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_________________________________________________________________________ 

 

Abstract 

 

There are many existing theories on organizational structures and decision making 

processes. We believe that, as with all theories, they may or may not be relevant in the 

“real” life. With this dissertation our aim is to research how well some of these theories 

agree with the organizations of today. Because the nature of our research we chose to use 

the inductive approach to be able to get a deeper understanding of the chosen subject, not to 

generalize, and we kept an open mind for the results. We also wanted to see where in these 

organizations the decision making authority is located, if it is centralized or decentralized. 

By this we mean on which level in the company most decisions are made and how much 

authority exists on the local levels.  To fulfill the purpose of our dissertation we made a 

multiple case study of three Swedish companies. The interviews were made in a smaller 

town in Skåne and when it comes to the decision making authority we chose to concentrate 

on the local level. Two of the organizations studied operate not only on the Swedish 

market, but also on the Scandinavian market. 

 

This dissertation is composed of two parts, a theoretical and an empirical part. The 

theoretical part covers different models of organizational structures and description of 

decision making authority developed by Henry Mintzberg, and the empirical part was done 

by case studies in form of semi-structured interviews. 

 

The result of our first research question, which is concerned with where the decision 

authority lies in an organization, showed that decision authority is both centralized and 

decentralized, but the level of centralization and decentralization depends on the 

organizational structure and the business environment that each organization has. The 

result of our second research question, which is concerned with how much authority the 

local managers that were interviewed had, is similar to the first one. How much authority 

the interviewees have depends on the business that the organization operates in and on how 

the organization is structured.  
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Chapter 1 

Introduction 

_____________________________________ 
In the first chapter we present the background and purpose of our dissertation. 

Further we describe the limitations and the problem definition. The research 

questions are presented. 

 

       

1.1. Background  

Different organizations are built up in different ways to be able to function in their 

specific environment. One organization is seldom structured in the same way as 

another even though it may operate in the same branch or the same business 

environment. According to Mintzberg and other researchers, different organizational 

structures are supposed to follow clear paths to some extent, especially regarding how 

and where decisions are to be made, to ensure a successful outcome. The question is 

however, to what extent these theories are relevant in real life. We believe that the 

organizations of today have developed in different ways, compared to the 

organizations that have been researched in the past. That is the reason why we do not 

believe that one organization has the characteristics of only one described model of 

organizational structure, but rather is a mixture of several influences. It is possible 

that some organizations fit into some clear theory, but we strongly believe that the 

majority abbreviate from one single organization characteristics described by the 

theory.   

          

         Our interest in organizational types and decision making processes has developed 

throughout our education at Högskolan in Kristianstad. Because many courses that we 

have studied often presented theories on different subjects we felt that we wanted to 

go deeper in this subject and conduct our research to see to what extent the literature 

we have read fits with reality.   
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Our intention with this dissertation is to research to what extent three organizations 

operating on the Swedish and Scandinavian market fit into the theories developed by 

Henry Mintzberg. We also want to investigate where the decision making authority 

lies in this organizations.  

 

 

1.2. Problem definition 

The problem we want to give an answer to is regarding the decision making authority 

within organizations. We also want to research how well theories about 

organizational structures characterize organizations operating in today’s business 

environment. Because Mintzberg’s theories on structures and decision making were 

developed many years ago we believe that there is worth investigating how well these 

theories characterize the organizations of today, if they are still relevant or if there is a 

need to develop them so they will become more up to date.  

 

Our research questions are: 

• Our main research question is: Where in an organization are decisions made? 

• How much authority do the interviewed local managers have? 

 

 

 

1.3. Purpose 

First of all we wanted to research where in the studied organizations the decision 

authority lies, and where the actual decisions are taken. Our ambition was also to 

describe, analyze and compare the three researched organizations, with Mintzberg 

theories on organizational structures and decision making processes. We also 

compared the three organizations with each other to see if there were any differences 

and similarities.  
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1.4. Limitations  

Our main limitation is that we are going to concentrate on three companies, which are 

not in the same branch, but that we work for and therefore have easy access to. We 

chose to conduct our research only on the local level for all three companies.  

 

Another limitation is that we are concentrating on the organization structures by using 

Mintzberg’s theories, and on the decision making process also by Mintzberg and 

Simon. We also chose to only use the theories that are relevant for our dissertation.  

 

Unfortunately we see the available time that we had to complete this dissertation as a 

very big limitation for our research both regarding the case studies and the literature 

review.  

 

 

1.5. Outline 

Chapter 1: Introduction. In this chapter we write about the background, the problem, 

the purpose, the limitations and the research questions that we tried to answer.  

 

Chapter 2: Methodology. Here we describe the process how we have done our 

research for the dissertation.  

 

Chapter 3: Theoretical framework. In this chapter we will present the theories that we 

found relevant for our dissertation.  

 

Chapter 4: Empirical method. Here we will present the case studies that we have 

made. 

 

Chapter 5: Analysis of the collected data. In this chapter we will analyze our finding 

with the help of the previous theories that we described in chapter three.  

 

Chapter 6: Conclusions. In this chapter we summarize our findings and conclusions. 

We also present ideas for further research and describe the practical implications of 

our dissertation. 
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Chapter 2 

                             Method 

 

In this chapter we will describe the methodology we have chosen. Further we will 

present the chosen research approach, the research philosophy, the choice of theories 

and the empirical strategy. Also criticism and credibility will be discussed. 

 

After we decided on the subject we wanted to research and write about in our 

dissertation, we started by collecting and reading literature about organizational 

structures and decision making processes. After deciding to use Mintzberg’s theories 

about different organizational structures we moved further and looked for theories 

about the decision making process itself. After conducting the literature review we 

wrote the theory part of the dissertation which can be found in chapter 3. Further, we 

moved on and composed a questionnaire for our case studies of three Swedish 

organizations. The researched organizations were chosen because they are relatively 

different from each other, operating in totally different environments and provide 

different services and products to their customers/clients. According to Saunders this 

can be a benefit for out research. Another reason for choosing these three specific 

companies is that we had easy access to them because we have both been working 

within them and had experience from the local point of view. It is also important to 

mention that our research was conducted on the local level of these three companies.  

 

After composing a questionnaire we booked the interviews with the chosen 

organizations. Because of the advice from our tutor, we chose to anonymize the 

researched companies. We will call them Company A, Company B and Company C.   

 

In Company A we interviewed the local manager who is also the owner and the CEO. 

Because this company is so small and only exists on a local level, its hierarchy is 

made up of only two levels, so the interviewed manager is the one making decisions 

both on the highest and the lowest levels in this company. This company is not 
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located in the same city as Company B and Company C and that is the reason that the 

interview was made in another location that the interviews with companies B an C 

were made.  

 

In Company B we interviewed the store managers in the same town for two of their 

divisions that we will call division B1 and B2. These two store managers are also the 

ones in charge of making decisions at the lowest level in the company.  

 

In Company C we interviewed the “district manager”, meaning the manager who is 

responsible for the employees in a smaller town in Skåne. The district manager for 

Company C and the store managers for Company B are on equal level in the different 

organizations. 

 

It is important to mention that all the interviewees are in charge of making decisions 

at the lowest levels in their company no mater what their job title is and this is the 

reason why we could compare these organizations with each other on the local level.  

 

When the interviews were done we analyzed and compared the primary and the 

secondary data that we had gathered and the outcome of this can be found in chapter 

5 of our dissertation.    

 

 

2.1 Research approach 

The deductive research approach starts in the theory. Some characteristics of this 

approach are the development of hypotheses, which should be operationalized and 

tested. The main aim of the deductive approach is to generalise and the flexibility is 

not so high (Saunders, Lewis and Thornhill 2007). 

 

The inductive approach is based on that the analyzer collects his/her own data, and 

then develops a relevant theory as a result of the data collected to explain the 

findings. The structure of the dissertation will be quite a flexible one and it will be 

less generalization because the aim is to be a part of the research and to understand 

(ibid). 
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We believe that a mixture of both the inductive and the deductive approach are 

suitable for our purpose. Even though our aim is not to generalize our findings as is 

the case with the deductive approach, we did start our dissertation by looking at 

existing theories in the field of organizational structures and decision making 

processes. Than by collecting our own primary data, which is typical for the inductive 

research approach, we compared our findings with the existing theories. The reason 

for this is because we were curious if the existing theories that we have used in this 

dissertation are able to fully characterize the organizations of today and their decision 

making process. We also kept an open mind for the results of our research. Our aim 

was to discover where the decisions are actually made within these three 

organizations and who has the decision making authority. This could only be done by 

starting looking at the organizational structures of the researched organizations. Our 

aim was not generalize our findings, but to research how well the three organizations 

that we have studied for this dissertation fit into the existing theories developed by 

Mintzberg on organizational structures and decision making processes. Our goal was 

to carry out case studies by applying existing theories on organizational structures to 

analyze these three organizations. We will also compare the three organizations with 

each other to see if there are any similarities and differences between them. 

 

 

2.2 Research philosophy 

We will use the interpretivistic approach because it does not focus on defining law-

like generalization about the complex issues of circumstances (Saunders et al, 2007). 

We also had to discover and understand the details and the reality of the researched 

organizations to be able to complete this dissertation. Also of importance is that 

business situations seen through this approach are seen as functions of particular sets 

of circumstances and individuals (ibid). This is of great importance for our 

dissertation when analyzing where decisions are made, who makes them and how the 

outcomes of the decisions are affected by different factors in organizations. 

 

We will also use the realism approach to some extent because we believe that there 

are social forces and processes affecting and influencing people’s behavior and 

interpretation of different matters (ibid). While conducting interviews, as we did, 

there is a possibility that the responders are not always honest when answering 
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sensitive questions. They may not want to reveal everything there is to know about 

the organization, or they subconsciously embellish the picture of it. In our case it was 

even more sensitive because we are employed at the researched companies. We have 

a reason to believe that there is a possibility that this has affected us when interpreting 

the answers, as well as interviewees when answering our questions. 

 

 

2.3 Choice of theories 

There is a lot of literature on this subject, yet almost all the books about the different 

organizational types had Mintzberg’s theories as starting point, and were further 

developed throughout the years. This is the reason why we chose to mostly use 

Mintzberg’s theories in our research. Also when it comes to the decision making 

process, Mintzberg’s theory was the most known and developed, so naturally we 

chose to concentrate on it.  

 

 

2.4 Empirical strategy and data collection  

We started by collecting data and then we analyzed it. There are primary and 

secondary data, and in our research the primary data was collected by interviews and 

unpublished documents provided by the organizations. The secondary data was 

collected from the Internet and papers handed out to us while conducting the 

interviews.  

 

Data can further be divided into qualitative and quantitative. Quantitative data’s 

meaning is based on numbers. The collected data are numerical and standardised. 

Statistics and diagrams are used to analyse it. The qualitative data is based on 

expression in words. The data are not standardised and have to be classified into 

categories and conceptualisation is used to analyse it. When using case study strategy 

the researcher is likely to use multiple sources of data and this is called triangulation. 

This means that different data collection techniques are used within one study o make 

sure that the data is relevant (Saunders et al, 2007). In our dissertation we have used 

primary data collected by reading unpublished documents and conducting interviews. 

This unpublished data was handed to us when the interviews were conducted. We 

also used secondary data collected through the literature review on the organizational 
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structures and decision making, and also data existing on the Internet, to be able to 

analyse the researched subjects. 

 

To successfully achieve the purpose of this dissertation, we started with an 

exploratory study which means that we conducted a study of already existing 

literature in the organizational field (Saunders et al, 2007) regarding both 

organizational structures and their decision making process. Thereafter, we conducted 

a multiple case study of three organizations to be able to describe and analyze their 

characteristics with help from the already existing theories (ibid). By sitting face to 

face and interviewing the responders of the chosen organization we were able not 

only to get more elaborated answers than if we would have made a survey or a 

telephone interview, but we could ask follow up questions which helped us to better 

understand the objects we researched. We believe that this is important for the type of 

research we conducted. 

 

When gathering the primary data for this dissertation we chose to conduct three 

structured interviews. These interviews were a mixture of the semi-structured and in-

depth interview techniques because we needed to get a deeper understanding of our 

researched organizations. Another reason for this is because we had a questionnaire 

made up of 23 questions that we followed through each interview, but we also asked 

additional questions to better understand each organization. Each interview lasted 

about one and a half hour and the questions that we asked were both complex and 

simple. With this we mean that some questions were answered by one sentence while 

other questions needed more explanations. It is also important to mention that when 

the interviewees´ answered the complex questions we gave them the opportunity to 

speak freely and explain more thoroughly what they meant.  

 

The data collected in our research will be of a qualitative nature because of the 

subject we have chosen to research. For us to complete our aim with this dissertation 

we had to conduct interviews to be able to understand the researched subjects and to 

be able to answer our research questions. As we mentioned above, in the research 

philosophy, our primary data can be questioned because of our personal relationship 

with the organizations and the people interviewed.  
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2.5. Credibility 

High validity and reliability is crucial for the credibility of the whole dissertation. 

Validity is the question about if the findings really measure what they are aimed to be 

measuring and if the findings are really about what they are supposed to be about 

(Saunders et al, 2007).  

 

The validity of our research might have decreased because, firstly of the choice to 

only investigate three organizations which can not give us enough ground to 

generalize our findings. Secondly, perception of the questions from our interviews 

might have been affected by the language and formulation. Thirdly the answers that 

we got might have been affected by the responders’ honesty, knowledge, experience 

and psychical condition.  

 

Reliability is the question of how well the research method gives the same results on 

other occasions and if similar results can be reached by other researchers. Whether 

the conclusions are presented in the right way, a way that makes it possible to 

understand how the data was analysed, is also reliability (Saunders et al, 2007). 

 

The reliability of our research might have been affected by the fact that we are both 

employed in the companies we investigated. It is both our and their perception that 

might affect the outcome of the research. From their side, meaning that the answers 

they gave us might have been embellished. From our side, our inside knowledge and 

experience might have affected the way we interpret the answers. This is called by 

Saunders for interviewer and interviewee bias. This can also have a positive affect in 

our research because the inside information that we already posses gives us the 

opportunity to be able to give a richer description of the researched companies.  

 

2.6. Generalisability  

As we stated earlier our aim is not to generalize our findings. We do not believe that 

our findings are able to be applied to other research settings such as other 

organizations no matter if they operate in the same branch or business environment. 

Our task is to explain what is happening in our special research setting. Further more 

we also believe that to be able to generalize there is a need to conduct research of 

more than only three companies.  
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Chapter 3 

Theoretical Framework 

 

The theoretical framework will be presented. We will describe the terms 

centralization and decentralization and the decision making process. Furthermore we 

will present Mintzberg’s organizational structure models. 

 

3.1. Decentralization vs. Centralization 

Because our purpose with this dissertation is to research where the decision making 

authority lies in different organizations we start by explaining some important terms 

that will be used in the following chapters. The reason we chose to explain the terms 

centralization and decentralization in context of the decision making process is 

because it is relevant for our research question concerning where in the organizations 

the decision making authority is located. Centralization and decentralization is also 

relevant in the context of the organizational structures described by Mintzberg. 

 

 

3.1.1. Decentralization 

The concept of decentralisation is described as how the decision making process is 

delegated within the organizations. Top management is no longer in charge of making 

all the decisions. In spite of this, to be able to keep the organization together there is a 

strong need to have some centralized leadership and control. The process of 

decentralization is often needed because one person’s capability is limited. One man 

or women cannot have all the knowledge and capability needed to make all the 

decisions in an organization alone. One person can only handle a restricted amount of 

information (Lind, 2002). 

 

A decentralized organization has a higher capability to respond and move faster in the 

environment that it operates in. Mintzberg mentions two types of decentralisation. 

The first one is horizontal decentralisation which means that the decision-making is 

delegated to analysts and people with specialized functions in the organization. The 

second type of decentralization is the vertical one. This type of decentralization is the 
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most common and it means that the top management delegates the process of 

decision-making throughout the organization. In most extreme cases the outcome of 

such decentralisation can result in the building of a few small companies within the 

organization and the only thing these companies have in common is that they are 

under the same ownership. The main idea is that the market in which the organization 

operates in creates effectiveness. Decentralization is seen as a selective process where 

the most important decisions, for example investment decisions, are kept centralized 

at the top of the organization so there has to be a balance between centralization and 

decentralization (ibid). 

 

There are different reasons why there is a need to decentralize decision-making. 

The most important one is that the human capability is limited and cannot be 

sufficiently anticipated. There is no possible way that one person can always act 

rationally, make the right decision and see to that everyone else follows that 

decision. Another reason is that the commitment and the incentives are not strong 

enough. Decentralization can also be of great help for the organization to become 

more customer oriented and to better adapt to changing market situations 

especially if the organization is an international one and operates in different 

countries with different cultures (ibid). 

 

When an organization decentralizes the process of decision making, a few things 

must be kept in mind. First it is important that the organizations goals are clear and 

they are followed when decisions are made at the different levels. For this to occur 

there has to be processes to make the different decision makers understand these 

goals and give them incentives to follow them. In its turn this can become a 

relatively easy process to achieve if the organization has a culture that emphasis 

the needed behaviour to achieve the common goals (Lind, 2002). 

 

 

3.1.2. Centralization 

The meaning of centralization is the process by which the activities of an 

organization, especially the decision making activities, are concentrated at the top 

of the organization and there is none or little delegation of authority. It is the 

opposite of decentralization.  
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There can be different levels of centralization. Full centralization is when the 

autonomy is minimal and the restrictions on operations by units within the 

organization, or subunits, are maximal. However, when an organization grows, it 

becomes both difficult and inefficient to be fully centralized and some of the 

decision making is delegated, which leads to a lower degree of centralization and a 

higher of decentralization.  

 

Centralization is the relic of the 1970s, back then a lot of organizations had a high 

degree of centralization and all of the IT organizations were fully centralized. They 

were built around a mainframe that served the whole organization. Today the 

centralization of those companies look different, the IT employees are placed in 

“centers of excellence”, a center where all of the people being good at their 

specific job are put together in order to become excellent, instead of being a part of 

the larger business units (Next stop, 2001). The companies today do not centralize 

in order to have all the power located at one place, but because it is more cost 

effective for them then to decentralize(ibid). 

 

It is more cost efficient to centralize. To have the power of decision making in the 

hands of a few top level managers then to delegate the power to lower standing 

managers/employees within the organization or in subunits. In order to decentralize 

it takes time and money. Sometimes this way is not effective at all and sometimes 

it is not possible to continue to rule the organization only from the top level. Some 

information of the organization has to and should be kept at the top level, as the 

organizational overall strategy, organizational finances and special 

techniques/skills. Other information should be open to all the employees or at least 

for some of them, e.g. the middle managers, otherwise it will become too difficult 

and hard for the top level and the organization as well, and it will harm the 

organization more then it will do it well (Hill, 2005). 

 

The degree of centralization/decentralization in an organization is a part of the 

Vertical differentiation of the Organizational structure (Hill, 2005). In other words, 

meaning where in the organization the decision making is concentrated. Higher in 

the organization it is the higher degree of centralization there is, and opposite the 
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lower in the organization the decision making is the higher degree of 

decentralization there is (ibid). 

 

There are a lot of arguments for a high degree of centralization in an organization. 

The main ones are that it can facilitate the coordination in the organization, ensure 

that the decisions to be taken are consistent with the goals of the organization. By 

the power of the decision making being placed at the top level of the organization 

the managers are able to respond rapidly if and when it is needed to make 

organizational changes. It also helps to avoid duplication of activities. There is also 

a risky and bad side of a high degree of centralization; the top level managers can 

get overburdened by being responsible for the entire decision making in the 

organization, which often lead to bad or/and poor decisions. When having all the 

control concentrated at the top level it can actually decrease the control of the 

entire organization, it is too much for them to handle everything by themselves. 

The employees of the organization can often feel that they do not have any power 

at their workplace, making their job meaningless. The managers are not able to 

respond rapidly to changes in the environment because it takes to long time for 

information to get to them and then for them to take the decisions and implement 

them (ibid). 

 

When choosing the degree of centralization/decentralization in an organization, 

one must be careful, so the chosen the alternative is the optimal one. Perhaps if it is 

in a high tech company, there are a lot of new innovation of products, it is 

important that no information leeks out. Then, a high degree of centralization is to 

be preferred in this organization. If it is in an organization which has operating 

subunits in many different countries at the same time, it is understandable that 

these need to have some decision making power. In that case, a high degree of 

centralization it is not to prefer. Instead a higher degree of decentralization should 

be chosen (ibid).  
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3.2. The process of decision making  

The decision making process is an important process in all organizations. To be able 

to understand where the decision making authority lies in an organization, it is 

important to understand the decision making process itself. 

 

When talking about decision making the old classical theorists were often only 

concerned with the delegation of decisions and the authority in an organization, but 

today the decision making is defined world wide as the choice between different 

choices, it is also often seen as the planning, organizing and controlling of an 

organization. There are several different authors who have written about the decision 

making process, the way in which the actual decision making is made, but we have 

chosen to concentrate on two of them, Herbert A. Simon and Henry Mintzberg 

(Luthans, 2002). 

 

Simon has divided the decision making process into three different phases: 

• Intelligence activity - means that the decision maker searches the environment 

for situations in which a decision has to be made. 

    

• Design activity - means that different alternative solutions are being invented, 

developed and analyzed. 

 

• Choice activity - means that one choice, the solution which is the best, is 

chosen among those available. 

 

Mintzberg has also divided the decision making process into 3 phases, which are 

similar to Simon’s, but they go a bit deeper in this issue: 

 

• The identification phase - means that a problem or opportunity is recognized 

and a diagnosis of it has to be made. 

 

• The development phase - means that a search for a solution, an already 

existing one starts, or if there is no such solution a new one, tailor made for 

this occasion, has to be designed. 
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• The selection phase - means that now a choice, solution, is to be chosen 

among the alternatives available. This can be done in three different ways; 

    -   By the Judgment of the decision maker, based on his       

        own knowledge and experience. 

                          -   By analyses of the alternatives available, based on      

                               logic and systematic. 

                          -   By bargaining, when there is a group deciding together, and it is hard to 

                               just pick one solution. Then when the decision is formally made, an 

                               authorization is picked and made. 

 

Both Simon’s and Mintzberg’s picture of the decision making process show us that 

there are a lot of steps in the dynamic process of decision making, with a lot of 

feedback flowing between the phases. The dynamic process of decision making has 

both behavioral and strategic implications for the organization. The right strategic 

choices usually lead to successful decisions for the organization, but unfortunately 

there are also problems with managers who are continuing to make the wrong 

decisions. Why and how do they do that perhaps can be answered by the behavioral 

decision making (ibid). 

 

Behavioral decision making theorists state that individuals have cognitive limitations, 

and because of those, when they meet the complexity in the organizations as well as 

in the environment, they take risks and sometimes act in the wrong way. The 

information they receive about the specific situation they have to make a decision on, 

is not always perfect. There is uncertainty and this can make the managers making the 

decisions choose inappropriate solutions and that can lead to wrong decisions. 

Because of these there have been developed a lot of models in behavioral decision 

making (Luthans, 2002). Because the different decision making models are not 

relevant for our dissertation we chose to not further develop this subject.  

 

          

3.3. Different types of organizations 

Different organizations are built up in different ways depending on the business 

they conduct, the ownership and the environment that they operate in. Mintzberg 
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describes several types of organizational structures. We chose to limit these to only 

four because after conducting our interviews we came to the conclusion that all of 

them were not relevant for our research. The following four structures that are 

described below are the ones that were relevant for our purpose.  

          

 

3.3.1. The Simple Structure 

The Simple Structure is mainly characterized by the fact that it is unelaborated and 

by its small hierarchy. Differentiation between the units, if such exists, in the 

organization is also often very small or non existent. Formalization of its behavior 

is also very limited and this affects the planning and training in the organization, 

making it of minor importance. Almost all organizations pas through this structure 

when they first start to operate on the market, and then while growing they develop 

into more complex structures (Bakka, Fivelsdal, Lindqvist, 2001).  

 

Another characteristic of this structure is that the technology used is relatively 

simple and as long as it remains this way there is neither need for support staff nor 

the need for delegation of authority is needed (ibid). 

 

Control is very important in these types of organizations where direct supervision 

is used. By this is meant that the CEO/owner personally supervises and controls 

every step taken in the organization and by the organization. From the employees 

performance to the outcome of the organizations operations is controlled and 

steered by the CEO. It is not unusual that the CEO himself participates in the daily 

operations of the company he runs, together with the employees. Yet this is almost 

only usual in handicraft companies where the skills required to perform different 

tasks are possessed by the CEO himself (Mintzberg, 1979).  

 

The decision making power is very centralized in this type of structure. The CEO 

is the one with all authority, making all the important decisions by himself. When 

problems or opportunities arise, they are directly mediated to the CEO who is 

supposed to be able to directly make a decision in order to solve the problem (ibid).   
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The reason that only one person is able to rule a company which has the simple 

structure, is because the environment this organizations operate in is often simple 

and dynamic. The dynamic environment makes the structure of these types of 

organizations very organic (ibid). 

         

 

3.3.2. The Machine Organization 

         The Machine Organization is characterized by standardization of its different 

processes. Every aspect in these types of organizations, e.g. from administration to 

operations and decision making. Because everything is so standardized the 

requirement for training and individual skills is very low. The reason for this is that 

the job descriptions are very elaborated and the work processes are standardized. 

The administrative system is well developed so the organization can be able to 

conduct this type of structure (Mintzberg, 1989). 

  

There is a clear hierarchy in the machine organization. The formal authority within 

this type of organization is mostly delegated to line managers. This is made 

possible because of the high degree of standardization which is dominated by rules 

and regulations. Managers do not work alongside with the operators and they are in 

their turn divided so each one is responsible for a unit that performs one function in 

the organization (ibid). 

 

Control is the main word in this kind of organizations. Everything is controlled 

from top to bottom. The reason for the use of such high amount of control is 

because the managers’ aims are that the organization runs as smoothly as possible 

and to avoid any uncertainties. Another reason for this is to avoid conflicts that 

arise, without disturbing the organizations productivity in any way.  The top 

managers are responsible for work to be done as it should and it is their 

responsibility to keep the conflicts from not interfering with what must be 

achieved. It is clear that the power of decision-making can be found at the top of 

the organization. There exists a clear hierarchy and a chain of authority. The 

decision-making process is centralized (ibid). 
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Because of the extensive standardization and the existing rules it can be easy for 

outside parties to control these types of organizations. This can be done by 

appointing a CEO and giving him/her clear goals that must be achieved. If these 

gals are not achieved, the CEO can be hold responsible for the failure by the 

outside owners. This type of conducting a business is very centralized and very 

bureaucratized (Mintzberg, 1989). 

 

Most organizations that are structured this way are often of significant size, mature 

and have existed on the market for a long period of time, because it takes time to 

standardize operations. Firms that mass produce are often those that are associated to 

this type of structure. However, even small firms that have simple operations can 

have this structure. By using rules and standardization firms can ensure that 

everything is carried out in a specific and correct way (ibid). 

 

Firms using this structure can achieve a high degree of autonomy by using their 

bureaucratic procedures to control not only the organization itself, but control the 

environment that it operates in and even control other actors on the market e.g. 

suppliers, customers, etc. These types of organizations prefer to keep as much as 

possible in house. They rather make than buy something from outsiders, and the main 

reason for this that they have more control over what happens (ibid). 

 

The machine organization dos not come without problems. Because of its inability to 

handle conflicts that arise, it affects the administrative structure. There are even 

problems with coordination and communication because of the barriers that arise 

within the hierarchy. The coordination problems are often solved by standardization, 

rules and well formulated job descriptions. The problem is that there exists only one 

coordination mechanism and that is the top management however “nonroutine 

problems between units are bumped up the line hierarchy until they reach a common 

level of supervision, often at the top of the structure” (Mintzberg, 1989, p.143). The 

result is that the power becomes even more centralized.  

 

The strategy in the machine organization is formulated at the top. The ones with the 

most power are the ones that are responsible for the strategy to be formulated, but it is 

the ones at the lower levels that must implement it (ibid).  
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The Machine Organizational structure s the most common and will probably remain 

so as long as “we demand inexpensive and so necessarily standardized goods and 

services, and as long as people continue to be more efficient than real machines at 

providing them, and remain willing to do so, then the machine organization will 

remain with us – and so will all its problems.” (Mintzberg, 1989, p.152). 

 

To sum up, the machine organization has the aim to be efficient and to be able to 

perform in the right way at the right time. There is no place for innovation and/or 

problem solving and risk taking. Top managers’ main tasks are to improve the 

standardization and to cut operating costs. The machine organization is not 

flexible. It can change over time but it is a long and difficult process that has a very 

high cost (Mintzberg, 1989). 

 

 

3.3.3. The Diversified Organization 

The Diversified Organization is made up of different units called divisions and 

they are coupled together by the headquarters, where the central administration is 

(Mintzberg, 1989) 

 

The reason for a company to divide itself into smaller units is to be able to adapt to 

different market conditions, especially if the organization operates in more than 

one country. These divisions are often given the power to make operating decisions 

themselves. They are relatively independent from each other and the headquarter. 

The role of the headquarter is to control these units and monitor their results. 

Another role is to create overall strategy for the organization, to divide the 

financial resources among the different units and do provide support services to 

help the units when needed, etc. (ibid). 

 

These types of organizations are relatively decentralized because much power is 

given to unit managers. They are given authority to make the needed decisions so 

the units function well and serve each market by producing products unrelated to 

what the other divisions produce. In the same time the delegation of power to the 

division managers is a way to drive these types of organizations toward the 
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machine configuration that we mentioned earlier. The reason for this is that the 

units must conform to standardized output criteria which are often of quantitative 

nature, e.g. sales growth, profit, return on capital, etc. The diversified organization 

is a closed system with a strong need of control (Mintzberg, 1989). 

 

The reason for diversification is because markets are different from one another 

and there exists the need to satisfy customers if the organization is to survive. 

Another reason for diversification is that it can help the company grow even more 

by establishing itself into new markets. It is common that when organizations 

become larger they tend to diversify. It is not only because of the need to serve 

different markets in a specific way, it is also to reduce the risks. If one unit 

performs poorly and another one performs excellent than they take out each other 

so the company can cover the losses of one unit with the earnings of another (ibid).  

 

There are advantages with these types of organizations. The first one is that 

allocation of capital becomes more efficient by concentrating on the markets that 

are big and strong. The second one is that it gives the opportunity to run individual 

businesses within the company. The third one is that the risk is spread on many 

different markets. The forth one is that the divisions can concentrate on making 

their bureaucratic machines more efficient while the headquarter can concentrate 

on the strategic portfolio so new businesses can be acquired while the old ones that 

are unproductive can be put aside (ibid).  

 

There are also some problems with the diversified structure. One is that a single 

division can pull down the whole organization if it has a very big problem. The 

second one is that because of the goals set by the headquarters which are often of 

quantitative nature, the goals that cannot be measured are put aside even though 

they are of big importance, e.g. customer satisfaction, employee satisfaction, 

product quality, etc. (ibid).  

 

         

3.3.4. The Innovative Organization 

The Innovative Organization has a very different and special configuration 

compared to the three previously described. Experts from all over the organization 
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and even from the outside are selected to build ad hoc project teams, to execute a 

specific task. This creates a great innovative environment. There are two different 

kinds of adhocracy project teams. First, the Operating adhocracy in which the 

teams are selected in order to fulfil a specific clients needs, perhaps solve a certain 

problem that the client has. These teams are usually created for a short period of 

time, for specific occasions. Second, Administrative adhocracy in which the teams 

are selected to fulfil the needs of the organization itself. Mostly organizations with 

both operating core and with a innovating project teams. In these the operating part 

is often cut out of the organization as an own part, in order to make it easier for the 

innovative development part. These project teams have a bit longer life time than 

the operating adhocracies (Mintzberg, 1989). 

 

Sometimes people may think that there is no structure at all in this kind of 

organization, because everything seems so out of control and chaos like, however 

this is the actual structure of this kind of organizations. There is highly organic 

structure, yet there is little formalization, every one of the employees does the tasks 

which they are specialized at, still they have mutual goals and adjustments. There 

is cooperation and coordination between the teams which binds them together. All 

of this results into selective decentralization (ibid).  

 

The information, the authority and the decision making power, flow trough 

informal and very flexible channels. The power can belong to anyone on every 

level of the organization, depending on where it is most needed and this because it 

promotes innovation. Every expert in every project team can make the decisions 

that belong to his field of expertise (ibid). 

 

These kinds of organizations can be found in environments which are both 

dynamic, and unpredictable which leads to a need of a high organic and complex 

structure. Consequently this leads to a need for high degree of decentralization. 

The only time an organizational form can fulfil both these needs is the Innovative 

one. In the world we live in today there is a need for such project teams, which are 

built up to last a certain time and solve a certain problem (Mintzberg, 1989). 
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The problems with this kind of organizations are often concerned with the 

individuals working in the organizations and their reactions to this kind of work. 

The inefficiency of it is also a large problem for the Innovative organization. 

Sometimes these types of organization tend to turn them selves into other 

configurations easily, which is not supposed to happen (ibid). 
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Chapter 4 

Empirical Material 
__________________________________________________________________ 

In this chapter we will present the companies that were researched and we will 

also present the three interviews we made. 

__________________________________________________________________ 

 

Because the nature of our research we chose to investigate our subject by using 

case studies. The reason for this is because we wanted to get a deeper 

understanding of how organizations are structured and where they make their 

decisions. When we were doing the interviews some of the questions we asked led 

us to further follow up and dig deeper into those questions we had in our   

questionnaire from the starting point. We chose to make a multiple case study to 

ensure that the findings were relevant. We believed that a single case study would 

affect the credibility of our dissertation in a negative way.  

 

 

4.1. Company A 

The first organization we interviewed is a quite small one, with 24 employees, 

operating in the ship industry. Their main work is to repair and build new boats and 

ships, but sometimes they do other jobs within similar industries. We interviewed 

the CEO, who is also the owner.  

 

4.1.1. The organizational structure 

The company has been on the market in this form for one year, starting with a few 

employees and it has grown rapidly. The organization is divided in to two parts; 

one group of the employees is working in the workshop, producing specific 

products which are ordered by clients. The second group is out on the field, as they 

are lent out to clients to do specific tasks on the spot, or in other words, in the 

clients’ organization. In these cases special project groups are put together in order 

to accommodate the customer.  
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The environment that this organization operates in is complex, which means that it 

is unpredictable, and it is flexible. It is hard to predict how many ships will need 

reparation in the future and how many orders there will be on new ones. Orders 

from companies all over the country are possible, meaning that the employees 

never know where they can end up working on a project.  

 

The communication in the organization is both formal and informal. Every 

employee has a clear job description, schedule and timetable for every new task 

that is to be done. However, the communication between the employees 

themselves and between them and the CEO is informal. There is no supporting 

staff, mainly because of the size of the organization, but the CEO is a support for 

all the employees because they can always turn to him when there are uncertainties 

or if something is unclear, e.g. both about their job and about the organization 

itself.  

 

The organization’s culture is very strong. When talking to some of the employees 

in this company they said that they feel like a part of this organization, and it is like 

a second family and home for them. For a company that has only existed for such a 

short time this is quite unusual to develop such a strong culture. But we also found 

that most of the employees had been working together before they started in this 

company, and the CEO is their former co-worker. In order to stay at the top in their 

branch the employees continuously gather in their workshop for new education and 

training, provided by the CEO.  
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Figure 1, Organizational scheme for Company A: 

 
4.1.2. Decision making authority 

There is a clear hierarchy in this organization. The CEO is the one making all the 

decisions, except for day to day administrative decisions which the administrative 

worker has authority to make by herself. All information flowing in the company 

has to be reported to the office or to the CEO directly. The mission and visions of 

the company are all formulated and set by the CEO, which influences the 

employees to follow them. 

 

The organization uses both direct controls’ by time rapport cards, quality control 

etc. and indirect controls, by having the employees controlling themselves and by 

performance rewards.  

 

When something goes wrong in the company it can be detected by any of the 

employees or the CEO. The problem this organization deals with, on the level of 
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the employees, is that some of the work has not been done properly or has not been 

done at all. On the administrative level the main problems detected are of 

administrative kind, wrong payments, etc. The CEO himself detects problems on 

all the levels of the organization, all kinds of problems such as conflicts between 

the employees, mistakes made by them or him, and also of administrative errors.  

 

When problems are detected the person that detects them, reports the problems 

directly to the CEO and then he tries to solve them as fast as possible, mainly by 

himself. The time it takes to solve the problem depends on the size of the problem 

and on the ability to find a solution. The best solution for a specific problem is 

chosen by the CEO and this is done by him weighing all the alternatives against 

each other. The outcome of this process results in him choosing the one alternative 

that is best suited, meaning the one with most advantages, benefits, and least 

disadvantages.   

 

The CEO believes that his decision making process is relatively good and does not 

need any improvement as long the company’s size does not increase. If it will 

grow, he will not be able to run everything by himself and he will most probably 

need to delegate some of the authority concerning different aspects in the 

organization. 

 

 

4.2. Company B 

We have also interviewed two stores managers for divisions B1 and B2 in a 

smaller town in Skåne and here is a summary of what we found out.  

 

Company B is Sweden’s leading retail shoe company and has been active on the 

market for more than 50 years. It is made up of five divisions. Some of the 

divisions can be found all over Scandinavia e.g. Division B1 is Company B´s and 

Scandinavia’s largest shoe fashion chain. It has around 100 stores in Sweden, 30 in 

Norway, 10 in Finland and 5 in Denmark. So there are a total of 150 stores in 

Scandinavia. The reason B1 is so big and successful is because they sell 

fashionable shoes for a reasonable price for women, children and men. 
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Division B2 has around 40stores in Scandinavia, with the largest number of stores 

located in Sweden. Division B3 can be found mostly in the same facilities as B2 

and their products are sport shoes. There is only one B3 store that it stands on its 

own, independent from B2. 

 

Division B4 has stores in Sweden and in Norway but it is rapidly expanding. It is 

important to have in mind that B4 is driven by a low-price concept which is the 

opposite from B2 where fashion and modern design are of great importance.  

 

Division B5 stores can only be found in a few of Sweden’s biggest cities and their 

products are intended for the older part of the population who seeks timeless style 

and are not so price sensitive.  

 

 

4.2.1 Organizational structure 

Company B’s organization is structured as a clear hierarchy. The different 

functions are clearly divided from each other. We can find administration, human 

resource, and market division as clearly separated from each other. Each division is 

divided into subdivisions. E.g. the administration division is divided into economy, 

logistics, IT and safety subdivisions. Furthermore, we found that there is a clear 

separation between the earlier mentioned division, B1, B2, B3, B4 and B5. Each of 

these divisions is driven separately. They have their separate controlling staff, and 

separate purchase and sales divisions. There are also different regional directors for 

each division who are in charge so that each store in their region functions well.  

 

The environment of Company B can be seen as mostly stable. From time to time it 

varies going up and down but very slightly. The different divisions compete with 

each other in terms of prices. Sometimes minor mistakes are made by the different 

purchasing division by buying the same product which in its turn is sold at 

different prices. These can be seen as internal competition, but it is not seen as a 

big problem because no matter where the customer buys the shoes the money goes 

to the same source.  
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The communication between the different levels within the company is mostly 

formal. The Intranet is the most used communication aid. Directives to store 

managers are often written down and put on the Intranet so everybody takes part of 

the same information. The phone is also used if the stores have a minor problem 

that has to be resolved quickly. Each region has a meeting once a month where 

important information is given to store managers by the region director. So the 

information goes often from the top of the company down through the different 

levels. Thus each store must daily report directly to the headquarter about the days 

selling, how many hours each employee has worked and so on. Information is even 

communicated by the store manager to the region director at the monthly meetings. 

There exists a support staff where employees can call and get the help needed if 

there are e.g. computer problems or minor economic problems for the stores.  

 

When we asked about the organization’s culture both store managers agreed upon 

that the culture is very strong and it has been so for a long period of time. They 

believed that because of the size of the company this is of great importance, for the 

organization to survive. We even found out that there are clear rules and directives 

on how everything has to be handled. Each employee on every level has a clear job 

description where it is specified exactly what he or she has the authority to do.  

There are many rules on all levels and they must be followed for the company to 

survive. The organization is very centralized and has an extensive bureaucracy.  

 

 

There is constant training of employees on different levels. The training can be 

about everything from knowledge of how to improve selling techniques to 

knowledge of different products that are sold by the company. The employee 

training is conducted on different levels. Every store manager has the responsibility 

to train her employees. The store managers get their training from the regional 

directors and even from suppliers of different brands.   
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Figure 2, Organizational scheme for Company B: 

 
 

 

 

4.2.2. Decision making authority 

After finding out about the organization itself we wanted to know more about their 

decision making process. How it is handled, who decides when and on what.  

 

The turnover goals are decide for each store separately mainly by the store 

manager together with the regional director. The budget for each store is set with 

regard taken to the previous year’s turnover and the purchase of products is 

regulated thereafter. There are also different sub goals set which have to be 

achieved throughout the year by each individual store. There is a constant dialogue 
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between the store managers and the regional directors to follow up on how the 

stores are performing.  

 

We found out that different problems can be detected anywhere in the company. 

Economic problems are often detected by the administrative division. Furthermore 

each division detects problems in their specialized area. No matter who detects the 

problem and no matter the characteristic of it, it is up to the specialized division to 

present a solution. However it is worth mentioning that anyone in the company 

who has a solution to a problem is welcomed to communicate this to the 

specialized divisions. Different problems are dealt with in different ways 

depending on how big the problem is and how urgent it is to find a solution. Big 

and complex problems usually take more time to solve. Because of the structure of 

the company, problems are often communicated to lower levels only when there 

are already solved by the specialized divisions. The reason for this is not to disturb 

the daily operations of the company. When we asked how the consequences are 

evaluated, we got the answer that it is always the solution that is best for the 

company that is chosen no matter the cost.  

 

Even though the organization is very specialized and centralized, some parts of 

decision making is delegated to the lower levels in the company. The reason for 

this is to save time and money. Because of the extensive job descriptions and rules 

that exist, top managers are ensured that the work is done in the right way with no 

surprises. Regional directors are given the power to look over each store in their 

region and ensure that they perform well. Each store manager has the power to 

make the necessary decisions for the individual stores that they are in charge of, to 

operate with no major disturbance. Each individual store employee is delegated the 

power to serve the customer, to listen to complains and communicate these to 

higher levels. Yet all these within the boundaries and rules set by the top 

management.  

 

There are different types of control mechanism used by the top managers. They are 

both direct and indirect. The dominant type of control is the direct type. By using 

IT everything can be controlled. They have even test buyers who go to stores and 
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act like regular customers to see that everything is handled correctly and no 

mistakes are made. 

 

When we asked if the decision making process could be optimized the answer we 

got was that it is functioning well as it is today, but of course small improvements 

can always be made. Unfortunately we got no concrete answers regarding these 

matters.  

 

 

4.3. Company C 

Company C is a private owned gambling company. It has been active on the 

market for about 40 years. The company runs restaurant casinos all over Sweden. It 

also has gambling on 45 boats in Scandinavia and the Mediterranean Sea. In 

Denmark, the company has also slot machines. This is the largest gambling 

company in Sweden, with a market share of almost 40%. Their biggest competitor 

has a market share of almost 10%.  

 

It is the different restaurant, night club and pub owners who sign a contract with 

Company C. This contract means that Company C runs the gambling by providing 

personnel, knowledge and equipment.   

 

We interviewed the district manager in a smaller town in Skåne. She has 25 

employees underneath her. There are totally about 700 employees in the whole 

organization.  

 

 

4.3.1 Organizational structure 

The organization is divided into three geographical areas. South, middle and north 

area. Each of them operates independently from each other. At the top we can find 

the stock owners who also form the board of directors. The next level, down the 

organizational structure we can find the geographical area managers who are the 

ones making almost al the important decisions in the company. Each geographical 

area is divided into districts where we can find the district managers. Each district 

manager is responsible for his/her own district and has the authority to make the 
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necessary decisions to ensure that their district functions properly with no major 

disturbance. The last level in the company is made up by the employees working in 

each district. 

 

Company C’s organization functions are not very clearly separated, but the 

geographical managers have divided the operations of the organization. For 

example the south area has two managers and they share the responsibility for the 

administration, purchasing, personnel and contract functions.  

 

The geographical area managers get their guidelines and directives from the stock 

owners. In their turn they communicate these down the hierarchy to the district 

managers, who in their turn communicate the necessary information and try to 

influence the employees. Most of the information is communicated through 

conferences where the district managers meet the geographical area managers. 

There they get informed and they get the opportunity to make their voice heard. 

The telephone is also used when necessary, if the problems are minor or easy to 

solve. In other words, the communication is both informal and formal.  

 

There exist clear directives and rules of job descriptions for each employee, no 

matter on which level in the company they work. These rules can be changed if 

needed, by the geographical area managers alone or together with the district 

managers. Mainly because all districts and levels in the organization must be able 

to operate on their own in order to have a well functioning and successful 

organization.  

 

The organization has no supporting staff division. For the employees on the lowest 

level, the district manager is always there to support them by reducing their 

uncertainty and unclearity regarding both their job and the organization. The 

district managers turn to the geographical managers for answers and support.  

 

The necessary information is transmitted to the headquarter once a month by each 

district manager. Main information that must be reported is work time schedule, 

sick-list, statistics and list of different types of compensations given to the 

employees. 
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The organizational culture is an issue that they are trying to work on constantly. 

There is a lack of common norms and values. Because of many organizational 

changes throughout the last couple of years, it has been hard to build up a strong 

culture within the company. Another reason for the week culture is also because al 

the three geographical areas operate in different conditions. This is relevant even in 

the districts because there is a strong need for adjustments and local adaptation for 

each town.  The organizations´ aim is to create a strong culture within each district 

because they believe this will increase the employees´ performance, the quality of 

the service and also the organizations´ profit. The few rules that the whole 

organization must follow are the ones made by Lotteri inspektionen which include 

the Swedish gambling laws. Other rules that must be followed are the once on how 

the report from the different districts should be done.  

 

The employees get their education when they are hired. Further education occurs 

only when the existing gambling rules change, or when old machines are replaced.   
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Figure 3, Organizational scheme for Company C: 
 

 
4.3.2. Decision making authority 

The goals are formulated by the geographic area managers and the board of 

directors. Most goals are formulated as numbers, and are made with the help of the 

existing statistics from the previous year. These goals are set once a year for each 

district, but they can be adjusted during the year if needed, e.g. if the number of 

gambling tables increase or decrease. 

 

There is a use of both direct an indirect control in the organization. The direct 

control is made by controllers who are sent both by the Casino itself (internal 

control) and by the Lotteri inspektionen (external control). The internal control is 

mainly concentrated on the employees, e.g. clothing, attitude towards clients, 

performance etc. It can be directed, meaning that the control is ordered by the 

Casino itself to control the employee in question. Undirected control means that 



 40

controls are done randomly every once in a while. The external control is 

concentrated on the legal part of the work done by the employee, e.g. control of the 

gambling cards, if the game is played by the rules etc. The indirect control is made 

by the geographical area managers through the indications they get from the clients 

and the reports they get from the district manager. A part of the payment system is 

based on performance, which is also a kind of indirect control.  

 

Problems are detected in the organization in many ways, but mainly by the 

employees. This is because most problems arise between the clients and the 

dealers/employees.  It is important to have in mind that the Casino has two 

categories of clients. There are the owners of the restaurants and nightclubs which 

are the ones that hire the Casino, and the people that visit these places and choose 

to gamble. These types of problems can be mediated to the district managers both 

by the clients and the employees, leaving it up to them to investigate whose fault it 

is that the problem occurred. Further it is up to them to come up with the best 

suited solution for resolving the problem, but in some cases when they are not able 

to do it by themselves they turn to the geographical area managers. Other problems 

can also be detected by looking at the statistics, and they are often of 

administrative type. The solution alternatives for each problem are tailor cut 

because there is no pattern to follow.  Even if the same problem occurs in two 

different districts or it occurs several times in the same place, the solving solution 

is different each time. This is because people are involved and affected both by the 

problem and solution. Different individuals react in different ways, in different 

situations and this makes it impossible to have a standardized pattern to follow. 

Consideration must be taken to each situation and each individual involved. 

 

The time it takes to detect a problem and find a solution is relatively short. It is the 

implementation of it that takes longer time. But how long time it takes depends on 

the characteristic of the problem and the solution.  

 

There is a conception that the decision making process can be developed so that it 

will function better. The main problem is that the higher level managers, that are in 

control, have not worked “on the floor” so they do not have an accurate picture of 

the reality in mind when they choose different solutions. They have a lack of 
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understanding the employees. Unfortunately they are not willing to spend neither 

time nor money on this specific problem.  
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Chapter 5 

Analyses of the case studies 

 

In this chapter we will analyse our findings by comparing our primary data 

collected by interviews with Mintzberg’s theories. This is done in two steps, by 

analysing each company systematically and the comparing them to each other.  

 

In this chapter we analyse our empirical material with the help of our theoretical 

framework which can be found in chapter 3. First, we analyse each company with 

the help of Mintzberg’s theories on organizational structures and decision making 

processes to answer our research questions regarding where the decision making 

authority lies within the organizations and how much authority exits on the local 

level. Second, we compare the three researched companies with each other to see if 

there are differences or similarities between them.  

 

 

5.1. Company A 

 

5.1.1. Analysis of the organizational structure  

We start this chapter by comparing the organization of our first company with the 

organizational structures developed by Mintzberg. The reason for doing this is to 

see if there are any similarities and if it is possible to characterize Company A by 

one organization structure category. Or perhaps it has characteristics of more than 

just one structure, a mixture of different organizational structures. 

 

Our first impression when analysing this organization was that it is similar to an 

Innovative Organization. This is because of its special configuration and the 

selection of the specific employees in order to build special ad hoc project teams 

for specific occasions.  

 

This company’s ad hoc teams are Operating adhocracy, which means that the 

teams are selected in order to fulfil a specific clients needs, solving a specific 
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problem. These teams are created for a short time, for the specific occasion, and 

then dispersed. The special teams are, when created for the client specific needs, 

lent out to them to perform the specific task on the spot in the client’s organization. 

After that, when they return to the company, they are dispersed and put into new 

teams for new tasks.  

 

When looking at the structure of the organization we can see that it is not a pure 

Innovative Organization, though it does agree with some of the requirements for 

being one. There is the informal communication and the small degree of 

formalization that exists in Company A. The employees are all doing their specific 

tasks that they are specialized on, but they are still following mutual goals. There 

also is the cooperation and coordination between the teams, binding them together. 

However this is not resulting in the typical decentralization of authority to whoever 

needs it, the way it is supposed to be in the Innovative Organization. Instead it 

seems more like a Simple Structure or even Machine Organization because of the 

clear hierarchy and high level of centralization. This is often an issue in Innovative 

Organizations, which tend to turn themselves into other configurations easily, and 

this must be the case of what has happened in Company A.  

 

The characteristics of the Simple Structure in Company A are mainly that it is still 

a quite small organization, in which the CEO has all the authority, making all the 

decisions. Everything that happens in the organization has to be mediated to him 

directly and then he takes the responsibility to solve the issue by himself as fast as 

possible. The lack of support staff and the fact that the CEO sometimes gets 

involved in the every day work in order to help the employees is also a 

characteristic of the Simple Structure. This occurs usually when the employees are 

not able to fulfil a task by themselves. Then the CEO steps in to show and teach 

them on the spot. 

 

There is a high level of control in this organization. Both direct and indirect control 

is used, which is crucial for the Simple Structure and for this company where direct 

supervision is used. However, there is a lack of these types of control in the 

Innovative Organization. The formulation of mission, vision and strategies is done 

by the CEO, which is typical in Simple Structure organizations. Yet these factors 
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are also typical for a Machine Organization, where control is a key word and the 

overall strategies and planning for the future of the organization is always done at 

the top level by those with most power.  

 

The administrative day to day decisions are delegated to the administrative worker, 

which is typical for the Machine Organization where the administrative work is 

separated from the operating work. In the case of Simple Structure organizations it 

is not usual that the units of the organization are separated at all. It is only in some 

cases this occurs.  

 

The reason for this kind of centralization of the decision making process might be 

the simple need for everything to be carried out in a specific and correct way. That 

is why, in the Simple Structure, the CEO directly supervises every step in the 

organization and tries to solve all the problems by himself as fast as possible. This 

is also often the reason why small firms are structured in the Machine Organization 

way, and the way to achieve it is by using rules and standardization. In Company 

A´s case there are clear job descriptions, schedules, timetables and other different 

types of control mechanisms. The Machine Organization is the most common type 

of organizational structure today and will probably be for a long time in the future.   

 

 

To sum up, Company A seems to have chosen the best of these organizations and 

put them into a mixture of organizational structures that fits it and its complex 

environment, and still remaining flexible. Company A is efficient and performs in 

the right way at the right time. This is done by using the advantages of the 

Innovative Organization’s special ad hoc project teams, but ruling the firm in a 

centralized way as in the Simple Structure and in the Machine Organization. We 

believe that this organization is actually somewhere between the transformation 

from being of a Simple Structure type into the Machine Organization type. This 

because the most of the companies on the market start up as Simple Structure and 

then while growing, they transform into other types of organizations. Company A 

is indeed a growing organization. In just a year it has grown from five to twenty 

four employees, and is expected to grow even more in the near future.  
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5.1.2. Analysis of the decision making process 

The next step is to analyze the decision making process of this organization, by 

using Mintzberg’s three phases of this process and try to describe where in the 

organization, decisions are made. 

 

In the first phase, Identification phase, a problem is detected. In Company A when 

something goes wrong it can be detected by any of the employees or the CEO. The 

occurring problems in this organization are mostly concerned with employees’ 

issues and/or administrative issues. 

 

In the second phase, Development phase, the person that detects the problem, 

reports it to the CEO directly. Then the CEO tries to find a satisfying solution as 

fast as possible, mainly by himself. The time it takes to solve the problem depends 

on the size of it and on the available existing standard solutions. If no such exist for 

a specific problem, a new tailor made solution has to be designed and that often 

takes longer time.  

 

In the third phase, Selection phase, the best solution for a specific problem is 

chosen by the CEO. This is done by him weighing all the alternatives against each 

other and using his knowledge and previous experience in order to make a 

judgement. The result is often the one that suits best, meaning the one with most 

advantages, benefits, and least disadvantages.  There must be mentioned, that there 

occurs no bargaining when making a final decision.  

 

The CEO of the company knows exactly what he wants and has created a clear and 

stable vision of the goals that need to be achieved. He also makes all of the 

decisions by himself. This is based on the fact that his knowledge and experience 

give him all the necessary information about the existing alternatives and the 

consequences of them. It is worth mentioning that he always chooses the 

alternative that has the lowest cost compared to other alternatives which result in 

the same outcome and satisfaction.  
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One of the main tasks for the CEO in this company is to limit the available 

solutions for each problem. The optimal solution is the one that best fulfils the 

goals of the organization. 

 

 

         5.2. Company B  

 

5.2.1. Analysis of the organizational structure 

We begun by looking at the organization structure and compare this with 

Mintzberg’s organization structures.  

 

At the first look, the first impression we got is that Company B is a Machine 

Organization. The reason for this is because the organization has a clear hierarchy 

and the directives are transmitted from top to bottom. The different functions are 

divided from each other. The administration has its own division, the purchasing 

has also its own division and the same is with the human resource division. Each 

division is in its turn further divided into subdivisions.    

 

The company is further divided into four subdivisions which operate separately 

from each other, and are run by individual managers. This gives us a reason to 

believe that in some way this organization has even characteristics described by 

Mintzberg that remind us of The Diversified Organization. These types of 

organizations are divided in different divisions to adapt to different market 

conditions. And this is the case of this organization. The different units have as aim 

to satisfy different types of customers by adapting each unit to satisfy different 

needs. Another characteristic of Company B is that these divisions operate 

individually. They are independent from each other, they are even relatively 

independent from the headquarter as well. The reason for this is because each 

division is driven by different managers that are only in charge with their own 

division. All these divisions are controlled and monitored by the headquarter which 

is also the case for the Diversified Organizations. Thus it is also the headquarter 

that formulates the strategy for the hole organization and communicates it to the 

lower levels, and it is their responsibility to ensure that the strategy is followed. 

This is a common characteristic of the Machine Organization.  
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Because of the size of this organization there are very many rules that must be 

followed by employees on all levels. There are extensive job descriptions, 

directives and rules and the company culture is very strong with common norms 

that must be followed. We see this as an attempt of standardisation of the work 

process to avoid problems and uncertainties that may affect the organization in a 

negative way. Each manager is given goals to achieve in their unit from the top 

level of the organization, and in its turn, he/she communicates these goals down the 

hierarchy line. Again this is a clear characteristic of the earlier mentioned Machine 

Organization. 

 

Although the organization has many common characteristics with the Machine 

Organization, there are a few abbreviations as well. E.g. this company needs to be 

innovative and take risks. Because the organization is operating in the fashion 

industry which is constantly changing and renewing itself, the organisation must 

keep up with the environment and make sure that they can offer the customers 

what they want. For these to happen, Company B must be prepared to change its 

product offerings when needed. Even though the purchasing division has good 

knowledge of the market they sometimes take risks when purchasing products. It is 

not easy to always know what people want in beforehand. Because each unit of the 

organization has its own purchasing division it makes it easier to fulfil the needs of 

the different customer categories.  

 

The Diversified Organization lowers its risks by dividing itself into different units. 

This is exactly what Company B did. Not only that the company can serve different 

markets at the same time, but they lower the risk of totally failing on the market. 

By having different divisions they spread the risks, so even if one division 

performs poorly, they can cover the cost with the earnings from another division.  

 

Because of the stable environment that the company operates in, it can have a 

relatively high degree of standardisation.  
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5.2.2. Analysis of the decision making process 

The next step is to analyze the decision making process of Company B. Using 

Mintzberg’s three phases we will try to explain the process of decision making.  

 

In the first phase, Identification phase, where the problems are first identified we 

came to the conclusion that different problems can be detected in any of the 

different parts in the company. Economic problems are often detected by the 

administrative division. Furthermore each division detects problems in their 

specialized area.  

 

In the second phase, the Development phase, we identified that the problems no 

matter of their character are always delegated to the divisions specialized on that 

specific subject to be resolved. Yet, everyone in the company who has an idea for a 

solution to the specific problem is able to communicate this to the specialized 

division which is responsible for solving them. Different problems are dealt with in 

different ways depending on the size, importance and urgency. Big and complex 

problems usually take more time to solve. 

 

In the third phase, Selection phase, the solutions chosen are always the ones that 

are the best for the company no matter the cost. As we already mentioned above, 

the ones choosing the relevant solution are the specialized divisions and they have 

often the needed knowledge and experience for evaluating the available 

alternatives, based on logic and systematic.  

 

In the case of Company B goals have to be achieved, and the best solution is 

chosen no matter the economic costs. The organization has stable and clear goals, 

but as we see it there is no infatuation that the decision makers have all the 

necessary information about the different solutions and their consequences.  
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5.3. Company C  

 

5.3.1. Analysis of the organizational structure 

We start by looking at the organization structure and compare it with the 

organization structures of Mintzberg. The reason for doing this is to see if there are 

any similarities and if it is possible to characterize Company C into one 

organization structure category. Perhaps it also, as the other organizations studied, 

has characteristics of more than just one, a mixture of organization structures. 

 

The first impression of this organization is that Company C is a Diversified 

Organization, because of the fact that it is divided into the three geographical area 

divisions, which are all operating independently from each other and are only 

linked through by the headquarter, which is in this case the board of the directors. 

The managers of the geographical area divisions are given the authority to make 

almost all the important decisions in the organization. These are decisions 

concerning administration, purchasing, personnel and contracts. Further, typically 

for a Diversified Organization, the board of directors is together with the 

geographical area managers responsible for the formulation of goals, which are in 

this case of quantitative type. The goals are made by the existing statistics of the 

previous year, and are set on yearly basis, but they can be adjusted if needed during 

the year. This kind of goal setting is also usual in Machine Organizations. 

 

Further, the divisions are separated into smaller units called districts. In those, the 

district managers are given the authority to make the necessary decisions and are 

responsible for the operations and the outcome of the district. Still they are also 

responsible for reporting to the geographical area manager on monthly basis. This 

is making the organization relatively decentralized, which is a must in Diversified 

Organizations. The delegation of authority is a way to drive them towards the 

Machine configuration. Reason for this is that the districts must conform to 

standardized output criteria, which is of quantitative type, and is a base for the goal 

setting for the future. 

 

Now we can see that there are characteristics of the Machine Organization in 

Company C. Further, as the case in a Machine Organization, in this organization 
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the directives and job descriptions are very clear and the work process is 

standardized. The reporting done by the district managers to the geographical area 

manager is also standardized, which is also a characteristic of a Machine 

Organization. Because of the high degree of standardization in the Machine 

Organization it leads to a very low need for training and education. The employees 

of the company get their education only when they get hired, and as long as no 

major changes in the gambling rules of Sweden occur there is no further education. 

 

In both the Diversified Organization and the Machine Organization the need for 

control is strong, which is the case in Company C. These companies use both direct 

and indirect control. In Company C direct control is done both internally and 

externally, which means both by the organization and the Lotteri Inspectionen. The 

performance, attitude, and formal clothing of an employee and the legal part of the 

service provided by them are directly controlled. The indirect control is made by 

the geographical area managers by the indications they get from the clients and the 

reports from the district managers, and the part of payment system which is based 

on the performance is an indirect control. By these strong controls a part of 

eventual problems arising in the organization can be reduced.  

 

The strong need for adaptation to each district and town for Company C is a reason 

for diversification. Markets differ from each other and in order to satisfy clients 

and survive on each of them diversification is a must. Another reason is that 

diversification reduces the risk, or spreads it, so when a district is performing 

poorly others good performance can cover the losses. As good as the 

diversification of organization sounds, it is not just giving the organization 

advantages. In Company C’s case it has because of the independence between the 

divisions, and difference in conditions they operate in, have lead to a lack of 

common norms and values, making the organizational culture weak. 

 

There is no clear hierarchy in Company C, the authority is delegated, but it is 

delegated to the managers of the divisions, which results in keeping the authority at 

the top level of the divisions, making this company an organization that is 

diversified, and relatively decentralized. However, the divisions are run in a 

Machine Organization way, with centralized decision making.  
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5.3.2. Analysis of the decision making process 

The next step is to analyze the decision making process. Mintzberg’s three phases 

will also be used here to describe the decision making process.  

 

The first phase is the Identification phase, and in it detection of problems occurs in 

many ways, but mainly by the employees. The reason for this is because most 

problems arise between the clients and the dealers/employees. Problems can also 

be detected by looking at the statistics and those problems are often of 

administrative type. 

 

In the second phase, the Development phase, problems can be mediated to the 

district managers both by the employees and the clients. It is up to the managers to 

investigate why the problem occurred. They are also responsible to come up with 

the best suited solution. In those cases when the district managers are not able to 

solve a problem by them selves they must turn to the geographical area managers 

for advice. The solution for each problem is tailor cut because there is no 

standardized pattern to follow. Consideration must be taken to each new situation 

and each of the individuals involved. The time it takes to find a solution is 

relatively short, but the implementation of it is the part that takes time. How long 

time it takes depends on the characteristic of the problem and the solution.  

 

In the third of the phases, the Selection phase, the solution chosen is the one that 

has been tailor cut for the specific problem, trying to satisfy both parts involved. 

Sometimes these are solved only by the decision makers’ judgement, which is 

based on his/her knowledge and experience. From time to time, some situations 

can only be solved by compromise and bargaining between the involved parties. 

This with exception for the problems of administrative nature, for which there are 

standardized solutions. 

 

The goals that must be followed are set by the board of directors together with the 

geographical area managers. Because the goals are quantitative and based on 

numbers and previous statistics, there must be a compromise between what is 

desired by the board of directors and what can be accomplished in reality.   
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We believe that even though there may be some compromise made between the 

parties it is still the ones that posses the best arguing technique and have most 

power that set the standard to what must be achieved in the end. So the final goals 

may or may not be realistic.  

 

Because of the high degree of decentralisation of decision making to district 

managers, the decisions made in different parts of the organization are not similar. 

The individuals involved in the decision making on different levels have different 

characteristics which will influence the choice of the solution and in its turn the 

outcome of the decision.  

 

 

5.4. Comparing the three companies 

In this part of the dissertation we compare the three organizations that we have 

researched to see if there are any similarities or any differences between them and 

try to explain why they occur. 

 

 

5.4.1. Comparison of Company A and Company B 

 

5.4.1.1. Organizational structure 

By comparing Company A with Company B we found both similarities and 

differences. Both companies operate in different industries providing different 

products and services.  

 

Company B has existed on the market for longer time than Company A, and this is 

the reason why Company B has more standardized routines and is more structured 

than Company A is. Also important to mention is the fact that while Company B 

operates on the entire Scandinavian market and is an international organization, 

Company A operates only on the Swedish market, mainly in the Skåne area.  

 

Because of its size Company A is not composed of so many different functions as 

Company B is, and it is not divided into different divisions. This makes Company 
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A easier to manage and to control. There is also a significant difference when it 

comes to the number of employees in both companies.  

 

Even though both formal and informal communication exist in both companies, 

Company Bs´ communication is more formal than in Company A. We believe the 

reason for this is the size of the company and the amount of information that must 

be communicated to a higher number of employees in Company B then in 

Company A.  

 

There are also differences in the environment that these two companies operate in. 

Company A operates in a complex, unpredictable and flexible environment, while 

Company B operates in a more stable environment with only slight variations from 

time to time. This definitely affects the structures these both organizations have 

build up.  

 

Both organizations train their employees and they both have a strong corporate 

culture. They both motivate the strong culture, however they do this in different 

way. Company A motivates the strong culture because of its small size and low 

number of employees and believes that it becomes natural that the culture and the 

norms become strong and commonly respected. Company B motivates its strong 

culture as a need for the organization to reach its common goals. They also believe 

that because of the size, a strong culture is a must to be able to run and coordinate 

the different divisions.   

 

In both companies we can find a clear hierarchy, yet their decision making 

authority lies on different levels in each organization. Company A is more 

centralized and the CEO is the one with all the decision making authority, while 

Company B has decentralized some parts of the decision making to lower levels 

within the organization. Again, the reason for this is the size of the company. It 

would not be possible for the CEO in Company B to control all five divisions by 

himself. It would be very time and effort consuming and not at all cost efficient for 

him to keep decision making centralized at the top. Even though Company B is 

more decentralized than Company A, still the most important decisions are kept 

centralized at the top even in Company B, to ensure that goals are achieved.  
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5.4.1.2. Decision making authority 

By looking at the decision making process that is built up of three phases we found 

the first phase which has to do with identification of problems is similar for both 

companies. Problems can be detected anywhere and by anyone in both companies. 

 

Looking at he second phase differences between the companies decision making 

process are now apparent. In Company A, the CEO has all the responsibility to find 

solutions, while in Company B the special functions described earlier, are the ones 

that find solutions depending on the problems nature and character.  

 

In the selection phase, which is the third and final phase described by Mintzberg, 

the differences continue between the companies. While Company B chooses the 

solution that is best for the company no matter the cost, Company A is more cost 

aware and the CEO has this in mind while deciding on the appropriate final 

solutions. However, both companies strive to find the best solution in the end.  

 

We believe that the differences between these two companies are mainly because 

of their size and maturity. While Company B is mature and standardized and has 

been on the market for over 50 years, Company A is relatively new and has only 

been on the market for little more than one year. While Company B is relatively 

stable, Company A is still growing and developing. This leads us to believe that its 

Simple Structure of today will develop in the near future because the company is 

rapidly growing. While the decision making is very centralized today, it will most 

probably start decentralizing. It is only a matter of time before this happens, 

otherwise the organization will not be able to survive on the market in the long run.  

 

Finally, neither one of these two companies have the characteristics of only one 

organizational structure described by Mintzberg. Even though Company A seams 

like it best fits into the Simple Structure it has also characteristics of the Innovative 

and the Machine organizational structures. The same is relevant for Company B 

which seems like a Diversified organization, yet it also has influences of the 

Machine organization structure.  
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5.4.2. Comparison of Company A, Company B and Company C 

 

5.4.2.1. Organizational structures 

The reason we chose not to compare Company A and Company C, and then 

Company B and Company C systematically is because we felt that it would be a 

repetition of what we have already presented under 5.4.1.  

 

By comparing company C with Company B we saw that both had characteristics of 

the Diversified Organizational structure described by Mintzberg. Like Company B, 

Company C is also divided into divisions that are driven separately from each 

other. The difference is that while company B is divided to be able to serve 

different market segments, Company C is divided into geographical area divisions. 

The divisions in both companies are linked to each other only by the headquarter. 

A specific characteristic possessed by Company C is that the geographical area 

divisions are in their turn divided into smaller subdivisions, the districts, which 

also operate separately from each other. However all the districts have to strive to 

achieve the common goals made by the board of directors.  

 

When it comes to the division of functions, Company C has more similarities with 

Company A. Neither one of these two companies have clearly divided their 

functions as Company B has. In Company A and company C the only function that 

is separated from the operating function is the administrative one, while Company 

B has separate function for e.g. HR, R&D, purchase, etc. for each division. When it 

comes to the support staff, there exist no special functions for this neither in 

Company A or C. It is only Company B that has supporting staff that everyone in 

the organization can turn to for help.  

 

Another similarity between Company B and C is that the division managers are 

given the authority to make necessary decisions to make sure that the divisions 

they are in charge of function well. These two companies have also in common the 

fact that there exists both direct and indirect control. Company A is controlled by 

direct control executed by the CEO. We believe that the reason for this is the 

company’s size.  
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All these three companies have in common that the formulation of strategy and 

overall goals is centralized and done by the managers/ board of directors and / or 

by the CEO. Also similar for all three companies is that there are clear job 

descriptions, on all levels, for all employees and everything must be reported to the 

headquarters. In other words all these companies have characteristics of the 

Machine Organization.  

 

Company C has no clear hierarchy, while both Company A and B have a clear 

hierarchy. Company B is the one with the most developed and has more levels in 

its hierarchy compared to both Company A and C. Company A has a very simple 

hierarchy. This can clearly be seen by looking at the organizational schemes in 

chapter 4.  

 

We can clearly see that the company that has the highest degree of decentralization 

is Company C, and they motivate this by the strong need for local adaptation which 

is a must for this organization. This company has also the weakest organizational 

culture compared with the other two researched organizations. However, it seems 

to us that the employees in this company have the most authority compared to the 

other two organizations. The reason for this is because the employees have the 

authority to make more decisions by themselves while working. Another reason is 

that the employees do some administration work e.g. count the cash register after 

each working day and also conclude a report of the day for the district manager.  

 

5.4.2.2. Decision making authority 

When it comes to the first phase of the decision making process, these three 

companies have in common the way problems are detected when they occur. In 

each one of them any employee on any level can discover problems. 

 

The differences occur in the development phase, in other words, how each 

organization copes with the detected problems. While in Company A the CEO has 

the responsibility to find solutions no matter the problems character, in Company B 

the specialized functions solve the problems depending on their nature. However 

for Company C the problems, depending on where they occur and by who they are 
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discovered, they are firstly dealt with on the local level by the district managers. If 

a solution cannot be found, than the problem is communicated and dealt with, by 

the higher levels in the hierarchy.  

 

When it comes to the selection phase, each company acts differently. Company A 

tries to find the best solution at the lowest price. Company B chooses the best 

solution no matter the costs while Company C chooses the solution that is best 

tailor cut for the specific problem that needs to be solved. 
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Chapter 6 

                             Conclusions 
 

The conclusions will be presented. The dissertation will be summarised and the 

practical applicability of the presented theories will be discussed. Further research 

and practical implications will be presented. In the end we will present our final 

thoughts. 

 

6.1 Summary of the case studies 

Different organizations are built up in different ways. Their structure depends on 

the environment that they operate in, the products or the services they provide to 

the public and the type of ownership. As we mentioned in the introduction there is 

an extensive literature about the organizational structures and decision making 

processes. According to these theories, organizations follow clear paths depending 

on their characteristics.  

 

Our research is aimed at investigating where in the organizations the authority of 

decision making is located and how much authority there is on the local level in the 

researched companies. We also wanted to investigate how well some of the most 

known theories described by Mintzberg about organizational structures and their 

decision making processes are coherent with the reality.   

 

The three companies we chose for our case studies in this dissertation are 

companies that we are familiar with because we are employed by them. This led to 

the fact that we gained easy access them, and could conduct interviews on local 

levels in all of them. We believe that this might have affected the outcome of the 

research, yet if it is in a negative or positive way, or perhaps both, is hard to 

determine.  

 

After reading the literature and after interviewing the three companies, we came to 

the conclusion that it is very difficult to characterize one organization into one 

single model of the organizational structure. Yet, the decision making process, 
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described by Mintzberg, was quite relevant for all the interviewed organizations. It 

helped us to understand how and where the decisions are made in the 

organizations.  

 

If we start with Company A we came to the conclusion that its structure has 

elements of several organizational types, the Innovative Organization, the Simple 

Structure and the Machine Organization. The element that coincides with the 

Innovative Organization structure is the extensive use of special ad hoc project 

teams. The elements from the Simple Structure are the size of the organization, the 

small hierarchy and the role of the CEO. He is directly supervising everything in 

the organization and he keeps all the authority for himself. The elements that 

coincide with the Machine Organization structure are similar to the ones from 

Simple Structure; the management of the company and its high degree of 

centralization. The way it is ruled and is controlled by one single person, the CEO.  

 

The decision making process of the company is very centralized. The CEO knows 

exactly what he wants and how to achieve it, and by using his knowledge and 

previous experience he steers the company towards these goals, single handed with 

no regard taken to anyone else.  

 

The second company that we interviewed, Company B, is divided into many units 

to cover different market segments, which makes it a Diversified Organization with 

specialised functions but with a high degree of centralization, which also reflects 

the structure of a Machine Organization 

 

The decision making process is mostly centralized at the top but some degree is 

delegated to lower levels within the company. There are clear and stable 

formulated goals that must be achieved. 

 

Also the third organization that we studied can be characterized by both the 

Diversified and the Machine Organization structures. There is no clear hierarchy 

because the authority is delegated to the three geographical divisions and the 

district divisions, yet the authority is still concentrated at the highest level of the 

geographical and district divisions. In other words Company C is a relatively 
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decentralized Diversified Organization. However, the divisions are run as in a 

Machine Organization, with centralized decision making at the district manager 

level.  

 

When it comes to the decision making process, the goals that must be followed are 

set by the board of directors together with the geographical area managers and 

there must be a compromise between them. Yet there is a high degree of 

decentralisation, and delegation of the decision making to district managers have 

led to that decisions made in different parts of the organization are not similar. This 

occurs because of the individuals involved in the decision making, who have 

different characteristics that will influence the choice of the solution and which 

will affect the outcome of the decision.  

 

When comparing the three companies with each other we found both similarities 

and differences between them. The most important similarity for our dissertation is 

the fact that none of the researched companies had the characteristics of only one 

organizational structure described by Mintzberg. Thus, there are characteristics of 

the Machine Organization in all three organizations.  

 

The decision making authority was more decentralized in Company B and 

Company C and we believe that the reason for this is that both these companies are 

larger and more mature than Company A. Company C is the one that gives most 

decision making authority to its district managers and to its employees, while 

Company B`s local managers have some decision making authority but it is more 

restricted than in Company C. Because Company A is so small, the local level is 

also the top level and all authority is centralized there. However, the strategy 

formulation and the overall goals that need to be achieved are centralized at the top 

of the hierarchy in all the researched companies. 

 

To sum up, our findings have partly resulted in what we previously expected when 

starting to write this dissertation. The existing theories on organizational structures 

are not very relevant when describing organizations of today. It seams almost 

impossible to find an organization that purely belongs to, and can be characterized 

by one single model. We believe that the existing models of organizational 
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structures developed by Mintzberg must be revised and updated continuously 

because of the rapid change of the business environment.  Yet, Mintzberg’s 

decision making process, described in the 3 phases, was relevant in our research. It 

created a clear picture of the decision making, in the meaning of how problems are 

detected and solved and how a decision is finally made, in the companies we have 

researched. 

 

 

 

6.2. Suggestions for further research  

Because of the limitations it is not possible to conduct a perfect research, at least it 

was the case for us, and there will always be possibilities for further research. 

Some of those are; 

• Go deeper into the decision making process and not only investigate where 

the decisions are made, but even more exactly how they are made.  

• Conduct a research of companies operating in the same industry.  

• Use more companies in the research process, in order to be able to 

generalize. 

• Try to modify or create newmodels of organizational structure that would 

be more relevant in the reality of today.  

 

 

6.3. Practical Implications 

The organizational structure models described by Mintzberg can only be used as 

guidelines today. The reason for this, we think, is because the organizations of 

today have developed and the environment they operate in has changed over time. 

The models have to be modified to have a higher degree of relevance.   

 

Yet, the decision making process, also described by Mintzberg, is very relevant. It 

gave us a clear picture of how problems are detected and solved, and it helped us to 

see where in the organization the decisions are made and who makes them. 
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Questionnaire: 
       

      To get a picture of the person we are interviewing:  

 

1) What is your position in the company? 

2) How many employees do you have under you? 

3) How many employees are working in the company? 

 

To identify the type of the organization: 

 

4) For how long time has the company been on the market? 

5) How is the organization structured? Is there a clear hierarchy? 

6) How is the communication in the company? Formal or informal? 

7) What products/services does the company offer to the customers? 

8) Do you provide your employees with constant training and education? 

9) How is the environment the company operates in? Complex, simple, flexible, 

stable? 

10) How is the culture in the company? Is it strong? 

11) Are the functions separated or not? (administration, staffing, etc) 

12) How much information must be reported to the headquarter?  

13) Do you have supporting staff division that helps and supports employees in order to 

reduce their uncertainty about the jobs and the organization? 

14) Do you have clear rules about how work needs to be done on all levels of the 

company? 

 

To find out how their decision-making process is: 

 

15) How do you detect problems? 

16) Who is the first to find out about the problems? 

17) How is the problem communicated to the rest of the company? 
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18) How long time does it take from the moment that you detect a problem to the 

moment that you find a solution? 

19) How are your goals formulated? Who, where, when? 

20) How do you find a solution to the problems? Who has something to say about it? 

21) How are the consequences evaluated? 

22) How can you decision-making process be optimalized? Can it be optimalized? 

23) What type of control do you use? Direct or indirect?  

 
 
 
 
 
 
 


