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Abstract. Goal of the article is to use detailed literature analysis and findings of
an empirical research, and to propose efficient organization of cooperation
activities in a company. The proposed efficient organization enabled authors to
describe the process of creating a cooperating company and the individual
recommended types of organizational structures. The article thus provides a
tool for company managers for managing their cooperation projects and
activities. Use of this tool is meant to help minimize occurrence of conflict
situations and to support smooth progress of cooperation activities from the
organizational perspective. This tool means also a strong sustainable aspect
concerning the cooperation’s overall stability.

Keywords: cooperation management, organization, cooperation project, matrix
of organizational structures, sustainable approach.

1 Introduction

The topic of managing cooperation activities is currently highly up to date. In present,
cooperation as such represents for a company an important tool for increasing its
competitiveness. Companies no longer develop their cooperation activities based on
“impressions” or “gut feelings”, but rather based on knowledge derived from the
opinions of their customers, employees and partners. They collect the necessary
information, support creation of knowledge, explore market opportunities and make
decisions about the need to cooperate. Companies aim to fully utilize their
cooperation potential. In order to be successful, it is needed to effectively manage
these activities and to dynamically react to the ongoing market development. Here we
can use the proposed matrix of cooperation organizational structures, which will
ensure efficient organization of the emerging market opportunities using the created
cooperation.

The article aims to offer, in an understandable form, a coherent perspective on the
management of cooperation activities in a company as well as a methodology of
organizing its cooperation projects. Both of these would be based on a comprehensive
mapping of theoretical and practical findings in the area of cooperation management
as well as the performed research about its utilization in Slovak enterprises.



The main goal of the article is to produce new insights in the area of cooperation
management, with particular focus on its definition within management, and its
potential use for managing cooperation projects and activities of a company.
Identification of suitable organizational structures may significantly contribute to
minimizing occurrence of conflict situations in the process of managing cooperation
projects and company activities.

We use several methods to perform our research:

- method of document analysis: for analyzing current as well as historical data

about the topic;

- questionnaire survey method and a method of semi-structured interview: for

gathering data in an empirical research;

- method of observation: used during visits of selected companies;

- method of quantitative evaluation: for processing the data — statistical methods

and tools were applied;

- method of comparison: for comparing data gathered by empirical research and

data from the analysis of secondary information sources.

The performed research focused on medium and large enterprises active in the
Slovak Republic. The actual respondents were company managers on the mid to top
management level within the managerial hierarchy of companies. In total, 273
respondents took part in the research focused on diagnostics of the level of use of
cooperation management. Research included companies active in multiple sectors of
the Slovak economy. Included companies were categorized by the Statistical Office of
the Slovak Republic as medium or large enterprises. The actual respondents were
company managers on the mid to top management level within the managerial
hierarchy of companies. Size of the sample was 345 respondents, with the required 95
% interval of reliability and the maximum allowable error of 5%. Since 273
respondents actually took part in the research, the maximum allowable error reached
5.72 %. Data was gathered exclusively via personal interview. Partially results of this
research were already published in several papers, e.g. Lendel, 2015 [20]; Vodak,
Soviar, Lendel, 2013 [45] and Vodak, Soviar, Lendel, 2015 [46]. We consider this
paper as continuation of above mentioned works.

2 Current State of Dealing with the Issue

Cooperation is one of the key tools for achieving strategic competitiveness of
companies. It is a complex system whose elements are stakeholders striving to
achieve certain benefits which would be individually hardly achieved ([16]; [36]).
The benefits of cooperation are less likely to emerge in a short time, they show up
after a certain lapse of time, so from a long-term perspective it is more profitable to
choose cooperation rather than a selfish strategy [26].

Cooperation needs to be properly managed in order to be successful. However,
there is still an ongoing scientific discussion regarding the term cooperation
management, its definition and the scope of use. Several definitions of cooperation
management can be found in the scientific literature, such as following ones. It is a
philosophy of management that can be applied irrespective of ownership structure [4].



Cooperation management offers effective management of cooperative processes
between independent organizations with the aim of continuously improving inter-
organizational activities and providing flexibility for companies which are facing
challenges of today, so that opportunities for cooperative development don’t remain
unused [3]. However, these definitions of cooperation management typically address
only a subset of the whole task of cooperation management. We built this chapter
based on our previous published works, mainly [20], [45] and [46]. High variability in
interpretation of the term “cooperation management” can be supported by the
following examples:

- it is a way of managing and developing collaboration in a competitive
environment [19],

- itrepresents a term for integrated management of company networks [31],

- it is a cooperative decision making process within heterogeneous preferences
[38], [44],

- it provides conditions for creating a system of cooperation based on effective use
of resources and technologies [49].

The most important characteristics of cooperation management are following [44]:

- It is a complex decision making process and the decisions are made on all
managerial levels.

- Primary goal of cooperation management is to satisfy the needs of the members
of cooperation.

- All activities need to occur according to the agreed principles of management
and cooperation.

- Suitable balance needs to be established between the efforts for commercial
success and maintaining goals of the cooperating parties.

- Management focused on reaching a goal via effective use of resources.

Based on the performed detailed analysis, as described above, we can define a
more precise definition of this term ([21]; [37]; [47]; [48]): Cooperation management
is effective and efficient management of relationships in a cooperation between
separate and relatively independent organizations or individuals, with the goal of
improving their competitiveness.

Building of relationships based on cooperation and having the following attributes
(2L [71; 191 [13]; [14]; [21]; [22]; [31]; [42]): cooperation and partnership;
seriousness; non-disturbance of mutual competitive relationships; focusing
particularly on long-term time horizons — long-term cooperation; continuous learning
and knowledge transfer; effective and efficient combination of resources — the ability
to integrate external resources through net-working.

To build cooperation management in a company is a real challenge that company
managers need to deal with. Among a number of factors influencing the process of
establishing cooperation management in a company belong following ones:

- The role of innovation: effective cooperation management processes have
significant impact considering creating of successful innovations (product,
market, services, processes, etc.) ([11]; [18]; [24]; [32]; [34]).

- Mutual trust — trust between the partner organizations: trust is mainly based on
previous positive experience and it is also strongly connected with reference
power of an organization ([10]; [47]; [48]).



- Information background (as a cooperation processes support) and knowledge
creation: effective management of cooperation processes is strongly dependent
on ensuring quality information within the company and to enable its sharing for
the decision making needs of the managers ([1]; [6]; [23]).

- Impact of wider — regional environment: a sum of companies in a region, which
could be used as an integral part of cooperation management activities; already
existing cooperation networks (alliances, clusters...); state of the regional
economy, etc. ([17]; [25]; [27]; [30]; [40]).

- Organizational factors: all necessary changes in the organizational structure to
support cooperation; new dynamic organization structures (e.g. clusters) ([15];
[27]; [28]; [35]; [39]).

- Geographical proximity of the partners: it is not a necessity.

- Sharing a common purpose, values and objectives; knowledge in the area; and
reaching a consensus [33].

Assuming that the abovementioned identified factors are taken care of within a
company, then its cooperation management will bring expected results, such as better
product quality, shorter delivery times and higher customer satisfaction [41]. This will
contribute to the overall competitiveness of the company.

3 Situation in Slovak Enterprises — Results of Empirical Research

We conducted our research between September 2012 and February 2013 (further
information about this research could be found in our previous published papers [20],
[45] and [46]). Our main goal was to gather and interpret information about the level
of using cooperations in the environment of Slovak enterprises. In order to reach that
goal, our research had to identify the key aspects of efficient management and
functioning of cooperations, related issues, degree of satisfaction of companies within
cooperation and the opportunities for improvement of already functioning
cooperations. All gathered data provided complete picture about readiness of Slovak
enterprises to use (implement) cooperation management. In total, 273 managers of
small, medium and large enterprises took part in the research, from companies active
in Slovak republic. Data from the respondents was gathered via personal interviews.
Table 1 provides overview of the main results for the individual researched areas.



Table 1. Level of use of cooperation management in Slovak enterprises.

Researched area

Main results

Area of the most
developed cooperation

The most preferred areas
of interest for a more
intense cooperation in the
near future

Main issues arising when
cooperating with other
organizations

Main benefits resulting
from cooperation

Areas for improvement in
cooperation

Supplier relationships (68.13%)
Purchasing relationships (52.38%)
Technical cooperation (44.32%)
Education (35.16%)

Advertising and promotion (24.18%)

Purchasing of products and services (59.23%)
Supplying of products and services (57.69%)
Technical cooperation (43.08%)

Technical consulting (25.38%)

Advertising, promotion (23.08%)

Insufficient adherence to the agreed contractual
terms (58.39%)

Financially demanding (35.04%)

Distortion of information (34.41%)

Low effectiveness of cooperation (29.56%)
Unwillingness to provide internal information by
a cooperating company, i.e. concerns about
providing internal information to a company
(28.83%).

Good mutual relations (26.62 %)
Improved profit (20.78 %)

Reduced costs (20.13 %)

Improved competitiveness (15.58 %)

Improved communication (31.78 %)
Adherence to contractual terms (23.08 %)
Improved effectiveness of cooperation (22.14 %)

It could be considered positive that almost half of the respondents (47.62 %) plans
in the near future (within one year) to establish a more intense cooperation with a
company or an organization. When selecting partners for cooperation, companies
make decisions based on the following factors: costs (8.12), insolvency (8.03), market
position (7.25), profitability (7.18) and certificates (7.05). In contrast, the lowest
importance was assigned to the factors such as the legal form (4.16) and company
seat.



4 Proposal for Effective Organization of Cooperation Activities of
a Company

During the process of managing cooperation processes in a company, company
strategy is revised and modified so that it reflects the plans of top management
regarding management of cooperation activities. However, such a change can end up
influencing the roles of multiple employees. Depending on the character and number
of realized cooperation projects, it is necessary to revise the currently used company
organizational structure and to adapt it to the current situation.

Given great variability of cooperation projects, it is possible to use multiple types
of organizational structures for their organization. The general rule is that the
organizational structure adapts to the cooperation project (content, complexity, extent,
time needs) and not vice versa.

Organization remains of key importance in the process of managing cooperation
activities, especially in today’s turbulent environment. Cooperation management aims
to ensure competitiveness of the company in such environment. However, for this to
happen it is needed that the company is capable to dynamically react to the arising
changes.

Here is room for using dynamic cooperation organization structures that offer
immediate reaction and consequent change in configuration of employees and
processes, as necessary. Therefore, such organization structures enable cooperation
with partners in the area of research and development, marketing etc., as well as work
on multiple project at the same time. Dynamic cooperation organization structures
(champions, purpose teams, project teams, project centers...) are characterized by the
following properties:

- ability to rapidly react to changes,

- de-centralized management,

- use of the creative approach,

- flexibility in content and activities of the groups and individuals,

- acceptance of higher degree of uncertainty and risk in management,

- direct evaluation and testing of new ideas,

- focus on results,

- adequate number of management levels,

- administratively undemanding methods of management,

- high added value,

- informal team work,

- lower number of organizational elements and connections,

- lower requirements on the management system.

For the purpose of fulfilling the organizational needs related to managing
cooperation activities, a matrix of cooperation organizational structures was created
(Fig. 1). Cooperation organizational structures are located in the matrix based on two
main parameters — number of realized cooperation projects and how
demanding/complex are the cooperation projects.



A

2
8
S Network Matrix
c 2 organizational - - - ¢ $»-organizational
] structure structure
o
g A
o
z :
< '
2
(o8

Departmental/ .
£ partn Project
ke z functional g
> 3 - organizational
£ = organizational
3 structure
= structure
£

low high

number of realized cooperation projects
Fig. 1. Matrix of cooperation organizational structures.

In the first quadrant we can find the functional organizational structure. This is a
classic organizational structure, suitable for situations with low number of realized
cooperation projects with relatively low complexity. Company employees are
managed by their superior within a department to which they are assigned. Their work
position does not change, i.e. they stay on their linear positions. Communication in
this organizational structure takes a form of coordination work meetings of
cooperation teams. The role of line managers is to ensure the process of planning,
realization and control of cooperation activities.

In the second quadrant we can find the project organization structure. It is used
mainly in situations when company realizes multiple projects with relatively low
complexity. If necessary and if existentially important for the company, it is possible
to use this organizational structure to deal with demanding and complex cooperation
projects (represented by the arrow in the Fig. 1). In this organizational structure,
members of project teams are freed from their permanent work position.

In the third quadrant we can find network organizational structure. It enables to
deal with complex and demanding cooperation projects and if necessary also multiple
projects at the same time (represented by the arrow in the Fig. 1). This organizational
structure is characterized by high degree of flexibility and dynamics. Cooperation
projects are managed in required time and quality, while a relationship is being
established with the main organization.

In the last quadrant we can find matrix organizational structure. Due to its
structure, it enables dealing with multiple cooperation projects with high degree of
complexity. It also enables efficient use of company resources. Employees are
managed by a project leader, while they also remain on their functional positions.



5 Discussion

Organization, whether commercial or not, is a social group. Its goal is to fulfill the set
goals. Cooperating organization have certain categories in common. Most often these
are common goals that can be reached more effectively via cooperation [45].
Organizations assume culture of the society from which they stem and at the same
time they create their own (organizational or company culture). Success represents an
important aspect — this is represented in a way by company survival, market success,
profit etc. If organization is not in the long-term successful in fulfilling its goals or it
is not competitive, one of the solutions is to connect with other organization or
organizations.

Figure 2 represents basic steps necessary for creating cooperating organization.
Organizations exist in a state of mutual competition. In case a certain problem turns
out to be significant enough, it may represent a potential stimulus for establishing
mutual cooperation. Mutual discussion and agreement leads to cooperation.
Organizations exist in a dynamic environment that creates further changes that in turn
create need for another discussion (planning and decision making). This may result in
a decision to continue the cooperation, to modify it or to terminate it and to return to
mutual competition.

Competitive
environment

Organization A Organization B Organization C
h J
< Existence of a common problem

v

( Negotiation and agreement
Cooperative % 5
environment Common organization

(A,B,C)

< Change )7

Fig. 2. Process of creating cooperation organization.

The described aspects form dynamic cooperation organizational structures, that
are created, modified and terminated, depending on current goals and tasks. One
organization could participate in multiple dynamic organizational structures. It could
also be the case that only a part of organization participates. This arrangement enables
individual structures and employees to work on tasks from multiple projects,
depending on the current needs. The cooperation organization itself takes on standard
organizational structures.

Frequently we encounter matrix organizational structure, which suitably addresses
the needs created by the environment dynamics. This type of organizational structure



is also partially defined by the management literature: “Virtual organization or
organization with virtual organizational structure is a special type of organization. It
differs significantly from the hierarchical organizations. It is a temporary connection
of companies, based on information technologies. Its purpose is to rapidly and
efficiently use available entrepreneurial opportunities. Subjects connected within the
virtual organization are not connected via ownership, and do not form formal
organizational structures. Rather, they are independent and each of them contribute to
taking advantages of the opportunity by its specific skill and obtains that what could
not be obtained in being isolated.” [43]

Although the sustainability concept is mainly oriented on ecological or
environmental issues it is widely used also in socio-economic context ([5]; [8]; [12]).
E.g. Delai and Takahashi refer to “consensus around three main dimensions of
sustainability - economic, social, and environmental” [5]. They define the social and
economic dimensions as following: “The economic dimension assesses short and
long term value generation by a company and its relationship with shareholders. It is
related with the long-term sustainability of an organization.” “In the organization
point-of-view, the social dimension of sustainability concerns impacts on the social
systems within which it operates or its stakeholders” [5]. Effective cooperation
management between independent organizations have also strong sustainable aspect:

- it is oriented on long-lasting solutions;

- it is mutual beneficial for all participants (common sources or value creation...);

- cooperation based organization structures (e.g. clusters) have high probability

for creation of positive externalities and have significant potential for
innovations ([28]; [29]).

6 Conclusion

New cooperating organization creates new quality of culture, which will be based on
the cultures of the cooperating subjects. Cultural similarity plays a certain role here,
as cooperation strategy is often used by small and medium organizations that are
regionally concentrated. On the other hand, e.g. joint-venture is often established by
transnational corporations. Culture also determines values that are attractive for the
subjects to such a degree that they decide to cooperate (competitiveness,
effectiveness). Inequality will manifest particularly in the organizational structure of
the new organization. It can also manifest depending on the division of decision
making influence between the cooperating parties. Conflict should be here seen more
broadly, as it is mainly a negotiation. Cooperating subjects may have different
opinions about the future direction of the cooperating organization. If agreement or
compromise is not found, change will take place. Change is here understood as a
modification of the organization (new goals, change of partners etc.) or as its
termination, in case it loses its relevance for the cooperating subjects (or at least for
the critical number of involved subjects).

Proposed matrix of cooperating organizational structures is meant to serve as a
tool for managers of cooperating companies for managing their cooperating projects
and activities. Its use is meant to help minimize occurrence of conflict situations and



to support smooth progress of cooperation activities from the organizational
perspective.
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