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Abstract. The paper presents a model of activities analgzentall and middle size companies, based on sicateg
segmentation method according which, each actisigrvaluated by its contribution to society patniad fortune.

The objectives of diagnostic analyze is to evaladite
by integration ratio into global companies stratefye propo
and external specific to small and middle size camypdue b

ompanies activities by contribution to geheraue and
sed model take account the booth tygactdrs: internal
y diversity of activities and resourcedifian. The three

main steps in analyze are: determination of “kegceas factors” (KSF), which enforced the activiti@snpetition
position, followed the regrouping in “strategicigities domain” (SAD), that use common factors dstlategic base”
(SB) which share same resources. Based on thesamiiedtions is built the “strategic activities majiat allow to

divide resources into maximum efficiency conditions

Model proposes a general plan of analyze, developestages, making evident the necessary workuimsnts.
Finally paper present an example of diagnostic $mall package factory. Conclusions refer to ingtlam of analyze

results on company’s management strategy.

Keywords: competition, competitive forces, evaluation, detieant factors, process, pressure forces

1. The objectives and premises of the
analysis

The diagnose analysis of the activities
portfolio has a purpose the classification of them
from the point of view of the resource consume
and the value contribution at the society patrimony
in order to show the attractions and vulnerabditie
offered by the intern medium but also the
opportunities and dangers resided from the impact
with the extern environment.

The activities of a company have assimilated
in time and have been generated many times by
conjectural events that have disappeared or have
been maodified. Giving up on an activity at a certai
moment is a much more difficult decision than
starting it as a result of the psychological factor
that assimilates quitting with failure in mission.
This way many resource consuming activities are
still on even if their value contribution is vergw
or inexistent. This phenomenon is even more
obvious at small and medium companies where, as
a result of the big flexibility of the decisional
factor, the activities have a large diversity amd a
inertial force bigger than companies with shared
administration. The cause is concentration of the
decisional power in a single power point who, in
lack of a qualified skill acts accordingly subjeeti

purposes than economical ones. For example: “If it
exists, why shutting it down?” Or “If others do it,
which means it's ok”.

But in the diagnose analysis of the activities
portfolio there is only one important principleeth
segmentation of the activities according to the
value contribution at keeping society patrimony.
So, there are two main activity objectives [1, 2]:
Emphasize all the company’s activities
and establish their value;

Verifying their integration in the global
strategy of the society.

The first of the two objectives is about
determining the key success factors (KSF) of every
activity, the ones that ensure a competition
advantage on the market with a supplementary
value of utilization for third party (clients, use
distributors, etc) or by reducing costs.

The second objective is about determining
the strategic activity domains (SAQhe ones that
unite activities similar to KSF and that divide the
common resources. These activities contribute with
great efficiency at the company’s value. They
become this way a part of the company’s global
strategy, they allow identifying some market
segments, technological concentration, alliances,
etc. Also, acquiring this objective is linked with
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determination of the strategic basis (SB) that
reunite groups of SAD in between there are
horizontal links (Ld) related to sharing resources,
knowledge, company image, complementary links
of product range, etc. Mainly it is about those
domains where the decisions must be taken
considering the effects on other domains from SB.
So, there are some conditions for defining the
horizontal basic strategies that will consider the
links between SAD components. In between
different SB the only links are the ones that share
the general administration costs, financial sewvice
and maybe even a common distribution of the
cash-flow (Lb).

2. Theoretical model for diagnosing the
activities portfolio
The diagnose analysis of the activities
portfolio starts with presenting the basic
company’s activities and with identifying KSF,
SAD and SB. Based on these we can build the
“strategic map” of the company’s activities that

External factorsre those who determine the
market value of the products, their utility on

buyers. From these we can list: commercial
market, reputation, contracts with strong
companies, certain favorable conjunctures on

market, inclusion of some known networks of
distribution and selling, etc.

3. Practical model for diagnose analysis of
the activities portfolio
We analyzed the activity portfolio for SC
Dynavit Trade SRL Brgov. This society is a small
and medium company with capital 100% private, 8
employees and total turnover at about 200.000 €.

3.1. Listing the basic activities
The activities deployed in this society sorted
by volume (total turnover) are:

Al. Pack production

A2. Commercial brokerage
A3. Industrial liquids production (demineralized
water, substances of windshield washing)

allows us to analyze the resource sharing between A4. Rental of production property

company'’s activities.

The basic activities are defined in literature
as individual technology, application and group
activities [1]. In small and medium companies that
have a big diversity of activities from the categor
of services we accept completion of the
“technology” term with the “abilities” term for
enlarging the theoretical spectrum of the actisitie

After defining the basic activities we can
now identify KSF in each one.

There are two main categories of key
success factors that determine the strategic
segmentation of the activities [2]:

* Internal factors (KSFi)
» External factors (KSFe)

The internal factors are the ones that ensure
the improvement of the value contribution in
internal linkage: research, design, production,
distribution, selling with a rational distributioof
the resources between the activities within the
linkage. They can be: the professional skills and
experience of the employees, having licenses,
franchises or brevets, high level technologies and
machinery, implementing a quality assessment
system, product design, production flexibility, the
capacity of rapid transfer of technology, proximity
and continuity in deliveries, sale prices, relidpil

From analyzing the basic activities we can
classify the society within the ones focalized,hwit
a small number of abilities-technologies with what
it realizes many application for a big number of
users.

The strategy is specific for small and
medium companies with small or oscillatory
(seasonal) activity which searches for a
compensation of the activity with a relatively low
consume of resources.

In the analyzed company it is about lowering
the effect of the seasonal fabrication of bottléth w
a counter-season product (demineralized water and
windshield washing substance) and also about using
all the available resources from these activities
(property renting, commercial brokerage).

Table 1 represent the determinant factors
analyse containing technology or abilities,
applications and clients group.

3.2. Identification and analysis of KSF

We need to identify and analyze KSF for
each of the basic activities shown above. Activity
is a certain observation of the client relationd an
internal producing procedures, marketing and
management and also is a complete analysis of the
costs for each type of activity. The data have been

of products and many other factors that depend on collected from different sources (clients, direstor

type of activity and on knowledge accumulated
during the company'’s activity.

accounting, market evaluations, etc), and the
results are shown in table 2.
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The KSF analysis is about establishing the where one can see the benefits realized (process
sources for them in the productive activities chain quality or cost reduction) and the intern resources
and consuming of resources. Analyze is very implicated.
important for the next stage in order to define
SAD. The analysis results are in table 3 and 4

Table 1. Determinants factors analyse

<

Technology, abilities Applications Client groups
1. Blowing plastic 1.1. Making Pet bottles 4 ——» 1. Liquid producers
matters in a mold 2. Liquid bottlers
2. Selling contract of | 2.1. Selling products to the clients] 3. Individuals
chain stores T 4. Stores “cash & carf
3. Demineralization 3.1 Making demineralized water. 5. Car distributors
and water osmosis. | 3.2 Making windshield washing % 6. General stores
substance 7. Industrial clients
4. Available property | 4.1 Renting —» 8. Storage companieg
Table 2. Dynavit Trade S.R.L. competitive positammalyse
Activity | Basic activities Key success factokSE)
1 The pack production activity for the 1. Price and payment terms
liquid producers 2. Product diversity
3.  Quality
4. Commercial brokerage (selling the client products)
2 The pack production activity for the 1. Price and payment terms
liquid bottlers 2. Product diversity
3. Permanent stocks
4. Geographical distance (the only supplier in town)
3 The pack production activity far 1. Price
individual consumers 2. Product diversity
3. Permanent stocks
4. Geographical distance (the only supplier in town)
4 Commercial brokerage in Selgros 1. Exclusivity contract for selling some of the clisnproducts
network in Selgros network
5 Demineralized water production for 1. Price
car product distributors 2. Permanent stocks
3. Geographical distance (the only supplier in town)
6 Demineralized water production for 1. Price
general stores 2. Permanent stocks
3. Client distribution
7 Demineralized water production for 1.Price
industrial clients 2.Permanent stocks
3.Geographical distance (the only supplier in town)
8 Property renting 1. Price
2. Quality of the rented space (comfort, utilitiescess)
3. Geographical distance (central location in town)

Table 3a. Pack production activity for the ligpicducers

Buyer value of Activity Concurrency advantages sourcefrocess| Low | Human | Financial | Assets
KSF quality | cost | resource| resources

Price and paymen&——y Supplying Closeness to sources of row *
terms material

Preferential relations with * *

suppliers.

Long payment terms. *
Product diversj Production  Automatic productinrseries * *

%& 7 Flexibility * *

Big number of molds. * *
Quality [
Commercial <€— Manag. Bilateral relations of * * *
brokerage services compensations and counterparty
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Table 3b. Pack production activity for the liquidttlers

Buyer value of Activity Concurrency advantages | Process| Low | Human | Financial | Assets
KSF sources quality | cost | resource| resources
Price and paymenie—— Supplying Closeness to sources of roy *
terms material.
Preferential relations with * *
suppliers.
Product diversjty | Production Automatic production * *
series * *
Flexibility * *
X Big number of molds
Permanent stock Marketing Direct promotion k *
Geographical >< Management Production organization * *
distance o] >
Table 3c. Pack production activity for individuainsumers
Buyer value of Activity Concurrency advantages | Process| Low | Human | Financial | Assets
KSF sources quality | cost | resource| resources
Price and payme Supplying Closeness to sources of row *
terms material.
Preferential relations with * *
suppliers.
Product divers*'ty__,._-————-- Production Automatic productinrseries * *
/ Flexibility * x
Big number of molds * *
Permanent stocf
Geographical Management Production organization * *
distance I
Table 3d. Commercial brokerage in Selgros network
Buyer value of Activity Concurrency advantages | Process| Low | Human | Financial | Assets
KSF sources quality | cost | resource| resource
Exclusivity Marketing Relations with Selgros * *
contract '\\ personnel
Management Bilateral relations with Selgros * *
Table 3e. Demineralized water production for cadpicts distributors
Buyer value of Activity Concurrency advantages | Process| Low | Human | Financial | Assets
KSF sources quality | cost | resource| resource
Price - Supplying Packs from own production i *
; Production Full automatic process * *
7<\ Gravitational bottling line * *
Permanent stocks Marketing Personal relations wit * *
h d distributors
Geographical >< Management Production organization * *
distance A >
Table 3f. Demineralized water production for stores
Buyer value of Activity Concurrency advantages sourdes Proget®w | Human | Financial | Assets
KSF quality | cost | resource| resource
Price -~ | Supplying Packs from own production i *
Permanent sto Production Full automatic process * *
Q{f Gravitational bottling line * *
First hand Delivery, Own transport vehicle * * * *
distribution v\* logistic
Marketing Personal relations with store * *
N~ management
Management Production organization * *
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Table 3g. Demineralized water production for indastlients

Buyer value of Activity Concurrency advantages sourges Proges®w | Human | Financial | Assets
KSF quality | cost | resource| resource
Price -
™~ Production Full automatic process * *
Stock in bulk * *
Permanent stock‘>< Marketing Only producer in area A *
Geographical 4 Management Production organization * *
distance

Table 3h. Property renting

Buyer value of Activity Concurrency advantages sourdes Proget®w | Human | Financial | Assets
KSF quality | cost | resource| resource

Price < /.'VIarketing Direct promotion *

Quality of -« Management Personal relations with clients.  * *

location ~

Geographical /’\ Maintenance Common maintenance of own * *

distance ™ property and rented

3.3. Determination of SAD resources (R2) and financial ones (R3). For

We can identify 6 main strategic activities example, the production space is divided for all
that use the same key success factors, intable 4. three SB and the productive personnel are

As one can see at the analyzed company distributed continuously according to needs
there are few basic activities that can use theesam between the two productive SB and are also used
KSF even if some of them like price, stocks and for commercial brokerage. This pluralism is
geographical position are in most of the SAD. The characteristic for small and medium companies
situation is specific for small and medium that have Ilower levels in technicality and
companies that realize a large number of SAD by specialization in order to make the resource use
combining the relatively low number of KSF at more efficient.
their disposal [3, 4].

Table 5. Determination of SB

Table 4. Determination of SAD Nr. SBDescription of SB | Common SAD
SAD Description. Common KSE 1. Pack production | 1Serial pack production
1. [Serial pac|1.Price, payment facility 2. Individual pack production
production 2. Product diversity 2. Demineralized [3. Production for distributors
3.Quality water production 4. Production for final clients
4.Commercial brokerage 3. Service production 5Commercial brokerage
2. Individual pacl1.Price, payment condition 6. Proprety renting
production 2. Product diversity
i- germa”er':‘_t STOd‘?kS 3.5. The strategic map of activities
— - Geographical distance The strategic map is a short representation of
3. Demineralized wat(1.Price SAD oo d SB related dded
production fo2.Permanent stocks aCt“_"t'_eS regrou_pe as re a_te to adde
distributors 3.Geografical distance value. This is the basis for the analysis of reseur
4. |Demineralized wat(l.Price distribution in the company.
production for fing2.Permanent stocks For the given company the strategic map is
clients 3.Distribution in fiaure 1
5. Commercial 1. Exclusivity contract 9 '
brokerage ~ i
6. Property renting 1.Price . -——-Eﬁ:‘“ —
2.Quality —_—— mibe

3.Geografical distance

S T (O Feifa
wzerikan deirne el
11k S e ooz
-zlzdle

= likkoken

3.4. Determination of strategic basics (SB)

We found at this company 3 strategic basics
between which the common resources are divided.
(table 5).

Common resources divided at the level of
the three SB are company’s actives (R1), human

Figure 1. Strategic map
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3.6. Theanalysis of resour ce division between

profitability like: total turnover, added value,ogs
SAD income, etc but takes into count also some specific
The analysis is a comparative one between links that are viewed inside the company like:

the current (existent) situation (E) and the ideal common skills of persons or activities, potential

situation (l) that
segmentation of the activities. The analysis takes

resulted after a strategic specific interests, etc.

The analysis of the resource division can be

into account the resource division on strategic included in a comparative table with 2 entries that

basics (SB) and on activity domains (SAD) and
also the transfers between the last ones.

allow the combined evaluation of the common
resources. An example with the tree types of divide

The optimal repartition of the activities of resources R1, R2 and R3 is presented in table 6.

different activities is based in value indexes of

Table 6. Model of resource division

SAD/ SAD1 SAD2 SAD3 SAD4 SAD5 SAD6

SAD E I E I E I E I E I E I

SAD1 . e | R1=50 | R1=30 | R1=10 | R1=5 | R1=10| R1=5 | R1=20| R1=0 | R1=50| R1=70
R2=40 | R2=45 | R2=10 | R2=5 | R2=10 | R1=5 | R2=0 | R2=0| R2=0 | R2=0
R3=46 | R3=30 | R3=2 | R3=0 | R3=2 | R2=0 | R3=2 | R3=0| R3=2 | R3=0

SAD?2 . .

SAD3 . .

SAD4 . .

SADS5S . .

SAD6 . .

4, Conclusions
» The diagnose analysis of the activities portfolio
is a critical evaluation of the existent situation

knowledge and experience of the specialists
team involved.

at a certain moment in the company, compared 5. Contributions

to an ideal situation from a strategic point of
view;

» The evaluation model proposed for small and
medium size companies depends on their
capacity of strong diversification of the
activities, division of the common resources

Paper present an original model of diagnose

adapted to small and middle size companies.

Determinant factors analyze is made follow

a long experience in SME companies that permit to
increase the analyse level of trusting.

and the intense traffic between different
activities SAD;

The method used is the one of strategic
segmentation of the activities based on added
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