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ORGANIZATION CHARTINCH* :

A chart is a form of visual communication, It describes by the use of symbols a
system of relationships, An organization chart graphically portrays a plan of
organization. Its chief purpose is to aid in securing a clear-cut understanding of
a plan of organization by those who are affected by that organization,

Ardent proponents of organization charting are apt to become fascinated with the
proliferation of boxes and lines that the organization chart is capable of embracing.
Its skeptical opponents claim that the organization chart is a beguiling picture of
something that doesn't exist in real life and protest that the appearance of logic

and neatness will be accepted at face value, To both camps we are indebted for a
system of reasonable organization charting, To the advocates for the development
of principles of charting and a methodology; to the critics for the grain of salt and
the constant warning that ''the map is not the territory,"”

Value of Organization Charting

An organization chart is essentially an abstraction. It is a condensation of the
structural aspect of a complex institution - a branch of government or a corporation,
as the case may be, Being an abstraction, it presents an over-all picture of
organizational structure. This is the first use of the chart: to make it possible

to see organizational structure as a whole, .

Moving on to internal relations - the relation of parts to the whole and to each
other - the first value of a chart is that it clarifies, Clarification results ( or
should result) from -any process of classification, But the uniqueness of the
classification that constitutes an organization chart is due to the facts that (1) it is
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two-dimensional, and relative position as well as departmental breakdown is
revealed, and (2) symbols are used instead of words so that the picture of organi~
zation is visual rather than verbal,

When organizational structure is thus classified and described, what then are some
of the practical uses of the organization chart? For one thing, it can be used to
discover organizational weakness and inefficiencies, such as duplication of
functions, confused channels of authority and responsibility, and inappropriate
distribution of personnel. Sometimes the very act of making a chart will reveal
confusion about lines of authority and job duties, Organization charting, therefore,
goes hand in hand with job description and job classification,

" The need for organization charting in a large organization is more immediately
apparent than in a small one, Without an organization chart (which, incidentally,
need not necessarily be published) it is almost impossible to control personnel
costs and recruitment. For the same reason, however, the unique analysis of
structure made possible by the organization chart is valuable in smaller staffs
as well, particularly those that are expanding in work load and personnel,

Small staffs usually function informally, and formal structural analysis is not
necessary because both functions and relationships are understood by everyone
concerned, Furthermore, jobs in small staffs are not rigidly defined, and new
duties that come into existence are allocated partially on the basis of individual
capabilities, However, with all expanding staffs there comes a time for soul-
searching, a time for appraisal of the job primarily onits own merits rather than
primarily on the merits of the particular person performing it,

- Finally, the organization chart is almost indispensable to reorganization, When
used for this purpose, it is the beginning of organization planning rather than the end
product, In this respect it is analagous to the survey of existing land uses that
normally precedes the land-use plan.

One warning should be voiced here, An organization chart is a picture of something
that exists. To make a chart before personnel are hired is to make an abstraction
of an imaginary institution, While it may be thought desirable on occasion to chart
prior to fact, such a picture should be drawn tentatively and only after duties and
responsibilities of organizational subdivisions and individual positions are pretty
well thought out,

Chart Types
It is generally agreed that organization charts can be classified into four basic

types, the first three of which describe organizational setup, the fourth showmg
sequence in time or process,



. 1. Structural Chart., Sometimes called a departmental chart,
this chart shows the anatomy of the organization. It reveals
the basic relationships between the various parts of the organi-
zation, Strictly speaking, the structural chart contains no
information that would distract from communication of its
main purpose - that of displaying structure,

2, Functional Chart, The configuration of the functional chart
is identical with that of the structural chart, but it also
contains descriptions of the specialized work done by segments
of the organization, A statement of duties or functions is
placed within each appropriate box,

Functional statements should be clearly stated, as all-inclusive
as possible, and should be placed in the present tense to
eliminate unnecessary words, Functions common to all
divisions shown on the chart should be omitted,.

3. Position on Personnel Chart. Here ''position' is used as a
dignified version of job, Again, the specific information
needed is superimposed on a structural chart, Positions
are indicated by job title, and their placement within boxes
shows how they fit into the plan of organization,

4, Flow or Process Chart, Strictly speaking, the flow chart is
not an organizational chart, but is a detailed record of the
successive steps taken by organizational subdivisions in
processing their work., It shows the course or channel
through which work flows, and may be used to analyze the
flow of work and to subsequently rearrange it or to eliminate
needless effort, The flow chart is uncommon in planning
agencies, and unless work is characterized by a great
number of routine operations; this type of chart does not
serve a useful purpose,

In practice, planning agencies often find combination charts to be more useful for
their purposes than a separate analysis for structure, function, and msition. The
combining of chart types is more apt to occur where the organization i s simple or
the staff is small. Sometimes a structural chart is accompanied by a statement of
functions, This statement may be detailed and rather lengthy, constituting a

compilation of 30b descriptions, or it may be brief enough to be placed on one page
with the chart, :



Early in the process of organization charting for a planning agency, a decision
will be made on the level of authority to be first represented, Some charts {(as
will be seen in examples shown later) start with the electorate, Others start
with the governmental body or office to which the planning organization is respon-
sible, A few describe only the internal orgamzatlon of the planning commission
itself,

Because the planning agency is not an autonomous governmental unit but one that
functions within the formal framework of municipal or county government, the
relation of the commission and the director to the rest of the city government
sometimes is shown, Where it is desired to emphasize the relation of the planning
agency to the voters, via the legislative or executive branch as the case may be,
then this relationship can also be indicated on the chart. There are no rules on
these matters, however, and the choice of level to be first represented will
depend on the complexity of the city government, how firmly the planning function
is established, to some extent on the degree to which the planning agency has
become an administrative branch of local government, and the purpose for which
the chart is made,

Figure 1 is a simplified composite of the three different kinds of organizational
charts. The top three levels are structural; the third level contains a structural
box, a functioral box, and a position box, all representing the same departmental
subsection so that comparisons can be made between the kinds of information shown
on the three different charts, .
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| Principles of Charting

Authorities agree that organization charts should have the appearance of symmetry,
simplicity, and unity, Symmetry is one of the ways of showing the logic of the
organizational structure, Sometimes chart makers are tempted to route connecting
lines along an indirect instead of direct path in order to get the entire chart on a
sheet of a specified size. This results in a confused picture of the organizational
structure and in part nullifies the purpose of the chart, Equally misleading,
however, is an artificial forcing of symmetry, Most organizations inherently
possess symmetry - and this should be reflected in the chart.

The rule of simplicity applies to the symbolic elements of the chart as well as the
over-all arrangement, One charting expert has observed that a complicated or
confused chart is a sign that the plan of organization itself is complicated or
confused, or that the charting technique is improper.

Unity applies chiefly to the arrangement of chart components on the paper,
Compactness, coherence, emphasis of major lines of authority and responsibility,
use of consistent boxes (rectangles and squares instead of combining rectangles
with circles, triangles and ovals) all contribute to an effect of unity,
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Chart Components

The two essential parts of a chart are the boxes and the lines connecting them.
Different kinds of relationships are shown by box positions, kinds of lines, and
the use of special designating symbols, The possibilities of variation are almost
endless.* However, solid connecting lines and solid-line boxes are adequate for
most purposes.

The general rule is that solid lines indicate authority and responsibility, and that
dotted lines indicate relationships of particular importance where it is designed

to emphasize those relationships. One authority holds that dotted lines should not
be used to indicate routine day-to-day working relationships. Another authority,
however, has developed several kinds of broken lines to show flow of work, advice,
and "funneling of instructions,”" Both infer that dotted lines should be used
sparingly. .

In an article on organization charts in a British governmental bulletin it is observed
that '"the lines joining the various officers have a meaning which involves some
degree of action; in some respects they correspond to verbs where words are
concerned." In several of the organization charts shown at the end of this
Information Report the verbs which the lines represent are themselves placed on
the chart,

Certain charting practices are so widely followed as to lave become nearly
standardized. These practices are illustrated in Figure 2, page 7.

/ Other matters of information that should appear on the face of the chart are:
1. Title: city or county, planning agency, and kind of chart
2, Date

3. Legend or key explaining meanings of special lines, boxes,
and symbols

Where organization charts are contained in annual reports of city or county
agencies, titles are often abbreviated and the date is not always indicated,

*A manual by John J. Furia on How to Make and Intepret Functional Organization
Charts (Public Business Management Series No, 2, 1943, 64pp.) explains in
considerable detail the various devices that can be used to illustrate special
relationships, e,g., temporary subdivisions, part-time assistance, flow of advice,
etc. Distributed by the New York University Bookstore, price 50¢.




1., Vertical lines are lines of authority
and responsibility., (AB, AS, and BC)
A 1 Advisory
Body

2, S is a staff position, possessing
no authority, g ‘

3. Advisory bodies are indicated by the ,
use of the separate ''side arm," }
a horizontal line proceeding from the s
side of the box,

(Note that horizontal lines emerging |
from vertical lines - e.g., the '
horizontal line connecting C-1 and 1 ool }

C-3 to vertical line BC - do not
indicate an advisory relatlonshlp.)

«
'
no
o |
'
“ |

Figure 2
Diagram of Standard Charting Practices

Some of the pitfalls of organization charting have been mentioned in different parts
of this report, but one danger needs especially to be emphasized., This is the
danger of the misuse of solid, vertical lines, It should be kept in mind that solid,
vertical lines stand for authority and responsibility; they never merely connect
positions in a hierarchy unless that connection bears authority. Misuse of the
solid, vertical line is most hkely to occur in a position chart or in a combined
structural-position chart, +Figure 3, page 8 illustrates (A) the right and (B) the
wrong way of 1nd1cat1nv that the entire planning section is responsible to the
planning director, (B) would not be incorrect if authority actually flowed from one
position (or level) to the other,

Examples of Organization Charts for Planning Agencies

The balance of this report consists of a group of organization charts taken for the
most part from annual reports of various city and county planning agencies., There
is some spread in population size, but most cities and counties represented are
over 100,000,
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Planner I - J v
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Shows entire planning Shows Planner II responsible to
section responsible to . Planning Director: Planner I
planning director respons ible to Planner II; and

Plamming Analyst responsible
to Planner I

Figure 3

Right and Wrong Ways of Indicating Authority

All three types of charts - structural, functional, and position - are to be found
in this group, either singly or in combination, Strictly speaking, there are no
flow charts. Although some examples do designate the nature of the relationship
between organizational subdivisions by using such words as "assist," "coordin~
ate," "elect," and "appoint," this is something different from the detailed
analysis of routine operations that the typical flow chart describes, The use of
arrows and other devices employed in these examples to carry the eye along from
one point to another should not be confused with the arrows often used in a flow
chart,

The intended distribution of the report in which the organization chart appears
will probably affect its form to some extent, If distribution is to be widespread,
and among the recipients is a number of persons not familiar with planning



organization and function, then the use of graphic elements may well add to the
comprehensibility of the chart and an understanding of the position of planning in
local government.

In the charts describing the planning commissions of Delaware County, Pennsyl-
vania, and Salt L.ake County, Utah, emphasis is placed on the fact that the voters
elect the county boards who, in turn, appoint the planning commissions. Also
emphasized in these two charts are the kinds of things done by the commaissions
and the nature (by means of words) of the relationships between various branches,

Several conventional organization charts are among this group. Although among
them are examples embodying the principles of charting (symmetry, simplicity,
and unity) and others showing proper arrangement of chart components, no one can
be singled out as a model,

In between the graphic organization charts of Delaware and Salt Lake counties and
the several conventional organization charts are other examples that embody
features of both. Many of the charts are combination charts, the most frequent
being structural and position, and one (Seattle) being structural, position, and
functional,

‘Several generalizations can be drawn from this group of charts. The first - a
rather obvious one - is that the larger the staff, the more complex the structure and
the more specialized the individual functions. Notice, however, that it is not
always possible to be sure that valid inferences regarding complexity and speciali-
zation are being drawn from a comparison of two or more charts, A case at

point is The Regional Planning Commission of Los Angeles County and the City
Planning Commission of Lios Angeles. According to the 1954 Municipal Yearbook,
Los Angeles County Regional Planning Commission employs 90 full-time persons
and the Los Angeles City Planning Commission employs 70 full-time persons., They
are comparable in staff size, Judging from the organization charts alone, the city
commission appears to be vastly simpler than the county commission. But this is
not necessarily the case because (1) the charts are different types, the city chart
being structural (with functional explanations in accompanying text), and the county
chart being position; (2) the city chart represents a higher level of abstraction than
the county chart,

A second generalization that can be drawn from this group of charts is that there
appears to be a fairly consistent dichotomy between planning and administration,

Sometimes the zoning functions appear entirely in an administrative category, some-
times they constitute an individual section, and sometimes zoning activities are
split between planning and administration., A third generalization, then, is the
tendency to separate the planning and zoning functions, either within a major
organizational subdivision, or into entirely different categories,






THE ZONING BOARD

3 Members

THE

PERSONNEL ORGANIZATION CHART

June 30, 1953

REGIONAL PLANNING COMMISSION

Chart No. I

THE REGIONAL PLANNING COMMISSION I

7 Regular and 4 Advisory Members

[STREET NAMING COMMITTEE | l

6 Members

1 Director of Planning

1
SUBDIVISION COMM.

l [INTERDEPT. ENGR. COMMITTEE |

l

3 Members

=

1
1 Intermediate

|

1 Chief Deputy Director of Planning
(temp. vacant) Stenographer Secretary

I

1

1 Senior Administrative
Assistant

1 Secretary-Reporter
Regional Planning

I
ADMINISTRATIVE SERVICES
SECTION

|

1 Stenographer

1 Senior Typist-Clerk
2 Intermediate Typist-Clerk

1 Stenographer, as needed

1 Illustrator l

C
PLAN ADMINISTRATION DIVISIO!
See Chart No. 2

SUBDIVISION ADMINISTRATION
DIVISION

1
ADVANCE PLANNING DIVISION

> |

See Chart No. 3

REGIONAL PLANNER OI

Sr. Planning Assistant
Planning Assistants
Senior Planning Aids
Planning Aids

Interm. Stenographer

R N R |

Stenographer

PLAN ADMINISTRATION DIVISION

Chart No.2

1 Regional Planner III

]

1 Intermediate Stenographer

[

]

ZONING ADMINISTRATION
SECTION

1 Regional Planner I

EXCEPTION AND PERMIT
SECTION

ZONING INVESTIGATION
 SECTION

Regional Plannmer I

1 Sr. Planning Assistant

I S——

ZONE CBANGES

1 Sr.Planning Assistant ||

2 Planning Assistants
2 Sr. Planning Aids
1 Stenographer

MAP MAINTENANCE

1 Planning Assistant —

1 Sr. Planning Aid
1 Planning Aid

ZONING INFORMATION
COUNTER

1 Sr. Planning Aid —

2 Planning Aids

1

1 Sr. Planning Assistant

1 Planning Assistant

4 Planning Aids

2 Stenographers

1 Transcriber-Typist

1 Transcriber-Typist, A.N.

3 Sr. Planning Aids
2 Plamning Aids
1 Interm. Stenographer

HIGHWAYS & PUBLIC POPULATION RESEARCH
ACQUISITION SECTION SECTION

1 Regional Planner I

1 Sr. Planning Assistant

1 Sr. Planning Assistant
1 Planning Assistant
2 Sr. Planning Aids

2 Statistical Clerks
1 Clerk

Source: Guiding Growth,

THE REGIONAL PLANNING COMMISSION

PERSONNEL ORGANIZATION CHART

June 30, 1853

Chart No. 3

ADVANCE PLANNING DIVISION J

1 Regional Planner III

]
IT Intermediate Stenographer

ZONING DISTRICTS SECTION
No. 1

ZONING DISTRICTS SECTION
No. 2

ZONING DISTRICTS SECTION
No, 3

1 Regional Planner I

1 Regional Planner I

1 Regional Planner I

1
2 Planning Assistants
1 Senior Planning Aid

Sr. Planning Assistant

Sr. Planning Agsistant
‘Planning Assistant
Planning Aids

[T

1 S8r. Planning Assistant

1 Planning Aid

Ll Planning Assistant

MASTER PLAN AND
DESIGN SECTION

STREET NAMING SECTION

1 Regional Planner I

1 Regional Planner I

2 Planning Assistants
2 Planning Aids

Annual Report 1852-1953.

2 Student Planning Aid
(each one-half time}

The Regional Planning

Commission of Los Angeles County and Los Angeles County Regional

Planning District, California.
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Addendum to organization charts, Plannine Division, City of Glendale, California

Line of authority from the Council and City Manager
to the Planning Director and his staff, showing that
the Director is responsible directly to the City
Manager and acts as Advisor to the City Council,

Technical and directive service performed. Dotted
to show that the Planning Commission or the Zoning
Board has no hiring or firing authority over the
Planning Jirector but that he and his staff perform
technical and advisory service to that Board, and
the results of their actions proceed directly to

the City Council, although Planning Director
prepares these reports and they proceed through
the Director and City Manager's office to be placed
on the City Council agenda for consideration,

Secretarial service performed, Dash shows no
authority of the Board over the secretary, all
employees being responsible to the Planning Director,
as shown by the line of authority.

Official boards and commissions created by ordinance
whose work and conclusions proceed through the
Planning Director to the City Manager and City
Council. {Applies to lines and boxes.)

(facing chart 4)



organization chart

1952 -53
" CITY COUNCIL l
: _J
; |
CITY MANAGER PLANNING COMMISSION l

[ T
B |

PLANNING DIRECTCR SECRETARY-STENO II

I ]

PI(‘(‘:“L%%(“E S%IENg!; SECRETARY-STENO I

ASSISTANT PLANNER
|

PLANNING ASSISTANT II

1 — il

PLANNING ASSISTANT I PLANNING ASSISTANT I

organization chart

1953-54
COUNCIL ]

BOARD OF ZONING APPEALS l L PLANNING COMMISSION J
I
|
I
|
|
|
I
d

CITY MANAGER

-

e e e e e s s e}

PLANNING DIRECTOR

RECORDING

PLAN COORDINATING BOARD I '_ SECRETARY STENO. II [
- RECORDING I-—

SECRETARY STENO. I SECRETARY STENO. I

| l

ZONING ADMINISTRATOR ASST. PLANNING DIRECTOR

|
!
|
l
!
|
|
!
!
1

PLANNING ASST. I 4
CLERE~STENO 20¥E INVESTIGATOR FLANNING ASST. II PLANNING ASST. 1







Planning Commission. Washington.

P

NIZATION  CHART

CITY PLANNING COMMISSION 4

Actinginanadvisory capacity,aids the legislative and executive

bodiesof the cityby preparing, adopting, and revising from time

to time suchplans for the physical developmentof the city as its

present and future needs may require and by performanceof such

duties in connection with zoning as may be prescribed by ordinance.

[ CONSULTANT
Advises the Commission and assists staff on the princi-
ples, procedures, techniques and standards in develop-
ing the various elements of the comprehensive plan;
performs such other expert services as requested by
the Commission.

DIRECTOR OF PLAT\QNING

Chief of stoff advisor and responsible to the Commission for or-
ganizing and directing all work of the department including prep-
aration and maintenance of the comprehensive plan, study and
advise on current planning matters, and administrationof zoning
and related reguiations. Represents the Commission before public
officials and the general public.

PRINCIPAL PLANNER (1V) ADMINISTRATIVE ASSISTANT

‘Principal assistant to Director of Planning. Responsible
for the technical sections. Supervises program of re-
search, current plans, land planning ond zoning. As-
sists in the formulation of procedural policy within the

Serves as executive secretary to Commission, zoning
administration officer, non-technical office manager,
and city planning public information-relationsofficer
Responsible for administration sections.

department .

‘Supp lies analytical
service to other dep-

land use and traffic.

casting population
growth as a basis for

posals.
City Planner 111
City Planner |
City Pinrs' Aide
(3 mos.)
Clerk I

RESEARCH SECTION |

artment sections; col-}
lects and analyzes bas-
ic data onpopulation,

Develops and applies
methodologies for fore-f:

scaling planning pro -

{LAND PLANNING
{SECTION

comprehensive plans
for use incoordinating
public facilities, pri-
vate land development,
g 1cnd the major circula-
tion system. Adjusts
isuch plans to fit chang-
ing néeds.
4 City Planner |11
City Planner |
City Planner |
City Planner |
City Pinrs' Aide

(3 mos.)

‘{Develops long - range

CURRENT PLANNING
SECTION
Through applicationof
determined features of
comprehensive plan,
studies and reports on
current planning prob-
lems posed by the Com-
mission, city depart-
ments and other public
operating agencies.

City Planner I}l

City Planner |

City Planners' Aide

ZONING ADMINIS-
TRATION SECTION
Administers all phases
of zoning referred to
the Planning Commis=

sion inaccordance with §

Zoning Ordinance pro-

visions. Assists the pub- [

lic inzoning problems

3 Prepares all data for
{ Commission zoning pub
A lic hearingsand main- f:
 tains records on same .

City Planner |
City Planners' Aide

' cident to departmental

OFFICE ADMINISTRA-|

TION SECTION
Performs all personnel
and fiscal functions in-

operations. Provides
all secretarial service
o the depts. through-
ndividual assistance
and an organized sec -
etarfal pool .
Secretary 11
Secretary |
Stenographer=Clerk
Clerk 11
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CITY PLANNING COMMISSION—advises Director of Planning in
preparation of the Master Plan, and acts upon all proposed z
changes, subdivision maps, city lond acquisitions and sales, and rele
planning matters. The Commission consists of five citizens appoir
by the Mayor and approved by the City Couyncil.

DIRECTOR OF PLANNING—has full charge and control of all work
the Department of City Planning. He is Chairman of the Coordina
Board {Page 44). The Director is appointed by the City Planning C
mission subject to Civil Service provisions.

PLANNING DIVISION-—is charged with the preparation and revis
of the Master Plan; preparation of suggested amendments to the Zo
Ordinance; checking and Yeports to the Director on all new subdivi
maps, and a variety of related studies. Included on the staff are f
ning engineers, architects, landscape architects, zoning planners
planning analyst, draftsmen and clerical help. The Division, consi:
of 47 employees, is under the supervision of the Principal City Plar

ZONING ADMINISTRATION DIVISION—investigates and renders «
sions on all opplications for variances from the regulations and req
ments of the zoning ordinance, and heors ond determines appeal
zoning decisions made by the Depariment of Building and Safety.
Division, consisting of 17 employees, is under the supervision of
Zoning Administrator who is appointed by the Director of Planning.

BOARD OF ZONING APPEALS—hears and defermines appeals from
rulings, decisions and deferminations of the Zoning Administrator.
Board consists of three members appointed by the Mayor ond appr
“by the City Council.
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