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Type of Structure

One of the most challenging areas of organizational analysis is assessment 
of structural effectiveness. Some questions to ask include these: Where does 
the power lie? Does the organizational structure encourage reaching and exe-
cuting good decisions? Does it fit with the culture?

But the first question is, Does the target organization make sense in its 
environment? Any form of government or economic structure can work—
socialism, capitalism, dictatorship, democracy, theocracy—if it suits the 
people affected by it. Democracy, a preferred structure in Japan, Western 
Europe, and English-speaking countries, has not fared well in Africa or the 
Middle East because of a cultural mismatch. In business, the structures that 
work for an Internet start-up culture, a traditional bricks-and-mortar company, 
a research and development firm, a microelectronics device company, a food 
products company, or a natural gas pipeline company are not interchangeable. 
In fact, the different types of groups may have dramatically different structures.

One way to analyze organizational structure is to look at the trends in an 
organization and its management toward decentralization (devolving authority 
and responsibility to the lowest possible level) or centralization (keeping 
authority at the top level). Decentralization is not necessarily better as an 
organizational approach; it may be a great thing in a U.S. or European 
company, but it probably will fail in an Arab country because it does not fit 
the culture. Historical examples of successes and failures help such an analysis. 
Decentralization historically has worked if done according to the “colony” 
principle: Give maximum autonomy to the “colony” chief, but ensure that he 
is a company loyalist in training, belief, and tradition.3 Both the Roman 
Empire and the Roman Catholic Church successfully applied the colony 
principle to decentralize.

Network Analysis

Network analysis, sometimes referred to as relationship analysis, is a well-
developed discipline for analyzing organizational structure. The traditional 
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