrix cc.nct!pt. other uses demonstrate the 

capabilit.y of computer systems ·within lat.exal relations arrange

ment.s. In the British Glass Company• the budoet. preparation task 

was accomplished vie the C3>.,rterat1ve efforts of numerous functional 
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areas. Before the computer system ~came operationa.l. the 

product manager provided on organizational focus upon products. 

As the company increased its marketing emphasis, the product 

manager grew in stature vis-a-vis, the o't:-her functional areas. 
\. 

Develo~ing a computer information system ~o analyze product 

profitability called for the more technical abilities of a 

statistical section. The primal.)' j.ob of this g.roup became 

gathering data from pr.xi.uct managers, sales parsons, production 

staff, transport staff and others. Because the analysis was 

computer-based, data requirements were standard across all 

rtroduets" During and after this process, individual manager 

users waked with the statisties personnel in developing plan 

consistent with the budget. 

The Mail OJ:der Company •s textile purchasing function 

provides another example of the relation betw•en computers and 

lateral decision process. Here the computer information system 
' 

waked across existing lines of authority to introduce a more 

flexible set of reporting relationships. The system thus 

encouraged lateral contact and did not require full authorization 

of instructions through the foxtnal section head. In addition, 

planning and statistics operated by collecting and compiling 

data from all other sections conveying it to data processing. 

It worked ·across departmental lines in a staff capacity, and its 

activities were essential for effective purchasing control and 

administration. The more flexible relationships in textile 

purchasing were clearly the result of introducing the computer 
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system. The Escorts Company clearly shows that there wore no 

structural changes in the organi%at.ion due to the information 

systems. Functions of the people have changed but 'the organie 

zations structure was remained unchanged. By assessing all 

these organizational forms, it can be concluded that t.he 

infoxmation system do not cause structural changes in 

organizations. . structural change may or may not a ceompany 

system implementation. Structural changes may be due to either 

rational management objectives, political strategies. or both. 

structural arrangements depend more on the task to be acccnnplished 

and the objectives of the enterprise. 

As far as the computer impact on centralization of 

authority is concerned, Computers do not lead to centralization 

or decentralization of author! t.y • It depends on the philosophy 

of oxganizat.ion. Escorts Company believes in decentralization 

of authority.. But the Foxd Motor Company believed in centrali

zation of authority. Even though.the Escorts Company's 

philosophy is decentralization major cleeisions and policies of 

the organization will be taken at the top level of management. 

Due to the computer information system some of the important 

matters like purchase of materials and pricing decisions are 

taken only at the top level of management which shows the 

centralization of authority. There is divided opinion even 

among the authors. Some ·authors say that computers cause 

cen·tralizat1on since accurate 1nf'3tmation becomes readily 

availabJt to higher levels.. others argue that computers take 
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over xoutine decision-making at lo'>,zer and middle le"ols, thereby 

~ncreasing the capaeity of these levels to handle less routine, 

decisions. Th.e result is greater dece.ntralizat.io~. Confronted 

with evidence that computers cause both centralization and 

decentralization, 't.wo ways to resolve the controversy have been 

proposed. It means impact of computer infoxmation system on 

organiza-tion will be indifferent. 

It is very difficult to separate computer with any system. 

Computers are used every where. Compute·rs will assist. the 

managers in their decision-making activity but ,it can not replace 

him, as .the managerial Judgeme-nt is also essential in the planning 

and decision-making 8ctivity. Neith~r the manauer, nor the 

computer can do as effective a job as the two together. .Progress 

in the area of planning and decision-making activity is occuring 

partly because pressure is on organization today to perform well 

in increasingly C31DJ)lex and difficult situat.ion. Continued 

progress is made possible in two faetors. one is improvement in 

our understanding of the nature of the planning process, and 

second is improvements in our ability t.o cope up with recant 

technological changes. Much of this progress has occured in the 

past few years and we expect to see atleast as much progress in 

the next fmv years. 
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