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CHAPTER I

INTRODUCTION

Matrix organization management is a rather new concept of organization 

and management. Variations of traditional and project organizations have 

been utilized for centuries. However, the organization structure denoted 

by the term "matrix” has been recognized and documented only over the past 

two decades. Its development was greatly accelerated by the needs of the 

aerospace industry. Rapidly changing conditions in the business world in 

general have led to creation and use of new relationships to augment 

established organizational and management concepts.

Like many new concepts, the concept of matrix organization management 

has not been consistently understood. Consequently, it has been used verv 

appropriately in some situations and grossly misused in others. Some managers 

have hailed the matrix concept as a boon to mankind and the heir apparent to 

traditional organization structure. Managers at the other extreme feel that 

the matrix concept has been greatly overrated and is little more than a 

passing fad that creates more problems than it cures.

Educators and businessmen have written numerous articles on various 

aspects of matrix organization and management wherein conflicting and 

opposing statements and varying viewpoints have been expressed. Many of 

these efforts have tended to thoroughly muddy the water.

1
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Objectives

The primary purpose of this study is to provide a better under

standing of the basic concepts of matrix organization management. Evolution 

of the matrix concept is traced. The authority, power and influence relation

ships in the project and matrix organizations are compared. Two concepts of

matrix organization are examined. Several conclusions are drawn which
/

hopefully will kindle the interest of the reader sufficiently to encourage 

him to rejjain alert and receptive to further information on this topic.

, I - - _ . '

Methodology

Information for this study was gathered by review and analysis of 

numerous articles, by a variety of writers, published in business oriented 

journals and periodicals over the past ten years. Pertinent sections of 

textbooks and managerial guides were also reviewed.

Presentation

Various connotations and meanings have developed for many common

!
management terms and precepts. In Chapter II are listed the specific 

definitions for the terms and precepts which are utilized throughout this 

report.

Chapter III presents a brief history of the evolution of the matrix 

concepts. A  number of factors which hastened development of the matrix 

organization are examined.

Authority, power and influence relationships in the matrix, quasi-matrix 

and project organizations are analyzed and compared in Chapter IV. The 

necessity of utilizing available power when authority is lacking is a key 

point of this chapter.

i
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Chapter V  stresses the importance of clearly defined responsibility. 

Problems of responsibility and accountability without commensurate 

authority are discussed.

Chapter VI defines some of the potential pitfalls and advantages of 

the matrix and quasi-matrix organization.

Finally, in Chapter VII the results of this study arc summarized and 

a number of conclusions drawn.



CHAPTER II

DEFINITIONS AND PRECEPTS

Over the years a variety of meanings and connotations have been 

commonly used for a number of organizational and management terms. Ihcse 

terms are specifically defined for puiposes of this study in the para

graphs tnat follow.

Management Concepts

Authority

One definition of authority is "the right to give orders and to exact

1
obedience." It is the legal or rightful power to command or act. The 

legal bases for formal authority are private property, the state, or a 

supreme being. Ultimate authority derives from the society in which the 

organized effort exists.

In tho traditional souse it is the right granted from a superior «o 

a subordinate. It provides tho cohesive force for any group. Authority 

patterns in an organization serve as both a motivating and tempering 

influence.

*Henri Fayol, General and Industrial Management, Translated by 
C. Starrs, (London, Sir Isaac Pitmann § Sons, Ltd., 1949), p. 24.

4
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Hie Formal Theory of Authority. The classical or traditional view

point is that authority flows from the top down. This concept sees it as

the power transmitted from basic social institutions to individual managers.

In the private business enterprise it originates from the top. It is 

delegated downward through the various levels of subordinates.

The Acceptance Theory of Authority. If an order is accepted by a 

subordinate, the superior has authority. If the order is not accepted, he 

does not have authority. These are the basic assumptions of the acceptance 

theory. Authority is said to flow from the bottom up rather than the top 

down as in the formal theory. The manager has no real authority unless and 

until individual subordinates confer it upon him.^

Power

Power is the ability to influence others.** It is the ability which a 

person possesses and can exercise on others based on factors including the 

legal authority described above. The manager has several potential sources 

of formal and informal power. Formal power (authority) flows from the 

formal organization.^ It consists of power of coercion, power of reward 

and power of position. Informal power is based on individual characteris

tics.^ It is reflected in power of expertise, referent power, value power 

and informal group norms and values.

2
Koontz and O'Donnell, Principles of Management, (New York: McGraw- 

Hill, 1959), p. 50.

3(3. I. Barnard, The Functions of the Executive, (Cambridge, Massachusetts 
Harvard University Press, 1938), p. 162.

4John R. P. French and Bertran Raven, The Bases of Social Power, 
(Evanston, Illinois: Row Peterson and Co., I960), p. 607.

5J. H. Donnely, J r . , J. L. Gibson § J. M. Ivancevich, Fundamentals of 
Management, Austin, Texas: Business Publications, Inc., 1971, p. 187.

6 Ibid.

7
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Power of Coercion. This is power based on fear. A  subordinate 

perceives that failure to comply with the wishes of his superior would lead 

to punishment. It is based on the expectation of individuals that punish

ment is the consequence for not agreeing with the actions, attitudes or 

theories of a superior.

Power of Reward. This type of power is the opposite of coercive power. 

The subordinate understands that if he complies with his superior’s wishes 

he will achieve a reward.

Power oC Position. Tho typo of jxiwor the manager is able to exorcise 

because of his position in the organizational hierarchy.

Power of Expertise. The possession of a special skill, knowledge or 

expertise which helps to gain the respect and compliance of peers and 

subordinates.

Referent Power. Personality is one of the manager’s most important 

assets. With it he can often obtain cooperation from those over whom he 

has no formal authority. Referent power is a combination of intelligence, 

experience, moral worth, ability to lead, past services and other 

immeasurable qualities. Personal charisma can make the difference between 

failure and success of a project and is the indispensable complement of 

formal authority.

Value Power. The power a manager is able to exercise because others 

are aware that they share similar values and for this reason will submit to 

his influence.

I
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Responsibility

Responsibility may be defined as the obligation of a subordinate, 

to whom a duty has been assigned, to perform the duty.7 Responsibility is 

a result of the superior-subordinate relationship. Authority flows from 

the superior to the subordinate when a task is assigned. Responsibility 

is a simultaneous obligation on the part of the subordinate to accomplish 

the task he has accepted.

Accountability

This is liability for the proper discharge of duties. Although a 

manager may delegate authority for a task, he is still accountable to 

his superior.

Playing Politics

This term is used to refer to the use of power for the purpose of 

attaining certain objectives outside of the organization's standard 

operating procedures. The objective may be personal gain or completion 

of some company project.

Organization Structure

Organization structure has been defined as "the formally defined 

network of task and authority relationships".8 This would include the 

formal organization chart as well as job descriptions, job duties, policies 

and other tools designed to remove obstacles to performance caused by 

confusion and uncertainty and to furnish a decision-making communications

7
Koontz and O'Donnell, op cit, p. 55.

g
J. H. Donnelly, J r . , J. L. Gibson Ç J. M. Ivancevich, Fundamentals 

of Management. (Austin, Texas: Business Publications, Inc., 19717, p. 418.
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network. However, for the purposes of this study the definition will be 

limited to the relationships of individuals as portrayed by the formal 

organization chart.

Although many organizational structures and variations of these 

structures have been used and documented, only four are defined and used 

during "the course of this study. They are the traditional, project, 

quasi-matrix and pure matrix organizations. This should be sufficient to 

highlight differences and similarities.

Traditional Organization Structure

The traditional or classical theory of organization design is highly 

concerned with structural mechanics. It is associated with such concepts 

as bureaucratic structures, division of labor at the lowest level, depart

mentalization, unity of command, narrow spans of control and orderly line

9
and staff distinctions.

Unity of Command. "For any action whatsoever an employee should

10
receive orders from one superior only." This is one of the basic 

principles of the traditional concept of organization structure.

Span of Control. There is a limit to the number of subordinates a 

manager can effectively manage, but the exact number depends on a variety 

of factors.11 The traditional theory advocates a comparatively narrow 

span of control. * 10

Q
‘Donnelly, Gibson and Ivancevich, op cit, p. 227.

10Fayol, op cit, p. 24.

^Koontz and O ’Donnell, op cit, p. 84.
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Scalar Principle. The scalar chain is the chain of superiors ranging 

from the ultimate authority to the lowest ranks. ̂  All communications are 

to follow this chain of command up and down the organization. This results 

in relatively slow communications.

Line and Staff. Line functions are those which have direct responsi

bility ’for accomplishing the objectives of the enterprise.1^ Line functions 

are often broadly referred to as operations and include product development, 

production and marketing.

Staff refers to those elements of the organization that help the 

line to work most effectively in accomplishing the primary objectives of 

the enterprise.12 13 14 Staff functions include accounting, personnel and 

finance.

The line and staff concept is a matter of relationships. In the line 

are found superiors and subordinates with a line of authority running from 

the former to the latter. The staff relationship is advisory.

Appendix I is an illustration of one possible variation of the 

traditional line-staff organization. Under it we have clearly defined 

lines of authority (at least on the organization chart) running from the 

President/General Manager to various staff and line subordinates. Line 

managers are responsible for operations. Staff managers are responsible 

for their area of specialization.

12
Fayol, op cit, p. 35.

13
Koontz and O ’Donnell, Principles of Management, (New York: McGraw, 

Hill, 1955), p. 262.

14 Ibid.



10

Project Organizations

The project or program organization title has been used to designate 

quite a range of structures.* 16 On one extreme we have the project manager 

who has almost total authority and responsibility for all aspects of his 

task. At the other extreme we find an organization where the project manager 

is in reality only a project coordinator. Here the project coordinator's 

formal authority is extremely limited and he must rely almost entirely on 

whatever informal authority he possesses. The one thing all projects have 

in common is that they are of relatively short, duration and are developed 

with a specific objective. Projects are utilized in the construction of 

buildings and ships, the development of prototype planes and missiles and 

other complex one-shot undertakings.

Appendix II is a sketch of a project or program organization. Teams 

are formed under a project leader who is given responsibility for accomplish

ing all the various tasks required. Host of the resources required to 

complete the project are under the direct authority of the project manager. 

This type of organization is envisioned when reference is made to project 

organizations throughout this report.

The Pure Matrix Concept

The pure matrix concept of management sees "every unit of the organiza

tion as a point of intersection of competing forces with each giving 

particular expression to the overall organization’s goal."16 This controlled

John Stanley Baumgartner, Project Management, (Illinois : Richard D. 
Irwin, Inc.), 1963, § David I. Cleland, "Why Project Management?", Business 
Horizons, Winter 1964, § C. J. Middleton, "How to Set up a Project Organiza
tion", Harvard Business Review, April 1967.

William Litzinger, Albert Mavrinac and John Wagle, "The Manned Space
craft Center in Houston, The Practice of Matrix Management", International 
Review of Administrative Sciences, Volume XXXVI-1970, No. 1.
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conflict occurs between a group of managers who have responsibilities for 

a specific task and another group of managers who have service (functional)

i 7
res pons ib i1i t ies.

The term "matrix" has been used to describe this organization 

structure because of the method of portraying it on the organization chart. 

Both thè vertical and horizontal axis are utilized to record the multipli

city of relationship inherent in this type of organization structure. A 

typical matrix organization structure is shown on page 12, in Exhibit I.

Each intersection of lines indicates an area where both the matrix manager 

and tiie service manager have shared authority and responsibility for 

completion of a task. For example, at the intersection of lines running 

from production and matrix manager A, the following would be typical. The 

matrix manager would provide a definition of the task and indicate time 

constraints. The production manager would provide the necessary personnel 

and resources and determine how and when the tasks would be completed within 

the time constraints provided by the matrix manager. The matrix manager 

would monitor progress against the master schedule for time, cost and 

acceptability of product. The production manager would be responsible for 

meeting these goals. The production manager would assign personnel to the 

task subject to approval by the matrix manager. This type of relationship 

would be present at every point of intersection on the chart.

An actual working model of a matrix organization is shown on page 13 

in Exhibit II. This illustration depicts Southern Methodist University’s 

organization of graduate and research programs in engineering. 17

17
Robert E. Shannon, "Matrix Management Structures", Industrial 

Engineering, March 1972, p. 26.
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EXHIBIT I

Pure Matrix Organization Structure^

This illustration portrays the complex relationships which are present 

under the matrix concept of organization. The vertical and horizontal 
lines indicate flows of authority and responsibility. The matrix and 
service (functional) manager have specific authority over appropriate 
aspects of a task.

John F. Mee, "Matrix Organizations", Business Horizons. Summer 1964. 
p. 72, and Shannon, op cit, p. 27.
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A  matrix type of organization is designed around specific tasks.

The matrix manager has the authority, responsibility and accountability 

to complete the task according to the contract specifications. The line 

functions assume a service role.

Matrix managers arc general managers involved in a wide range of 

activities such as planning, product development, financing, marketing, 

etc. They arc very much involved in the problem solving activity required 

to obtain a particular objective. To succeed they must achieve cross- 

functional coordination.

This cross-functional relationship points up the most unique aspect 

of the matrix organization. One employee may report to two or more 

managers. He is responsible to his departmental manager as well as one

or more matrix managers.

The matrix organization is permanent in contrast to the project 

organization which is developed for one task. The matrix is constantly 

changing because of the initiation and completion of tasks but it does 

not cease to exist when an assigned task is completed.

\



CHAPTER III

EVOLUTION OF MATRIX ORGANIZATIONS

Since the traditional approach could not ho applied effectively when 

the task involved the coordinated effort of hundreds of organizations and 

people, a new approach to organization structure was needed. Managers 

began looking for new ideas and experimenting with new applications for
I

proven concepts. This activity led to increased use of the project approach 

to organization structure and eventually to development of an organization 

structure entitled matrix. This chapter is devoted to tracing the evolution 

of the matrix organization structure.

Project Organizations

Project management is based on radical changes in organizational 

theory. The project organization structure enables the project manager 

to cross functional lines and bring together all the activities required to 

accomplish assigned objectives. Personnel are brought onto a specific project 

until it is completed. Upon completion they might move to another project, 

go back to a functional department or leave the organization.

Early Project Applications

The project organization has been in existence much longer than many 

people realize.20 The construction industry operates to a large extent

20
John M. Stewart, "The Promise of Project Management", McKinsey Quarterly, 

Winter, 1964, p. 39, and Baumgartner, Project Management, op cit, p. 4. '

15
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under this concept. Each building, complex of buildings, or structure is 

considered to be a separate project and is handled accordingly. In the 

shipbuilding industry each ship is a project. These earliest applications 

of the project organization are still very evident today.

Variations of the Project Typo Organization

Several organization structures, which are little more than variations 

of the project organization, have been utilized in an attempt to obtain 

better efficiency than is possible using the traditional organization 

style. These include the task force, teams and product management.

Task Force. The task force concept is utilized to increase decision

making power at lower levels without losing the inputs of functional units 

involved. This brings major departments, which are involved, together in 

a group. The task force continues in existence only until the problem is 

solved. It is then disbanded and members return to their traditional 

positions on a full-time basis.

An example of its use would be in the development of a new product 

design utilizing a new raw material.21 The task force is composed of 

participants from engineering, production and marketing. By bringing these 

three functional areas together they are able to arrive at rapid decisions 

and timely problem solutions which greatly cut development time.

Teams. The 'team* concept is another means employed to drive 

decision-making to a lower level, while guaranteeing that all units which 

will be effected are considered in the decision-making process; thus, 

coordination is maintained. I’eams commonly are made up of representatives

21
Jay R. Galbraith, "Matrix Organization Design", Business Horizons. 

February 1971, p. 32. --------------------

1
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from functions at various management levels. The discretionary powers of 

each level are thereby limited. Such teams often become permanent parts 

of the organization structure.

The team concept becomes appropriate when product redesign becomes a 

way of life.22 The product lino which was designed by n task force is being 

constantly redesigned by a team.

Product Management. Another variation of organization structure 

involves the assignment of product managers to major products or product 

lines. The product manager is involved with all phases of production and 

marketing of a specific product or line of products. They have little formal 

authority and must resort to their technical competence and personality to 

be effective. Their operation is very similar to that of a project manager 

with one main exceptibn: projects are normally a one-shot matter while 

product management is continuous.

Assigning product managers to each of the product lines being developed

and maintained under the task force and team concepts described above is a 

23
logical step. Technical qualified men, who report to the general manager, 

arc assigned to each product or product lino. Since they have no formal 

authority, they must resort to their technical competence to achieve their 

objectives.

New Uses for the Project Organization. The project management type 

organization became widely adopted during World War II. It was used to 

integrate many diverse activities involved in the development and production 

of large numbers of aircraft. In the military establishment, the project

22
Jay R. Galbraith, op cit, p. 33.

2*Jay R. Galbraith, op cit, p. 34.
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managers gained much stature in such endeavors as the Manhattan program,

the ballistic missile program, and in the management of the Polaris 

24
program.

The advancement of tedmology in all phases of industrial management 

since World War II has no precedent. Radical and rapid changes have 

occurred in the design and marketing of products. Those changes have 

forced innovations in management theories and techniques since new product 

development and marketing strategies often do not fit the traditional 

functional type of organization structure.

Early Matrix Organization

Ihe early matrix organization was an attempt to combine some of the 

advantages of the project or team type of organization with those of the 

traditional functional organization. The matrix organization was added to 

a traditionally organized company. Two separate and distinct organizational 

structures remained.

Since contemporary literature does not differentiate between this 

early concept of matrix organization and the pure matrix concept which evolved 

later, I imvo token the liberty of coining the term "quasi-matrix" for this 

concept.

Under the quasi-matrix concept, most personnel who become involved 

m  quasi-matrix organization activities are permanently assigned to functional 

departments and are responsible to their department heads. When they are 

assigned to a specific task they have certain responsibilities to the quasi

matrix manager. This is one of the main conceptual differences between the

Winter219641V * 8 ? eland’ ^  Project Management?", Business Horizons.
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project and quasi-matrix organization since they generally do not have these 

responsibilities in the project organization. A second difference is that 

the project organization was considered to be a temporary addition to the 

traditional organization structure. The quasi-matrix is a permanent 

addition, A third difference is that personnel may ho concurrently assigned 

to more' than one task under the quasi-matrix concept.

The quasi-matrix form of organization did not spring up full blown 

overnight. It developed gradually over time. It had its first real 

beginnings in a schoolhouse in Inglewood, California in 1954. A  group 

of civilian and military engineers and administrators had assembled at 

the request of a brigadier general. Their task was to produce an operational 

intercontinental ballistic missile in the shortest possible time.

The undertaking proved to be very successful and its success had a

major impact on companies doing large volumes of government business. Any

company wishing to obtain government contract business is actually forced

to develop some type of project or matrix organization structure, if not

26
for the entire company, then for select divisions.

Government now demands completion with a minimum of lead time, of 

systems which are not obsolete by the time they become operational. The 

change in theories and philosophies of national defense has produced perform

ance capabilities requiring completely new methods for their control. The 

need to minimize development costs on these projects is also important.

The quasi-matrix combines some of the advantages of the project and

traditional organization. Reaction time is faster than traditional and

. i . 2

2S
Baumgartner, op cit, p. 4.

2^Ibid, p. 5, and Cleland, op cit, p. 83.
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control is better. Utilization of personnel is better than under project 

management.

A  need to concentrate responsibility for an entire undertaking is 

satisfied. The quasi-matrix manager is entirely responsible for success 

of the task. Responsibility for functions remains with functional 

managers. The organization is molded around the specific task rather than 

fitting the task into the organization. Further development and refine

ment of the quasi-matrix concept results in an organizational concept we 

are calling the pure matrix, which is discussed next.

The Pure Matrix

The pure matrix concept of organization structure is a recent develop

ment. When depicted pn an organization chart it is identical to the quasi

matrix. It does, however, have significant conceptual differences.

The most important change is that task and functional relationships 

form a single integral organization. The organizational system is designed 

as a web of relationships rather than a line and staff relationship with 

the matrix overlaid on top of it.*^ This single on-going organizational 

structure is a distinct advantage over the project and quasi-matrix concepts 

since it does much to clarify authority, responsibility and accountability 

relationships.

Another significant difference is that the pure matrix manager has 

considerably more formal authority than the project or quasi-matrix manager. 

Therefore, he does not, need to rely as heavily on other power sources. This 

change decreases the conflict between organizational components.

John F. Hoc, "Matrix Organization", Business Horizons. Simmer 1964,
27

p. 72.



21

Personnel in the pure matrix may be concurrently assigned to several 

tasks which is also true in the quasi-matrix organization. Their 

responsibility to the pure matrix manager is more apparent and increased 

substantially when compared to the quasi-matrix organization.

"For all practical purposes, the matrix organization or project team 

structure scorns to bo the hoir-apparent to the ’old fashioned’ pyramidal 

organization structure we know so well."60 As a result of this trend, many 

companies are faced with the difficult problem of replacing their traditional 

(classical) organization with a matrix structure. The unique interrelationships 

created by the project, matrix, and quasi-matrix organization structures give 

rise to very complicated authority, power and influence relationships, 

which are discussed in the next chapter. * 41

70
41 Michael J. Fiore, "Out of the Frying Pan Into the Matrix", Personnel 

Administration, July-August, 1970, p. 5. ----------



CHAPTER IV

AUTHORITY, POWER AND INFLUENCE IN PROJECT,
QUASI-MATRIX AND MATRIX ORGANIZATIONS

When an organization changes from a traditional organization structure 

to a project, quasi-matrix or matrix structure, a very substantial change 

in the concepts of authority, power and influence are necessary. The addi

tion of horizontal relationships greatly increases the number and complexity 

of interrelationships. There is also considerable variance in these 

concepts between project, quasi-matrix and pure matrix organizations.

Authority, Power and Influence in the Project Organization

With the exception of the construction industry and some aerospace

companies, the project manager normally has very little formal authority

_ 2Q
over project personnel. He does have line authority over the few members 

of the project staff who report directly to him. The majority of the 

personnel working on his project are responsible to functional managers.

Because of his lack of formal authority, he is forced to rely very 

heavily on other power sources. As one writer said, M In the project 

environment, the real basis of a man's authority (or perhaps better, nis 

influence) is his professional reputation among his peers and associates."30 

Success on prior projects is very important.

29r.
Baumgartner, op cit, p. 8 and Stewart, op cit, p. 39.

^Cleland, op cit, p. 65.
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A  behavioral approach to management is necessary. The project 

manager must use his powers of personality, expertise and value to influence 

others so as to accomplish project goals.

In the project organization personnel are assigned to a single project. 

In the quasi-matrix which is discussed next they may be assigned to several 

projects simultaneously.

Authority, Power and Influence in the Quasi-Matrix Organization

The quasi-matrix concept is quite similar to that of the project in 

that the managers have limited formal power, Here, as in the project 

organization, the manager must utilize power sources other than legal 

authority. To be effective he must be able to build reciprocity in his 

environment, create and maintain political alliances and resolve conflict 

between functional managers.31

A  never-ending crossing over of traditional boundaries develops in 

the quasi-matrix. Specialists are selected from their functional department 

to work on an assigned task. The relationships and lines of authority become 

even more complicated when there are several tasks and their associated matrix 

teams in operation at the same time. One man may be responsible to two, 

three or more different superiors for work he is doing on various under

takings, as well as to his department head. One quasi-matrix manager may 

have personnel from a dozen other departments responsible to him.

A  cherished notion in business that has reached the status of a manage

ment principle is that one man can have only one boss. In the quasi-matrix 

organization, lines of authority are both vertical and horizontal. This means

■^Cleland, op cit, p. 67.
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that each member working on the task may have more than one boss, his tradi

tional functional boss plus his quasi-matrix manager. All personnel are 

permanently assigned to functional areas and are responsible to their 

department heads. At the same time, they are temporarily assigned to 

tasks and are responsible to the quasi-matrix manager for what they do and 

don’t do', i.e., they are responsible to their functional department for how 

and to the quasi-matrix manager for what and when. f

The quasi-matrix manager normally does not have formal authority over 

the line organizations which will ultimately create the goods or services 

required. He is, though, a manager in every sense of the word. He takes 

an active role in planning, organizing, directing and controlling the 

organization of the specific undertaking. His management is accomplished 

through other managers.

He has real and explicit authority over major considerations involved 

in the task. One of the biggest and often most frustrating limitations 

he faces is to get and maintain full support of functional personnel who 

are responsible to someone else for pay raises, promotions and other line 

type superior-subordinate relations.

The quasi-matrix manager's power may be severely tested when an 

allocation of scarce resources is necessary. He normally does not have 

the explicit authority to resolve disputes between functional groups outside 

his office.

Hie quasi-matrix is not a one task organization like the project 

organization; it is an on-going permanent structure. Ite is, however, 

added onto a traditional organization structure and as such never reaches 

the level of being one totally integrated organization. It remains basically



a dual organization and authority structure unlike the pure matrix which 

is discussed in the paragraphs that follow.

Authority, Power and Influence in the Pure Matrix Organization

The concepts of authority, power and influence in the pure matrix

reflect,further refinement of the quasi-matrix organization. A dual

organization structure is no longer evident. There is a single integrated

structure. Pure matrix management sets up an interplay of checks and

balances between one group of managers with task goals and responsibilities

32
and another group of managers with functional goals and responsibilities.

Exhibit II on page 13 depicts these relationships for Southern Methodist

University’s organization of graduate and research programs.

Considerably more formal authority is granted to the pure matrix manager

than under the project or quasi-matrix organization structure. This authority

is defined and recorded by formal controls, job descriptions and the task

goals. Pure matrix managers are clearly in charge of the tasks. Service

managers do have appeal channels but cannot ignore the decision of a pure 

33matrix manager."

Traditional line-staff relationships are changed since a line manager, 

such as a production manager, is placed in the position of giving advice, 

counsel and support to the pure matrix manager.

The pure matrix manager will normally have the authority to reward 

personnel with promotions, salary increases and other incentives while 

the task is in progress. He would also have the authority to relieve

32
Shannon, op cit, p. 26-27.

33
Ibid.
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personnel from assignments. He w ould, however, consult with other matrix 

managers and the appropriate service manager before taking any significant 

action.

Use of power sources other than formal authority is still necessary 

if the manager is to reach his established goals. His reliance on referent 

power, expertise and value power will not be nearly as great as under a 

project or quasi-matrix organization.

The influence of the pure matrix project manager extends horizontally, 

diagonally and vertically throughout the matrix organization, the company 

and to outside participating organizations.

Authority Relationship Conclusions

It is virtually impossible to identify and record all authority 

relationships in an organization as complex as m o d e m  corporations, even 

under a traditional organization. Under a project, quasi-matrix or pure 

matrix (P, Q-M, PM) organization these authority relationships are multiplied. 

These managers are concerned with the flow of work in horizontal and diagonal 

relationships. This creates authority relationships which flow horizontally, 

vertically and diagonally.

There are no definite ground rules for determining the extent of P,

Q-M, PM management authority. It is, therefore, of paramount importance 

that each company, after consideration of task requirements and organizational 

and managerial strengths, determine appropriate authority because the project 

or matrix manager needs clearly defined authority and responsibility relation

ships. Within these limits he will be able to best utilize the authority he 

has and most efficiently balance the trade-offs involving cost, schedule and 

performance.
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The most common and most serious problem is deciding who should have 

what authority between the P, Q-M, PM managers and the various functional 

managers in the company. The solution of this problem has taken many 

forms. Structuring of authority has been quite random and has had very 

little relationship to the organizational structure within which the 

managers' operate.

The P, Q-M, PM manager normally has responsibility and accountability 

for the successful completion of the task. To achieve this he has authority 

for work design, assignment of functional group personnel, and determination 

of functional relationships.

For the duration of the undertaking he has the authority to insist 

on thorough planning, the option to challenge functional departments’ 

assumptions and targets, and the responsibility to monitor every facet 

of endeavor leading to successful completion of the task.

Ambiguity in Authority Designations

Frequently lower level managers in the project or quasi-matrix 

organization are assigned broad authority which overlaps with other lower 

level managers. This problem is not as common or critical in the pure 

matrix concept. This assures higher management that all problem areas 

will be covered. Such ambiguous authority definition assumes that all 

managers are committed to the undertaking and that they will develop their 

own areas of authority where the formal system indicates an overlap.

Additional ambiguity is created when both the functional and project 

or quasi-matrix manager are assigned authority in the same area. Tfois 

again assures management that no large problems will be overlooked. Its 

success is dependent upon solution of differences between the managers who
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both have authority over the same task. Upper level management will be 

called on frequently to solve these disputes. One advantage is that if 

something does go wrong, neither the functional nor the project or quasi

matrix manager can claim they had no authority in the area.

The purposeful application of ambiguous authority is called impact 

management,'^ When utilized under a climate of high commitment, it can 

be a very useful operational tool. Each manager, in his decision making, 

is concerned with the impact of his decisions in overall company goals.

The overlap of authority highlights interrelationships that must be under

stood to achieve maximum results for the total organization.

Informality in recording authority relations in the quasi-matrix is 

quite common. Many authority problems arise so infrequently that no 

attempt is made to formalize the procedure for handling them. Most quasi- 

matrix managers can only assume the limits of their authority.

Power and Influence

Even though the project or quasi-matrix manager’s authority is defined 

in an organization description, it is not necessarily the same as described. 

His power is often limited to what influence he can acquire on his own. 

Functional managers often dislike the project concept since it may control 

a portion of their organization.

Many times a project or quasi-matrix organization is like an iceberg. 

What is shown on the organization chart is only a small part of the interplay 

required in an assigned task. Informal relationships are especially important 

if the project or quasi-matrix organization is to be successful. The project

34
Richard Alan Goodman, "Ambiguous Authority Definitions in Project 

Management", Academy of Management Journal. (December 1967), p. 404.
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or quasi-matrix manager is forced to deal with and obtain services from 

departments over whom he has no control. He is often burdened with the 

responsibility but is not given the formal authority needed to get the 

job done. He must be a statesman and make full use of the informal 

opportunities available to him. The pure matrix manager is not faced 

with these problems.

No clear cut lines of authority often exist for the project or 

quasi-matrix manager. Effective power depends on items other than formally 

designated authority channels. It is based on his ability to negotiate, 

to create and maintain political alliances and to resolve conflict between 

functional managers. Frequent negotiation with functional managers is 

necessary. The project or quasi-matrix manager must be able to discover 

points of agreement, to criticize, to think reflectively and then and 

only then take an authoritative position based on his superiority of 

knowledge. The pure matrix manager has his authority much more clearly 

defined.

Any manager's power is a result of his authority and influence 

combined and utilized so that subordinates, peers and associates will all 

willingly accept his judgment. The successful manager makes use of both 

his legal rights and the personal effectiveness of his position.

Influence Based on Various Power Sources

"In the project environment, the real basis of a man's authority (or 

perhaps better, his influence) is his professional reputation among his 

peers and associates. This type of influence (power) may be obtained

David I. Cleland, "Understanding Project Authority", Business 
Horizons, Spring 1967, p. 65,
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without the benefit of organizational position. It accrues as a result of 

the recognition by others of accomplishments of the manager.

The project and quasi-matrix manager’s power is based on and limited 

by his personality and how he plays his role. His authority is not ncccs- 

sarlly weak because It Is not. formally documented, lie is in a focal point, 

for information and knowledge. The amount of power he can assert may be 

completely independent of his legal authority.

Rank in the organization carries both explicit and implicit authority. 

The P, Q-M, PM manager should have sufficient rank to be able to exert power 

by virtue of his office. He should have sufficient seniority, title, status, 

prestige and so on to be able to deal effectively with other line managers, 

staff personnel and others outside his unit.

Because of the information he possesses, he is often able to exert 

more power than he has been specifically delegated. His knowledge of 

intricate roles and functions helps him become a factor in major organiza

tional decisions that affect the outcome of the project. Technical 

competence, persuasion, negotiation, reciprocity, alliances and the reso

lution of conflict are methods utilized by the P, Q-M, PM manager to 

bolster his legal authority.

Authority, power and influence relationships under P, Q-M, PM 

concepts have dramatically changed from those found in the classical 

organization. The effect of these changes on responsibility and accountabi

lity is discussed in Chapter V.



CHAPTER V

THE PROJECT, QUASI-MATRIX AND MATRIX MANAGER'S 
RESPONSIBILITY AND ACCOUNTABILITY

The project, quasi-matrix and matrix groups (P, Q-M, PM) are 

normally responsible mid hold accountable for completing an assigned 

objoct.tvo.jon a timely basis, within cost and profit limits while 

achieving predetermined standards.

Authority and accountability go hand-in-hand. No manager can expect 

to have authority without being held accountable for the results he 

achieves through use of that authority. Neither can a manager be 

rightfully held accountable for completion of some task when he was not 

given or did not have the necessary formal authority or other source of 

power.

Responsibility and Accountability of the Project Manager

The project manager is responsible for overall progress and success 

of the assigned task. His responsibilities include planning the undertaking, 

resolving arguments among functional departments, providing problem-solving 

assistance to functional departments and monitoring p r o g r e s s . H e  must 

develop and obtain approval for an overall plan that will lead to completion 

of the assigned task within planned schedules, technology and cost restraints.

36
Stewart, op cit, p. 47.
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He is responsible for reviewing progress against cost and time 

schedules. However, general management is responsible for monitoring 

overall adherence to schedule. He coordinates schedule requirements with 

affected in-company groups, outside contractors and the customers. While 

doing this he also is responsible for resolving disputes between functional 

managers as well as identifying other problems and initiating action to 

solve them. f

He would not have the responsibility of evaluating performance of 

functional managers on the task. He would, however, provide feedback on 

the performance of the functional personnel to senior managers who have 

this responsibility.

Day-to-day direction of functional personnel assigned to the task
|

would be his responsibility. The functional managers would retain 

responsibility for the quality of their subordinate's performance as well 

as evaluation, merit increases and promotions.

He has the responsibility for maintenance of good public and customer 

relations for the task.

It has previously been mentioned that the project manager's responsibi

lity often exceeds his formal authority. He must often compete for resources 

without the formal authority to acquire them. He is placed in the difficult 

position of responsibility and accountability without commensurate formal 

authority.

In the end he is the person responsible for successful completion of 

a project and is the individual who receives the reward, or sanction which 

he has earned.

"A - ' •* . f l  * I

Cleland, op cit, p. 47.

I
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Responsibility and Accountability of the Quasi-Matrix Manager

lor all practical purposes the responsibility and accountability 

relationship of the quasi-matrix manager is identical to that of the project 

manager. He is responsible for overall progress and success of the assigned 

task, lie is faced with responsibility without formal authority. Personnel 

working on the task are responsible to the functional manager for quality 

of work and career progress.

Responsibility and Accountability of the Pure Matrix Manager

The pure matrix manager has considerably more formal authority than 

his project or quasi-matrix counterpart. The formal organization provides 

a much better framework within which he can work to meet the goals for which 

he is responsible. Since task and functional relationships form a single 

integral organization, responsibilities and authority are basically equal.

Responsibilities for an assigned task will be broken down between 

matrix and service managers. The matrix manager is responsible for 

developing the master plan for the task, determines schedules which will 

indicate what must be done, when and who is responsible. The service 

manager provides the necessary personnel and resources, determines how and 

when tasks will be performed within schedule constraints.

The matrix manager reviews progress as to cost, time and quality, 

against the master schedule. The service manager is responsible for 

achieving assigned tasks in accordance with specifications, on schedule and 

within budget.

The matrix manager is responsible for approving the assignment of 

personnel to the task and participating in their evaluation. The service 

manager selects personnel to work on the task and participates in their

wuluot ion.
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These responsibilities and accountabilities arc depicted graphically 

in Exhibit I on page 12 and Exhibit IT on page 13.

Responsibility and Accountability Conclusions

The responsibility breakdown should be clear to all managers involved. 

Clearly defined roles are required for effective delegation of responsibility

TO
and authority and acceptance of accountability. If this isn't accomplished, 

there will be continued conflict and strife which will seriously hamper the 

effort o L  all those involved.

In order to have effective control, the P, Q-M, PM organization 

personnel should have wide responsibility and authority over all facets of 

an assigned task. They should provide appropriate input for definition of 

products to be developed in terms of hardware, software and services including 

standards for performance, quality, reliability and maintainability. Tasks 

must be allocated and services procurred. A  master schedule must be 

developed and coordinated with other company departments, outside contractors 

and customers. A progress monitoring system for expenditures, schedules, 

task completion and other operating items is also their responsibility. 

Problems must be identified and action initiated to resolve them. A  system 

for requesting, approving and implementing changes is necessary. P, Q-M,

PM management must serve ns the focal point for the customer. Chances for 

success are much better if the !’, Q-M, PM manager has appropriate Input or 

responsibility and commensurate formal authority for these and other facets 

of an undertaking. The pure matrix concept does give formal authority for 

these items to the matrix manager. The project or quasi-matrix concept may

Filey and House, op cit, p. 246.
38
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give formal authority for some but not all of these items. Whether the 

manager has the necessary authority or not, there are numerous problem 

areas lie mast avoid if he is to succeed. These problem areas as well as 

advantages and appropriate use of the matrix organization are discussed 

in the next chapter.



CHAPTER VI

OPERATING UNDER THE MATRIX CONCEPT

Like any other type of organization structure, the matrix is not 

suited to every situation. It has certain advantages and disadvantages 

which should be considered and carefully weighed before it is implemented.

When Is A  Matrix Structure Appropriate?

Whether a project, quasi-matrix or pure matrix (P, Q-M, PM) 

organization will be the most efficient organizational form depends to 

a large extent upon the environment in which it operates.

If an organization operates in a climate of constant change with 

a continuing series of complex, on-going tasks, the matrix structure is 

generally the most effective. Since it is particularly well suited to 

this type of effort, costs will be kept at a reasonable level and task 

completion can be achieved on a timely basis. The classical structure 

does not have as rapid a reaction time because control over the task is 

not at a low enough level. This results in excessive costs in both capital 

and time.

The project concept of organization structure would probably be best 

for an organization which encounters special tasks occasionally. Since the 

project organization is considered to be temporary, it can be added to the 

classical structure for a special task and disbanded upon completion of the

36
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task. Since complex, on-going undertakings are not a continuing way of 

life, a matrix structure is not needed, nor can it be justified economically.

For an organization operating in a stable, unchanging or very slowly 

changing environment, the classical organizational structure will operate 

effectively and efficiently. The rapid decision-making and close control 

abilities of the P, Q-M, PM structure are not needed and would only 

result in unneeded expense and probably slower production. <

As our society becomes more complex and the rate of technological 

advancement increases, more and more organizations are faced with on 

increasing number of complex tasks. As this happens the opportunities 

for successful application of the pure matrix concept increase. Before 

implementing a pure matrix organization structure, potential advantages 

and disadvantages must be carefully considered.

Potential Advantages of the Quasi and Pure 
" Matrix Organization Structure

The Q-M, PM provides sharp focus for managerial and operative effort.

It channels the physical resources of the organization into the most 

efficient direction. Greater emphasis and attention is placed on the 

specific objective than would be possible through a traditional organiza

tion. It is very effective in establishing a flexible and adaptable 

system of procedures which optimizes resource utilization to achieve 

specific objectives. It allows some aspects of both functional special

ization and project operation to operate while minimizing other disfunctional 

aspects and disadvantages. ,
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Optimum Uses of Resources and Skills

4 Hie PM method is a very efficient management technique when dealing 

with complex, on-going tasks. The Q-M is not as efficient as the PM for 

complex, on-going tasks but is better than project or classical organiza

tions. These large, complex and significant undertakings can be accomplished 

with a minimal interruption of routine business. Q-M, I’M management provides 

the concentrated management attention that a complex and unfamiliar task

requires if it is to be successfully completed. It greatly improves chances

*•' 39
for completion on schedule within budget limitations. It forces a logical

approach to the problem, speeds decision-making and reduces the management

task to a reasonable level.

Available production facilities are utilized more efficiently. This 

reduces total costs for the undertaking. Having total knowledge of the 

undertaking, the Q-M, PM manager is able to better utilize available 

production resources. Coordination among service specialists is enhanced.

The simultaneous completion of all tasks on time with good quality, while 

efficiently utilizing available resources, is almost impossible with a 

traditional structure.

Feedback on progress is much better. All information is translated, 

heard and more easily understood. Since one manager has overall responsi

bility, all significant feedback is channeled to him. He is, therefore, 

able to make rapid and more accurate decisions.

The control system utilized covers the entire assigned task. It is 

not segmented between production, accounting, sales and personnel. This 

control system measures not only the various components of the system and 

the system as a whole, but also measures the relationships between components.

Stewart, op cit, p. 59.
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Problems arc pointed out much faster than the traditional system and 

efforts can be started toward their solution before they get out of hand.

Strong control by a single authority provides the basis for rapid 

adjustment to new situations, demands and opportunities as they arise.

It is a powerful way to organize resources for relatively short-term 

tasks. ‘Maximum managerial control is provided in a flow-chart fashion.

f
Employee Satisfaction Improved

The.J’M organization appears ideal from the human resources viewpoint.

It affords maximum participation opportunities in group activities, 

clarifies work goals and would, therefore, seem to encourage personnel 

loyalty to the task and company. The continually changing structure 

offers a constant diqt of new challenges, new faces and new environments 

to all employees. It offers employees a chance to work in a more natural 

fashion following a single task from start to finish rather than doing 

the same job over and over on many different assignments. The Q-M 

organization is also very good in this respect but lacks some of the 

clarity in goal definition of the PM structure.

The division of labor in classical organizations leads to the formation 

of small work groups who develop norms and goals that may not agree with those 

of management. These groups often have enough real power to block management's 

plans. One remedy for this situation is job enrichment or job enlargement.

This is much easier to achieve in the Q-M, PM structure because the shared 

responsibility can more easily cross barriers than in the traditional 

organization structure.

Much of the boredom and frustration of repetitive tasks is avoided.

Q-M, PM team members follow a task from start to finish. A  greater sense



40

of accomplislmicnt is acliicvcd. Personnel involved arc faced with a 

constant parade of new challenges. When one task is completed, the 

PM team members are assigned to new tasks and are again faced w i t h • 

a unique series of problems.

Customer Relations Improved

The Q-M, PM organization makes it relatively easy for the customer
f

to determine progress on a contract and pinpoint responsibility for contract 

performance or failure. Accountability is easier than under the traditional 

functional organization. The same person deals with the customer through

out the life of the task. This one person has the knowledge necessary to 

keep the customer fully informed as to progress and problems. No longer 

is the customer shuffled from manager to manager only to find that no one 

can give him an accurate and up-to-date status report on his order. This 

advantage is also present in the project organization.

Combines Strength of Functional and Project Organization

The Q-M, PM concepts are attempts to combine the best features of 

two organizational structures. These organizations have the close control 

of a project organization. Functional development is not retarded as in 

the project organization since PM team members are also permanently 

assigned. These organizations interface well with out-of-company contacts.

I
Career Continuity is Enhanced

Personnel in the PM groups are assigned to more than one task 

simultaneously. This eliminates some of the human relations problems 

of the pure project organization where personnel are assigned to
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a task until its completion. When the task is completed, they are at 

loose ends until another assignment comes along.

Since the Q-M, PM organizations are permanent yloyees do not have 

to fear termination at the end of a task as they d_„; ,a c  the project 

organization structure. Transition between tasks i> fiaodther since .he 

i-.npio*, will oft n he assigned to more than one tusk s M ult :r> x>

The challenging nature of work helps develop managers more a . 1> ,'5<’ 

There is a constant shortage of competent managers and their more i -.id 

development under the Q-M, PM system helps to ease this problem.

Responsibility and Success is Pinpointed

One person is given overall responsibility for «-he assigned t .sjc.

It is, therefore, easy to determine who is to be credited for success

or blamed for failure. He is respond .hie for timely comrl xio- of <•_ 

quality product within budget constraints. Service managers are 

responsible for deciding how individual tasks arc completed.

Potential Pisadvantag s of the Quasi and 
Pure Matrix Organization Structures

Like any other type* cf organization structure, the Q-M, PM hax

"heir share of potential problem areas. No manager goes ouc of r

looking for problems, but he had best be prepared for them if he- 3X ect-

to reach his goals and the goals of the organization he works for.

Authority Relationships are Often Troublesome

The Q-M, PM manager and servic managers are fundamentally . loss 

purposes. The Q-M, PM manager’s view is short term. He is w,.vvrr : with

^Shannon, op cit, p. 27.
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getting HIS individual task completed, in the most efficient manner, in a 

minimum length of time. The various service managers tend to have a long- 

range view of the matter. They are more concerned with priorities and the 

conflict involved in meeting the needs of several undertakings at the same 

time. The service manager becomes the "man in the middle" when one of 

his employees becomes involved in a conflict of interests with one or 

more of the Q-M, PM managers.

The Q-M, PM organization is constantly changing. This makes it very 

difficult to develop and maintain clear-cut lines of authority. Organiza

tion charts need to be developed for each and every undertaking. These 

are often subject to radical change as final objectives are revised. 

Confusion and ambiguity are quite common in the quasi-matrix, where jobs 

in the organization tend to be poorly defined, authority relationships 

are obscure and lines of communication are loose and unorganized.

As long as someone gets the job done, clear definition of job 

responsibility is not critical and therefore not pressed. The temporary 

nature of undertakings often makes it uneconomical to formally develop 

and record authority and responsibility relationships.

Many newly appointed quasi-matrix managers have made the sad discovery 

that working relationships with service managers have not been defined by 

management, ito is forced to develop his own procedures for dealing with 

critical problems. Unless he is very skillful in negotiating, the pro!) 1 errs 

are likely to be resolved in the interest of individual departments of the 

company at the expense of his assigned task.

The manager under the PM concept has many of these problems eliminated 

by the formal organization. He is, however, still faced with many authority 

related problems.



Conflict of Interest and Internal Strife

A  large undertaking requires a very large number of decisions and 

approvals. Since several departments will have an interest in each 

decision, the opportunities for interdepartmental conflict are almost 

endless. The intense interdepartmental competition for resources, 

recognition and rewards increases the intensity of conflicts. Power 

struggles between Q-M, PM managers and service managers are likely to 

occur.

The" Q-M, PM manager must deal with men who are drawn from a number 

of different disciplines that have little or nothing in common, such as 

engineers, accountants, production people, marketing and personnel men.

He must assemble all these people and get them to work smoothly as a team, 

lie must see to it that the job gets done on time, with quality up to 

specifications within predetermined costs. Yet if he is operating under 

the quasi-matrix concept, he has little or no official authority over 

these men whose cooperation is essential to his success.

Besides having to cope with conflicts that have already erupted, the 

Q-M, PM manager must also successfully handle a number of other problems 

if he is to avoid further conflict. He must coordinate his schedule with 

that of each internal department, avoid political problems, avoid bottlenecks, 

negotiate trade-offs, and keep the overall task within a predetermined time 

and cost schedule.

The secondary authority network present in the quasi-matrix organiza

tion leads to a direct violation of the principle of unity of command, 

creating an immediate conflict situation. Conflict emerges between the two 

managers over control of the workers or if ignored by the managers, emerges
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in the worker himself, over which manager he should please when t o m  

between two courses of action. In the pure matrix we find two authority 

networks, each with primary responsibility for specified situations.

Higher Management Not Totally Supportive

Management must be solidly behind any undertaking or it will not be 

successful. This is especially true in Q-M, PM management. Many employees 

will not have confidence in a new concept initially. The high number 

of vortical and horizontal relationships requires solid support by manage

ment. Top management must not make any agreements which affect the assigned 

task without involving the Q-M, PM manager.

The Q-M, PM manager may find it exceedingly difficult to carry out his 

responsibilities without adequate support from management.^ When a new 

concept such as Q-M, PM management is introduced, higher management may not 

be willing to give it their total support because they do not have suffi

cient knowledge of the concept to understand the intricate nuances of 

concept and operation.

Often higher management is unwilling to surrender complete control of 

an assigned task to the Q-M, PM team. When this happens, the efficiency of 

the group will very likely decline, costs will rise, completion time will 

be lengthened and chances of success will diminish.

Before higher management relinquishes a high degree of control, they 

must satisfy themselves that they have placed competent, well adjusted 

managers in charge. If they cannot, they are doing the company, the 

involved managers and themselves a disservice.

41
lvars Avots, "Why Does Project Management Fail?", Management Review, 

January 1970, p. .18.
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Poor Communications

A  good communication system is of vital importance to any organiza

tion. If any company expects to operate successfully, it must have, and 

fully utilize, an effective communications system. Nothing else can 

create more problems, cause more delays and misunderstandings and sink 

an undertaking faster than poor communications.

Every possible detail of an undertaking should be spelled out in 

advance. This will greatly cut down on the incidence of misunderstanding. 

The details must include who does what, when and for whom. Care must be 

exercised to formulate information in such a manner that proper interpreta

tion will be made at a later date. When operating under the pure matrix, 

many of the potential problems in this area are eliminated because 

documentation is more thorough than under a quasi-matrix or proiect 

organization.

A  major education effort is required. The managers must fully under

stand their roles, and rank and file employees must be made aware of the 

fact that they will be responsible to t w o ,or more managers. Whenever 

possible, such details should be put in writing.

Management must understand the need for communication. The responsi- 

bility for establishing and maintaining proper communication rests with 

them. With the multiple interrelationships inherent in the O-M, PM designs, 

this becomes a very difficult task. Personnel from all departments affected 

by a decision must be made aware of it, on a timely basis, so that they can 

react properly.
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Rapid Changes in Formal and Informal Relationships 

« The formal organization structure is in a constant state of change.

As each undertaking is initiated and completed, organization changes are 

made. Personnel move from one temporary assignment to another, while 

maintaining permanent ties.

Informal relationships are changing as rapidly as the formal 

organization. The informal organization is not as stable as in a* 

traditionally organized company. The informal group rarely has a chance 

to become deeply entrenched, before it is broken up by reassignment of 

personnel. Another fact that prevents the development of strong informal 

groups is that personnel are often working on several tasks at one time.

This prevents them from falling into a routine. Interplay between a 

continuing group does not have the normal opportunity for development.

Lack of Continuity and Security

The employee’s insecurity about possible unemployment, career 

retardation and personal development is more apparent in a P, 0-M organiza

tion than in the traditional functional organization. While he is serving 

his P, Q-M boss, or bosses, he mast also continue reporting to a department 

manager. Who, he wonders, is evaluating his performance day by day? To 

whom does he go for a raise? What criteria will be used to evaluate him 

for promotion? What will he do after this task is completed? When properly 

utilized, the formal organization of the pure matrix can help to dispel 

many of these problems.
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Employee Anxiety Increased

< Personnel involved in Q-M undertakings work in an environment of 

constant change. Tasks are constantly being started and completed.

These changes contribute to a situation that is not nearly as comfortable 

or secure as a continuing functional position in a typical traditional 

organization. This leads to frustration, emotional disturbances and 

eventual loss of motivation. /

Frustration and anxiety are increased because of lack of formal 

procedures and less clear role definitions. The temporary nature of 

most undertakings precludes extensive documentation of procedures and 

relationships in the Q-M organization.

Accounting May Be Mqre Difficult * I

Dual accounting is often necessary. Since the P, Q-M, PM concept 

does not fit into the normal concept of accounting, changes within the 

accounting system will be necessary to maintain adequate records by each 

assigned task. It is necessary to identify costs and be able to pinpoint
I

problem areas, especially when total costs become excessive. Accounting 

costs, therefore, may increase.

Transitions Between Undertakings Must Be Planned

Planning for the termination of an undertaking seems to be the last 

thing to think about while it is under way. The thought of eventual 

termination poses a constant threat to some members of the team when 

operating under P, Q-M structures. Employees should be# given their next 

assignment before the present one ends. Care must be taken to assure 

minimum adverse effect on personnel due to completion of a task. Excessive 

decrease in morale is a very real danger if termination is not realistically
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planned. This problem was especially serious in the project organization. 

It decreased considerably in the Q-M organization where special tasks are 

a continuing way of life and personnel are often involved in several 

assignments at the same time. It has even less impact in the PM where 

planning is more complete.

f
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CHAPTER VII

SUMMARY AND CONCLUSIONS

The matrix organization concept is a relatively new concept of 

organization structure. It is, however, established as a permanent 

fixture. It evolved, as most things do, in response to a need. .As 

our society became more complex and technological change moved at an 

increasing speed, the classical organization structure became too 

cumbersome in many situations. Use of the project type organization 

structure began to increase. The requirements of World War II put 

further pressure on industry. The quasi-matrix organization structure 

evolved from the project structure. This quasi-matrix concept was 

refined and resulted in a pure matrix organization structure.

The pure matrix structure is very well suited for complex, on-going 

undertakings. It incorporates the capability of close control and exhibits 

a rapid reaction time. Unlike the project organization, which was disbanded 

after a specific task was completed and was overlaid on the existing 

organization, the pure matrix is a single permanent organizational structure.

Very different authority and responsibility relationships are apparent 

under a pure matrix structure. Horizontal, vertical and diagonal authority 

flows are created. A  typical matrix organization chart depicts these 

relationships by showing service (functional) managers across the top of 

the chart and matrix managers down the side. Lines of authority and

49



50

responsibility run from the service managers and matrix managers to 

personnel involved in the task. This points out one of the unique facets 

of the matrix concept; one employee is frequently responsible to several 

managers. He is responsible to his service managers for the manner in 

which he performs his job. He is responsible to the matrix manager for 

when he accomplishes a task.

Very careful documentation of authority and responsibility relation

ships is necessary to minimize ambiguity and conflict. Tf these 

relationships arc not clear, the matrix manager will bo forced to roly 

heavily on personal influence and political ability to achieve his goals. 

Since the matrix manager's influence may affect many departments, the 

potential for authority relationship problems is always present.

The very dynamic nature of the matrix concept can lead to frustration 

and anxiety among employees. On the other hand, this dynamic operation can 

lead to employee development and satisfaction through job enlargement and 

continuity of duties.

Optimization of resource usage is easier when operating under matrix 

organization structure. Good customer relations are easier to maintain 

since the same person (matrix manager) is in charge of an order from start 

to finish. Responsibility for success or failure of a task is easier to 

pinpoint. The status of an undertaking is much easier to determine at any 

time since the built-in controls required bv a matrix structure Will 

provide this information.

The choice between a matrix organization structure and some otner type 

should be based on the environment within which the organization operates.

It cannot be used effectively in a stable, uncomplicated venture. Ihe
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increasing complexity of our way of life would indicate that there will 

be an increasing number of situations where the matrix concept of 

organization structure would be the most effective.

1
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APPENDIX I

TRADITIONAL ORGANIZATION STRUCTURE

The traditional organization structure illustrated above is but one of many 
variations which may be utilized. The main concept illustrated is that there 
are clearly defined lines of authority running from the President/General 
Manager to the staff subordinate (Administrative Manager) and to the line 
subordinates (Division Managers).
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APPENDIX II

PROJECT ORGANIZATION STRUCTURE

One of the typical variations of a project organization»is illustrated above. 
The project manager has formal authority over the personnel who report directly 
to him (designated by solid lines). He must utilize informal authority when 
dealing with the majority of personnel who work on his project (designated by 
dashed lines). Similar relationships would exist with the Operation Division 
which is not shown here due to lack of space.
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