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§o single vorkable organisational structure can stand the test of
all tises: that is, it cannot sechanistic or static but rather
dynamic. JImsplicitly then, . review of such structures with
particular reference to the Ghanaian mining environsent is then
necessary in the light of such things as msodern technology.
education, environsental concerns, expansions, etc.

order to design msore suitable structures for our mines.

orsation gathered through interviews and organisation charts has
been carefully and systematically analysed in this work.

result of this has been a recommendation of new organisational
structures with the view to clarifying roles, minimising costs,
minimising levels in the hierarchy and maximising the spans of
control, introduction and removal of certain positions, etc.

Because the proposed structures must function in real life
ituations, certain limitations have been stated s0 that

| ifications could be effected to suit individual mines.

Contingency theories, systems' approach and "optimising"”

spans of control were adopted. Some contemporary factors, which
affect the mines' organisational structures and which have been
given due consideration include technology, environment,

geotechnical, training, health and safety and marketing.
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CHAPITER ONE

1.1. PROBLEM DEFINITION

Perhaps there is no more important area of human activity than
managing for it is the basic task of all managers at all levels
and 1n all Kkinds of enterprises to design and maintain an
environment in which individuals, working together in groups can

accomplish selected missions and objectives (Koontz et. al.,

1984) .

Organisation will be defined as the structure and process by
which a cooperative group of human beings allocates its tasks
among 1ts members, identifies relationships, and integrates its
activities toward common objectives.This involves the structure
of tasks, (organising), the placement of human beings in the

structure (staffing) and the integration of the two functions

into human systems of activities.

The organisational structures for the mines in Ghana differ from
one another. In some mines, these structures have undergone
changes over the years in an attempt to get better ones to suit
prevailing conditions.

The problems associated with the Ghanaian mines include
"improper" positioning of managers and subordinates, absence of
somevvital positions in our day and overlaps in duties. To avoid
confusions and irrational changes in the structures, there is the
need to design structures in line with current trend: or
contemporary 1ssues in management. Some of these issues which
have reared their heads and which need to be incorporated in
modern organlisational structures in Ghana are environmental

problems, health and safety, socio-economic, and geotechnical

problems, all of which need to be considered.




Such structures should be designed to clarify the organisation
so that everyone knows who is to do what and who is responsible
for what results, to remove obstacles to performance caused by
confusion and uncertainty of assignment, and to furnish a
decision making network reflecting and supporting enterprise

objectives.

It should be emphasised at this point that managing itself is a
part of a large system interacting with the manager's environment
- economic, technological, social, and political. What managers
do 1in practice must both reflect and be modified by the real
situations in which they operate and the realities they face. The
implication is that no universal best way of doing things in all
circumstances exists. Thus a workable organisational structure

can never be either mechanistic or static, but rather dynamic.

1.2 OBJECTIVES OF RESEARCH

This involves :

a. The study of the current organisational structures of

Ghanaian mines.

b. The design of general structures based on contemporary

approacheslfor large and small surface and underground

mines in Ghana.

1.3 SCOPE OF RESEARCH

The work 1s limited to the design of organisational structures
for mines in Ghana employing more than hundred persons and whose
structures would include a Board of Directors, a Managing

Director and a General Manager. It excludes the so called small-

scale mining companies.




Due to logistics and availability, only the structures of Prestea

Goldfields Limited, (P.G.F.), Billiton Bogosu Gold, (B.B.G.) .

Ghanaian Australian Gold, (G.A.G.), Ashanti Goldfields
Corporation (GH) Limited, (A.G.C.) and Ghana National Manganese
Corporation, (G.N.M.C.), would be used for the study and

analysis.

1.4. ORGANISATION OF THE REPORT
The work or report has been organised in five main chapters :

Chapter one is the introduction which includes the definition of

the problem, the objectives and scope of the research work and

organisation of the report.

Chapter two contains the literature review which discusses the
principles and theories underlying the methods to be adopted in

designing the new general organisation structures for the

Ghanalan mines.

Chapter three deals with the description and analysis of the

exlsting organisational structures.

Chapter four focuses on the design and analysis of the proposed
organisational structures. Methods adopted, reasons for the

modifications, and advantages are also given.

Chapter five outlines the recommendations and conclusions that

have'been drawn from the work.




LITERATURE REVIEW

An organisational structure is the pattern of human relationships
Oor structure of roles and grouping of activities in any human
organisation for the purpose of achieving enterprise objectives.
It could also be seen as depicting authority relationships.

Koontz et. al. (1984) also define it as an intentional structure

of roles or positions.

2.1. DEPARTMENTATION

The manner in which activities should be divided and formed into
speclialised groups usually is refer;red tb as departmentation. The
purpose of departmentation is to specialise activities, simplify
the task of managers, and maintain control. A department
therefore designates a distinct area, division, or branch of an
enterprise over which a manager has authority for the performance

of specified activities. (Koontz et. al., 1984).

They also say, no single method for departmentation applies to

all situations and that, the following criteria may help the

planner :

1. Similar activities may be grouped together, based upon
likeness of personal qualifications or common purpose, for

example medical and dental personnel.

2. An activity may be grouped with others with which it 1s used,

for example safety with production.

3. Functions may be assigned to that executive who is most

interested in performing them well.




4. Activities may be grouped to encourage competition among

departments or to avoid conflicts among departments.

5. If 1t 1s difficult to make definite distinctions between two

activities, they may be grouped together.

6. Certain functions require close coordination and if separated
would increase problems of higher level managers : in this

case such functions should be grouped together.

"The implication of this is that, the pattern used will depend on
| the given situations and what managers believe would vield the

. best results for them in the situation they face.

' 2.2. TYPES OF DEPARTMENTATION

According to Koontz et. al. (1984), the following types of
; departmentation exist : Departmentation by numbers, time,
. function, territory, product, customer, process or equipment,
; service and market orientation. However, those that exist in the
| Ghanaian mines and would be discussed briefly are departmentation

' by function.

. 2.2.1. Departmentation by Function

. Functions of the enterprise form the basis for grouping
“activities. Currently, 1t is the most widely practised. Since all
. undertakings involve the creation of utility and since this
. occurs in an exchange economy, the basic enterprise functions
~consist of production (creating utility or adding utility to a
anuxiservice), selling (finding customers, communicants, etc who
will agree to accept the good or service at a price), and
financing (raising collecting, safeguarding and expending the
- funds of the enterprise). Mining is an interdiéciplinary venture

~and 1in the Ghanaian mines, it has been logical to group these




departeents as engineering,
geology etc. See

disciplines into such typical
production, processing, accounting, survey,

figure 1.

The most important advantage of functional departmentation is
that it is a logical and time proven method. It is also the best
way of wmaking certain the power and prestige of the basic
activities of the enterprise will be defended by the top
managers. This 1s an important consideration among functional
managers, for they see on every side encroachments of staff and
service groups which sometimes threaten the security of the
principal line executives. (Koontz et. al., 1984). Another
advantage 1is that it follows the principle of occupational
speclialisation, thereby making for efficiency in the utilisation
of the wvorkforce. 8till other advantages are that it simplifies
training and because the top managers have end- results
responsibilities, furnishes a means of tight control at the top.

In spite of the advantages, there are times when the claims of
other methods supersedes it. The size of the geographic area over
which an enterprise operates may call for territorial production

experts. (Koontz et. al., 1984).

Through this type of differentiation, they develop attitudes and
other behaviourial patterns involving lovalty to a function
rather than to the enterprise as a whole. Such "walls" between
functional departments are common and require considerable

efforts toward integration.

Another disadvantage 1s that only the chief executive is
responsible for profits. In small firms, this is as it should be,
but in large firms the burden would be too heavy for an
individual to bear. What is perhaps most important is that since
the first general managerial position is that of the general
manager, the functionally organised company 1s not the best
training ground for promotable top lanageleﬁt emplovees. (Koontz

et. al., 1984).
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2.3. ORGANISING AND ORGANISATIONAL STRUCTURAL DESIGN

Heads of progressive companies recognise that only thev can
establish the type o0of environment for change, define the
company's mission and create an atmosphere in which people can
'be productive and effective.

:They also know it is important for them to :

B Make sure that everyone understands what the company is

tryving to do,

*1ii. Flatten out the organisation and spread responsibility as

wldely as possible,

* iii. Select subordinate managers with the right skills and
i ethics, not merely technical skills, but interpersonal

skills as well,

g -
#le I |
¥y e - y .

?vi. They must always work on the new concept of " continuous

improvement ".

1

'Q Organising focuses attention on the structure and process of

' allocating jobs so that common objectives can be achieved.

- Problems of organising have confronted men ever since they

E started to work together on the simplest projects. The increasing
3
- dependence of people on one another and the concentration of

|
-

"people have increased the importance of organising in modern

'_"""F - L

- soclety.

According to Massie (1987), three types of organisation

F

"classified by the nature of authority exist : Line, staff and

functional.




"Line organisation is the simplest, most direct type, in which

each position has general authority over lower positions in the

hierarchy 1n the accomplishment of the main operations of the

firm. Staff organisation 1is purely advisory to the line

structure, with no authority to place recommendations into

- action. Staff becomes necessary when the line needs advisory

| help, vet in effect, it complicates the supervision problem faced

by the line manager. Functional organisation decreases the line

manager's problem because it permits orders to flow directly to

- the lower levels without attention to routine technical problems

by the line positions.

2.3.1. Classical Principles of Organisation

These were developed by traditional organizational theorists and
are considered as useful first approximations, or guides for
thought in the organising function. The most important of these
as observed by Massie (1987), are :

1. Unity of command,

2. Exception principle,

3. Span of control,

4. Scalar principle,

5. Departmentation and

6. Decentralisation.

2.3.1.1. Unity of Command

The principle states that no member of an organisation should
report to more than one superior on any single function. The more

completely a subordinate has a reporting relationship to a single

=4 S el



superior, the less the problem of conflict in instructions and

the greater the feeling of personal responsibilityv for results.
(Massie, 1987).

This is common in the production line in Ghanaian mines where the
foreman for instance, reports to a shiftboss, the shiftboss to
a mine captain, the mine captain to a sectional underground
manager, who 1n turn reports to an underground manager and

~finally, the underground manager reports to the general mines
manager.

There are however, times when people by-pass line authority to
achleve their objectives due to pressure. For example, a mine

captain may exercise authority over a mechanic underground even

though, the mechanic is not his subordinate.

The problem associated with these multiple' command cannot be
overemphasized but Koontz et. al., (1984), say that an obligation
1s essentially personal, and authority delegation by more than
one person to an individual is likely to result in conflicts in
both authority and responsibility. The principle is useful in the

clarification of authority - responsibility relationships.

2.3.1.2. Span of control

The essence of this principle is that, there is a limit to the
number of subordinates that one superior should supervise. The
determination of the optimum number depends on underlvying
varliables in a given organisation and should be tied directly to
the question of the number of levels in the hierarchy. Smaller
spans result 1n a greater number of levels, ("tall" structure)

than larger spans of control, ("flat" structure).

span of control focuses attention on the basic fact that any
human beiling has limitations. These limitations include :

avalilability of time, energy and the number of subordinates to

-_’f-

-
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which a manager can give attention. These limitations also
indicate that, the optimum span of control varies among
individuals . Also, the span of control under one set of physical
conditions will differ from the span under another set. (Koontz
et. al., 1984). A supervisor in an underground mine for instance,

faces different conditions from a supervisor in a surface mine.

Koontz et. al. (1984), state the following advantages and

disadvantages about spans of control :

Narrow Spans

Advantages
1. Close supervision.
11. Close control.

11i. Fast communication between subordinates and superiors.

Disadvantages

3P Supervisors tend to get too involved in subordinates' work.
1ii. Many levels of management.

1iii. High cost due to many levels.

iv. Excessive distance between lowest level and top level.



Wide Spans

Advantages

¥ Supervisors are forced to delegate.

11. Clear policies must be made.

111. Subordinates must be carefully selected.

Disadvantages
Tendency of overloaded superiors to become decision
bottlenecks.

11. Danger of superior's loss of control.

111. Requires exceptional quality of managers.

2.3.1.3. Span of Responsibility

It refers to the number of people whom one superior can assist,
teach, and help to reach the objectives of their jobs - that is

the number of subjects who have access to the superior. This

could be larger than the span of control.

2.3.1.4. Scalar Principle or Chain of command

The scalar principle states that authority and responsibility
"should flow in a clear unbroken line from the highest executive
to the lowest. It implies that an organisation is a hierarchy.
The importance and usefulness of the principle is evident
whenever the line 1s severed. The splintering of one organisation

into two or more results from a permanent breach of this



principle (Massie, 1987).

In 1ts simplest form, a chain of command is a relationship
between a superior and subordinate, and could be seen as a series
of lines connecting him with his subordinates. These subordinate
managers, in turn, are connected with their subordinates. Each
individual is connected to the chain of command at some point.
(Longenecker, 1969).

This principle is clear in the authority relationships and
information flow that prevail in the Ghanaian mines. Even though
the scalar principle implies an authoritative relationship, three
distinguishable characteristics are involved -namely, authority,
responsibility and communication. superiors issue orders and

subordinates are held accountable for their performance.

2.3.2. Contingency theories of Organising

New approaches to organisational design have been developed to
help the manager to make rational choices both in situations
where classical concepts are relevant and in those where the
participative theories are preferable. The contingency approach
emphasises that a manager refrains from choosing one of the two
universal theories on an all-or-nothing basis but to adopt
certain ideas from both, to the situation. The approach has
identified four groups of factors that matter in a manager's
choice. (Massie, 1987). It states that there is no best way of
doing things in management but that situations should dictate
what actions to take.

1. The nature of people in the organisation.

2. The type of task and technology.

3.The environment in which the organisation operates, and



4., The degree of change and uncertainty faced by the

organisation.

The organisational charts of the Ghanaian mines as mentioned
earlier have had to be altered to meet particular situations or
;rchallenges. Prestea Goldfields Limited, some time past, had
separate administrative and.personnel managers, which they have
now combined to create a new position - Chief of personnel and
\administration (COPA). Typically also, spans of control are wider

in surface mines than the underground mines because of the more

favourable working conditions.
|
!

?2.3.3. Systems Approach

A system 1s a set of components that are related in the
accomplishment of some purpose. A company, an agency, and a
department are examples of a system. All systems, except perhaps
.that of the universe, interact with and are influenced by their
environments, although we define boundaries for them so that we
can see them more clearly and analyse them. (Koontz et. el,
1984). Systems are either "closed" or "open". A system 1is
regarded as open 1f 1t exchanges information, energy or material
with its environment as happens with social systems, for example
a company. It 1s closed if it does not have such interactions

with its environment. The open system approach is the approach

adopted here.

The manager establishes those relationships among component parts
that provide the most effective system. If he is successful, the
result 1s a streamlined, efficient, smoothly functioning

mechanism. (Longenecker, 1964).

There 1s the need to design the subsystemé of a company -
grouping activities 1into units, departments, and divisions,

bearing in mind their interrelations.
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: Due to the dynamic nature of every organisation, changes are

i bound to occur in the Ssystem resulting in the adaptations

| necessary in the subsystems of the company and in relationships
| among subsystems. |

fof which imports, converts and exXports. Generally, open systems
~  in an organisation "import" from, "convert" and "export" to
different sectors of +the external environment of the

. organisation. The implication is that picking up part of a

y problem and not paying attention to its interactions among

| subsystems and components will only add to the difficulty in
obtaining a solution.

Thus, for any organisation, it is important to consider such
external factors as markets, technology, social forces, laws and

regulations. The external behaviour patterns brought to jobs by
. people cannot be neglected either.
I

' 2.3.4. Management by Objectives (MBO)

 The overall objectives of a firm generally are established by top
'management ; 1t 1s however necessary that, subordinate managers
have a say in setting their own objectives which in any case,
must relate to the company objectives. Though people have varving
opinion about MBO, such as being an appraisal tool, motivational
technique or a planning and control device, Koontz et. al.,
(1984) , define MBO as, "A comprehensive managerial syvstem that
Integrates many key managerial activities in a systematic manner,
consciously directed to the effective and efficient achievement

0f organisational and individual objectives."

The key to MBO is the mutual relationships between the superior

and the subordinate in setting realistic objectives for the
subordinate at all levels of the organisation. The executive must
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narrow the range of attention of each person to focus on definite
and measurable meaningful results.

2.4. DECENTRALISATION

Organisation authority according to Koontz et. al., (1984), 1is
the discretionary right to carry out assignments that is the
power on people to use their judgement in making decisions.
Whether authority should be concentrated or dispersed 1is a
gquestion not so much of what kind as of how much authority.
Evidently, some decentralisation occurs in all organisations.
Absolute decentralisation is non-existent or else managers would
cease to remaln in position after delegating all their authority,

and there would be no organisation.

The practicality of decentralisation is seen in the number of
levels and departments that exist in the mine organisations.
Managers at these levels and departments are given enough
authority to use their own discretion in making certain important
decisions at their levels and departments.

Koontz et. al., (1984), state that decentralisation 1s greater:

1. The greater the number of decisions made lower down the

management hierarchy.

2. The more important the decisions made lower down the
management hierarchy. For example, the greater the sum of
capital expenditure that can be approved by the plant manager

without consulting anvone else, the greater the degree of

decentralisation i1in this field.

3. The more functions affected by decisions made at lower levels.
Thus companies which permit only operational decisions to be
made at separate branch plants are less decentralised than
those which also permit financial and personnel decisions at

o /_'
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branch plants.

4. The less checking required on a decision. Decentralisation is

greater when no check at all must be made; less, when
superiors have to be informed of the decision after 1t has
been made : still less if the superiors have TO be consulted
before the decision is made. The fewer people to be consulted
and the lower they are on the managerial hierarchy, the

greater the degree of decentralisation.

Even though decentralisation is closely related to delegation of
authority, its implications are more : It reflects a philosophy
of organiSing and managing. It requires careful choice of what
decisions to push down into the organisation structure and to
hold at or near the top, specific policy making to guide the
decision making, selection and training of people and adequate
controls. Decentralisation as stated earlier, affects all areas
of management and can be looked upon as an essential element of
i  managerial system. Without it, managers could not use theilr
l discretion to meet the ever-present and ever-changing situations

they face. Decentralisation 1s an essential ingredient 1n

creating organisational structures.

2.4.1. Delegation of Authority

No one manager can bear all the responsibilities of management
and it is literally impossible both physically and legally, 1n
the case of a shift boss for 1instance to supervise all the

activities of a multi-section mine at the same time, (drilling,

blasting, cleaning, submitting daily reports, etc.).

Britton (1983), says that, when the scope of management
responsibilities become too much for a manager, he will delegate
portions to other individuals. This allows more work to be done

and increase the number of tasks accomplished. A headway 1n

delegating authority is however made, when the manager percelives
B /



a need for better direction of tasks he cannot personally direct.

2'5-

Ideal Structure

The desirable structure is the one that will be most effective
in accomplishing company objectives. It represents the
theoretically desirable structure for the particular
organisation. It would be drawn naturally, in terms of the
specific objectives and purposes of the organisation. It does not

also take into account the human or other limitations of the
particular organisation.

In trying to develop the most suitable structure, the following
fundamental principles by Allen (1973), may be considered :

2.5.1. Principle of Objective

We can do meaningful work only if we know its purpose.
Organisation productivity increases as the work performed is

directed toward tangible, understood, and accepted objectives.

2.5.2. Principle of Specialisation

People specialise by concentrating their energies on one specific
area or job. The more specialised the work assigned to
individuals within the limits of human tolerance, the greater the
potential for efficient performance.

The limit of human tolerance is reached when the work becomes so
routine and narrow that the individual finds it mechanical. This

limit varies with the individual.
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2.9.3. Principle of Logical Arrangesent

work is arranged on a logical basis. with the structure
igned to accomplish objectives, there is a rational basis for

. Each job is assigned as such responsibility and authority
the position can reasonably carry. In this vay., the aggressive
is prevented from encroaching on other jobs .Logical

it of work is the only way to prevent overlap.
plication, and friction in the long terms.

2.5.4. Principle of Maximum Span

more people each manager can effectively manage, the smaller

total number (managers) the organisation will require to
tain its objectives.

2.5.5. Principle of minimum levels

span of supervision is directly related to the number of
rganisational levels. The fewer the levels of supervision within

limits of maximum span, the greater the potential
fectiveness of the people involved.

number of levels of supervision should be kept to a minimum
O prevent line loss, organisational slip and added cost. As a
ieralisation, the greater the number of organisational levels,

more communication between top and lower levels is weakened,

Hl.lltorted and diffused.
&

The ideal structure would serve as a standard and provide a goal
toward which the organisation is expected to move and also a

standard by which an existing structure may be evaluated. This

is sometimes pictured as a kind of long-term plan toward which

the company aspires. In view of the Ghanaian environment, figures
9.1, 10.1, 11.1, and 12.1, are proposed.




2.6. Modification of the Ideal Structure

Because an organisation structure must function in a real world,
the organisation planner must appreciate limitations in the
creation of that structure. Consider departments that are
necessary and absent, for example, industrial engineering, and
that for the environment, in some of the Ghanaian mines. Their
current importance calls for their incorporation into the
organisational systems of the mines. This also calls for

necessary concessions at specific spots, based on the financial
or human limitations.

Modifications of an ideal structure may be viewed as a temporary
measure. Time often solves organisational problems. Some managers
retire, and others develop their abilities with the passage of
time. As the years pass, then, the organisation may be brought
more closely into line with the structure that has been devised

to function most efficiently (Justin, 1983).
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' chana 1S qulte rich in mineral resources.: Gold,

EXITSTING

3.1. GENERAL INFORMATION

bauxite,
' manganese and dlamonds are some of the minerals that exist and

' are being mined. The mines are located in the tropical rain
| forest, (southern sector) of the country.

Mining of these

hierarchy etc due to such reasons as size,type of mine,
(underground or surface) and complexity.

Generally, the mines are organised by function ; production,

accounting, processing, administration, technical services, etc.

(See Figure 1). Even though, allowances are made for health and

safety and environmental issues, there is hardly any organised

department for them. Training departments exist only in some of
the mines, especially the old ones.

Line and staff authority relations are common in all the mines,

with instructions flowing from superiors to subordinates.
Functional authority also exist. This is seen clearly in the

authority exercised by the engineering department over equipment

being used by the production department (mining), and the
processing department in particular because they use many

equipment in their operations.



| With the exception of A.G.cC. » (Ghana) limited, that has five
; general managers,

'Ghanalan mines is that of 1 board of directors, a managing

director or chief executive and one general manager, in

! descending order of authority and importance when it comes to

Jmanagement : Ttop, middle and lower levels. Top level management
refers to the general manager position and above, middle level

;refers to heads of departments, while the lower level covers the
. front line supervisors.

lThe general managers (upper level managers), have spans of
control ranging from four to eight, depending on the type of
mlne size and complexity. At the middle level of management,

; Spans range from one to six, while for lower levels, we have a
. minimum of three subordinates. This is in contrast to the

. organisational structure theory that, the higher one is in the
Fihierarc:hy,, the lower the number of subordinates that have to

:; report to him/her. That is, the shiftboss should have more
7subord1nates than the mine captain, who should in turn have more

. Subordinates than the underground manager, etc. Compared with the

1undergr:::;unc:il mines, surface mines have wider spans of control and
fewer levels in their organisations resulting in flat and tall

gstructures respectively. They are also less labour intensive.

‘The organisational structures also reveal different number of
Llevels in the hierarchy ranging from five to eight.

Decentralisation and delegation of authority, though common to
all the mines, vary in degree on individual mines. Though, the
;mlnes intend to have suitable structures, a clear look at the
organisations still show lapses, overlaps and abnormalities in
some of them. In this case, there is lack of clarity and

conflicts of roles in such areas.
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3.2. ASHANTI GOLDFIELDS CORPORATION

- Ashanti Goldfields Corporation (A.G.C) of Ghana limited is

currently the largest and most Progressive mine in the country.

It 1s found in Obuasi, near Kumasi in the Ashanti region of

‘Ghana. It has a labour force Oof about ten thousand people.

.: An expanding mine like this, needs organisational structural
changes to yield the maximum output. In view of this, the author

'had to conduct an interview at various levels of management to
. determine the realities existing or present on the mine.

| A.G. By 48 jOlntly owned by the Ghana government (55% shares )
' and Lonrho (45% shares). It has about ten shafts with eight of
them 1in operation. It also has a surface mine at Sansu. The
labour force is made up of both Ghanaians and expatriates, the
former constituting the larger number. Human and

interdepartmental relations on the mine are quite cordial and
thus communication is quite good on the mine.

= LY Ty
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Workers on the mine enjoy such facilities as accommodation,
medlcal attention and good salary. The corporation allows room
for personal development, renumerations and conducts salary

surveys 1n other industries so as to be able to retain their
working staff.

The main objective of A.G.C is to maximise profits and this, the

corporation has always achieved by meeting or even sometimes
exceeding its targets.

3.2.1. The Organisational Structure

The organisational structure of A.G.C has undergone changes in
recent times. This was considered to depend on technology,
objectives, recruitment policies, the principle of delegation,
and size of company .

i
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As opposed to a few vears ago, when A.G.C had only one general
manager, she now has as many as five : the general managers for
Sansu mine (surface), Obuasi mine (underground), Ashanti Mine

Expansion Project, Corporate Services and Finance. The reasons

may be due to the expansion on the mine, technology and several

differing functions for the managers. These necessitated the

creation of the five general managers.

First, there is the need to separate the surface and underground

mines, finance also has become very complicated, there is the

expansion going on which needs a separate general manager and

corporate services also need a general manager.

A study of the organisation chart, figufe 3.1, shows a managing
director as the most superior with the co-ordinating general
manager as an l1mmediate subordinate. The co-ordinating general
manager has five subordinates who in turn have spans ranging from
four to five. Seven levels exist in the hierarchy with differing
spans of control. At the top level, this is roughly 3-5, 7 at the

middle and 6 or more at the lower levels.
Some of the departments on the mine include :
1. Miningl

g A Processing or milling

iii. Human Resources

iv. Public relations
V. Industrial engineering
vi. Training

vii. Filnance



viii. Special Services (security) and,

ix. Medical Services

information is as shown in P.G.L
Appendix 1.

-+, 9general information as in

The monthly target depending on budgets and resources (1nputs e.qg

locomotives, drills, lamps, boots, mill liners, etc) is one
thousand eight hundred and eighty ounces fine gold. Two thousand
five hundred ounces is possible. However, there has not been
constant 1increases in the production due to capitalisation

problems, ageing of equipment, 1lack of exploration and
development, etc.

3.3.1. The Organisational Structure

P.G.L, has also undergone changes over the years based on
functions and responsibility. The mine has one General

Manager(G.M) with nine subordinates.
Details of the organisational structures are as shown in the

Figure 4.1, Figure 4.2 and Appendix 1. Five levels exist in the
organisational hierarchy with every manager apart from his
operational activities, playing an advisory role. On the average,
the span of control for the top level management is nine, middle

level, 6 and at the lower levels, 3.



Ppepartments that exist on the mine include

. Mining.

B . Technical services.

iii. Administration and Personnel
iv. Engineering

v. Processing or Milling

vi. Medical Services

vii. Exploration

viii. Accounting

3.4. GHANA NATIONAL MANGANESE CORPORATION (G.N.M.C.)

The important known deposit of manganese and, the only producing
manganese mine in Ghana, G.N.M.C., is at Nsuta, where high
guality manganese dioxide has been mined since June 1916. The
manganese deposits are located on five hills in the area.

3.4.1. The Organisational Structure

Like the other mines, Ghana National Manganese Corporation, has
been organised by function. The mine has a board of directors,

"ia managing director, deputy managing director and a general

manager forming the top level management.

The general manager has as many as ten subordinates. Detalls of

the organisation structure are as shown 1in the organisation
chart, Figure 5.1. From the gangmen to the general manager, eight



levels exist. At the middle level of management, spans of control

lie between two and five, and between five and six at the lower
levels.

Some of the departments on the mine are:

k. Mining

ii. Technical and Planning

iii. Engineering

iv. Administration

¥, Accounting

]
:.
!
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vi. Processing

vii. Security

N i g s s s, Wil aniiae i

3.5. GHANAIAN AUSTRALIAN GOLDFIELDS LIMITED (G.A.G.)

I—-—l—_._-‘_' -

-~ The Iduapriem Gold Mine (G.A.G.), is located in the Western
Region of Ghana some seventy kilometres north of the coastal city
of Takoradi, and ten kilometres southwest of Tarkwa. G.A.G., 1is
one of the new mines. Its first ore was mined in May 1992 and

first gold poured in September the same year.

The mine is owned 100% by Ghanaian Australian Goldfields limited.
G.A.G., a Ghanaian company owned by Golden Shamrock Mines, (GSM)
(68.95%), International Finance Corporation (I.F.C.) (20%),
Government of Ghana (10%), and minor shareholders (1.05%).

The basic objective of G.A.G., is maximisation of profits and
enhancement of long term strength of the company. Its targeted

e B ol @ o ke ammmirm R Aanae himndred and fTtuanty Tthonaeanmd AUNNCAR .



At present, the mine has a labour force of two hundred and eighty
employees.

3.5.1. The Organisational Structure

The mine has one general manager with six direct subordinates,
who in turn have three to six direct subordinates. See Figure
6.1. In all, five levels exist in the organisational hierarchy
; the general manager, heads of departments, supervisors, foremen

~and operators/labourers/technicians, in descending order of

authority. Supervisors and above, are involved in both line and

advisory relations.

Essentially, organisation is by function . Departments at G.A.G.,

include :

1 Technical services
ii. Mining

iii. Treatment

iv. Finance and administration

V. supply.

3.6 TEBEREBIE GOLDFIELDS LIMITED

The Teberebie mine is situated 5 km south of Tarkwa in the
Western Region of Ghana. It has a 25 km? mining concession.
Though this was acquired in 1988, actual mining began in May,
1989 with an annual nominal production capacity of 65,000 ounces.

This has been raised to 100,000 ounces per year. Tebereble got

its first gold in October, 1990.



The mine is jointly owned by The Pioneer Group, Inc., Boston,

Massachusetts, U.S.A. and the Republic of Ghana. The former has

a 90% interest and the latter 10% interest in the mine. The main
objective of the mine is to maximise profits.

3.6.1 The Organisational Structure

The mine has one general manager with ten direct subordinates,
who 1n turn have two to four subordinates. The number of levels
between the general manager and the frontline supervisors 1S

three - General manager, heads of departments and the frontline
supervisors.

The mine 1s structured by function. Departments in the mine as

shown in 1ts organisation structure (Figure 7.1.) include :

3 . Mining
11. Processing I7
BRARY y
. " S_-m
iii Finance KUMASI'GHAJ\T ,‘{1 :
- NOTTO gg 7 AK T
=NAway N
iv. Exploration
V. Geology
vi. Security

gﬁii. Medical

viii. Operations

3.7 BILLITON BOGOSU GOLD LIMITED (B.B.G)

‘The Billiton Bogosu GéTa#EE;Eession.(lSO km’) is located north



| and south of Bogosu in the Western Region of Ghana. It is about
| 125 Km by road north of Takoradi.

' acquired and was awarded the

Denison Mining Ltd. of Canada

Bogosu concession in 1986. Denison

made a joint venture agreement in the same year with Sikaman Gold
Resources Ltd.

of Canada to evaluate and develop the Bogoso

concession, Canada Bogosu Resources (C.B.R). Sikaman however sold

‘her share to Billiton giving rise to a new name Billiton Bogosu
Gold.

Billiton Bogosu Gold is owned jointly by Billiton 74%,

International Finance Company of Canada 16% and the Government
of Ghana 10% (Minproc Engineers, 1988)

3.7.1 The Organisational Structure

B.B.G., has a labour strength of nine hundred emplovees and

organisation is by function. Like most of the mines in Ghana, it
has one general manager with seven direct subordinates, see

Figure 8.1., who on the average have ten subordinates. Three

levels exist 1in the organisational hierarchy. Line and staff
relations exist on the mine.

Departments in the mine include :
1. Mining
11. Corporate Affairs

.1ii. Administration

iv. Finance
V. Engineering
vi. Security



.1 vill. Medical

- ix.  Envirommental Safety and Mealth
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4.1. PROPOSED ORGANISATIONAIL STRUCTURES

This has been done with greater emphasis on the mining section.
It entalls an examination of the_existing structures, grouping
the functional activities to enable every incumbent to use his
specialist abilities to the full and to increase his knowledge
of his job. Generally, underground mines are more labour
intensive and therefore require more people than surface mines.
Larger equipment, however, are being used in surface mines.
Working conditions are also relatively better on the surface and

enable people to put out their maximum than underground.

In the proposals, the mines have been classified as small or
large depending on the strength of the 1labour force and
production levels. Surface mines having two hundred or less
emplovees have been considered as small but large otherwise. In
the case of underground mines, those with one thousand or less

employees have been classified as small but large otherwilse.

4.1.1. Analysis of the old Organisational Structures

Besides the board of directors and the managing director, the top
management have spans of control ranging from four to eight,
depending on the type of mine, size and complexity, one to siXx
at the middle level and a minimum of three at the lower levels.
The result of this, is five to eight levels in the hierarchies.

Top management refers to the general manager and above, middle

refers to departmental heads, while front line supervisors make

up the lower level of management. The surface mines have larger

spans and consequently lower number of levels. A comparison of

the organisational charts of the new and old surface mines, show
- —
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in the case of Ghana National Manganese Corporation), than the
new mines, Ghana Australian Gold and Billiton Bogosu Gold where
the subordinates are five and seven respectively. Many more

levels also occur in the production line of the old mines.

- N S — ————— T il —

Departmentation is basically by function in the old mines.

Decentralisation is also common. This is clear in the levels and
departments that exist.

.- A general overview of the structures, reveal the lack of !
departments for environmental issues and geotechnical services.

Where these occur, the proper and needed attention is not given '
them. I

4.1.2. New Developments

Alterations and modifications have been applied to the existing
structures based on some new developments to obtain the proposed
ones. Even though, many decision areas exist for which the mines
function, only those that demand more emphasis or importance

currently would be discussed. These contemporary 1ssues 1nclude:
a. Environmental Issues

b. Geotechnical Services

¢c. Health and Safety

d. Public relations
e. Training

f. Marketing

g. Systems Analyses (Computer)
[P

—
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h. Duplications

i. Overlaps

go out of the system.

4.1.2.1. Environmental Issues

Health hazards such as diseases of the skin and silicosis

sometimes result from environmental pollution from the mines. In
view of the high environmental degradation, such as water, air

and dust pollution, landscape destruction, etc assoclated with
mining, and its attendant problems with the community, it is most

appropriate for all the mines to develop environmental management
Plans to ensure that, the construction and mining activities
minimise any disturbance to the local environment. This also

means, paying more attention to the environment than presently

exist on some mines.

P.N.D.C.L. 153, Minerals and Mining Law, 1986, Part XI, Section
12, states that "The holder of a mineral right shall in the
exercise of his rights under the licence or lease have due regard
to the effect of the mineral operations on the environment and
shall take such steps as may be necessary to prevent pollution

of the environment as a result of such mineral operations ".

Environmental action plans -therefore need to be reviewed often

and upgraded to meet the standards of the community and

guldelines of the laws of Ghana.

4.1.2.2. Geotechnical Services

/
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As mini lvit ] ' ' '
1Nning activities or operations increase, both in underground
and surface,

cut-and-fill methods, square set and other supporting methods are

increasingly being used. In the surface mines, slope stability

1s also increasingly becoming a problem. A careful study from

experts of the rock and soil formations to monitor mining
activities is necessary to prevent any failures, eventualities
and protect the surface as stated in mining regulations, 1970,
Part 5-40. The implication of this, is the creation of a well

equipped rock and soil department with competent personnel to
manage 1it.

4.1.2.3. Health and Safety

Due to the numerous cases of unsafe working conditions,
accidents, health hazards resulting in huge Sums of
compensations, etc, there is the need to set departments solely
in charge of health and safety. Introduction of new technology

and equipment are creating safety problems also.

The mining regulations concerning the above subject stress the
implied needed attention. Health and Safety should Dbe

incorporated into the daily operation of our mines.

P.N.D.C.L. 153, Minerals and Mining Law, 1986, Part XI, Section
82, Subsection 2, has 1t that, "The holder of a mineral right
shall, in all phases of his operations, give preference 1in

employment to citizens of Ghana to the maximum extent possible

and consistent with safety, efficiency and economy".

This is an area to consider seriously to avoid accidents, save
lives, equipment and other related losses. Safe work procedures

and standards to be used, should be incorporated into normal job

training.
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4.1.2.4. Public Relations

In recent times, mines have had to interact with communities who
are quite enlightened or aware of the their human rights, short
and long term effects of mining on themselves and their
environment. Conflicts have arisen in certain areas because of

this awareness.

The general public also needs to know more about the benefits of
mining. This is quite lacking as the public views mining as a
nuisance and a dirty job fit for low-class people.In view of
this, it 1is appropriate to have a well established public
relations department to develop and maintain cordial relations
with the public in general and surrounding communities 1in

particular.

4.1.2.5. Training

Education, training and manpower development are of prime
importance these days for all levels of employees whether on the
job or off the job with regards to specialisation, technological
changes- new processes and methods, equipment, communication
systems etc. Technology changes with time. Many functions for
example, survey computations which were performed manually some
years ago, can now be pérformed at a higher rate and accuracy,
with the computer. This is only possible if the people involved
are equally trained to move with the times. An educated and
trained workforce 1is the Dbest in the achievement of company

objectives. It 1is therefore imperative that, mines without

training schools or centres get some.

4.1.2.6. Systems Analyses

Technology has advanced so much that, computers now exist for
— /._——"’"
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fast and accurate pProcessing of data relating to manv areas such

aS Mining, survey, geology and accounting in the mines. For the

mines to enjov such facilities to the maximum, it is necessary
to establish their own computer centres.

4.1.2.7. Marketing

This is an important area to consider for organisations that
produce items for sale. Currently, marketing is no problem for
the mines because they have the Bank of Ghana and Swiss Bank as

their outstanding customers. Mines like Ghana National Manganese

Corporation and Ghana Bauxite Company Limited have contract sales
with other companies outside the country. However, when it
becomes necessary for them to sell their products 1individually

which 1s envisaged for the future, marketing departments should
be established.

4.2. DISCUSSIONS

The organisation charts have been drawn both subjectively and
objectively. They have not been drawn for specific mines but
could be altered or modified to meet the different conditions,

situations or contingencies on individual mines.

In drawing the charts 1n line with modern trends, certain

activities in already existing charts have been altered, modified

or even eliminated.

4.2.1. Proposed organisational structures for large and small

mines.

The proposed structure for the 1large surface mine differs

slightly from the existing structures. A geotechnical/

environmental position has been introduced and ranked high. This
- —
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1s because earth movements, noise, water and dust pollution 1is
normally very high. Such a section when given top recognition and

attention would minimise if not eliminate some of these hazards.

For the sake of reducing the span of control for the general
manager (GM), the mill superintendent has also been placed under

the mine manager which is not the normal practice in the Ghanaian
mines. This gives the general manager more time to supervise his
subordinates. The chief medical officer has also been placed
under the administrative manager. Though it is a vital position,
its effectiveness may only be negligibly influenced if it 1s so

placed instead of being under the general manager directly.

Ssimilarly, the health and safety officer does not report directly
to the general manager, just to make sure that the general
manager is not overloaded. Since the head of security deals with
protection of live and property, it would not be out of place to

have the health and safety officer working under him.

A projects director is very necessary. The size ot the mine may
require a lot of constructional WwoOrks, example housing,
resettlement, dams etc. Such a person will therefore monitor all

such activities on the mine and associated cost with 1it.

Certain modifications of the chart for a large surface mine have
been made to obtain the structure for a small surface mine. A
ma jor assumption here, 1s that, hazards associated with a large
surface mine fré substantially reduced in the small mine. In this
effect no geotechnical/environmental csection has been created.
The environmental engineer working under the mine superintendent
chould be sufficient to handle the environmental problems while
the civil engineer monitors among other things, problems of
ground instability or earth movement. It is also assumed that
construction work would be moderate and handled by the civil

engineer and therefore no need for a project director.

The mill manager has Dbeen placed directly under the general

manager. Priority is given to this position because of its

50




Placed directly under the general

P L] L] [ ] [ ] [ ] ] L]
Flority is given to this position because of its
sensitive nature.

manager.

Generally for the small surface mine, lesser positions exist
because of the size of work and lower complexity.

4.2.2. Proposed organisational structures for large and small
underground mines

__ Like the proposed charts for the surface mines, the proposed

charts for the underground mines also differ slightly from the
existing charts.

A geotechnical section is also necessary. This is because
significant impacts on the ground as mining gets deeper and
deeper. A moderately organised geotechnical section will suffice.

Similar reasons as in the cases of proposed charts for surface
mines, hold for the public relation officer (PRO), chief medical

officer (CMO) and health and safety officer. The health and
safety officer, i1s not however under the head of security.

Because the underground mines are mostly more demanding than

surface mines, especially the production and processing lines,
it would also be better to malintain seven subordinates for the

general manager.

DL



&ry to the chart for a large underground mine, it has becomse

Rinimal if not absent in a ssall
rground mine, so that the civil engineer have to deal with
d and other constructional works on the sine.

n

administrative and personnel positions as shown for a large
underground mine has been combined to fors the chief of personnel
and administrative (COPA) in the small underground mine. Because
of the size of the mine and labour force. these two may be under

‘utilised. Besides, the strive for superiority msay bring about
conflicts among subordinates.

Because of the size of the mine and work load on the general
- manager, it is better to have the head of security as part of

- management rather than performing or reporting specially to the
- general manager.

" The advantages of these new structures are i&A(hO “ry ,
’ B e "Il_‘. ._
SIYO ﬁ/;_( TIAF
. They take care of the environment, An, S Ta,. '™

"' '

i,

They take care of health and safety,
iii. Training of personnel is emphasised, and

iv. Geotechnical services are also advocated.

All other contemporary 1i1ssues.

h vi. Duplications have been avoided.

vii. Overlaps have been avoided also.

viii. Spans of control have been monitored carefully.

R
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number of people supervised by each manager. Job enrichmsent would
also ensure that basic drives are satisfied, that is by assigning

a total task to a person, rather than just one specialised part
of it.
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5.1. RECOMMENDATIONS

To develop better organisations for our mines, there is the need
to consider some dimensions of these systems :

a. "Manipulation" of the organisation structure.

b. "Manipulation“ Of tools and techniques used in the system.

c. "Manipulation”" from human side.

As a result of the above, the following recommendations have been

made for the design of organisational structures for the Ghanailan

mines :

1. Contingency and Systems Approach should be used.
2. Management by Objectives (MBO) should be used.

3. Decentralisation and recentralisation are necessary.

4., Optimisation of levels and spans 1s necessary.

5. Contemporary issues and new development should be given due

consideration.

6. "To satisfy" positions or positions ot convenience and

unnecessary positions should be eliminated.

7. Real significance and importance of functions should be

considered but not personalities.

58



8. Types of operations (methods, processes etc.) must be
considered.

9. Job enrichment and enlargement should be introduced to reduce
or eliminate tall structures.

5.2. CONCLUSIONS

It has been observed that, the kinds and numbers of people
required in our present technically sophisticated organisations
could be altered to meet current demands and the 1levels of

education attained by personnel on the mines.

An organisational structure cannot remain static but must be
dynamic to suit the time. It must therefore be reviewed
continually to suit contemporary issues, new developments, and

to remove out-of-date positions, etc.

There must be additions, subtractions, modifications, alterations
etc to suit contemporary conditions. This has been demonstrated
in the work which indicated that, there is the need to remove
certain functions such as sectional underground manager and add

certain functions as environmental and geotechnical engineers.

However, organisational structures will remain dynamic only 1if
management is committed to changes and are aware of opportunities
within and without the establishment, and are aware of changes
in its internal environment. There is no "best" or "one" way of

the creation and review of these structures. They must De

modified to suit individual mines.
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APPENDIX 1.
PRESTEA GOLDFIELDS LIMITED GENERAL INFORMATION

‘A. Total Number of Staff/Emplovees

uElor 8taff - . (Male - 153, Female - 13) - 166
Junior Staff/Dally Rated (Male - 1877, Female 107) - 1,994

Total 2,150

B. Main Breakdown

M S/Staff J/Staff D/Rated Totals
Min@ng ' 45 147 802 994
Engineering 38 154 343 535

Technical services

Planning ]
survey ]
Geological ]
Ventilation ] -
Diamond Drilling] 17 42 23 8 2
Total 100 343 1,168 T 611
surface S/8taff J/staff D/Rated Totals
Management (including ‘
Audit) 4 2 -~ 6

Personnel /Admin
School |
Welfare/Estate ]
Training ]
Ind. Relations ] 18 29 52 99
Reduction 9 2.3 112 144
Medical 15 69 9 93
Accounts 8 31 - 39
Stores/Procurement 7 8 2 17
Exploration 1 - - 140

Total 66 298 [k 539

C. Others

Security/Watchmen . . . T .« e R CE R P 1
National Service Personnel P L S Ol O N I P STt e
On secondment from Ghana Education Serv1ce S e TR AR a1

Contract/Casual/Bv-Days (Not Permanent) R L 193

62




	001_L(7).pdf
	003_L(7).pdf
	005_L(7).pdf
	007_L(7).pdf
	009_L(7).pdf
	011_L(7).pdf
	013_L(7).pdf
	015_L(7).pdf
	017_L(7).pdf
	019_L(7).pdf
	021_L(7).pdf
	023_L(7).pdf
	025_L(7).pdf
	027_L(7).pdf
	029_L(7).pdf
	031_L(7).pdf
	033_L(7).pdf
	035_L(7).pdf
	037_L(7).pdf
	039_L(7).pdf
	041_L(7).pdf
	043_L(7).pdf
	045_L(7).pdf
	047_L(7).pdf
	049_L(7).pdf
	051_L(7).pdf
	053_L(7).pdf
	055_L(7).pdf
	057_L(7).pdf
	059_L(7).pdf
	061_L(7).pdf
	063_L(7).pdf
	065_L(7).pdf
	067_L(7).pdf
	069_L(7).pdf
	071_L(7).pdf
	073_L(7).pdf
	075_L(7).pdf
	077_L(7).pdf
	079_L(7).pdf
	081_L(7).pdf
	083_L(7).pdf
	085_L(7).pdf
	087_L(7).pdf
	089_L(7).pdf
	091_L(7).pdf
	093_L(7).pdf
	095_L(7).pdf
	097_L(7).pdf
	099_L(7).pdf
	101_L(7).pdf
	103_L(7).pdf
	105_L(7).pdf
	107_L(7).pdf
	109_L(7).pdf
	111_L(7).pdf
	113_L(7).pdf
	115_L(7).pdf
	117_L(7).pdf
	119_L(7).pdf
	121_L(7).pdf
	123_L(7).pdf
	125_L(7).pdf
	127_L(7).pdf
	129_L(7).pdf
	131_L(7).pdf
	133_L(7).pdf
	135_L(6).pdf
	137_L(6).pdf
	139_L(6).pdf
	141_L(6).pdf
	143_L(6).pdf

