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Abstract:

Establishing an organization, setting it on tratk@velopment is becoming a more and more complitttsk
and in most cases, requires expert knowledge. fatenrganizational theory offers a great variaty
applicable methods and tools for small and yourigrerises as support for their design and developnige
performed case study is based on consultancy viddcal Business Incubator in Subotica.

This article presents the author's approach, exatimn and description of some of the most common
problems of small enterprises. A number of orgaiopal theoretical terms were considered and haenb
connected with the specific case. The basic ainthefproject was to solve a set of actual orgardrati
problems for one of the business incubator tenare analyzed group of problems were related to the
structural design of an organization (e.g. exissimgple structure vs. functional), division of labb design,
decentralization, delegation, formalization andh@tdization, and span of control.

The applied methods were based on classical om@miztheory, contingency theory, Adizes life cyole
organizations, and other different partial appreschFar from the full set of factors that an upltde
contingency survey uses, this article considerg arfiew aspects with special focus on small enisgprand
their typical symptoms. While the task was sucadlystompleted, it seems this combined approaclkiden
proof to the problem solving possibilities of sutiethodical approach of applying organizational th&oal
knowledge in practice.

INTRODUCTION

Organizational problem solving possibilities ared&ly discussed in literature on
management and organization. Usually problems asetioned as subjects of change
activities (such as major or main organization $agkd accessory tasks). Of course these
problems or tasks for organizations are not theesdrhere are generally highly analyzable
and lowly analyzable tasks. The classificationh&fse tasks is case sensitive and very often
depends on the theoretical background of the emagperts. Usually, low analyzability
tasks are difficult to solve and require the prablsolvers to use judgment, instinct,
intuition, and experience rather than programmédtisms. Some counterproductive norms
can focus the decision-maker’'s attention on thepEnissues, often the things one can
measure quantitatively rather than the crucialdssu frequently these are the blockages to
change and improvement (Hodge, 2003). At any raigadvisable to use or consider more
theoretical approaches and techniques meantinmae the practical problems. The lack of
a clear and holistic viewpoint can cause blindnesgard the problems of organization
(Kieser, 1995). Thus it is advisable to use widsgumentation for the basic terms of

organization. While classical management theogsth as Taylor and Fayol were looking
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for the single best way in management and orgaaizaiesign, in the late 50s and early 60s
a shift of paradigm arose, claiming that the orgational structure of a company or
administration has to fit to the situation in whicfinds itself. In today’s variable situations
the different structures turn out to be most effect In other words the optimal
organizational structure is contingent, dependingertain contextual factors. Therefore the
Contingency Approach is included in the practiade study. Different researchers used to
focus on different contextual factors and meadweé influence in empirical studies.

Considering the basic organizational properties @rtingencies in addition with other
attributes according to the organizational sciegt@ssary one can offer as a useable
approach to problem analyzing. Organization themrya diverse field and involves
‘pluralism' (Reed & Hughes, 1992) or 'paradigm WiitKelvey, 1997) depending on the
perspective. As a theoretical background of thisclar some other empirically-oriented
contingency theory was added such as Burton & Glagbproach (Burton & Obel, 1998,
2005). They justify the adoption of this theoretiftaindation on the basis that it has been
developed sufficiently to provide a comprehensiged internally consistent propositions
or rules. "The contingency or situational approaebognizes that organizational systems
are inter-related with their environment and thdtecent environments require different
organizational relationships for the effective wok of the organization”
(http://www.fao.org/docrep/W7503E/w7503e03.htm)

While the contingency approach was used to anagn@ngency design fit solutions and
organizational properties, the included Adizes IGigcle Assessment approach was applied
to make the case more comprehensive.

Whether in an external or internal consulting rales participation of the client in all
phases of the improvement process is a key faot@utcess. In respect of this role, the
methodology was based on interviews and appliedtopumnaires according to the program
OrgCort (Burton, Obel, 1998), Step by Step Approach (Burde Sanctis & Obel, 2006)
and Adizes on line Life Cycle Assessnfeiidizes, 2010 a,b,)

! The program "OrgCon” based on contingency appreagtert system (Burton, Obel, 1998) provides a tool
for diagnosis and design. It aids the design pdms asking the designer questions about the durren
organization, the contingency factors, and theersffecommendations on the design, the configuratial

the properties. (Zhiang Lin, 2011.)

2 The Adizes Lifecycle Assessment Survey instantlgdpce and present a customized web report that
contains a graphical representation and writtennsam of the lifecycle stage(s) of analysed comparhe
custom report is based on clients answers to assefiquestions (www.Adizes.com)
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MATERIALS AND METHODS

Complex organizational problems are made simpleznwiney are separated into smaller,
more understandable elements. That is why thistahed case study is based on the
consideration of the crucial theoretical organadil terms. The selection of the right
analysis tool depends on the nature of the problédra.list of cited terms guided the author
to analyze and describe some of the most typicablpms of small and young enterprises.
The article describes one of the consultancy wapleted in Business Incubator in
Subotica. The basic aim was to solve the obviowuk\amy typical problems of one of the
small and young enterprises. Its case could beibdesicas representative for the majority of
firms in high rate of growth without named and delied functions, lacking formal
structure and formalization. According to the réswf the initial enquiry (interview with
the owner manager), this client - after a shorigoeof being in the “Go-Go phase” it
derailed towards the phase called “The foundegpt(Adizes, 2010a). The consultancy
work started with the questions (basic terms) alibet range of contingency factors
including:

— Size/Ownership

Management Style

Organizational Climate

Environment

Technology

Strategy.

And about the organization and its current situatice listed “organizational properties and
structural configurations” (Burton, Obel, 1998).e.g

— Organization's current configuration (organizatisteucture — form),

Complexity (vertical, horizontal, spacial differetton),

Centralization and decentralization

Formalization,

Incentives, ...

As a matter of fact it is the problem finding staipat can be called the strategic

assessment. The problem finding and problem fortimastages are also part of the
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organizational audit. Special emphasis was laighr@lems or typical symptoms that may
occur in any of the small enterprises.

One of the possible patterns for analyzing thesmgecan be followed according to
organizational (diagnosis and) design using a “®teftep approach” (Burton, De Sanctis,
Obel, 2006).

We “should start by assessing two, always existinggdamental goals, efficiency and
effectiveness. Efficiency is a primary focus on utyg use of resources, and costs.
Effectiveness is a focus more on outputs, prodoctservices and revenues. These are
competing priorities. Some organizations placeghd priority on efficiency, focusing on
minimizing the costs of producing goods or servic€sher organizations emphasize
effectiveness focusing on generating revenues izingeleading-edge innovation in the
marketplace.” (Burton, De Sanctis, Obel, 2006)

Based on the given answers and interviews the mumganization’s features could be
summarized according to the highlighted terms. Mesnwe can consider some theoretical

recommendations pertinent to the current case).

RESULTS
The strategy of the organization

Before starting to analyze structural questions, giould know about the famous dictum
“structure follows strategy” (Chandler, 1962). Ookthe simple but powerful ways to
describe a firm’s strategy is in terms of reacttefender, prospector and analyzer with and
without innovation. (Miles & Snow, 1978) Situatidnaontingencies influence the
strategies, structures, and processes. There &/slmore than one way to reach a goal but
in any case managers should adapt their organm=atio the situation. Most likely the
client’s (studied case) strategy is a defenderumeé has greater focus on exploitation than
on exploration. That means defender is high onatpd) its resources and situation but low
on exploring anything new or being innovative. Tdefender should maintain its position
by being efficient much more than the competitdise defender is slow to make significant
change. This can lead to a dangerous position imesenvironmental circumstances. An
organization with a defender strategy is an orgdioa with a narrow product market
domain. Top managers in this type of organizati@nexperts in their organization's limited
area of operation but do not tend to search outsieie domains for new opportunities. In

an uncertain environment, it is very likely thate tieustomers will prefer variation in
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products and services. Competitors are likely toy aeir strategies in products, prices,
advertising, etc. New innovative strategies magddked for.

Usually an organization in the “Go-Go phase is mgany that has a successful product
or service, rapidly growing sales and strong césh’f

(http://www.adizes.com/corporate lifecycle gogo.html

The Go-Go companies are sales and opportunity-urather than opportunity-driving.
They react rather than proact to opportunities.

Everything is described as a business priority. miake matters worse, often the
overloaded manager has difficulty articulating $tittegy and ideas clearly. (In the client’s
firm evidently bad sign predicting misfits). The gloyees who can interpret the Founder's
ideas become the key person, critically importasiders. They may become trusted and

authorized confidants in future.

The business environment

Open systems theory can be defined as a theorggahzation that views organizations
dependable from their surroundings, highly complertities facing considerable
uncertainties in their operations and constantkgracting with their environment. The
environment creates limits and opportunities fdira’s strategy and structure with other
organizational properties. This system also assuiimais organizational components will
seek equilibrium among the forces pressing on thechtheir own responses to their forces.
The organization’s environment can be describeduimerous ways. For this case the four
dimensional environmental description will do. Ahel' environmental complexity which is
the number of factors in the environment, and thnd@rdependency. B) The environmental
uncertainty which is the variance among the fact@) The environmental equivocality
which is the ignorance and confusion about the temee of some factors. D) The
environmental hostility which is the extent of ncadus external threats.

In the examined period of time the client's busseavironment can be described as a
medium equivocality, medium uncertainty, and higmplexity. In this stage it is important
to consider: does the strategy fit the firm’s godist does not fit the goal, the statement
should be reconsidered or the strategy to fit whthgoals. Second: does the strategy fit the
environment? Generally the aim (in the case of sackmall firm) is to move the

organization’s strategy to fit the environment.
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The size of the organization

One of the most widely accepted measures for azgdonal size is the total number of
full-time or full-time-equivalent employees. Withe 12 employees the consulted firm can
be considered as a small enterprise. Some appaldime the adjusted size e.g. define
correction factors according to the employee’s ll@feeducation. Between 51 and 75% of
the people employed by the client have a high lefeéducation. But in this case the
possible adjustments do not mean change. Thispeisers a typical small privately owned

firm (a bit over the size of the so-called micnari).

Organizational structure

It is sometimes called configuration or architeefurfrequently pictured as an
organizational chart. It shows the principles opaltmentalization identifies the grouping
together of functions or individuals, hierarchyunmber of levels and the span of control,
formal communication patterns - coordination, amegration. A poorly designed structure
may cause a number of misfits between the orgaaimdt properties and contingency
factors. The contingency theory of organizationsifgothat there is no single best way to
organize. The optimum structure for an organizati@pends on the values of variables
describing its task and environment. The orgaronali structure must provide adequate
support for the position and effectively. That meaufficient authority, resources and
management support. All of the job overlaps shdnddavoided as a source of inefficiency
and conflicts.

According to the scheme — organizational chart mivewas easy to recognize that the
client’s organization had a typical Simple Struetufhat can be characterized as a structure
with low degree of departmentalization and a wiplansof control. The authority is largely
centralized in a single person with very littlerfalization. It usually has only two or three
vertical levels, so it could be called 'flat stwet, and means low vertical differentiation.
Human resources are a flexible set of employees,gemerally one person in whom the
power of decision-making is invested. This simpieigure is most widely practiced in
small business settings where the manager andlfush@ owner happens to be the same
person. Its advantage lies in its simplicity. Thmakes it responsive, fast, accountable and
easy to maintain. However, it becomes grossly igade as and when the organization
grows in size. Such a simple structure is beconpogular because of its flexibility,
responsiveness and high degree of adaptability Hange. Go-Gos need continuous
restructuring. They are like children who keep oomgng their clothes. Many Go-Go
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leaders however attribute little importance to cinte, managerial processes or systems.
They are focused externally on the sales. Orgaoizalt structures, roles, responsibilities,
require attention to detail, discipline and seHtraint. These qualities are quite alien to the

entrepreneur”. (http://www.adizes.com/corporatechicle _gogo.html)

Question of organizational complexity

The complexity of organization is measured by eetfti(hierarchical), horizontal, and
spatial (geographical) differentiation. In most thle cases an organization’s hierarchy
(vertical differentiation) begins to emerge where tbrganization experiences problems
(very often connected with the question of deleggti A basic design challenge involves
deciding how much authority to centralize at thp td an organization and how much to
decentralize to middle and lower levels.

Small organizations should have low organizatiamahplexity. The client has a routine
technology, which implies that the organizationamplexity should be low. When the
environmental hostility is high, organizational qalexity should be low. The top manager
has a preference for a high level of involvemeid idecision making in lower (operative)
level, which leads to lower organizational comptgxit is also a symptom that appears in
the Go-Go’s founder trap.

"When the size of the company and the environmerdaiplexity increases, the top of
the simple structure usually may get overloadedh witformation”. This information
overload may compromise the effectiveness of theisam-making performed at the
organizational top, and make the organization stowets adaptation to new situations.
Growing companies, in changing and dynamic enviremisy may therefore need to
specialize and formalize its organizational strugtiso that work must not be as heavily
coordinated by the organizational top. Likewisempanies may need to differentiate
activities into subtasks, and employ specialisgpoasible for a given subtask previously
handled by e.g. the company owner. Finally, comgmmay need to decentralize some of
the decision-making power to lower levels of thgamization, so that decisions are made by
people responsible for the subtask, and who canspeécific knowledge and information
about the handling of the given subtask. A cleattepa of vertical and horizontal
differentiation can cut down on role conflict andoler ambiguity”.
(http://www.businessmate.org/Article.php?ArtikelB3)

"Organizational differentiation means the un-bungland re-arranging of activities. Re-
grouping and re-linking them is organizational gregion (Lawrence & Lorsch, 1967).
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When different units are assigned individual task&l functions, they set independent
goals” also. (http://www.fao.org/docrep/W7503E/w3B03.htm)

Organizational climate

Organizational climate is a measure of internaliremment and can be described in
terms of the values of a particular set of charasttes or attitudes of the organization. It is
experienced by its members. It refers to all membéthe organization including superiors
and subordinates. Basically the climate can bertdestwith two dimensions: A) Tension -
incorporates a combination of organizational faxtas experienced by insiders such as
trust, conflict, morale, rewards, leader credipibind scapegoating. B) Readiness to change
— people’s readiness to shift direction or adjbsirtwork habits. For more precise diagnosis
the four category models as a combination of thertimeed dimensions seems to be

applicable. (Table 1.)

Table 1 Organizational climate dimensions

Group Internal process | Developmental Rational goal
Tension Low High Low High
Readiness to Low Low High High
change
oriented Internally Internally Externally Externally

Abridged from: Burton M.R. DeSanctis G., & Obel([006) p. 149.

Based on the answers provided for analyses, it ostniikely that the client’s
organizational climate is a developmental climat@he developmental climate is
characterized as a dynamic, entrepreneurial anatieeeplace to work. The leaders are
considered to be innovators and risk takers. Readirfor change and meeting new
challenges are important. The organization's l@mgitemphasis is on growth and acquiring
new resources. Success means having unique andmelucts or services and being a
product or service leader is important. The orgaton encourages individual initiative and

freedom”. (Orgcon Report Summary according to teel

The management style

Managers have to perform many roles in an orgapoizatnd how they handle various
situations will depend on their style of manageméwmcording to the applied approach
(OrgCon questionnaire — Burton, Obel, 1998) the agement style can be measured by the
level of management's micro-involvement in decisiweiking. Leaders could have a low or

high preference for micro-involvement. As a matbérfact, it means that there are two
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sharply contrasting styles: Autocratic and Pernaessi(http://www.rpi.edu/dept/advising/
free_enterprise/business_structures/managemers $tiyh, 31.08.2011.)

In the current case the manager has a high prefefen micro-involvement. It could be
considered as a typical example for small firm abuWso — Go phase. The authority
presents itself as the power vested in a persowirtye of his role to expand resources:
financial, human and technical, in order to meet dlscountabilities of the role. It is very
important to have a clear and distinct line of auty among the positions in an
organization so-called “Chain of command”.

The manager of the reviewed company has a preferfenenaking most of the decisions
himself. This means a high preference for micrelwement. When the Manager has a
preference for using control to coordinate actgtthat leads toward a high preference for
micro-involvement. Founder - manager needs emplsygeep feelings of affection and

respect.

Delegation and decentralization

Decentralization is a necessary and continuousegsoavhich means systematically
delegating power and authority throughout the omgion to middle and lower-level
managers. It goes together with the delegationga®by which a manager assigns a portion
of his or her total workload to others.

The manager is “often ineffective (and frustratétfjth his personal involvement in the
day-to-day work of the company, the leader oftes litle time to manage. Work is hastily
assigned with scant attention to detail’. As a sratif fact the owner does not need to be
involved in all those details. This is a real s(distinctly appeared in this case) that there is
a need for decentralization. Some founders viewwehsymptoms as further evidence that
successful business depends on their personal emgsg. The usual problem is that they
tend to fix these problems by taking personal @intand unnecessary level of micro-
involvement). “The employees are frustrated. In thee of an overwhelming workload,
unclear responsibilities and fuzzy goals, employéed it increasingly difficult to be
productive. New people are hired and thrown inteirtjobs with little training or
preparation. Physical space and proper equipmenbeacarce because growth is difficult
to predict. Promotions can occur on the spur ofrtteenent. Later in adolescence it often
turns out that people promoted into senior managemeasitions during previous phase do
not have the skills and experience needed to sdccee that position.”
(http://'www.adizes.com/corporate_lifecycle_gogo.ht@ften when the rules and policies
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are created the founder — leader could be the tiirstiolate them. In the Go-Go phase
founders also tend to struggle with delegation adecentralization. Workable
decentralization requires an effective system otrab. Mistakes in delegating can bring the
Founder to retake the reins of control. It can egeéa the process of effective
decentralization. The Founder needs to escapecddsit details so that he can focus on the
whole picture.

If perpetuated, this inability to effectively debdg will threaten organization in Go-Go
phase into a premature aging syndrome known a$-thender's Trap” (Adizes, 1990). (See
figure 1.) It occurs when a rapidly growing compasyunable to relieve itself from
dependency on the founder. With weak control systeancountability is very unclear no
one takes responsibility. This is the stage whereefyone claims inadequate information,
lack of authority, and feels they are the victimhiglecisions made by other people. Fingers
point in all directions. This frustrates Go-Go leexd They feel betrayed. No one warned
them of the tricky dangers ahead”. (http://www.adizom/corporate_lifecycle_gogo.html)

The urgent need is uncovered to develop functiond abilities needed between
employees to replace the unique skills of the owifiérr will not happen because the owner
manager is unwilling or unable to effectively delesg and decentralize control, it can

become a fatal problem.

Fig. 1"Go — Go phase” turning into dangerous "Foundep’tra
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Source: (Adizes I., 2010 b.) a customized web repor

Integration and coordination

It involves the collaboration among specialistsdeekto achieve a common purpose of
the organizational sub-systems. It evolves sometraiing mechanisms for smooth
functioning of the organization. As a matter oftfatmeans organizational counterbalance

for decentralization differentiation and (in sonases) division of labor. Integration can be
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achieved across various specialized units, funstionensure that organizational goals are
being pursued. "Span of control refers to the nundbespecialized activities or personnel
supervised by one manager. There is no optimal euffia a span of control and number of
levels in the hierarchy. In fact, span of contradahierarchy levels are inter-related and
depend on situational factors” (Barkdull, 1963) pbrtant features to be considered while
designing are: similarity and complexity of funct® need for direction and control,
managerial coordination and planning requirement.

There are several methods to improve integratioh.néeded, even in a small
organization). These include rules and procedundgeofessional training. Communication
Is another important process in the organizationciat for achieving integration and
coordination of the activities of separated unitslifferent levels. Communication can be
horizontal, downward or upward. Integration and rdowation refer to integration of the
objectives and activities of specialized units eaib-systems in order to achieve the
organization's overall strategic objectives. Iggaand complex organizations coordination
and integration become extremely important It clo de improved through developing
rules and procedures, and professional trainingnddsimultaneously), with professional
committees involving managers from different spkezea units.

Integration aims at ensuring that different subtays work towards common goals.
Staff meetings with the purpose of integration @ondrdination are held weekly in short
duration for each work group (department), with ge@meral manager present. There are no
meetings for the entire staff meantime.

Some additional terms of analysis were

— Job design — “...the assignment of goals and taske accomplished by employees...”

— Job enrichment — “An alternative to job specialmat(that) which involves increasing

both the number of tasks (job enlargement) the aodoes and the control the worker
has over the job become crucial too for the exadhfimen.” (Daft, 2006).

Technology

Technology is based on major activity. In the cuorrease it is production (a unit
production technology - finished products from casige material, custom-made furniture).
The client only has (a) few different products, @es in one country, has a low product
and process innovation, with a high concern fordigudln an uncertain environment, it is

very likely that the customers will prefer variation products and services. Competitors are
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likely to vary their strategies in products, pricadvertising, etc. New innovative strategies
may be called for. Some rather non-routine techmpolwill likely be required to adapt to an
uncertain environment.” (Burton, Obel, 1998 b)

In this organization Information and accountingtegss seemed to be weak. This can be
typical for Go-GO phase) where only support foribaseeds of production/operations,
customer service and accounting exists. The cBeinth lacks useful cost accounting and
accurate reporting of individual product profitatyii Management reports are often
published so late that they are of little use fay-tb-day operations. (Insufficient cost

controls, ad hoc budgeting)

The question of formalization

Formalization is the degree to which an organizatias rules, procedures, and written
documentation. Formalization means an organizasgomvolving installation and use of
rules, procedures, and control systems.

The examined firm is organized around people angepts. Responsibilities are assigned
based on who can do the work on a project-by-ptqj@mduct - task) basis. New tasks
often conflict with previous assignments. Often trganization chart does not accurately

reflect the way work really gets done.

DISCUSSION

Strategic design recommendations

According to the cited literature and applied pEctknowledge the results of the
performed analyses show comparisons between tbeetical input modules and identified
appropriate practical organizational solutions. basic aim was to diagnose and solve the
fundamental discrepancies between contingency riacod elements of organizational
properties. As a result some of the identified galof major factors and properties in the
analyzed organization derailed from universal pples of management and contingencies,
that means urgent adjustment is needed in thet'sliiam.

When many factors in the environment affect theanization, it may make it difficult
for a defender like the client’s firm to protect atht does and also difficult to protect its
established market position. Therefore, the defestlategy is not appropriate. An analyzer
strategy is more appropriate for this complex emvinent. Here the analyzer should seek

out opportunities in the complex environment.
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The current organizational complexity is low. Urgtandably due to the fact that it is a
small firm with medium horizontal differentiationpw vertical and low geographical
differentiation. (It is only in one location).

The most likely configuration that best fits theuation for the client has been estimated
to be a functional configuration. A functional onggation is an organization with unit
grouping by functional specialization (productiomarketing, finance, etc.).

The current formalization is medium but there sbdag high formalization between the
organizational units but less formalization withithe units due to the high
professionalization. Since the firm employs manyf@ssionals the formalization should not
be as high as it would otherwise be. When the aozg#ion is in the manufacturing industry
and it has a routine technology, its formalizatslould be lower than if it were in the
service industry. When the organization uses aarakd information system, formalization
should be high. A defender strategy needs cogtiefity and that can be obtained through
formalization. Organizations with routine technoflaghould have high formalization. High
formalization is consistent with top managementsfggence for a high level of micro-
involvement.

The organizational life cycle phase “The Founddérap” (uncovered pathologies for
Go—-Go) “occurs when a Go-Go company is unable lteve itself from its dependency on
the Founder. The company is trapped by the capabiland limitations of the bottleneck
that is its Founder. This can occur because thantzgtion is unable to develop the abilities
needed to replace the unique skills of the FounDee. slide into the “Founder’s Trap” can
also occur because the Founder himself is eithetllurg or unable to delegate effectively
and decentralize control. Developing the skillstegns, trust and respect needed to support
delegation and decentralization is a crucial tasktie given client. The process starts with
delegation from the Founder, which involves trangig responsibility for important tasks
down into organization and creating the commitme®ded to achieve the desired results.
But, forcing this transition before it can be effeely supported will foster mistrust and
animosity between the Founder and the employegs’ f(iture senior management team),
and exacerbate the Founder's “Trap” pathology. p{hiww.adizes.com/
corporate_lifecycle _gogo.html) Go-Go companies nhegjin to make the transition from
management-by-intuition to a more professional eagh. Stage of Founder’s trap should
be avoided by staggered empowerment. That cantievad through:

— aligned role with capability,
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— aligned tasks with the role,
— aligned resources with accountability,

— context or value provided by the manager.

Consistent human resource management builds rebpitys enables avoiding
confusion in roles and frustration of employees.

The motivational system should develop a feelingldigation in employees and also the
system of values, standards, conscience and aspsdhat individual demands of himself
or herself. It relates to one’s own standards, ciense, values and aspirations.

Incentives should be based on results and procediitee client’s coordination and
control should be based on rules and proceduresgrators could be group meetings and
some mutual planning. Unannounced and unproductieetings should be avoided. A
moderate amount of information will be required @&nd not likely that there will be a need
for rich information (nor for wide channels of imfoation).

On the field of formalization the current clientosihd consider increasing the number of
positions for which written job descriptions andtt@n rules and procedures are available.

According to the defined measures the supervisinigeoemployees should be closer.

CONCLUSION

One of the major misfits that created obvious pFoid was the un-adjusted (defender)
strategy with the business environment and orgéoizal climate. The reason lies in the
lack of delegation and decentralization. The pathichl Go—Go’s “founder trap phase”
spontaneously formed because of the overloaded rsviv@bility to form and control
strategy. It slowed down the process of growthaitledl the organizational forces, such as
creativity, and led to the diagnosed “founder trag’his stage threatens healthy
development; it cannot be maintained over a lopgeiod. Missing adequate organizational
structure with poorly defined division of labor atitshally worsens the situation. Very often
“a single misfit may make the whole design unacdseta(Burton, Lauridsen, Obel, 2002)
The detected situation shows misfits in a routeehhology and uncertain environment
because it can cause problems. For this contingsoitye non-routine technology is better!
“A routine technology produces goods and servidéisiently which are standard and
without variation. Low product innovation but a teén environment calls for a review and

suggests that the organization consider greatetuptannovation. Low product innovation
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means that the same products are available forxended period of time. In a certain
environment with little change in customer demaawdg preferences, there is little need for
new products. But, with increasing uncertainty imstomer demand, new competitor
strategies, possible governmental actions, shiftugjomer tastes, etc., current products are
likely to become soon mismatched with the possdbignged environment. New products
and innovation will likely be required to adapt amdeet the emerging needs and
opportunities of the new business environment” {&urObel B, 1998 b)

It is evident that the client’s firm needs to make recommended interventions to return
on the fastest possible track of development.

Such simplified approach, showed in the article gare a model that would assist
analysts to deal with more widely recognized faztarhe majority of those considered
organizational glossary terms should be considemdn diagnosing and designing
organizations of any type and in any contingencguenstances. Users are asked to identify
organizational design parameters in order to chémgje settings (if necessary). In this case
the majority of important contingencies have beéentified. It is also shown that the
selected and analyzed terms can provide wider aided possibilities for organizational
analyses in even more complex situations. The sigdemodel of thinking or qualitative

analytical approach may be applicable to the migjofimanagerial issues.

Summary

Establishing an organization, setting it on tratk@velopment is becoming a more and more complitttsk
and in most cases, requires expert knowledge. fatenrganizational theory offers a great variaty
applicable methods and tools for small and yourigrerises as support for their design and developnige
performed case study is based on consultancy wblical Business Incubator in Subotica. Becausa as
management consultant, the basic role or challevageto identify and investigate problems conneetét
the case and to control implementation of the renended actions.

Organizing becomes crucial managerial functionradraging people and resources to work toward a. gded
purposes of organizing include, but are not limi@determining the tasks to be performed in otderchieve
objectives, dividing tasks into specific jobs, going jobs into departments, specifying reportind anthority
relationships, delegating the authority necessaryalsk accomplishment.

The study is written with the aim to offer a the@eapproach to solving the rising empirical problef
organization, giving the model of thinking for cormapension of diversity when designing - creating,
restructuring organizational architecture typical $mall enterprises.

This article presents the author's approach, exatin and description of some of the most common
problems of small enterprises. A number of orgaiopal theoretical terms were considered and haenb
connected with the specific case. The basic ainthefproject was to solve a set of actual orgardrati
problems for one of the business incubator tenarte analyzed group of problems were related to the
structural design of an organization (e.g. exissimgple structure vs. functional), division of lapb design,
decentralization, delegation, formalization andh@tdization, and span of control.

As an uninvolved person (only in the role of a adtat) the task was also to overview the potemtiatesses
of derailment in application of prescribed treatin€B.g. Not to allow the management to graduabwvk the
necessary change process, to audit if the necesshlifional efforts were made to reduce the occadio

37



DETUROPE — THE CENTRAL EUROPEAN JOURNAL OF REGIONAL DEVEUERT AND TOURISM
Vol.4 Issue 32012 ISSN 1821-2506

resistance that risks the main objectives to disappNot to allow only cosmetic changes to happen b
making insufficient effort to forward the proceddtte needed change).

The applied methods were based on classical om@miztheory, contingency theory, Adizes life cyce
organizations, and other different partial appreschThis expanded approach involves mechanistic and
morganatic viewpoints too. Organisations can becsitle just as people do. Like people, organisatican

be structurally sick or behaviourally sick. The ivas “symptoms” can be studied, hopefully, within a
diagnostic framework that would enable an accudidgnosis to be made and treatment prescribeding br
about a healthy, productive and successful orgaaisaln this article some comparisons are madevéen
human maladies and organisational problems betwesgical and “organisational diagnosis”. This kinfd o
“organic” approach shows some new possibilitiestirdying the organisational effectiveness and ‘théal

The selected methods give us an opportunity to werc@ome of the extremely dangerous misfits (e.g.
inappropriateness of strategy and goals, configamabrganizational climate, leadership style, &tee basic
aim was to diagnose and solve the fundamental efiscicies between contingency factors and eleménts o
organizational properties in order to find the bpessible total design fit. The process of diagndss
uncovered that some of the identified values ofom#&@ctors and properties in the analyzed orgaioizat
derailed from universal principles of managemend aontingencies, that means urgent adjustment was
needed in the client’s firm.

Far from the full set of factors that an up-to-detstingency survey uses, this article considety arfew
aspects with special focus on small enterprisestlagid typical symptoms. The contingency views ag pf
the leading theoretical approach of organizatiatesign help us consider some aspects relevantaiyzimng
conditions of strategy formation and its influenaes structure and organization “health” (fitted ke fit).
These contingency factors include external andrialeenvironment, management style, climate, sizé a
ownership, technology, and properties of orgamratuch as complexity and differentiation, formatian,
centralization, span of control, rules, proceduflesy of information — media richness, incentivesg). It is
assumed that the characteristics of strategy almer aharket devices correlate with specific contarftshe
contingency factors for organizational structurena$l as with properties and structural configuratof the
organization.

The purpose of this research was achieved. Withdéseribed approach we obtained a powerful tomnst
enough to enable the manager (the client) to méiggrse elements of their small enterprises, |¢armake
successful combination for functioning in new stanal design, and controllability.

The study offers a managerial toolkit for the bes person or consultant who wants to make hiseor h
organization better. Direct focus was on desigmppsued by the science of organization theory, twhic
provides the basis for the diagnosis and designilé/ithe task was successfully completed, it seems t
combined approach lends proof to the problem sglpiossibilities of such combined methodical apphoaic
applying organizational theoretical knowledge iagtice.

Summary in Hungarian

MIKENT ADJUNK  ELMELETI MEGOLDASOKAT GYAKORLATI SZER  VEZETI
PROBLEMAKRA — ESETTANULMANY

A véllalatok megalapitasa és a feiés iranyaba forditasa egyre inkabb 6sszetettdttadalik, és az esetek
tébbségében szakérttudast igényel. A tudomanyos szervezetelméledlkalmazhaté eszkdzok, mdédszerek
széles skalajat kinalja. A kis és kozépvallalkokapoojektdlasa és fejlesztése esetén is. A bentttato
esettanulmany a szabadkai Ugyviteli inkubatorbagzett tanacsadoi (konzultdns) munka eredménye.
Menedzsment konzultansként az alapfeladat illetve kihivas a szervezeti probléméakéigisa kivizsgalasa
és a javasolt megoldasok alkalmazasanakd&liése volt.

A célok elérése érdekében a menedzsment funkcialitktiulcsfontossagiva valt a szervezés. A szesvezé
céljai leginkabb, nem #Kkitve azok korét, a sziikséges feladatok meghatsétizésoportositasat, egységekbe
tagositasat, jog -korok és felhatalmazasok kicdskitjelenti.

A tanulmany azzal a céllal ir6dott, hogy elméletegkozeitést - modellt knaljon az egyre ndvekvés
sokasod6 gyakorlati szervezési problémak megoldasala kis és kodzépvallalatok kialakitasanal és
atszervezésénél.

A cikkben a szerz néhany a kis és kozépvallalatokra legjellébiz problémanak a megkdzelitését és
vizsgéalatat mutatja be. Szamos szervezetelméligjekiés — fogalom lett figyelembe véve a konkrédters
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keresztil. A (konzultans) projekt célja néhany ezeeti probléma megoldasa volt az Ugyviteli inkabat
egyik (albérd — tgyfél) cégénél. Az elemzett problémak a szestidzonfiguracido kérdésére (a meglev
egyszeli struktdra vagy a helyette kiali@ndd funkciondlis struktirara) munkamegosztasrankakorok
leirdsara, decentralizaciora, delegaciora, szalmsitésra, elletrzési fesztavra vonatkoztak.

Kils résztvevként (csak a konzultans szerepében) a feladat mégsetleges eltérések fellgyelete és a
javasolt megoldasok alkalmazasanak élieése is volt. (Példaul: nehogy a menedzsment fitkean letérjen

a szikséges ataléisi folyamatrdl, ellebrizni vajon megtették-e a kéll ersfesdtéseket az esetleges
ellendlldsok felszamolasahoz melyek kockaztathagakalapvet célok, megvaldsasat. Nem szabad
megengedni a latszélagos valtoztatasokat vagy netégid intézkedéseket a sziikséges valtoztatasok
végrehajtasanal.)

Az alkalmazott mdédszerek klasszikus szervezetehyrié@matingencia - elmélet, a szervezetek Adizesvezeti
életciklus, illetve mas részleges megkozelitéseltepultak. Ez a kiszélesitett megkdzelités magabklta a
mechanisztikus és az organikus aspektusokat ist &tingy az emberek a vallalatok is megbetegedhetnek
szervileg azaz strukturdlisan vagy mentalisan neatfestukban. A kildnbéztiinetek segithetik a pontos
diagnozis felaltasat és a megfelelgydgymod meghatarozasat egy egészséges, termékeemelékeny) és
sikeres szervezetet érdekében. Ebben a cikkbemyé¥gszehasonlitast tehetiink az orvosi és a satrvez
diagnézis kozott, az emberi betegségek és a sain@mpblémak kdzott. Ez a szerves megkozelitéeimyv
néhany (] lehéséget a szervezeti hatékonysag és egészség tagyolradaban.

A kivalasztott modszerek leltesteget adtak arra, hogy felfafjenek rendkivil veszélyes szervezeti
korilmények (a stratégia és a célok, a konfigurdc®d szervezeti klima, a ve#et stilus, stb.
Osszehangolatlansaga. Az &lleges cél a kontingencia - ténykzés a szervezeti jellerbz alapved
ellentmondésainak diagndzisa, majd telijes egyesstetéaizaz a szervezeti 6sszhang kitdak volt. A
szervezeti diagnozis feléthsdnak folyamata tobb ellentmondast is feltarg|d@ul eltéréseket az altalanos
menedzsment elvel) és e korliimények sibg egyeztetést (beavatkozast) igényeltek a faégtegénél.

A kontingencia - elmélet teljes eszkdztaratdl eftble, a cikk csak néhany a kisvéllalatok tipikliadteire -
szempontjaira 6sszponfasA kontingencia - elmélet a szervezetek tervezélséedti néhany fontos feltétel
korilmény elemzését. llyenek a stratégia megalkoéssa szervezet egészsége (,testre szabott egigsEsé
kontingencia - tényéik magukban foglaljak a: kilsés belé kdrnyezetet, vezéi stilust, szervezeti klimét, a
vallalat nagysagat, tulajdonviszonyokat, techndtdtzen tdl feldleli az egyéb szervezeti jelléket, mint, a
komplexitas, a differencialédas, formalizalas, kijostas, elledrzési fesztav, feladatkérok és folyamatok,
az informacio keringése (csatornai), a motivadi, Beltételezhét hogy a stratégia és a piac jellegzetességei
Osszefuiggnek (korreléltak) a kontingencia - téfitkel, ugyanigy ahogy a struktiraval vagy a szemviEmbi
jellemzivel is.

A kutatds célja megvaldsult. A leirt megkozelitéegsy hathatds eszkdzt biztasttunk mely leheivé tette a
menedzsernek (az Ugyfélnek), hogy egyeztesse (imsgelja) kisvallalkozasanak kilonigozlemeit, és
mitkddsképes iranitd struktirajat sikeressé tegye.

A tanulmény vezéi irdnyitoi eszkdztarat kindl a menedzsereknek vagy a sadé&nak, akik jobba szeretnék
alakitani véllalataikat. igy a kdzvetlen figyelem a smsretelmélet altal biztéstt tudomanyos szervezeti
diagnozisra és tervezésre iranyult. Mivel a felegslkéresen meg lett oldva, ugyntk, hogy ez a kombinalt
szervezetelméleti tudas bizonyitottan megoldasjtingtia gyakorlati alkalmazasban is.

Kulcsszavak:
Szervezetelmélet, szervezeti diagnozis, kontingealtnélet, a szervezetek életciklusa,
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