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Organizational Structure, 
Culture, and Development
Organizations shape worker behavior through their structure and 
culture. This presentation explores how different organizational 
designs impact employee behavior, communication, and decision-
making.



Traditional vs. Non-traditional Structures
Traditional

Formal, rule-driven organizations with clearly defined 
roles.

Stable and resistant to change.

Strict lines of authority and status.

Sometimes, traditional organizational structures are 

called “mechanistic” or “bureaucratic” structures.

Non-traditional

Less formalized work roles and procedures.

Flexible and adaptable structures.

Fewer rigid status hierarchies.

Non-traditional organizational structures are sometimes 

referred to as “organic.” 



Dimensions of Organizational 
Structure

Chain of Command
Number of authority levels 
in an organization.

Span of Control
Number of workers 
reporting to a single 
supervisor.

Tall vs. Flat Structures
Tall: Many authority levels, narrow span of control.
Flat: Few authority levels, wide span of control.



Tall vs. Flat Organizational 
Structures

Tall Structure Characteristics
• Many authority levels
• Narrow span of control
• More promotional opportunities
• Can become "top heavy" with managers

Flat Structure Characteristics
• Few authority levels
• Wide span of control
• Greater interaction between levels
• Fewer promotional opportunities





Functional vs. Divisional 
Structure

Functional Structure
Departments based on functions performed (production, 
sales, finance).

Benefits
Creates job specialists and eliminates duplication.

Challenges
May breed interdepartmental rivalry and bottlenecks.

A functional structure divides the organization into departments based on the 
functions or tasks performed. For example, a manufacturing firm may be made 
up of a production department, sales department, and finance department. 



Divisional Structure

Product-Based Divisions
Each division handles a specific 

product line.

Customer-Based Divisions
Divisions serve different customer 
segments.

Geographic Divisions
Divisions serve different regions or 
countries.

Accountability
Each division operates as a separate 

entity with its own goals.

A divisional structure is based on types of products or customers. For 
example, a major motion picture company might have multiple 
products—films for theatres, movies for television, and online, 
streaming products—each of which is represented by a separate 
division. 





Centralized vs. Decentralized Decision Making

Centralized
Decision authority concentrated at the top

Benefits & Challenges
Uniformity vs. inflexibility

Decentralized
Decision power distributed to lower levels



Traditional Organizational Structures 
The Bureaucracy

Well-defined authority hierarchy
Clear chain of command

Formal rules and procedures
Standardized operations

Merit-based employment
Emphasis on qualifications

Bureaucracy: a traditional organizational structure typified by a well defined authority hierarchy and strict rules governing work 
behavior 



Characteristics of Bureaucracy
Division of Labor Specialized jobs with clear 

responsibilities

Authority Hierarchy Clear chain of command from top 
to bottom

Formal Rules Written procedures governing 
work behavior

Impersonality Decisions made without personal 
favoritism

Merit-Based Decisions Hiring and promotion based on 
qualifications

Written Records Documentation of activities and 
decisions





Line-Staff Organizational Structure
Line Employees

Directly engaged in tasks that accomplish primary goals.

• Production workers
• Service providers
• Sales personnel

Staff Employees

Specialized positions designed to support the line.

• Human resources
• Accounting
• Legal department

Line–Staff Organizational Structure: a traditional organizational structure composed of one group of employees who achieve the goals 
of the organization (the line) and another group of employees who support the line (staff) 



Line: employees in an organization who are engaged directly in 
tasks that accomplish its goals 
Staff: specialized employee positions designed to support the line 



Non-traditional Organizational Structures
Matrix Organization: A Hybrid of Traditional and Non-traditional Organizational Designs 

Dual Reporting Structure
Employees report to both functional and product managers simultaneously.

Team-Based Approach
Cross-functional teams work on specific products or projects.

Flexible Resource Allocation
Resources can be shifted between projects as priorities change.



Matrix Organization: an organizational design 
that blends functional and product structures 



Contingency Models of Structure

Woodward's Model
Organizational structure should match 
production technology type.
Small-batch (eg: specialized electronic 
components or construction equipment), mass 
production (eg: automobile assemblers), or 
continuous-process manufacturing (eg: 
chemicals or refning oil) require different 
structures.

Perrow's Model

Structure depends on whether work is 
analyzable and has few or many 
exceptions.

Classifies technology as routine, 
engineering, craft, or nonroutine.

Best Fit Approach
No single structure works for all 
organizations.
Structure should align with 
organization's goals, size, and 
environment.

Many theorists argue that organizational structure should be addressed with contingency models. These models look at the interaction 
of characteristics of the organization and the setting in which the organization operates. 





Perrow's Technology Classification
Routine

Engineering

Craft

Non-routine

Routine technology (analyzable with few exceptions) is 
most common in organizations like assembly lines 
and retail stores.
Nonroutine technology (unanalyzable with many 
exceptions) is found in research and creative fields.



Key Takeaways

Organizations vary widely in structure, from traditional bureaucracies to flexible matrix designs.

No single structure works for all organizations - the best structure depends on goals, size, technology, and environment.





Understanding 
Organizational Culture
Organizational culture shapes how companies operate. It's the shared 
values, beliefs, and behaviors within an organization.

Think of it as the company's personality. Two similar companies can 
feel completely different due to their cultures. 

Organizational Culture: the shared values, beliefs, assumptions, and 
patterns of behavior within an organization.



What Creates Organizational 
Culture?

Organizational History
Experiences of what "works" and "doesn't work" form assumptions and 
norms.

Shared Values
Common norms, values, and goals contribute significantly to culture.

Stories and Myths
Tales told within the organization communicate and shape culture.

Founder Influence
Personalities of founders and early leaders impact culture, as with HP, 
Kellogg’s and Walmart.



Strong vs. Weak Cultures
Strong Cultures

Organizations with dominant, influential cultures benefit 
service companies especially.

Example: Starbucks focuses on customer service and social 
responsibility.

Strong cultures help customers understand what the 
company "stands for."

Benefits of Strong Culture

Creates mutual trust and cooperation among members.

Encourages greater information sharing.

Leads to improved company performance.

Helps recruit better job applicants.



Culture's Impact on 
Organizations

Employee Selection
Companies assess if candidates "fit" with organizational values 
during hiring.

Training and Socialization
New employee training conveys cultural elements to newcomers.

Behavior Guide
Culture naturally guides behavior within the organization.

Resistance to Change
Strong cultures can resist innovation and necessary changes.



Culture and Business 
Outcomes

Growth and Innovation
Organizations with cultural 
values of flexibility, openness, 
and responsiveness are more 
likely to grow and innovate.

Productivity and Profit
Organizations valuing 
consistency and adherence to 
mission tend to be more 
productive and profitable.

Diversity and Inclusion
Cultures supporting diversity create positive work attitudes, 
better performance, and lower turnover.



Inclusive Organizational Cultures

Synergy from Diversity
Creating value from different perspectives

Integration of Perspectives
Actively incorporating diverse viewpoints

Fair Treatment
Ensuring equity across different identities

Inclusive climates go beyond preventing negative treatment. They actively create synergies from different perspectives and 
identities. Leaders and peers both influence perceptions of whether a culture supports diversity.



Societal Influences on Organizational Culture

National Culture
The larger culture of a nation 

significantly influences 
organizational culture.

Individualism vs. Collectivism
U.S. is individualistic, while Mexico 
and Japan are more collectivistic.

Organizational Adaptation
Companies must adapt to the 
societal culture where they operate.

Workforce Diversity
Cultural backgrounds of workers 
influence organizational culture.





Measuring Organizational 
Culture

Cultural Artifacts
Symbols, stories, and 
rituals that carry 
meaning for members.

Diversity Measures
Tools to assess fair 
treatment regardless of 
identity.

Organizational 
Culture Profile
Sorts value statements 
into categories for a 
descriptive profile.

Organizational 
Practices Scale
Measures dimensions 
like process vs. results 
orientation.



Why Organizations Need to Change

External Adaptation
Companies must adapt to changing markets and technology

Workforce Evolution
New generations bring different skills and expectations

Operational Efficiency
Organizations must produce more with fewer resources

Organizations that fail to change often cease to exist. Kodak and Blockbuster couldn't adapt to new technologies and 
consumer preferences. Change is critical to survival.



Organizational Development 
(OD)

Diagnosis
Identify significant organizational problems through data collection.

Intervention Selection
Choose appropriate techniques to address identified problems.

Implementation
Apply the selected OD techniques within the organization.

Evaluation
Assess the results and effectiveness of the interventions.



The Change Agent's Role (Change agent: name for an OD practitioner, referring to the person’s role as a catalyst 
who helps organizations through the process of change)

Guide, Not Problem-Solver
The change agent coaches the organization in developing problem-solving strategies 
rather than solving problems directly.

Behavioral Scientist
Often an I/O psychologist expert at diagnosing problems and handling sensitive situations.

Educator
Trains the organization to implement strategies for coping with future problems.



Action Research Model

Data Gathering
Collect information to diagnose the 

problem situation

Feedback
Present data and interpretations to 
organization members

Joint Action Planning
Design problem-solving program 
with organizational members

Implementation & Evaluation
Execute plan and assess 

effectiveness



One popular OD model is action research, 
which is the process of applying social 
science research methods to collect relevant 
data within the organization to study the 
organization and to help it understand and 
solve its problems. The application-oriented 
goal of action research means that it is 
somewhat different than the traditional 
hypothesis-testing research.



Popular OD Techniques

Survey Feedback
Using employee surveys to identify 
problems and plan changes.

T-Groups (Sensitivity 
training) 
Unstructured group interaction to gain 
insight into behavior patterns.

Process Consultation
Consultant helps organization learn to 
solve its own problems.



Management by Objectives (MBO)

A goal-setting OD technique in which 
supervisors and subordinates jointly set 
performance goals; at the end of the goal 
period, their attainment is evaluated, and 
new goals are set. 



Quality-Focused OD Approaches
1 Quality Circles

Small volunteer groups identify and solve quality problems.

Total Quality Management
Continuous improvement work processes across the organization.

Six Sigma
Quality improvement process popularized by GE’s CEO Jack Welch.

Success of quality programs requires fundamental changes in organizational 
culture. Workers must commit to improving output quality to compete in the 
global market.
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