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Marko Perić 
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Jelena Kljaić Šebrek 
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Abstract 
This paper analyses the concepts of hybridity and hybrid spectrum organizations as important phenomena in
the modern world. To improve the understanding of this concept, main characteristics of hybrid organizations 
are listed and discussed, with emphasis on typology of the hybrid spectrum. In order not to stop at a mere
theoretical review, the purpose of this paper is to analyze specific characteristics of organizational hybrids in 
the field of tourism and to discuss the influence of some external environmental determinants (e.g.  level of
tourism development and the context of national legislation) on the motivation and mission of hybrid organiza-
tions. Croatia has been chosen as a study area, being one of the most popular tourist destinations in Europe,
as well as an example of an economy that is heavily dependent on tourism. The results of the discussion pro-
vide arguments in favor of adopting a hybrid approach for sustainable tourism development. The selected ex-
amples from Croatia underline the necessity of introducing more sustainable business models in this financial-
ly lucrative sector, but also emphasize the key role of specific contextual circumstances in forming and devel-
oping hybrid organizations. 
 
Keywords 
Hybrid organizations, hybrid spectrum, tourism, sustainability. 
 

Introduction 
Hybridity as a phenomenon is discussed in con-
temporary literature and practice from various 
perspectives. Since the term itself originates from 
nature, more specifically from hybrid species, the 
general notion of hybridity encompasses a combi-
nation of elements that have usually been per-
ceived as separate from one another (Schmitz 
&Glanzel, 2016). The concept has a wide usage in 
technology, the IT sector, business management 
and organizational studies. The latter represents 
the framework through which hybridity will be 
examined in this paper.  

There is no generally accepted definition of 
hybrid organizations, because there are various 
research streams with different points of focus. 

The perspective of special interest for this paper 
perceives hybrid organizations as a combination 
of economic and social features, or as defined by 
Cooney “organizations that combine business en-
terprises with a social purpose mission” (Cooney, 
2006, p. 145). This type of hybrid organization is 
growing in numbers and strength (Alber-
ti&VaronGarrido, 2017). Moreover, some authors 
argue that the hybridization process, as the devel-
opment of sustainable solutions to different prob-
lems through innovative business models, offers a 
promising vehicle for the creation of both social 
and economic value and represents an early step 
in a broad reformulation of the current economic 
order (Battilana, Lee, Walker, & Dorsey, 2012). 
To better understand this concept and facilitate 
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grams and even find the social outcomes of their 
activities equally important as financial sustaina-
bility (the case of socially responsible businesses). 

As the author of the hybrid spectrum typology, 
Alter describes the main four types of hybrid or-
ganizations in more detail as follows (Alter, 
2007): 

 

1. Non-profits with income-generating activi-
ties: non-profit organizations that incorpo-
rate some form of revenue generation 
through commercial means into their op-
erations. Usually those income-generating 
activities are not conducted as a separate 
business, but are rather integrated into the 
organization's activities. Usually revenue 
from such activities is relatively small 
compared to traditional fundraising contri-
butions 

2. Social enterprises: organizations operating 
as businesses with market activities, but 
with the motive/mission to create a specific 
social value. The purpose of the entrepre-
neurial approach may be an additional 
funding mechanism for the organization’s 
social programs or operating costs, a sus-
tainable mechanism in support of the or-
ganization's mission or a leadership devel-
opment mechanism in support of social in-
novation. Business success and the social 
impact of social enterprises are interdepen-
dent and their activities are usually ma-
naged and/or overviewed by qualified staff 
with experience in business or industry. 

3. Socially Responsible Businesses: For-profit 
companies that operate with dual objec-
tives: making profit for their shareholders 
and contributing to a broader social good. 
In socially responsible businesses the de-
gree to which profit-making motives affect 
decisions and the amount of profit desig-
nated for social activities differs. Socially 
responsible businesses are willing to for-
sake profit or make substantial financial 
contributions rather than distribute earnings 
privately, and frequently place social goals 
in their corporate mission statements. In 
some cases, a socially responsible business 
may be considered a social enterprise when 
it is a registered for-profit subsidiary 
owned by a non-profit organization (parent 
organization) created for the purpose of 
earning income for the parent organization 
as well as supporting a social cause. 

 

4. Corporations practicing social responsibili-
ty: for-profit businesses whose motives are 
financially driven, but which engage in phi-
lanthropy. This type of “strategic philanth-
ropy" helps companies achieve profit max-
imization and market share objectives 
while contributing to public good. Private 
companies or corporations can engage in 
socially beneficial activities such as grants, 
community involvement, volunteering 
company personnel and sponsorships as a 
means to improve public image, employee 
satisfaction, sales and customer loyalty. 
Therefore, even though these philanthropic 
activities may support social enterprises, 
make a positive social impact, or contribute 
significantly to public good, corporate so-
cial responsibility is not classified as a so-
cially responsible business or social enter-
prise. 

 
The described typology distinguishes between 

four types of hybrid organizations along the non-
profit – for-profit continuum, but, due to the high 
level of abstraction, does not provide information 
regarding particular organizational structures and 
types of activities. According to Mair and Marti, 
the choice of set-up of hybrid organizations is 
typically dictated by the nature of the social needs 
addressed, the amount of resources needed, the 
scope for raising capital, and the ability to capture 
economic value (Mair& Marti, 2006). In the next 
chapter, the authors analyze the sometimes 
blurred boundaries between the types of hybrid 
organizations by applying the hybrid spectrum 
typology in a specific sector and national context. 
 
2. Applying the hybrid spectrum 
typology in the field of tourism 
Tourism was chosen for discussion and applica-
tion of the hybrid spectrum as an extremely pro-
pulsive phenomenon with complex economic and 
social impacts. On the global level, reaching a 
total of 1,322 million, international tourist arrivals 
grew by a remarkable 7% in 2017, which is well 
above the sustained and consistent trend of 4% of 
average growth since 2010 and represents the 
strongest results in seven years (UNWTO, 2018). 
According to the same source, Europe achieved 
respectably 8% more international arrivals than in 
2016, and the most successful were Mediterranean 
destinations.  
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Croatia has been chosen for the study area as a 
very popular tourist destination with constant 
growth in tourism figures. In 2017, there were 
17.4 million tourist arrivals and 86.2 million tour-
ist overnight stays recorded in tourist accommo-
dation establishments in Croatia, so compared to 
2016, arrivals increased by 13% and overnight 
stays by 11% (Croatian Bureau of Statistics, 
20187). What sheds additional light on the impor-
tance of tourism for the Croatian economy is the 
fact that the contribution of tourism to the gross 
domestic product was a little bit over 18% in 
2017, which is among the highest in Europe. This 
underlines the need for research of tourism enter-
prises from various perspectives, including their 
potentials to achieve social along with economic 
goals. The tourism context generally offers many 
opportunities for the development of sustainable 
products and services, from green tourism solu-
tions as environmentally friendly innovations in 
the touristic offer (Gavrilović&Maksimović, 
2018) to social tourism as a potentially valuable 
solution for the participation of socially disadvan-
taged groups in tourism/holidays (Minnaert, Mait-
land, & Miller, 2011).  

Still, the main building blocks of sustainable 
tourism development are organizations/enterprises 
working in the field of tourism, and they are being 
shaped under the influence of particular national 
contexts and available resources. Therefore, the 
previously described types of hybrid organizations 
will be discussed through the theoretical analysis 
of Croatian tourism-oriented organizations. 

 
2.1. Non-profits with income-generating   
activities in Croatian tourism 
This research identified two examples within this 
type: tourist boards as public sector non-profit 
organizations with the possibility to generate in-
come from the market, and associations generat-
ing income directly or indirectly from tourism. 
 
2.1.1. Tourist boards 

Tourist boards are non-profit entities and the only 
legally defined public support elements of the 
tourism management system in Croatia. They are 
mostly oriented on destination marketing and to a 
very limited extent, to product management. 
There are over 280 local tourist boards and 21 
regional tourist boards - one per each county 
(Croatian National Tourist Board, 2018). The 
Tourism Development Strategy of the Republic of 
Croatia until 2020 analyzed that system and iden-
tified that a significant number of local tourist 

boards have limited material and human re-
sources, low functional activity, and that decisions 
are mostly made based on individual positions of 
local, municipal or regional authorities, or influ-
enced by various interest groups (Institute for 
Tourism, 2013). The Law on Tourism Boards al-
lows tourist boards of local and regional level to 
generate additional income from the following 
activities: managing public tourism infrastructure, 
selling souvenirs and local products, organizing 
events and even mediating in booking accommo-
dation, but only if there is no registered tourist 
agency in that area, according to  Law on Tourism 
Boards (Croatian Parliament, 2008). Performing 
those activities makes tourist boards potential hy-
brid organizations, but previous research on that 
topic confirmed that most of the tourist board di-
rectors prefer to transfer all profit-related activi-
ties to the private sector through various conces-
sion contracts and public-private partnerships ra-
ther than take the responsibility and associated 
risks related to market activities (Mandić, Mrnja-
vac, &Kordić, 2018).  

However, according to the Tourism Develop-
ment Strategy “When it comes to the rationaliza-
tion of the system, merging of certain local tourist 
boards is encouraged, following the principles of 
spatial, functional and manufacturing integrity… 
Along with ensuring complete coverage of the 
territory of the Republic of Croatia, merger of 
tourist boards in certain areas, and consequently 
the responsibility for work in destination man-
agement, is generally based on financial self-
sufficiency criteria” (Institute for tourism, 2013, 
p. 59). This recommendation might motivate 
some tourist boards to engage in market activities 
in order to ensure additional income, but defining 
mechanisms to be economically active, without 
creating unfair competition for the local private 
sector will be a very challenging task. 

On the other hand, many tourist boards in the 
continental part of Croatia which are situated in 
under-developed regions do not have a sufficient-
ly strong tourist offer or private sector initiative. 
For them, supporting tourism development means 
taking more initiative in market-oriented tourism 
activities, especially in public tourism infrastruc-
ture management, since attractions are the main 
motive for tourists to visit a certain area. In rural 
areas without a strong tourism tradition and re-
nowned tourist attractions, local tourist boards can 
become generators of local tourism development 
and create sustainable tourist products with signif-
icant emphasis on environmental preservation and 
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social benefits for the residents of those communi-
ties (Đurkin&Wise, 2017). Therefore, for survival 
of such tourist boards, it is essential to engage in 
income-generating activities.  

 
2.1.2. Income-generating associations active in 
Croatian tourism  

According to the Croatian Law on Associations, 
“Association is any form of free and voluntary 
association of natural or legal persons who, in 
order to protect their interests or to promote the 
protection of human rights and freedoms, envi-
ronmental protection and sustainable develop-
ment, humanitarian, social, cultural, educational, 
scientific, sports, healthcare, technical, informa-
tion, professional or other beliefs and goals that 
are not contrary to the Constitution and law, with-
out the intention of making profit or other eco-
nomically estimable benefit, submit themselves to 
the rules that regulate the organization and activi-
ties of this form of association.” (Croatian Parlia-
ment, 2014). The same law allows associations to 
perform an economic activity in accordance with 
the law and their statute, but those activities must 
not be performed in order to make a profit for the 
association's members or third persons. If, during 
the performance of economic activities, an associ-
ation has made a surplus of receipts over ex-
penses, such a surplus shall be used, in line with 
the statute of the association, exclusively to fulfill 
the goals defined by the statute (Croatian Parlia-
ment, 2014). 

According to the Register of Associations of 
the Republic of Croatia there are nearly 53,000 
active associations operating in the fields of dem-
ocratic political culture, spirituality, economy, 
hobbies, the Homeland War, art and culture, hu-
man rights, international cooperation, sport, edu-
cation, science and research, sustainable devel-
opment, social system and other (Ministry of Pub-
lic Administration, 2018). In the thematic area of 
economy, there is a subsection of tourism, but 
only 593 associations listed it as one of their ac-
tivities. However, this information should be care-
fully evaluated, since many associations in the 
field of sport, art, culture, and other fields, do not 
list tourism as a main activity, but do sell their 
products to tourists during various fairs, and or-
ganize events which become an important part of 
the tourist offer.  

By selling products and services to tourists and 
visitors, tickets for events and festivals, and fees 
for participating in sport events in particular des-
tinations, those associations achieve additional 

income from tourism. Growth in the number of 
tourist arrivals, trends on the tourism market, mo-
tivation and special interests of tourists are impor-
tant factors for those associations capable of pro-
ducing services, products and overall experiences 
to satisfy tourists’ expectations. Also, due to the 
clear restriction in the Law on Associations, sur-
pluses generated by associations’ economic activi-
ties must be used to fulfill (usually social) objec-
tives of associations, which automatically reduces 
the pressure on public budgets for funding those 
non-profits. 

One example of an association highly engaged 
in providing tourist offer is Istra Inspirit, which 
gathers individuals related to culture, visual arts, 
performing and acting. One of their most promi-
nent activities is the creation and delivery of in-
teractive visual events based on heritage, history 
and legends of particular places in the region of 
Istria (Western Croatia) and these events are 
mostly oriented towards tourists and visitors with 
the aim to provide a unique experience (Istra In-
spirit Association, 2018). Performances and 
shows on specific historical topics (including cos-
tumes, special effects and acting prompts), so 
called “living history”, are the main outputs of the 
Istra Inspirit association, while catering, transpor-
tation and other logistic issues are the responsi-
bilities of each local event organizer (usually tour-
ist boards).  Apart from creating 12 “Istra Inspirit” 
events from spring to autumn that successfully 
combine history, art, live performances and ga-
stronomy in a unique experience, the association 
offers specialized programs for children as well as 
custom MICE events for the business sector with 
the possibility of a multilingual performance (Istra 
Inspirit Association, 2018). Even though this is an 
outstanding example of a creative cultural tourism 
project with a promising future, it is important to 
note that this association is significantly supported 
by regional authorities and public sector institu-
tions, and that the very idea of Istra Inspirit events 
was created by the Istrian county, Istrian Devel-
opment Agency and Istrian Tourism board as a 
public project (Perić, Đurkin, &Lamot, 20143). 
Therefore, the sustainability of this association 
does not depend just on self-sufficiency because a 
large portion of the marketing costs, the online 
ticketing system, as well as initial investment in 
equipment and costumes are covered by public 
sector funding. Although this brand is, without 
any doubt, worth the support, the competitive ad-
vantage this particular association gains from con-
tinuous public support might seem unfair com-
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pared to other associations in the same field which 
do not have this type of support.   

A much more drastic example of seizing the 
favorable opportunities as an impulse for lucrative 
financial activities is the association “Society of 
Friends of Dubrovnik Antiques”, which has ex-
isted in Dubrovnik for over 60 years. Due to the 
specific long-term agreement with the City of Du-
brovnik, this association is in charge of the main-
tenance and management of the city walls of Du-
brovnik and walls of Ston – two significant cul-
tural monuments that attract hundreds of thou-
sands of visitors every year. Even though 50% of 
the income from the tickets for the city walls of 
Dubrovnik is transferred to local self-government, 
the remaining income surpasses the financial re-
sponsibilities related to wall preservation, and 
represents an abundant source for funding addi-
tional activities of this association, oriented to-
wards culture and art. 

 
Table 1   Summary of a financial report of the Society of 

Friends of Dubrovnik Antiques for 2016 
 

REVENUE 
EUR  

(exchange rate from 
2016) 

Tickets for the city walls of  
Dubrovnik (50%) 

5 702 388,88

Tickets for Ston walls  188 571,27
Other tickets 39 105,31
Dubrovnik city card 395 709,90
Renting space 120 678,08
Membership fees 543,88
Interests 68 620,46
Other income 1 446,95
TOTAL REVENUE 6 517 064,73
EXPENSES 
Maintenance of monuments 4 130 113,44
Donations and support from other 
institutions/programmes in the field 
of art and culture  

160 528,76

Indirect costs (including  
representation, promotion, per 
diems, IT support, etc.) 

545 535, 56

Salaries, wages, student contracts, 
author's contracts, etc.  

1 019 316,68

TOTAL EXPENSES 5 855 494,44
NET INCOME  661 570,29

 

Source: summarized data from the Society of Friends of  
Dubrovnik Antiques, 2017  

 
The financial report for 2016 reveals the 

enormous financial strength of this association 
compared to other Croatian non-profits. The non-
profit principle has been respected in terms of 
expenditures on activities which are closely re-
lated to the core goals of the association. The sur-

plus at the end of 2016 was transferred to the next 
year.  

The popularity of Dubrovnik as a destination 
and the city walls as one its key landmarks en-
sures a financially prosperous future for the Socie-
ty of Friends of Dubrovnik Antiques, but there 
will probably be much discussion centered on the 
suitability of this management model, as well as 
the size and impact of the benefits for the com-
munity that accrue from it. 

 
2.2. Social enterprises in Croatian tourism 
Even though social enterprises are the most prom-
inent representatives of hybrid organizations, this 
concept is still rather underdeveloped in Croatia. 
There is no specific law on social entrepreneur-
ship, but in 2015, the “Strategy for the Develop-
ment of Social Entrepreneurship in the Republic 
of Croatia for the period 2015-2020” was adopted. 
It represents a key document for the creation of a 
policy framework for social enterprises with the 
main objective to boost the creation and growth of 
social enterprise in Croatia by establishing a more 
supportive institutional and financial environment. 
The Strategy defines social enterprises as “busi-
nesses based on the principles of social, environ-
mental and economic sustainability, where prof-
it/surplus is, wholly or in great part, reinvested for 
the community benefit” (Government of the Re-
public of Croatia, 2015). Social enterprises in 
Croatia can take any legal form and there are nine 
criteria to identify as / be considered a social en-
terprise (Government of the Republic of Croatia, 
2015): 
 

1. set balanced social, environmental and 
economic goals 

2. produce goods and/or deliver services, or 
generate revenue on the market, with a fa-
vorable impact on the environment and so-
ciety  

3. generate at least 25% of their annual in-
come from their entrepreneurial activities, 
based on a three-year operating or planning 
period 

4. invest at least 75% of their profit/surplus in 
their activities and/or objectives  

5. offer voluntary and open membership, and 
business autonomy  

6. not be founded solely by the Republic of 
Croatia, a local/regional self-government, 
or a public authority 

7. apply rules of democratic governance, 
where decision-making includes relevant 
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stakeholders in addition to shareholders or 
members 

8. monitor and evaluate their social, economic 
and environmental impact 

9. transfer assets to another social enterprise, 
or a local and regional authority, in case of 
termination (asset lock) 

 
Many of these criteria are understandable, but 

too wide and hard to operationalize and measure 
(especially in the very first years of the organiza-
tion’s existence). Also, as noticed by some re-
searchers, without proper laws, new legal forms 
and special benefits designed to support the de-
velopment of social enterprises, the Strategy and 
listed criteria remain merely a general orientation 
instead of a strategic tool (Šimleša, Bušljeta 
Tonković, &Puđak, 2016). 

Maybe the most familiar legal form of social 
entrepreneurship existing in Croatia for the last 5 
years are social cooperatives. Compared to tradi-
tional cooperatives, the main difference that social 
cooperatives bring to their mission is that they are 
not focused on the interest of their members or 
owners, but on the welfare of society or the com-
munity as a whole, or in particular on the needs of 
specific, vulnerable, or most fragile social groups 
(Defourny&Nayssens, 2013). In Croatia, social 
cooperatives comprise a small portion of the co-
operative sector: with 49 entities (in 2016), they 
constitute only around 3.8% of the total number of 
cooperatives and half of them do not have a single 
employee (Vidović&Rakin, 20176). Croatian so-
cial cooperatives, even though oriented on the 
service sector, do not engage in the tourism sector 
(exploring reasons why might be a topic for a new 
piece of research), and many of them are initially 
created to seize favorable conditions and financial 
benefits from various public programs (e.g. veter-
an cooperatives). Therefore, as an example of a 
social enterprise in the field of tourism we take a 
look at Hedona Ltd as one of the rare enterprises 
that fulfils all of the criteria listed in the “Strategy 
for the Development of Social Entrepreneurship 
in the Republic of Croatia for the period 2015-
2020”. 

Hedona Ltd Chocolaterie was founded in 2013 
with the aim of providing work primarily for the 
disabled. It was founded by the Association of 
Disabled People Križevci and the main activity of 
the company is the production of chocolate and 
chocolate pralines (Hedona, 2018). According to 
the enterprises’ founders, all the profits are rein-
vested back into the employees; into growing their 

competences and their satisfaction and also into 
new job opportunities and the company’s technol-
ogical development, as well as the expansion of 
the company’s activities. Chocolates, pralines and 
specific packaging with local motives, suitable for 
tourist souvenirs are available through their online 
web shop, as well as in a few shops in the region. 
From 6 employees in 2015, the enterprise grew to 
18 employees in 2018, due to the new project: 
opening of the “Choco bar by Hedona” in 
Križevci. Although this enterprise is not directly 
oriented towards tourists, the innovative packag-
ing and choco bar can be interesting elements of 
the tourist offer, appealing to foreign visitors to 
Križevci. Therefore, Hedona Ltd. is slowly ex-
ploiting vast potentials that the tourism sector of-
fers. A small but symbolically significant portion 
of the 1.6 million investment in the “choco bar” 
was gathered through a crowdfunding campaign, 
which also contributed to the overall visibility of 
the enterprise and its social orientation. At the 
same time, the association that founded Hedona 
Ltd. is in constant search of donations, grants or 
other sources of funding to ensure the financing of 
new machinery and equipment to expand the pro-
duction and employ new people. In the first two 
months from opening, the choco bar has had a 
significant number of clients. However, according 
to the profit and loss statement for Hedona Ltd, 
publicly available on the Annual Financial Re-
ports Registry (Financial agency, 2018), the en-
terprise ended 2017 with a net loss of 14.016 
EUR. This loss can be attributed to starting up a 
new and demanding investment project. Creating 
and orienting more products and services on tour-
ists and visitors to Križevci, but also producing 
souvenirs for a larger market could increase sales 
and enable a financially more self-sustainable 
future for this social enterprise. 

 
2.3. Socially responsible businesses in 
Croatian tourism 
With respect to the thin line between a social en-
terprise and socially responsible business (shift 
towards profit-driven organizations), the authors 
will provide an example of a unique and innova-
tive socially responsible business in Croatian tour-
ism. It is Mon Perin Ltd., a successful tourism 
enterprise founded in Bale (Istria) with a unique 
ownership structure and strong local community 
commitment. This enterprise was founded as an 
innovative solution to the slow and unsustainable 
development of the municipality of Bale and inef-
ficient management of its tourist attractions – 
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mainly two camps that were the property of muni-
cipality and under concession. 

The idea behind founding Mon Perin Ltd. was 
to manage local tourism development in an entre-
preneurial manner with including members of the 
local community.  

From the beginning, the company had three 
categories of founders (Mon Perin, 2018a): 

 

1. Locals as founders: the citizens of Bale 
who had the right to become partners in the 
Mon Perin company by making a deposit 

2. Non-residents as founders: interested in-
vestors not conditioned by permanent resi-
dency in the municipality 

3. Municipality as a founder: the Municipality 
of Bale also contributed to the founding of 
the company 

 
The distinguishing characteristics of the social 

contract which was concluded with the establish-
ment of Mon Perin consisted in the fact that, re-
gardless of the distribution of shares, the catego-
ries of founders had different voting rights in de-
cision making: the local founders and the munici-
pality as a founder jointly hold 51 per cent of the 
votes, to ensure that the interests of the local 
community are put ahead of the interests of inves-
tors (Perić&Đurkin, 2014). Getting concession 
over the two camps was the first business decision 
of Mon Perin Ltd in 2005 and after an extensive 
investment cycle, those camps tripled the number 
of overnight stays. Throughout the last 10 years, 
the company has successfully retained this specif-
ic model of ownership and decision making, and 
every year invested the majority of the net income 
in the improvement of the quality of camps, open-
ing new facilities, as well as community projects 
such as a spatial planning development study of 
the entire municipality with special emphasis on 
sustainable development and carrying capacity of 
the area (Mon Perin, 2018b).  

 

 
 

Figure 2   Overview of business income, business  
expenses and net profit from 2014 to 2017 

Source: Adapted from Mon Perin, 2018b 

Figure 2 provides evidence on successful man-
agement of Mon Perin Ltd. The average yearly net 
profit of the company for the last four years is 
around 400 000 EUR, while the number of em-
ployees (mostly local people) is currently around 
110 during high season. Although the profit rate is 
not increasing exponentially, the important impact 
of expenditures on quality improvements, above-
average salaries, environmental safety, develop-
ment plans, etc. is visible not just through creating 
a recognizable destination, but also in the overall 
improvement of the standard of life of the resi-
dents of Bale. The municipality has doubled its 
budget compared to the period before establishing 
Mon Perin and the main income sources are land 
lease for camps (almost 20% of the entire budget), 
income tax and for local tourist board – the tourist 
tax (Perić&Đurkin, 2014). New income enabled a 
decrease in the surtax rate for residents, and the 
Municipality of Bale increased its number of resi-
dents by 5% from 2001 to 2011 (Croatian Bureau 
of Statistics, 2011). 

One of the most ambitious future plans of the 
company is to transform the old part of Bale into a 
unique town-hotel (diffuse hotel), first of that kind 
in Croatia, and to involve the entire community in 
its management and running.  

Innovatively combining profit-making from 
tourism development with socio-economic devel-
opment of the local community can obviously be 
successful, but only in very particular contextual 
situations. The example of Mon Perin has been 
researched and presented as a best practice exam-
ple in different parts of Croatia, but, so far, no 
enterprise like it was yet created. Favorable initial 
cooperation between Mon Perin and the local mu-
nicipality, as well as the convenient existence of 
tourist infrastructure owned by local government 
(in case of Mon Perin it was land where camps 
were situated), are hard to replicate in a different 
environment. Still, the success of Mon Perin 
lights a beacon of hope for the future development 
of similar initiatives, but also evokes active 
change in local organizing practices and attitudes 
towards tourism. 
 
2.4. Corporations practicing social            
responsibility in Croatian tourism 
When we switch our analysis from the mission 
driven part of the hybrid spectrum to organiza-
tions that are motivated by profit, it is important 
to describe LOHAS as potential motivation for 
for-profits to engage in socially and environmen-
tally responsible activities. LOHAS (Lifestyles of 
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Health and Sustainability) is a market segment 
comprising individuals and businesses focused on 
the environment, a healthy lifestyle, sustainable 
living and social justice (Gill, 2014). The value of 
the LOHAS market in the USA alone was esti-
mated at $209 billion in 2008, and by 2011 it had 
grown to $290 billion (Haigh & Hoffman, 2012). 
Even though this market is limited to a few devel-
oped countries, the trend itself (especially in tour-
ism) has given rise to corporate social responsibil-
ity as a potential source of positive differentiation 
and competitive advantage (Dwyer, Ateljević, 
&Tomljenović, 2017). 

In line with that, many companies providing a 
tourist offer in Croatia are continuously adding 
new socially and environmentally responsible 
practices into their business and use it in promo-
tional materials and campaigns (Slivar&Golja, 
2015).  

For instance, hotels and restaurants buying 
from local suppliers, especially producers of or-
ganic or eco food can be considered as enterprises 
that practice social and environmental responsibil-
ity. On the other hand, this cooperation also in-
creases the quality of the tourist offer and can be 
used in promotion as leverage in terms of attract-
ing LOHAS and other market segments interested 
in local ingredients and gastronomy. There are 
several eco certificates that can be awarded to 
Croatian hotels, but high seasonality and lack of 
quality legal privileges for building and using an 
eco-friendly infrastructure have a strong influence 
on the total number of certified hotels, which is 
quite small. The Association of Employers in 
Croatian Hospitality awarded 21 Croatian hotels 
with the label “Sustainable hotel“, in basic, supe-
rior and advance category (Association of Em-
ployers in Croatian Hospitality, 2017). Each of the 
awarded hotels achieves great results in energy 
efficiency, waste recycling and adequate disposal, 
reduction of CO2 and GHG emissions, etc. Still, 
Croatia is not promoted or globally recognized as 
a sustainable or “green” destination and all the 
efforts of individual companies are important, but 
they unfortunately still do not have synergy.  

An example of a large tourism company with 
strong environmental and social responsibility is 
Valamar Riviera as the leading tourism group in 
Croatia, encompassing 10 percent of the country’s 
categorized accommodation capacity (Valamar 
Riviera, 2018a). Valamar Riviera developed 9 
umbrella programs of corporate social responsibil-
ity oriented towards employee development and 
training, destination development, investments in 

the local community, helping those in need, pre-
serving the environment, etc. In 2016, Valamar 
Riviera invested around 6 600 000 EUR, which is 
around 3.37% of the company's total revenue, on 
programs listed in table 2 (Valamar Riviera, 
2018b). 
 

Table 2   CSR programmes of Valamar Riviera 
 

Enriching 
the  
Destination 

Support to cultural, culinary, educational 
and entertainment events, projects 
and initiatives that improve the attractiveness 
and competitiveness of a destination and 
cultivate the local cultural identity and values.  

Building 
Tourism 
Infrastruc-
ture 
 

Systematic investments in beaches, walking 
and biking trails, access paths, playgrounds 
and other forms of improvement to the tour-
ism infrastructure. 

Excellence 
Through 
Knowledge 

Project carried out in 2016 in cooperation with 
the Ministry of Tourism, awarding 
198 scholarships for students pursuing  
careers in tourism and catering across  
Croatia. Valamar also provided those stu-
dents with internships and employment once 
their education was completed. 

ValamART
 

Supporting the creativity of national and  
foreign artists. 

Promoting 
Sports 
 

Organisation and/or sponsorship of a number 
of sports events in all of Valamar’s  
destinations. Most of the sports events are 
held in both pre-season and post-season, 
with an exceedingly positive effect on guest 
arrivals outside peak season. 

Green  
Valamar 
 

Energy efficiency projects and various  
environmental protection initiatives, in the 
context of everyday operations and  
awareness-raising activities among 
guests, employees and the local community 
about the importance of preserving the  
Adriatic coast and sea. 

Our Retired 
Colleagues 

Fostering long-term relations with retired 
employees, primarily as a gesture of  
gratitude, but also with the intent to include 
former colleagues and exchange experiences 
that could contribute to Valamar’s growth and 
development. 

Little  
Tourism 

Organised visits to hotels by kindergar-
ten groups from Valamar’s destinations, so 
that the children could learn their first facts 
about vocations in the hospitality industry, but 
in a playful and entertaining way. 

Valamar’s 
Big Heart 

A framework for fundraisers, charity  
initiatives and projects intended to help 
those in need.  

 

Source: Adapted from Valamar Riviera, 2018b  

 
Without any intention to undermine the impor-

tance of the efforts of Valamar Riviera in the field 
of corporate social responsibility, and the positive 
impact they have on environment and society, it is 
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important to emphasize that most of the programs 
listed in the Table 2, apart from social/environ- 
mental sustainability, also ensure additional bene-
fits to Valamar as a provider of tourist offer. For 
example, supporting the construction of additional 
tourism infrastructure and organization of cultural 
and sport events results in a broader tourist offer 
and better experience for tourists and visitors. 
Scholarships for students, education on the hospi-
tality industry for children, along with the pro-
gram “Our retired colleagues”, are well developed 
tools for ensuring a future workforce as well as 
the exchange of best practices between expe-
rienced workers and young employees with more 
theoretical knowledge. 

 
Conclusions 
The results of the discussion on hybrid spectrum 
typology applied to tourism reveal significant po-
tential for developing socially and environmental-
ly conscious organizations with strong economic 
sustainability. Unique examples from the Croatian 
tourism sector underlines the necessity of intro-
ducing more sustainable business models in this 
financially lucrative economic sector. Some of the 
examples reveal the complex nature of hybridiza-
tion and underline the essential importance of 
specific context, legal framework and unique op-
portunities that affect making decisions on stra-
tegic organizational choices and defining the hy-
brid nature itself. Achieving synergy between 
economic and social goals by transferring eco-
nomic benefits achieved through a tourism-
oriented offer to social missions is a challenging 
strategic task. Hybrid spectrum typology can help 
shed more light on categorizing organizations 
according to their mission and profit status, but 
apart from the theoretical framework, more re-
search is needed on the hybridization process in 
practice in modern organizations. 
 The discussion on the implementation and is-
sues surrounding hybrid organizations is impor-
tant in terms of practitioners as well as academia. 
The strategic implications of choosing to mix so-
cial and economic goals are broad and it is impor-
tant to understand the crucial role of legal and 
institutional contexts. Even though it was not de-
signed to be quantitative empirical research with 
rigorous methodology and a carefully selected 
representative sample, this paper offered some 
important insights and indicated a potential for 
future research. Conclusions are in favor of de-
veloping hybrid organizations in the tourism sec-
tor, but, similar to other types of economic activi-

ty: mission-driven hybrid organizations struggle 
with financial self-sustainability while profit-
driven organizations rarely exhibit activities that 
are not at the same time useful in raising their 
financial figures. The role of the specific contexts 
of national legislation and favorable opportunities 
can determine whether hybrid organization shall 
succeed or fail, but also decide if an organization 
is a true hybrid by choice, or hybrid by chance, 
due to other factors. 
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Abstract 
Many different measures of organizational effectiveness have been proposed and one, widely used, based on 
Quinn’s competing value framework, was applied in various national contexts. The competing values frame-
work describes organizational effectiveness as paradoxical and contradictory by nature and in terms of seem-
ingly mutually exclusive value dimensions, such as flexibility versus control and internal focus versus external
focus. The competing values framework was broadly employed to examine various organizational phenom-
ena, such as leadership, organizational commitment, organizational culture and decision making, and thus 
providing universal metric for trans-organizational analyses for different levels. This study presents the re-
search results of 150 managers’ perceptions of effectiveness of Bosnia and Herzegovina’s organizations ac-
cording to competing values approach. Multidimensional scaling was employed. It provides qualified support
to structure of the competing values framework and shows that seemingly opposite organizational effective-
ness models really coexist and can be effectively managed to accomplish and fulfil planned organizational 
goals. 
 
Keywords 
Оrganizational effectiveness, competing values framework, value dimensions, multidimensional scaling analy-
sis. 
 

Introduction 
Since the early days of industrialization, the or-
ganizational effectiveness has been central subject 
in many organizational researches. The impor-
tance of the organizational effectiveness can be 
reflected in the fact that “organizational effective-
ness is the ultimate question in any form of organ-
izational analysis.” (Hall, 1980, p. 536). At first, 
following machine analogy of organizations, the 
organizational effectiveness referred substantially 
to efficiency. However, the changes of the organ-
izational concepts have changed, understanding 
efficiency as effectiveness.  

In the recent period, broadly organizational ef-
fectiveness concepts and development of the vari-
ety of organizational effectiveness models have 
been revealed. Many definitions of the term or-
ganizational effectiveness have been characterized 

by tautologies, advice and contradictories. Com-
plexity in understanding organizational effective-
ness varies from simple definition that “an activity 
is considered to be effective if achieves specific 
objectively defined goal” (Barnard, 1938, p. 20) 
to understanding that effectiveness is not only an 
abstract term in pure science, but rather a precise 
focus and concept in the applied science. The 
level of complexity of the organizational effec-
tiveness research is higher due to including com-
plexity issues such as dynamic nature of the or-
ganizational goals so organizational analyses be-
come comparative by nature not scientifically 
based. Some authors believe that organizational 
effectiveness is a value concept and that there is 
an unlimited number of organizational effective-
ness models because of the unlimited number of 
values. Complexity of the organizational effec-
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tiveness is present due to the fact that organiza-
tional effectiveness concept is not unique. Organ-
izational effectiveness is regarded as „society 
construct and abstract term placed in mind of the 
organizational theorists and researchers” (Quinn 
& Rohrbaugh, 1983, p. 374). Many issues about 
organizational effectiveness assessment include 
the fact that organizational effectiveness repre-
sents something that stakeholders believe it repre-
sents. There are many different approaches to de-
fining and measuring organizational effectiveness. 
The competing values approach as comprehensive 
and dynamic approach is discussed in this study. 

However, Quinn’s competing values frame-
work for organizational effectiveness was not em-
pirically tested in Bosnia and Herzegovina con-
text. Until date, basic assumptions of the compet-
ing values framework used to describe organiza-
tional effectiveness have not been fully validated. 
Specially, there has been no published research 
examining validity and reliability of the compet-
ing values framework for measuring organiza-
tional effectiveness when used in case of Bosnia 
and Herzegovina’s organizations. This study aims 
to fill this important gap in the literature by pre-
senting the results of a survey of the 150 manag-
ers of the Bosnia and Herzegovina’s organizations 
who participated in survey on organizational ef-
fectiveness observed through value dimensions 
represented in competing values approach. This 
study is exploratory by nature and it proceeds by 
way of following hypothesis: The inter correla-
tions of the organizational effectiveness items can 
be represented in a two-dimensional multidimen-
sional scaling representation that strictly satisfies 
the competing values framework in case of Bosnia 
and Herzegovina. 

The purpose of the study was to employ com-
peting values framework instrument in the differ-
ent economic context such as Bosnia and Herze-
govina and to establish the psychometric charac-
teristics of the instrument in this national context. 
Competing values instrument was used to evalu-
ate organizational effectiveness. Reliability and 
correlation analysis were performed in order to 
establish internal consistency of different models 
of organizational effectiveness and theirs inter 
correlation. Finally, multidimensional scaling 
analysis is employed to test the consistency of 
empirical results and theory of organizational ef-
fectiveness in observed national context. Results 
showed that competing values framework instru-
ment for measuring organizational effectiveness 
seems to be a useful measure that gave valuable 

information about Bosnia and Herzegovina’s or-
ganizational profiles and its effectiveness. 

In the first part of the study, literature review 
of the competing values approach application is 
presented, which suggests that the competing val-
ues approach is a valuable way of operationaliza-
tion of organizational effectiveness in various 
developed economies. Next, the methodology 
used in this study is presented, followed by the 
details of the data analysis and obtained results. 
The results suggest that the competing values ap-
proach to organizational effectiveness is both 
valid and reliable in the Bosnia and Herzegovina 
context. In addition, some implications for the 
managers of the Bosnia and Herzegovina’s or-
ganizations are discussed. 

 
1. Literature review 
Organizational effectiveness is one of the bases of 
management and organization theory and practice. 
It represents the very centre of all organization 
theory and is becoming the main theme in organ-
izational sustainability (Young & Tilley, 2006). 
The increasing need to assess the effectiveness is 
present not only at individual but also on organ-
izational level. Organization can be perceived as 
organic system which develops certain types of 
systems, processes and conducts, with aim to ful-
fil the objectives. If it aims to be perceived as ef-
fective, organization has to coordinate individuals, 
business strategies and systems with competence 
development (Andreadis, 2009). 
 
1.1. Organizational effectiveness as        
phenomenon 
Some authors believe that organizational effec-
tiveness represents the useful measure of the or-
ganizational goals and missions (Jamrog & Over-
holt, 2004). Modern business environment has the 
high level of dynamism and uncertainty. The un-
certainty dimension reflects to ambiguous and 
complex environmental conditions that influence 
business decisions. The dynamism dimension of 
the environment reflects to the intensity and fre-
quency of changes in external environment. The 
environmental changes can put certain amount of 
pressure on the organizations and their capability 
to adapt their business strategies to satisfy 
changed environmental conditions (Morris et. al., 
2005; Schneider & Spieth, 2013). Individuals and 
organizations have to simultaneously understand 
and adapt to changing environmental conditions. 
Many organizations fail because of their inability 
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to change and adapt organizational processes and 
systems to the environmental conditions. Organ-
izational processes and systems have to function 
in a way that they encourages individuals to make 
themselves evaluations and judgments in adapting 
to changing environments (Tushman & O’Reilly, 
1996). Employees have the central role in organ-
izational effectiveness. Including employees in 
organizational process can provide productivity 
and effectiveness through enhancement of the 
solving problems and making right decisions 
(Sundaray, 2011). Organizational effectiveness 
can be perceived as multidimensional and multi-
variate construct that explains various organiza-
tional domains of activities (Cameron & Freeman, 
1991). The emphasized dimension of goal orienta-
tion and process emerges from measuring organ-
izational effectiveness (Lemieux-Charles et. al., 
2003). Organizational effectiveness can be nega-
tively related to goal ambiguity (Chun & Rainy, 
2005) and those organizations that had precise 
objectives had higher performance. Also, if em-
ployees perceive strategic planning as important, 
then they have clear understanding in their work 
duties in organization. Further, leaders have im-
portant role in achieving organizational effective-
ness. Leaders have to be more adaptable and em-
phatic toward employees in order for an organiza-
tion to be effective. Consistency with mission and 
vision is important for an organization to be effec-
tive and to adapt and respond to all types of pres-
sure coming from business environment (Fey & 
Denison, 2003). 

Some studies investigated the relationship be-
tween organizational effectiveness and culture 
(Cameron & Freeman, 1991). It is concluded that 
culture values are the significant part of the exter-
nal business environment that have influence on 
the organizational performance. In order to 
achieve organizational effectiveness as a whole, 
productivity as a part of organizational effective-
ness especially related to employees has to be 
investigated. Organizational capability to convert 
knowledge and technologies aligned with envi-
ronment conditions and market demands enable 
organizational effectiveness. Furthermore, organ-
izational effectiveness depends on organizational 
ability to overcome all obstacles and adapt to 
changing environment (Chermack et. al., 2010). 

The important characteristics of organizational 
effectiveness are efficiency and adaptation. Effi-
ciency of internal processes and adaptation and 
responsiveness to external conditions and oppor-
tunities jointly influence organizational success 

(Yukl & Lepsinger, 2004). Efficiency presents the 
extent to which the organization is willing to 
minimize its costs in order to provide basic func-
tioning. Also, efficiency is influenced by the 
amount of which work processes are conducted 
without delays and errors. The main determinants 
of efficiency are percentage of revenue which 
presents costs, costs compared to those for com-
peting business and productivity of employees 
compared to labour costs. Many studies confirm 
that reduction of these costs and elimination or 
minimizing of errors, accidents and delays lead to 
improvement of organizational performance (Eb-
ben & Johnson, 2005; Key et. al., 2005). Reduc-
ing labour costs, outsourcings work activities, 
minimizing costs of energy and materials and ex-
cess inventory, and redesigning organizational 
processes represent ways of improving organiza-
tional efficiency. Efficiency improving is much 
easier in stable rather than in dynamic business 
environment where conditions are constantly 
changing. There are many difficulties facing or-
ganizational efficiency accomplishment when 
there are constraints on the minimizing or reduc-
tion of cost such as safety regulations and quality 
standards that have to be fulfilled, short life cycles 
of certain materials or energy, obligatory rules for 
minimum salaries and employment guaranties, 
etc. When a firm has a business strategy that 
comprises of supplying products and services at 
lower prices compared to competition, efficiency 
becomes a very important factor for organiza-
tional success. Importance of efficiency is empha-
sized for organizations that have few large clients 
who demand reduction of costs but it becomes 
less important when organizations can continue to 
have high costs due to increasing prices of prod-
ucts and services. 

Organizational effectiveness also depends on 
the capability of an organization to adapt to 
changes in the external environment. Organiza-
tional capabilities to change aligned with envi-
ronment changes imply increases in market share 
and sales and building and maintaining loyalty 
and satisfaction of its clients. In order to success-
fully adapt to environment dynamics, organiza-
tions have to have precise, accurate and forehand 
information about changes and opportunities in 
business environment. Adaptation capability is 
pronounced and developed through organizational 
learning according to how an organization is pre-
pared to effectively respond to changes and op-
portunities that the organization faces. Organiza-
tion adaptation often requires innovative changes 
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facilitated by creativity, flexibility and quality of 
product (Baer & Frese, 2003). There is lower pos-
sibility that organization adaptation will be suc-
cessful when the management is unwilling to 
change business strategies which were previously 
confirmed to be successful but are not any more 
appropriate in a changed business environment. 
Sometimes the management strongly believes that 
there is nothing else that can be learned from 
competitors which interfere with successful or-
ganization adaptation aligned with changing busi-
ness environment (Finklestein, 2003). Without 
detail risk analysis and capabilities analysis there 
is a danger that some responses to threats and 
business opportunities can lead to unsuccessful 
organizational performance if they are based only 
on management instincts (Finklestein, 2003). In 
today’s economy based on knowledge, where 
uniqueness is the essential competitive condition 
for sustainable performance and above-average 
success, innovation changes and adaptation is a 
very important key for satisfaction of continu-
ously changing market demands. When competi-
tion is low, organizations are not under enormous 
pressure to adapt and quickly respond to customer 
wants and needs by improving customer service 
and product quality. 

Internationalization of business activities, 
globalization processes and information-
communication technologies lead to increasing 
the need to establish and further develop organiza-
tional capabilities to adapt and quickly change 
align with environmental changes and threats and 
to incorporate in everyday organizational func-
tioning a systematic monitoring mechanism of 
external environment and detecting potential dan-
gerous and opportunities that could affect busi-
ness activities. 

 
1.2. The competing values framework 
Quinn and Rohrbaugh determined the competing 
values framework while exploring potential rela-
tions among the notions of organizational effec-
tiveness (Quinn & Rohrbaugh, 1983). The re-
spondents were asked to assess existence of simi-
larities among various indicators of organizational 
effectiveness and then performed data analysis by 

multidimensional scaling technique. An organiza-
tion can be characterized as a dynamic and con-
tradictory system with its manager obligated to 
accomplish competing objectives. One can iden-
tify four organizational effectiveness models that 
reflect the presence, in a certain amount, of the 
dimensions of competitive values. The two pri-
mary dimensions reflected preference toward ei-
ther control or flexibility and internal versus ex-
ternal focus. By crossing these two dimensions at 
their centres, four distinctive organizational effec-
tiveness models emerged. Each of these four 
models has their own particular goals and objec-
tives or special processes for objective accom-
plishments. Also, beside these two dimensions 
there exist third dimension means-ends. Every 
organizational effectiveness model has these val-
ues and some of them appear to be mutually ex-
clusive. Competing values framework (CVF) of 
organizational effectiveness is depicted in Figure 
1. 

Organizational effectiveness models in CVF 
vary along two dimensions in terms of the extent 
to which they favour flexibility over control and 
internal over external focus (Quinn, 1988). The 
human relations model of organizational effec-
tiveness (HR) characterizes favour of flexibility 
and internal organizational focus. It emphasizes 
employee commitment and highly values human 
resources, training, cohesion and employee mo-
rale. The open systems model of organizational 
effectiveness (OS) characterizes favour of flexi-
bility and external organizational focus. It is fo-
cused on capabilities to expand and adapt to ex-
ternal environment conditions and highly empha-
sizes growth, readiness, acquisition of resources, 
external support and adaptability. The internal 
process model of organizational effectiveness (IP) 
is oriented to control and has internal organiza-
tional focus. It favours consolidation and continu-
ity and emphasizes information and communica-
tion management and stability. The rational goal 
model of organizational effectiveness (RG) has 
external organizational focus and orientation to-
ward control. Its objective is to maximize output 
and achieve efficiency, productivity, planning and 
defining goals. 
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Figure 1   Taxonomy of the organizational effectiveness defined by competing values framework 
Source: Adapted from Quinn, 1988 

 

HR organizational effectiveness model does 
not share any common values with RG organiza-
tional effectiveness model. They are polarly oppo-
site to each other and diagonally located in spatial 
two-dimensional visual representation as shown in 
Figure 1. Similarly, IP organizational effective-
ness model and OS organizational effectiveness 
model are polarly opposite to each other. Also, 
adjacent organizational effectiveness models are 
significant to be considered. Value dimension 
flexibility is shared among HR and OS organiza-
tional effectiveness models. On the other hand, 
control orientation is common for RG and IP or-
ganizational effectiveness models. OS and RG 
organizational effectiveness models have external 
focus as common value dimension, while IP and 
HR organizational effectiveness model share in-
ternal focus as common value dimension. 

The competing values framework named or-
ganizational effectiveness construct as competing 
values construct because of its paradoxical, con-
flicting and contradictory nature (Quinn, 1988). 
Although some organizational effectiveness mod-
els are located opposite to each other in two-
dimensional visual representation, many organiza-
tions can be simultaneously adaptable and flexible 
and also controlled. At the same time, organiza-
tions can have emphasized on validation of human 
resources and accomplishment of efficiency and 
productivity  

 
 

(Quinn, 1988). Organizations may want to ac-
quire resources, growth and have external support, 
but also to establish formal communication and 
close information management. Simultaneously, 
organization can emphasize human resources. 

This competing values organizational effec-
tiveness construct does not imply that opposite 
organizational effectiveness models cannot exist 
at the same time in one organization. These mod-
els do not exclude the simultaneous existence of 
each other in organization. They are perceived to 
be mutually exclusive because they are based on 
assumptions according to which they can be re-
garded as opposite models. Quinn recommends 
the establishment of balance between all four or-
ganizational effectiveness models presented in 
competing values framework even though these 
models emphasize contradictory and conflicting 
goals and objectives. It is suggested that caution is 
necessary because organizational effectiveness 
models at the extremes are more probably to be 
dysfunctional. 

 
1.3. Universal nature of the competing     
values framework  
The competing values framework was partially 
developed to bring clarity in effectiveness. Ac-
cording to CVF, organization is seen as paradoxi-
cal and this approach suggests that achieving high 
performance requires an organization and its top-
managers to simultaneously perform contradictory 
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and paradoxical roles and capabilities. The CVF 
of organizational effectiveness consists of three 
fundamental paradoxes known in the literature: 
flexibility versus stability orientation; internal 
versus external organizational focus; and means 
versus ends (Quinn & Rohrbaugh, 1983; Quinn, 
1988; Hart & Quinn, 1993). 

At first, the competing values framework is 
used to indicate taxonomy of organizational effec-
tiveness. There are studies testing the validity of 
the Quinn’s original competing value framework 
which offer some support for the proposed model 
(Buenger et. al., 1996; Kalliath et. al., 1999). In 
further research, this framework is used to explain 
various concepts such as organizational transi-
tions, organizational decision making, organiza-
tion communications, and CEO leadership. Fur-
thermore, it has been applied to show how certain 
values dimensions of organization can be affected 
by its belonging to different types of industry and 
differences between public and private ownership. 
Application of the competing values framework 
allowed to examine organizational ethics, and 
more broadly in explaining organizational culture, 
where existence of varieties was due to differ-
ences in organizational performance and quality 
of work life perception.  

Universal application of the competing values 
framework is confirmed by many obtained em-
pirical results from other research that supported 
the two-dimensional model indirectly. For in-
stance, there is a study that has used four quadrant 
structure of the competing values framework to 
examine CEO leadership in the public sector. 
Several organizational phenomena were described 
using competing values framework such as: or-
ganizational commitment, human resource man-
agement, military leadership, gender in manage-
ment, and leadership of orchestras. 

 
2. Research methodology 
Competing values instrument (CVI) was used to 
evaluate organizational effectiveness. The main 
purpose of the CVI is to measure perception of the 
respondents of their organizational conditions and 
environment. In this way, certain organizational 
profile consistent with the competing values 
framework is generated. CVI contains 16 
statements among each of them represent certain 
values that are characteristic for one of the four 
models proposed by competing values framework. 
These models are as follows: 
 
 

 HR – hr1 (participation and open discus-
sion), hr2 (employee concerns and ideas), 
hr3 (moral and cohesion) and hr4 (com-
mitment and loyalty); 

 OS – os1 (innovation and change), os2 
(creative problem solving), os3 (decentrali-
zation) and os4 (new ideas) 

 RG – rg1 (outcome excellence and quality), 
rg2 (getting the job done), rg3 (goal 
achievement) and rg4 (doing one’s best) 
and 

 IP – ip1 (predictable outcomes), ip2 (stabil-
ity and continuity), ip3 (order) and ip4 (de-
pendability and reliability). 

 
Respondents had to indicate to which extent 

they agree with level of application of each state-
ment in their organization, on a seven-point Likert 
scale, from 1 meaning “very strongly disagree” to 
7 meaning “very strongly agree”. 

The CVI was administered by personal paper-
and-pencil and online survey questionnaire de-
signed to investigate presence of certain models of 
organizational effectiveness and validate the com-
peting values framework in specific organiza-
tional settings in transition countries. The sample 
comprised 150 respondents to the survey who 
were executives working as middle and senior 
managers or owners of the business. At the time 
of the survey, the majority (88 per cent) were 
working in micro, small and medium organiza-
tions (<250 employees) and working in the ser-
vice sector (62 per cent). There were no system-
atic variations in the sample demographic and 
organizational variables of practical significance. 

The obtained data were analyzed using the 
Statistical Package for the Social Sciences 
(SPSS), release 7.5.1. Nonmetric multidimen-
sional scaling (MDS) was employed. This analy-
sis operates on the dissimilarities among data 
points. MDS provides graphic representations of 
the variables according to these dissimilarities in a 
certain number of dimensions as data suggests. As 
a MDS product it is spatial representation of the 
distances among data. MDS has been proven as 
effective protocol for empirically determining 
taxonomies through identification and modelling 
the structure and dimensions of a set of data. 
Many researchers apply this tool for studies in-
volving the competing values framework. 
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3. Results and Discussion 
If the obtained MDS results are compatible with 
those expected by competing values framework, 
as shown in Figure 1, then human relations 
model’s items (hr1, hr2, hr3 and hr4) should ap-
pear together in one quadrant while rational goal 
model’s items (rg1, rg2, rg3 and rg4) should ap-
pear in quadrant that is diagonally opposite be-
cause these models do not share same values. The 
same situation applies to internal process model 
and open systems model. Internal process model’s 

items (ip1, ip2, ip3 and ip4) should appear to-
gether in one quadrant while open systems 
model’s items (os1, os2, os3 and os4) should ap-
pear together in the quadrant adjacent to the ra-
tional goal model and diagonally opposite the 
quadrant that contains open systems model’s 
items (os1, os2, os3 and os4). 

Results of the multidimensional scaling for the 
16 statements that constitute instrument for meas-
uring competing value framework in Bosnia and 
Herzegovina’s context are shown in Figure 2. 

 

 
 

Figure 2   Multidimensional scaling – derived stimulus configuration for competing values scale (Euclidean distance model) 
Source: Author 

 
It can be concluded that these statements of the 

organizational effectiveness models generally 
conform to the competing values framework. The 
majority of them appear in the expected quad-
rants. The position of a certain number of state-
ments is not in accordance with the proposed po-
sitions in expected quadrants but still they have 
certain values characteristic of those from ex-
pected quadrants. The appearance of the items ip1 
and ip2 in human relation model's quadrant, item 
rg1 in open systems model's quadrant and item 
os1 in rational goal model's quadrant represent a 
departure from the competing values framework. 
Nevertheless, their new positions are still consis-
tent with the theory because human relation model 
and internal process model quadrants still share 

emphasis on internal focus, while the human rela-
tions model and open system model quadrants 
share emphasis on flexibility. The rational goal 
model and open systems model quadrants share 
emphasis on an external focus. Items ip1 and ip2 
are in the human relations model's quadrant but 
they are still very much at the expected internal 
end. Item os1 is in rational goal model’s quadrant 
but it is still toward expected external end. Item 
rg1 does not have pronounced any values dimen-
sion. 

In Table 1, descriptive statistics are shown for 
all four organizational effectiveness models from 
competing values framework and for overall scale 
of organizational effectiveness. Reliability of sub-
scales and overall scale was established. The coef-
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ficient Cronbach’s alpha for testing reliability of 
scales is used. Its value for the competing values 
scale as a whole was 0.916. The Cronbach’s alpha 
reliabilities for each of the subscale measuring 
four organizational effectiveness models indicate 
that reliabilities are quite acceptable, values be-
tween 0.788 and 0.921, and represent “satisfactory 

to good” reliability levels (Hair et. al., 2017b, p. 
112). The results of the MDS and reliability 
analysis indicate the measurement instrument of 
the competing values framework has construct 
validity and it can be seen as reliable measure of 
the competing values framework. 

 
Table 1   Reliability, mean scores, standard deviations and correlations for  the organizational effectiveness  

model in competing values framework 
 

Cronbach's 
alpha 

Mean 
score 

SD 
Human 

relations 
Internal 
process 

Rational goal 
Open  

systems 

Human relations ,921 5,7783 1,17850         

Internal process ,788 5,3733 1,04582 ,400**       

Rational goal ,818 5,2383 ,98280 ,409** ,481**     

Open systems ,878 5,2850 1,18507 ,707** ,470** ,578**   

Total scale score ,916 5,4188 ,87535 ,810** ,727** ,758** ,879** 
 

Note: All significant at p<0.01 (two-tailed) 
Source: Author 

 
Correlations between each of the organiza-

tional effectiveness models and with the total 
scale score of the competing values framework 
are all positive as shown in Table 1. Also, it can 
be seen that mainly organizational effectiveness 
models that share common values have higher 
correlations in comparison to organizational effec-
tiveness models which are in the quadrant diago-
nally opposite. However, obtained results can be 
considered counterintuitive having in mind that 
they are measures of the competing values. As 
suggested by Quinn (1988), all four organizational 
effectiveness models coexist in every organiza-
tion, with certain values more pronounced than 
others, and so the subscales of each organizational 
effectiveness model measure the extent to which 
every approach to effectiveness is present in or-

ganization. Competing values instrument meas-
ures the perception of the managers of the overall 
intensity of the organizational effectiveness. Ob-
tained results cannot be considered inconsistent 
with the theory or with results of MDS.  

The horizontal axis supports a control versus 
flexibility interpretation. Item hr3 demonstrates 
the highest positive weight (1.3978) on the di-
mension, while item ip4 produces the highest 
negative weight (-3.6467), and visually they are 
most distal. The vertical axis supports an interpre-
tation as internal versus external focus.  The de-
fining values for item os3 (weight -1.068) repre-
sent a focus on flexibility and external adaptation 
versus values for item ip4 (weight 1.1264), which 
focus on control and internal integration.  

 
 

Table 2   Multidimensional Scaling Stimulus Coordinates 
 

Dimension 

Stimulus Plot symbol 1 (Control-Flexibility orientation) 2 (Internal-External focus) 

1 hr1 1.0314 0.4574 

2 hr2 1.3598 0.3313 

3 hr3 1.3978 0.1947 

4 hr4 1.1224 0.0744 

5 ip1 0.4514 1.033 

6 ip2 0.3174 0.9385 

7 ip3 -0.1694 0.7216 

8 ip4 -3.6467 1.1264 
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9 rg1 0.0381 -0.0463 

10 rg2 -1.8931 -0.7169 

11 rg3 -0.1862 -0.2381 

12 rg4 -0.2905 -0.8246 

13 os1 -0.3524 -0.7282 

14 os2 0.0093 -0.9937 

15 os3 0.354 -1.068 

16 os4 0.4567 -0.2616 
 

Source: Author 

 
The MDS bidimensional model presents not so 

good but acceptable goodness-of-fit. Stress value 
was equal to 0.18 which is considered fair fit 
(Kruskal, 1964). R-squared represents the squared 
correlation coefficient between the estimated dis-
tances and the observed distances between data 
points and is analogous to the R-squared in multi-
ple regression. An R-square of 0.6 is considered 
the minimum acceptable level (Hair et. al, 1998). 
An R-square of 0.8 is considered good for metric 
scaling and 0.9 is considered good for non-metric 
scaling. MDS results have R-squared correlation 
.90686 which is acceptable. 

 
Conclusion 
The aim of this study is to examine the psycho-
metric properties of the instrument of the compet-
ing values framework for measuring organiza-
tional effectiveness (Quinn, 1988) in the Bosnia 
and Herzegovina organizational context. The find-
ings show that the examined instrument is both a 
valid and reliable measure. As a consequence, the 
research results suggest that competing values 
framework is valuable as a approach to operation-
alize organizational effectiveness, when the com-
peting values framework is applied in a various 
national contexts. According to the author’s 
knowledge, this study represents the first attempt 
to validate competing values framework used for 
measuring organizational effectiveness in Bosnia 
and Herzegovina as a representation of transition, 
factor-driven economy with lower level of eco-
nomic development. Even though differences in 
level of economic development exist, results of 
MDS suggest that Bosnia and Herzegovina share 
similar value sets as some developed economies 
(Howard, 1998; Lamond, 2003). 

As the respondents constitute a random, repre-
sentative sample of managers and their organiza-
tions, these results suggest vague insight for Bos-
nia and Herzegovina's organizations. Employing 
competing values instrument for measuring organ-

izational effectiveness, Bosnia and Herzegovina's 
organizations are now in a situation to detect the 
extent to which their value systems are consistent 
with competing values paradigm, identify the ob-
jects that disable them from operating according 
to organizations effectiveness models, and define 
the certain types of practices and policies consis-
tent with dominant and emphasized values in or-
ganizations to produces better goals and fulfil ex-
pectations of their stakeholders. 

One of the limitations of the presented study is 
that there can be cases that the measure of the in-
tensity of the organizational effectiveness varies 
systematically according to the different manage-
rial roles that respondents had at time when sur-
vey is conducted. Also, the fact has to be consid-
ered that the data are self-report from individual 
questionnaires. For example, some managers that 
are more familiar with internal process like human 
resource management and accounting are detect-
ing internal values easily, while managers with 
job descriptions more similar to external focus 
like marketing or strategic management are more 
probably to detect first certain external values. 
Even though there is no detected existence of sys-
tematic variations of this type in presented results, 
its potential existence cannot be discarded and 
some further studies need to be aware of it. 

Also, relatively small person-samples may 
pose limitations on inferences drawn based on the 
research. Only 150 respondents filled the ques-
tionnaire giving answer onto 16 statements, for 
instance, rules out the factor analysis. The sample 
size is big enough for conducting multidimen-
sional scaling (Rodgers, 1991). Better understand-
ing and more objective results of the strength of 
each value dimension in specific organization and 
domination of the certain organizational effec-
tiveness model upon other models would be pro-
vided by interviews several managers per organi-
zation.SM 
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Abstract 
The use of e-mails for promotion has been in place for decades. A large number of e-mails received by con-
sumers and potential consumers are not requested by them and in most cases do not provide adequate value
for them. In that sense, the permission marketing approach brings in multiple novelties. The sender of the
promotional message strives at all stages of the relationship with potential and current consumers to obtain
permission to communicate with them and to communicate the appropriate value. Within these phases – at-
tract, convert, close and delight – e-mail marketing takes a significant place. The use of this approach is poss-
ible and desirable when higher education institutions are concerned as well. In this paper, several goals are
set. First of all, it points to the specific features of permission marketing, the phases of its implementation, and
various instruments that are adequate for applications in different phases. Thereafter, general recommenda-
tions for the promotion of higher education institutions in accordance with that approach, with special empha-
sis on email marketing, are provided. Finally, an example of promotion with using the e-mail and referring to 
the selected study program of the domestic higher education institution, precisely in accordance with the per-
mission marketing approach, was presented. 
 
Keywords 
Permission marketing, e-mail marketing, promotion, higher education institutions, study program. 
 

Introduction 
Although the use of e-mails for promotion has 
been in place for decades, a large number of e-
mails received by consumers and potential con-
sumers are not requested by them and in most 
cases do not provide adequate value for them. 
With regard to the above mentioned situation, the 
permission marketing approach brings in multiple 
novelties reflecting primarily in the fact that the 
sender of the promotional message strives at all 
stages of the relationship with potential and cur-
rent consumers to obtain permission to communi-

cate with them and to communicate the appropri-
ate value. Within these phases – attract, convert, 
close and delight – e-mail marketing takes a sig-
nificant place. The use of this approach is possible 
and desirable when higher education institutions 
are concerned as well.  

Bearing the above in mind, several goals are 
set in this paper: 

 

▪ point to the specific features of permission 
marketing, the phases of its implementa-
tion, and various instruments that are ade-
quate for applications in different phases, 
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▪ provide general recommendations for the 
promotion of higher education institutions 
in accordance with that approach, with spe-
cial emphasis on email marketing, 

▪ present an example of promotion using e-
mail and referring to the selected study 
program of the domestic higher education 
institution, precisely in accordance with the 
permission marketing approach. 

 
In addition to the overview of relevant second-

ary sources, the paper also presents an example 
from domestic practice. 

 
1. Permission marketing 
The foundations of permission marketing can be 
identified in the work of Seth Godin, who pub-
lished Permission Marketing: Turning Strangers 
into Friends and Friends into Customers Hard-
cover in 1999. In his book, he points to the in-
creasing lack of attention of the target auditorium 
in mass media action, enormous growth of costs 
to attract this attention, but also a certain degree 
of failure of such attempts. It is such promotion, 
which he terms interruption marketing, that he 
contrasts to permission marketing. 

The author explains the difference through a 
figurative story about how it is possible to get 
married in two ways. The first way suits marke-
ters who use interruption marketing. Such a mar-
keter buys the most expensive clothes, new shoes, 
the most fashionable accessories, and then, based 
on the best databases and marketing strategies, 
chooses a demographically ideal singles bar. In 
this bar, he approaches the nearest person and 
proposes marriage, and if he gets rejected, he re-
peats this process with every person in the bar. 
Having spent the whole evening in the bar without 
anyone consenting, it seems obvious to him that 
the suit and the shoes are to blame. Both the tailor 
and the strategist get dismissed. Then the marke-
ter repeats his attempts, but at another singles bar. 
On the other hand, the marketer who uses permis-
sion marketing opts for dating. He goes on a date, 
and if it goes down well, they go to the next one, 
and the next. After a dozen dates, both sides can 
really communicate their needs and wishes, then 
sometime around the twentieth date, their family 
members meet, and finally, after three or four 
months, the marketer proposes marriage. 

It is clear from the above story that acting in 
the case of permission marketing approach is sig-
nificantly different. The author separates the 
process into five steps: 

1. offer the potential consumer reasons for 
paying attention – from information, 
through entertainment and contests, even 
down to payment – the incentive must be 
open, obvious and delivered clearly; 

2. inform the potential customer about the 
product, that is, its advantages; 

3. intensify incentives, which is facilitated by 
the existence of bilateral dialogue; 

4. increase the level of permission that the 
seller receives from the potential customer, 
e.g. gathering more data about the custom-
er’s private life, hobbies or interest; offer 
new product category or its samples; 

5. use the permission in a win-win situation. 
 
Krishnamurthy (2001) gives a conceptual 

framework for cost and benefit analysis related to 
customer experience in permission marketing 
programs. The customers’ interest is viewed as 
the key variable affecting the participation level. 
On the other hand, the customer experience itself 
is positively determined by the significance of the 
message and monetary benefits, and negatively by 
the forfeit for receiving/modifying information, 
for processing and privacy issues. 

Tezinde, Smith and Murphy (2002) conclude 
that customer response to a campaign devised in 
accordance with permission marketing is affected 
by: relevance—personalization, brand equity, and 
previous relationships. The influence of demo-
graphic variables showed itself as weak, and the 
existence of interaction between independent va-
riables was not established either. 

Shukla (2010) identifies spread velocity, 
hits/download, attitudinal shift, believability, pub-
lic relations, data capture, penetration level, tur-
nout, shock level, reachability, awareness and 
campaign persistence as key parameters for de-
veloping an effective viral and permission-based 
internet campaign. 

Opreana and Vinerean (2015) point to the sig-
nificance of this approach in the conditions of 
prominent presence of electronic business, term-
ing it inbound marketing. Comparing such digital 
marketing with traditional marketing, they identi-
fy interactivity and engagement. They define it as 
“the process of reaching and converting qualified 
consumers by creating and pursuing organic tac-
tics in online settings”. Within this approach, they 
identify 4 components: brand-focused marketing 
communication, marketing content, social media 
marketing and search engine optimization. 
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Presenting the elements of this approach on 
behalf of Hubspot company, which rates among 
the world’s most prominent in software generated 
based on it, Bernazzani (2018) points out that one 
undergoes the attract, convert, close, delight phas-
es evolving from stranger, through visitor, poten-
tial customer and customer all the way to promo-
ter. Whereas the roles of blogs, landing pages and 
internet sites are more significant fore-mail ga-
thering in the first phases, they can even be ga-
thered through social networks, while e-mails gain 
importance in later phases. 

 
2.  E-mail marketing within the 
promotion of higher education 
institutions in accordance with 
permission marketing approach 
The above mentioned company, Hubspot, issued 
two sets of guidelines (Nicholson, 2016; Hubspot, 
n.d.) about how to use e-mail marketing within 
promotion of educational institutions in accor-
dance with permission marketing approach. At 
this point, recommendations found in those two 
sources are sublimated. In addition, certain rec-
ommendations adapted to domestic condition are 
given. 

As far as the promotion of a certain study pro-
gram is concerned, it is first necessary to consider 
the entirety of communications conducted by the 
institution where this program is realised. In this 
sense, it is extremely important to know, under-
stand and apply the concept of integrated market-
ing communications, pointing to the need of send-
ing a consistent promotional message through all 
communication channels, where synergetic effects 
are achieved owing to the existence of several 
channels through the message is transmitted. The 
implications of the above can be multiple. On the 
one hand, the promotion of the study program 
becomes the part of promotion of the institution 
and another manner of transmitting promotional 
messages pertaining to it and its offer. On the oth-
er hand, the promotion of the study program itself 
should send a consistent message through several 
media and achieve synergetic effects, that is, fea-
ture as integrated communications. 

The first phase of conducting e-mail marketing 
campaign includes attracting potential customers 
to leave their e-mail addresses through which 
communication with them can be achieved. In the 
specific example of study program promotion, it 
is possible, as it were, to perform this gathering in 
two ways: one is offline, and the other is online 

approach. An example of the former can be visits 
by appropriate teams consisting of teaching staff 
and/or students to schools, where they would give 
presentations and gather e-mail addresses from 
the interested secondary school students, as well 
as permissions to communicate with them in this 
manner. This approach would also include visits 
of the interested candidates on open-door days, 
certain free lectures at secondary schools, etc. The 
latter aspect refers to online contents that can be 
offered on site about the study program, including 
certain blogs, Facebook profiles etc, where e-mail 
addresses could also be collected. 

The key question in this phase is what the con-
tents that should be presented to potential custom-
ers are. On the one hand, as an utterly ethical ap-
proach, it would be necessary to promote the 
study program and the institution explicitly. How-
ever, one must bear in mind that a future student 
does not buy only that. In addition to the contents 
and characteristics of the study program and high-
er education institution, as well as contents close-
ly related to them, such as employment opportuni-
ties, earnings of the alumni, recognition of the 
diploma abroad, one must also consider all other 
characteristics of life that the potential student 
will have. This includes sightseeing of the city, 
social life, down to particular technical details. On 
the other hand, through the study program, stu-
dents must fulfill their wish to acquire knowledge 
in particular areas, so that the offer of contents 
related to this knowledge is another desirable 
segment of the appeal phase. 

A special aspect for consideration is to whom 
all the above mentioned should be addressed. In 
this sense, different roles in the purchase process 
should be taken into account. Although the stu-
dents are undeniably defined “consumers” of the 
study program, it can be assumed that the persons 
of influence, among others, include their parents. 
In connection with this, it is particularly important 
to consider carefully whether a certain campaign 
should be targeted at them, which appeals should 
be used, and how all the elements should be inte-
grated. 

In the recommendations given by Hubspot, the 
following phases are mentioned: 

 

▪ awareness (when future students or their 
parents become aware of their need and/or 
desire for an institution of the kind that is 
being promoted, that is, for a similar type 
of education), 
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▪ consideration (when the potential student 
or his/her parent has clearly defined the 
problem), and 

▪ decision (when the potential student or 
his/her parent has made a decision on the 
strategy, method, and approach to solving 
the problem and strives to focus their 
choice). 

 
Various educational resources are recom-

mended in the first phase: 
 

▪ blogs and articles, 
▪ free instructions, 
▪ video footage, 
▪ checklists, 
▪ posts on social networks. 
 
The recommended approach for the second 

phase is to provide detailed information on the 
institution and the way it can resolve the students’ 
challenges and enhance the opportunities. What is 
recommended is distribution of: 

 

▪ webinars, 
▪ virtual tours, 
▪ career advice, 
▪ profiles of current students and alumni. 
 
In the third phase, it is recommendable to dis-

tribute: 
 

▪ schedules of important dates, 
▪ scheduling appointments through websites, 
▪ consulting sessions with professors. 
 
Following the above described “customer 

track”, certain time-related recommendations are 
given across individual phases. For instance, the 
following is recommended in the awareness 
phase: 

 

▪ 2 years before enrolment, distributing ma-
terials about what is assessed or examined 
at the entrance exam, so that candidates can 
have time to prepare, 

▪ 1 year before enrolment, offering the op-
portunity for asking questions and receiv-
ing answers from current students. 

 
In the consideration phase, the recommenda-

tions are: 
 

▪ 6 months before enrolment – sending im-
portant dates, 

▪ 1 month before enrolment – schedules of 
possible consulting sessions about entrance 
exams. 

In the decision phase, it is recommended to: 
 

▪ send a reminder e-mail 1-2 days beforee-
nrolment, 

▪ send a welcome e-mail after enrolment. 
 
The use of the following is recommended in 

creating the various above mentioned contents: 
 

▪ current students (e.g. “What would I like to 
have known before coming to the col-
lege?”, “10 best hidden spots for studying” 
and “7 cool lectures you simply must vis-
it”, 

▪ alumni (“Your most important experiences 
before graduation”, “What did I do for the 
subsequent 4 years?” and “10 steps in 
preparation for life after graduation”), 

▪ professors and department heads (how the 
lectures are taught, what was done within 
the courses earlier) 

▪ student services (“10 best tips before the 
entrance exam”, “Questions to ask on open 
door day” and “What to expect from vari-
ous study programs?” 

 
In the context of the above points, it is recom-

mended to send the following types of mails to 
lists that should be segmented according to appro-
priate criteria: 

 

▪ helpful resources, 
▪ newsletters, 
▪ important dates, 
▪ information on courses, 
▪ offer to connect. 
 
When it comes to e-mails, the following 10 

recommendations are given: 
 

1. subject: clear, attention catching, 
2. sender: a person with full name, 
3. branding: some kind of institution brand-

ing, 
4. personalisation of the message: necessary, 
5. timing: the right time of day for the target 

audience, 
6. value: clear value proposition, 
7. call to action: single, clear, focussed,  
8. sharing through social networks: yes, for 

important events, 
9. second call to action: if required, at the end 

of the mail or in post scriptum, 
10. cancellation: leave a link with privacy poli-

cy and possibility to cancel receiving fur-
ther mails. 
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It must also be mentioned that there is a very 
important point, the so-called nurturing potential 
customers. The example given in the above men-
tioned literature refers to a “smart list”, comprised 
of people six months before the enrolment, who 
download a report on life on campus and perform 
a certain number of visits on the web page about 
student life. This can result in a range of mails. 
The first one can be sent two days after these con-
ditions have been fulfilled, and would contain the 
school’s latest report on students’ life. The second 
would be sent 10 days after the first, and would 
contain a list of sources about activities on the 
campus and in student groups. The third e-mail 
would be sent 15 days after the second, and would 
include a link for virtual tour, while the fourth 
would be sent 10 days after the previous one, with 
an invitation to visit the campus. 

 
3.  An example from domestic practice 
Starting from the above principles, a campaign 
has been partly completed, and partly is still in 
progress, by the study program of Marketing of 
the Faculty of Economic in Subotica, with the 
assistance of the Centre for Marketing in Novi 
Sad and Centre for Marketing in Subotica, during 
a part of the lecture process on relevant courses 
from the specialised area of Marketing. Realisa-
tion of the campaign was approved by the institu-
tion’s management, and was fully complementary 
with the entire enrolment campaign. 

The current students of the Marketing study 
program first needed to be trained in basics of e-
mail marketing, for which a tutorial provided by 
Hubspot was used, and which offers a free certifi-
cate. In addition, realisation of the campaign re-
quires the proficiency in appropriate tools, and in 
this specific case, the tutorial was prepared by the 
course professor for Mailchimp. Earning such 
references – certificate, training in the above men-
tioned tool and participation in planning, conduct 
and evaluation of the campaign – the students 
themselves build their own future competitive 
advantage on the labour market. 

Gathering email addresses was done dually – 
during visits to schools where the representatives 
of the student organisations gave lectures, and 
uploading online contents, which requires provid-
ing an email address for additional reading. 

Design of the campaign should follow the rec-
ommendations described in the previous section 
of the paper, adapted to domestic conditions. The 
direct communication resulted in the conclusion 
that preparation for the entrance exam begins 

much later than the above mentioned recommen-
dations suggest, but it is possible to communicate 
all the necessary elements of student life even in 
this timeframe. 

The campaign formally ends at the point of 
enrolment, but communication with the stu-
dentsneeds to be continued after that date as well, 
suggesting the value of choice and possibly trans-
forming them into the ambassadors of the institu-
tion and study program in subsequent campaigns. 

 
Conclusion 
This paper presents three interconnected topic. 
First of all, the specific features of permission 
marketing are described, both through the work of 
its founder Seth Godin and through the overview 
of other secondary sources. The phases of its im-
plementation were also presented, as well as hig-
hlighting the adequacy of various instruments in 
the context of various phases, and pointing to the 
position of e-mail marketing in this process. 

The second section of the paper offers recom-
mendations for promoting higher education insti-
tutions in accordance with permission marketing 
approach. Although the key focus was on e-mail 
marketing, the paper also presents a range of pos-
sibilities in the development of a campaign for 
enrolment of students in the context of various 
phases through which potential customers pass, as 
well as the timeframe. 

Finally, the paper presents an example of 
email promotion of the Marketing study program 
of the Faculty of Economics in Subotica, particu-
larly in accordance with permission marketing 
approach. What is also presented is the way of 
enabling current students to participate in such a 
campaign, and the relevance of acquired refer-
ences. 

In addition to the presentation of a modern ap-
proach to promotion, the paper is also significant 
from the aspect of a range of practical advice, not 
only concerning educational institutions, but also 
in the case of appropriate modifications, and a 
much larger number of market players.SM 
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Abstract 
The digital revolution places the imperative of accepting the fact that all spheres of business must be moder-
nized. As the core of all functions in the company changes, the marketing function changes. The marketing
mix of companies is changing in terms of using digital technologies to implement marketing strategies. In addi-
tion to innovation in the domain of creating products, price construction and distribution channels, promotion is
also being innovated. Communication of product offers to customers requires a modern approach that will be
compatible with the turbulent time in which business is currently taking place. Consumers are turning more
and more to modern technologies, and the increasingly popular digital media is the way to reach a modern
consumer. In this sense, alongside traditional promotion, the company uses digital promotion as a way of its 
overall performance in promoting its offer. Among other things, the use of digital promotion channels depends
on the size of the company. 
The subject of paper is the usage of digital promotion in small enterprises in the Brčko District of Bosnia and 
Herzegovina. The aim of the paper is to examine participation and significance of digital promotion in the
overall promotion of small enterprises of the Brčko District of Bosnia and Herzegovina and to determine the
degree of usefulness and satisfaction based on the use of digital promotion by the mentioned enterprises. 
 
Keywords 
Digital promotion, promotional mix, technology, internet. 
 

1. Digital marketing - concept and 
significance 
One of the main changes in traditional marketing 
was determined by the emergence of digital mar-
keting, which required reviewing the marketing 
strategies of companies that want to remain com-
petitive in the new digital era (Baltes, 2015, p. 
111). Almost daily, new technologies, new devic-
es and new applications, developed precisely for 
these technologies and devices, are emerging on 
the market which should enable users to get faster 
and better digital communication. That has its 
advantages and disadvantages. The benefits are 
certainly in connecting people from different parts 
of the world and sharing experiences, obtaining 
faster the necessary information related to the 

products and services that customers are interest-
ed in, finding the desired products and services, 
online shopping, online payments, etc. The unde-
niable fact is that the progress of technology has 
greatly facilitated everyday life. Today, people do 
not have to leave their homes to do almost all ac-
tivities, primarily buying, paying bills, completing 
business meetings, etc., if they own a computer 
and access to the Internet. Digitization also has its 
advantages from the point of view of companies, 
and they are primarily reflected in the reduction of 
the cost of arriving to the broad auditorium, espe-
cially if the costs of traditional marketing are 
compared (Jayaram, Manrai & Manrai, 2015, p. 
123). On the other hand, people have adapted 
themselves too quickly to new technological 
and/or digital trends, and in this way created a 
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certain virtual world in which people often stay, 
sometimes more, than in the real world. Today, it 
is almost impossible to imagine a day without the 
use of the Internet, social networks, mobile appli-
cations and similar digital technologies. Accord-
ing to the American Pew Research Center, 89% 
of US citizens are actively using the Internet, and 
nine out of ten citizens use the Internet daily (Pew 
Research Center, 2018). This trend is not unique 
only to American society. Global marketing com-
pany We are social in Singapore is publishing a 
comprehensive report on the scope of digital tech-
nology, so the following information was released 
in 2018 (We are social): 
 

▪ 4.021 billion people, or 53% of the world's 
population, use the Internet daily, 

▪ Mobile devices are actively used 5.135 bil-
lion people, or 68% of the world's popula-
tion, 

▪ 3.196 billion people, or 42% of the popula-
tion, have profiles on social networks. 

▪ Nearly three billion social network users 
(2.958 billion people) access their profiles 
using mobile phone, which is 39% of the 
world's population. 

 
It is interesting to note that the same agency 

released the same data two years ago, but then 
they had less value (Tesic, 2017, page 313), that 
is: 

 

▪ 3.42 billion people use the Internet on a 
daily basis, 

▪ Mobile devices are actively used by 3.79 
billion people, 

▪ Profile on social networks has over 2.3 bil-
lion users, 

▪ Nearly two billion social network users 
access their profiles through their mobile 
phone. 

 
Previously stated data indicates that in just two 

years there has been an increase in the number of 
people using the Internet and mobile devices 
every day, and also that the number of social net-
work users and users who access their social net-
work profiles through mobile devices has in-
creased. These data are significant for all compa-
nies that plan their marketing activities, because 
they significantly change the current, traditional, 
way of communication with customers. 

Observing these data, we can see why tradi-
tional marketing has evolved into the digital 
world. Marketing must follow the customer, and 

since the data show that customers slowly become 
dependent on digital technologies, marketing has 
found a way to continue communicating with cus-
tomers, using only a new platform and using digi-
tal communications channels. An American study 
has shown that average people use at least four 
different media such as online news portals, Word 
of Mouth, TV, Facebook, Twitter, YouTube, Lin-
kedIn, to get information (Lewis, 2008). Business 
communication today is the subject of a revolu-
tion thanks to social networks such as Facebook 
and Twitter, which are commonly used as credible 
business tools (Levy, Birkner, 2011). Communi-
cation channels are much more. What is different 
in the current digital environment is "speed, inter-
connectivity, and hence the complexity of these 
elements" (Kung, 2008, p. 83). Therefore, it is 
very important to define the term "digital market-
ing" well. The Digital Marketing Institute defines 
this term as "the use of digital technologies to 
create integrated, targeted and measurable com-
munications that can help capture and retain cus-
tomers while building deeper relationships with 
them" (Smith, 2007 in Wymbs, 2011, p. 94). 

 
2. Guiding the company to digital 
marketing 
As we have already pointed out, businesses must 
follow customers, especially when it comes to 
marketing activities. Customers have already 
adapted to the digital era and the lifestyle in which 
digitization prevails, so businesses need to "digit-
ize" their marketing efforts. Given the use of the 
Internet by consumers, it is logical that marketing 
of modern companies uses online media as an 
access point with customers related to product 
promotion and proliferation (Jackson & Ahuja, 
2016). Digitization has also changed the relation-
ship between businesses and customers, that is, 
power is now in the hands of customers. Sharing 
information on the Internet has given everyone the 
opportunity to express their opinions, which has 
led people to trust other people more than organi-
zations (Greenberg, 2010a, Greenberg, 2010b). 
Such a change in customer mindset has led com-
panies to the situation that they have to change 
their way of communicating with customers. 
Companies now recognize the need to listen to 
their customers, engage them in conversation, 
make them more transparent, and communicate 
with customers more openly and sensibly (Karja-
luoto, Mustonen & Ulkuniemi, 2015). What does 
this mean for businesses in practice? First of all, 
marketing communications now include creating 
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online communities, generating potential partners 
from online environments and collaborating with 
customers to better understand their needs (We-
ber, 2009). Businesses now need to create topics 
and the flow of communication, actively partici-
pate in communication and exchange of opinions 
in order to prevent the creation of negative atti-
tudes towards customers in relation to the compa-
ny and its assortment. Many digital communica-
tion tools can help them with this, among which 
the most commonly used are e-mail, social net-
works, smartphones and applications developed 
for them, blogs and web portals. These are not the 
only tools of digital marketing but are the most 
often used. It should be noted here that digitaliza-
tion tools, which are the result of exceptional 
global technological advancement, are developing 
almost daily and are constantly improving. Let us 
just take for example the social network Face-
book, which appeared in 2004 and today has more 
than 2 billion users around the world and has a 
tendency of steady growth. Each of these market-
ing tools can be a whole for itself, so today we 
have marketing of social networks, web market-
ing, social marketing, and so on. 

Companies need to keep in mind that technol-
ogy in the 21st century is rapidly evolving and 
changing and that it is necessary to keep up-to-
date with events in this field in order to keep up 
with customers who constantly accept these tech-
nologies and import them into all spheres of their 
lives. 

 
3. Preparation of data, sample and 
data processing 
Digital promotion is increasing in small and me-
dium enterprises of Bosnia and Herzegovina. For 
the purpose of research in this paper, we focused 
on the small enterprises of the Brčko District of 
Bosnia and Herzegovina. For the classification of 
enterprises in small, medium and large, we have 
chosen the size criterion that small businesses are 
those that have up to fifty (50) employees, me-
dium businesses have the average of fifty (50) to 
two hundred and fifty (250), and large over two 
hundred and fifty workers (250). Small enterprises 
were selected because of their presence on the 
territory of the Brčko District B&H and according 
to the data of the Chamber of Commerce of the 
Brčko District of B&H, these companies account 
for 90% of all companies that exist in the territory 
of the district. Also, the benefits of digital promo-
tion, as well as the low budget required for the 
realization of digital promotion, are imposed as a 

logical move in the desire of small businesses to 
improve their business. About 1000 small and 
medium enterprises are registered in the Brčko 
District of B&H, the majority of which are small 
enterprises of up to 50 employees. According to 
some methodologies of enterprise classification in 
this category, micro-enterprises with the number 
of employees from one (1) employee to ten (10) 
employees are included. As part of our work, mi-
cro enterprises are classified into small enterpris-
es. 

The data were collected on the basis of a ques-
tionnaire sent to two hundred (200) randomly se-
lected addresses of small businesses in the Brčko 
District. Questionnaires were delivered personally 
and using e-mail. The research was planned for a 
period of two months from December 2017 and 
January 2018. During this time period we re-
ceived 36 responses, i.e. filled in questionnaires. 
Companies from different activities were sur-
veyed and there were no restrictions in that re-
gard. All received questionnaires are complete 
and there is no missing data. We consider a re-
sponse of 18% as a good response, and a sample 
of 36 units sufficient for valid statistical data 
processing. 

Data processing was performed in the SPSS 
statistical package, and descriptive and inferential 
statistics were used for the analysis. Descriptive 
statistics were used in the part of representing 
frequencies, mean and standard deviation of data, 
and the inferential statistics were used in the cor-
relation checking section between the variables 
that were processed in the questionnaire. As the 
theme of the paper itself is the relation between 
the use of traditional and modern promotion tools 
in small enterprises, the research was conducted 
in the direction of discovering the mentioned rela-
tionship. For the purpose of research, a question-
naire was created consisting of ten (10) questions. 
Questions in the questionnaire were designed so 
that the respondents had to give answers on the 
number of employees, their satisfaction with mar-
ket share, their satisfaction with the competitive-
ness, the frequency of the use of overall promo-
tion of the company, the frequency of using tradi-
tional and modern promotion, the frequency of 
using traditional and modern promotion tools and 
ultimately satisfaction with the infrastructure for 
conducting traditional and modern promotion. 
Possible answers to questions about satisfaction 
with market share, competitiveness and traditional 
and modern promotion, and the frequency of the 
use of traditional and modern promotion tools 
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were formed in such a way that they were given 
on the five-point Likert scale. The offered an-
swers to questions about satisfaction with market 
share, competitiveness and traditional and modern 
promotion are given on the scale in the following 
form: 1-absolutely dissatisfied, 2-moderately dis-
satisfied, 3-neutral, 4-moderately satisfied and 5-
absolutely satisfied. The offered answers to the 
questions about the frequency of the use of tradi-
tional and modern promotion tools are given on a 
scale in the following form: 1-never, 2-rarely, 3-
sometimes, 4-often and 5-always. The answer to 
the question about the number of employees is 
given on a ratio scale. 

 
4. Research results 
Based on the data processing in this paper, the 
results are presented below. As regards the data 
on the number of employees, they are presented in 
Table 1. Based on the sample of 36 enterprises, 
the average number of workers is 15.36, the me-
dian is 14 workers, the modus is 12 workers, the 
smallest number of workers is 1, and the largest 
number of workers is 46. The standard deviation 
is 9.16 workers. 
 

Table 1   Number of employees in surveyed enterprises 
 

Employee data Value 
Mean  15.36 
Median 14.00 
Modus 12 
Standard deviation 9.159 
Minimum 1 
Maximum 46 

 

Source: The authors 

 
Table 2 shows data about market share and 

competitiveness satisfaction. The average value of 
the variable market share satisfaction is 3.64 with 
the standard deviation of 0.683 and based on the t-
test we can conclude that the attitude of the enter-
prise towards market participation is not neutral (p 
= 0.000 <0.05) but is moderately satisfied. For 
attitude neutrality, satisfaction hypotheses are set: 
H0: mean = 3, H1: mean ≠ 3. 

The mean of the variable satisfaction with 
competitiveness is 3.58 with the standard devia-
tion 0.692 and here we conclude that the attitude 
of the enterprise is also not neutral (p = 0.000 
<0.05), but there is also moderate satisfaction. 

 
 
 
 
 
 

Table 2   Satisfaction with Market Participation and  
Competitiveness 

 

 N Min Max Mean Standard 
deviation 

Market 
share  
satisfaction 

36 2 5 3.64 0.683 

Satisfaction 
with compe-
titiveness 

36 2 5 3.58 0.692 

 

Source: The authors 

 
When we talk about satisfaction with the tradi-

tional, modern and overall promotion of the com-
panies surveyed, we come up with the results 
shown in Table 3. The mean of the variable fre-
quency of using overall promotion is 3.53 with a 
standard deviation of 0.774. The mean of the vari-
able frequency of using traditional promotional 
tools is 3.28 with a standard deviation of 0.815. 

 
Table 3   Frequency of use of promotion 

 

 N Min Max Mean Standard 
deviation 

Frequency of 
using overall 
promotion 

36 2 5 3.53 0.774 

Frequency of 
using  
traditional 
promotion 
tools 

36 1 5 3.28 0.815 

Frequency of 
using modern 
promotional 
tools 

36 1 4 3.25 0.732 

 

Source: The authors 

 
The mean of the variable frequency of using 

modern promotional tools is 3.25 with a standard 
deviation of 0.732. Based on the t-test, we con-
clude that the attitude of the all three companies in 
the sample model are not neutral (p = 0,000; 
0,048; 0,048 <0.05 respectively), but that the sur-
veyed companies often use total, traditional and 
modern promotion (p = 0.000; 0.024; 0.024 <0.05 
respectively).  

Table 4 presents the results of the frequency of 
the use of traditional promotional tools by the 
companies included in the sample. The answers to 
the questions about frequency are given on the 
Likert scale (1 - never, 2 - rarely, 3 - sometimes, 4 
- often, 5 - always). The surveyed companies rep-
lied that the mean of the frequency of using tele-
vision as a traditional medium is 2.97 with a stan-
dard deviation of 1.540 and based on the t-test (p 
= 0.914> 0.05), we conclude that surveyed com-
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panies sometimes use television for their promo-
tional activities. Sometimes the radio is used as a 
tool of traditional promotion with a mean of 2.89 
and standard deviation of 1.430 (p = 0.644> 0.05).  

Regarding the use of daily press releases with 
a mean of 2.17 and a standard value of 1.363, a 
magazine with a mean of 1.56 and a standard val-
ue of 0.843, a public relations with a mean of 2.22 
and a standard deviation of 1.149 and a billboard 
with a mean of 2.36 and standard deviation 1.334 
as traditional promotional tools, they are rarely 
used by surveyed companies (p = 0.000; 0.000; 
0.000; 0.004 <0.05 respectively). Surveyed com-
panies sometimes also use personal sales with a 
mean of 3.39 with a standard deviation of 1.315 
and sponsoring activities with a mean value of 
2.69 and a standard deviation of 1.238 (p = 0.085; 
0.148> 0.05 respectively), and more often promo-
tion at the point of sale with a mean of 3.78 and a 
standard deviation of 1.245 (p = 0.000 <0.05). 

Table 5 contains data on the frequency of the 
use of modern tools for the promotion of surveyed 
companies. From modern promotional tools that 
are used rarely there are advertisements on the 
search engine with a mean of 2.31 and a standard 
deviation of 1.283, links with a mean of 1.69 and 
a standard deviation of 1.009, reviews with a 
mean of 1.69 and a standard deviation of 0.920, 
forums with a mean of 1.72 and a standard devia-
tion of 0.849, a blog with a mean of 1.42 and a 
standard deviation of 0.604 and a mobile applica-
tion with a mean of 1.61 and a standard deviation 
of 0.964, and the conclusion was made on the ba-
sis of the t-test (p = 0.002;  0.000; 0.000; 0.000; 
0.000 <0.05 respectively). 

 
Table 4   Frequency of using traditional promotion tools 

 

 N Min Max Mean Standard 
deviation 

Use of  
television for 
promotion 

36 1 5 2.97 1.540 

Use of radio 
for  
promotion 

36 1 5 2.89 1.430 

Use of daily 
press for 
promotion 

36 1 5 2.17 1.363 

Use of mag-
azines in 
promotion 

36 1 4 1.56 0.843 

Use of  
billboard in 
promotion 

36 1 5 2.36 1.334 

     
     
     
     
     
     
     
     
     
     
     
     
     

   

Promotion at 
the point of 
sale 

36 1 5 3.78 1.245 

Public 
relations 

36 1 5 2.22 1.149 

Personal 
sales 

36 1 5 3.39 1.315 

Sponsor-
ships 

36 1 5 2.69 1.238 
 

Source: The authors 

 
SMS messages with a mean value of 3.00 and 

a standard deviation of 1.265 are used sometimes 
(p = 1,000> 0.05). Modern tools used more often 
by the surveyed companies are an e-mail with a 
mean of 3.53 and a standard deviation of 1.464 (p 
= 0.019 <0.05) and a social network with a mean 
of 3.58 and a standard deviation of 1.442 (p = 
0.010 <0.05). 

 
Table 5   Frequency of using modern promotional tools 

 

 N Min Max Mean Standard 
deviation 

E-mail 36 1 5 3.53 1.464 
SMS 36 1 5 3.00 1.265 
Advertise-
ments on 
the search 
engine 

36 1 5 2.31 1.283 

Links 36 1 5 1.69 1.009 
Reviews 36 1 4 1.69 0.920 
The social 
network 

36 1 5 3.58 1.442 

Forums 36 1 4 1.72 0.849 
Blog 36 1 3 1.42 0.604 
Mobile 
applica-
tions 

36 1 5 1.61 0,964 

 

Source: The authors 

 
Table 6 shows satisfaction with the infrastruc-

ture for the implementation of traditional and 
modern promotion tools. Variable satisfaction 
with infrastructure for traditional promotion has a 
mean of 3.58 with a standard deviation of 0.841. 
Variable satisfaction with infrastructure for mod-
ern promotion has a mean of 3.78 with a standard 
deviation of 1.017. On the basis of the answers we 
can see that the surveyed companies are mostly 
satisfied with the infrastructure for implementing 
traditional promotion tools (p = 0.000 <0.05) and 
with the infrastructure for implementing modern 
promotional tools (p = 0.000 <0.05). 
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Table 6 Satisfaction with the infrastructure for the  
implementation of traditional and modern promotion tools 

 

 N Min Max Mean Standard 
deviation 

Satisfaction 
with the 
infrastruc-
ture for 
traditional 
promotion 

36 2 5 3.58 0.841 

Satisfaction 
with the 
infrastruc-
ture for 
modern 
promotion 

36 2 5 3.78 1.017 

 

Source: The authors 

 
When we look at the correlation (Table 7) be-

tween satisfaction with market share, satisfaction 
with competitiveness, frequency of use of overall 
promotion, frequency of using traditional promo-
tional tools and the frequency of using modern 
promotional tools, we can conclude that there is a 
significant medium strength correlation between 
the satisfaction with competitiveness and the fre-
quency of using traditional promotion tools r = 
0.414; p = 0.012) and satisfaction with market 
share with the frequency of using traditional pro-
motional tools (r = 0.443; p = 0.007).  

There is a strong significant correlation be-
tween satisfaction with market share and satisfac-
tion with competitiveness (r = 0,761; p = 0,000), 
which is logical if we consider competitiveness as 
the ability to retain and increase market share. 

 
Table 7   Correlation between satisfaction with market 

share and competitiveness with overall promotion, tradition-
al and modern promotion 
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It is interesting to note that there is no signifi-

cant correlation between the frequency of the use 
of traditional promotional tools, the frequency of 
using modern promotional tools, satisfaction with 
the infrastructure for applying traditional promo-
tion, and infrastructure satisfaction for applying 
modern promotion (Table 8). 
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Table 8   Correlation between satisfaction with traditional 
and modern promotion tools with satisfaction with the  
infrastructure for application of traditional and modern  

promotion. 
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5. Limitations and recommendations 
for future research 
In this paper, there are several limitations related 
to research. First, only small enterprises are in-
cluded in the work, although usually small and 
medium enterprises are taken as a group. Micro 
enterprises are also included in small enterprises. 
These two facts may possibly disable the compar-
ison of this research with other similar surveys, 
which are usually done in small and medium-
sized enterprises. The size of the sample is the 
second limitation of this paper, although the re-

sponse to the survey is relatively good compared 
to similar research. A sample size of 36 compa-
nies is sufficient for statistical processing, but a 
larger sample would give more reliable conclu-
sions regarding correlations between variables. 
Thirdly, enterprises of different activities are sur-
veyed, which can also cause logically different 
answers, especially in the light of the answers to 
the questions in the use of modern promotional 
tools. In addition, the questions in the question-
naire were created in such a way that potential 
responses were given on the Likert scale and there 
was no opportunity to provide answers in the form 
of multiple responses and other forms of closed 
and open questions. 

One of the recommendations for future re-
search would be to do similar research with a fo-
cus on small and medium-sized enterprises. After 
that, the recommendation would be to do similar 
research in the countries of the region, and make 
their comparison. In addition to this, research in 
certain economic activities should be done. It 
would also be interesting to explore the financial 
aspect of investing in traditional and modern pro-
motion both in Bosnia and Herzegovina and in the 
countries of the region. 

 
Conclusion 
Digitization is a phenomenon of the 21st century, 
which moves borders in the business world. Re-
gardless of their type of activity and their size, 
companies must keep up with the times and ac-
cept the consequences of digitization. In addition 
to numerous advantages, digitization has some 
disadvantages. The number of Internet users is 
growing rapidly year after year, and imperative to 
the company is to approach modern consumers. 
One of the activities of a company that is greatly 
affected by the consequences of digitization is 
promotion. 

Promotional activities in a contemporary, 
modern environment require shifting focus from 
traditional to modern promotional tools. As tradi-
tional promotional tools most commonly reported 
are television, radio, daily newspapers, maga-
zines, billboards, sales promotion, personal sales, 
public relations and sponsorship. The most com-
mon forms of modern promotion, i.e. the most 
commonly used tools, are e-mail, text messages, 
search ads, links, reviews, social networks, fo-
rums, blogs and mobile applications.  

The research in this paper has shown that 
small businesses use both traditional and modern 
promotion tools, although the frequency of using 
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traditional tools prevails. Statistically significant 
medium strong correlation was confirmed be-
tween satisfaction with market share and competi-
tiveness with the frequency of using traditional 
promotional tools. A statistically significant very 
strong correlation was confirmed between the 
company's satisfaction with competitiveness and 
the frequency of the use of traditional promotional 
tools. During the research, no statistically signifi-
cant correlation was found between satisfaction 
with market share and satisfaction with competi-
tiveness with the frequency of using modern pro-
motional tools. This result leads us to conclusion 
that companies in the Brčko District of Bosnia 
and Herzegovina still rely more on traditional 
promotion tools. 

Looking at individual tools of traditional and 
modern promotion, we can conclude that the most 
popular ones are the promotion at the point of sale 
and personal sales, and from modern tools, the  
most often used are e-mail and social networks. 
From traditional tools, magazines, daily newspa-
pers and public relations are the least commonly 
used, and forums, blogs and mobile applications 
are the least commonly used by modern tools.SM 
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Abstract 
Increased concentration on the market often leads to a limitation of the market share of other market partici-
pants, with the increase in market share being mostly accompanied by growth in market power. The increase 
in market power and the dominant position of individual market participants do not always create adverse ef-
fects for other market participants and the overall economy. The paper will analyze the market concentration
of agricultural enterprises in the period between 2011 and 2015. The sample consists of medium and large
companies of sector A - Agriculture, forestry and fisheries with headquarters on the territory of AP Vojvodina.
The analysis of the market concentration of agricultural enterprises is carried out with the aim of perceiving the
concentration of large and medium enterprises, as well as the concentration of other companies from the men-
tioned branch in terms of number of enterprises, number of employees, total turnover and gross value added. 
 
Keywords 
Market concentration, small and medium enterprises, agriculture. 
 

Introduction 
The growth and development of national econo-
mies today surpasses numerous theoretical con-
siderations from the second half of the last cen-
tury. In modern understanding, the comparative 
advantages are dominant, where the key factors of 
the speed of growth and development of national 
economies are the speed of integrating innova-
tions, as well as the ability of the economy to di-
rect theoretical knowledge into new technologies. 

Agriculture makes a very significant contribu-
tion to the development of national economies at a 
glance (Bogovac, Cvetković, Ilić & Milićević, 
2010). One of the basic characteristics of the mar-
ket economy is that all market participants are 
trying to grow and grow and thus gain a dominant 
market position in order to achieve as much profit 
as possible. Higher growth in market share con-
tributes to the economy of scale and lower costs 
per unit of product. Increases in the concentration 
of power of individual market participants usually 

results in limiting the market power of other mar-
ket participants. Due to the extreme growth of the 
company, there can be absolute domination of an 
enterprise or a certain number of enterprises, 
which leads to the elimination of other competi-
tors in the market, whereby small and medium-
sized enterprises are the most vulnerable. 

The level of market share and the degree of 
concentration affect the level of competition in the 
market, as well as the nature of the national mar-
ket of a country, with competition from the per-
fect competition to the oligopoly. If there is a low 
concentration on the market, the word is perfect 
competition, which means that all market partici-
pants are equally represented. If there is a domi-
nant participation of a small number of companies 
on the market, the market is most often concen-
trated and oligopolistic (Vuković, Mijić, &Spahić, 
2015). 

In our country, in order to stimulate agricul-
tural production, certain economic policy meas-
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ures have been taken, such as subsidizing produc-
tion, stimulating interest rates, writing off a por-
tion of the debt to agricultural enterprises, reduc-
ing taxes and the like. These measures have 
yielded modest results because their positive ef-
fects were neutralized by numerous negative cir-
cumstances, and primarily by low prices of agri-
cultural products (Obrenović &Vukoje, 2000). 

Some studies point to a distorted financial bal-
ance, where unmatched bond matching times and 
availability deadlines resulted in the financial in-
stability of agricultural enterprises. Key factors of 
financial instability are excessive short-term li-
abilities from operations, where unmatched dead-
lines represent a problem for a long time, specific 
for agricultural production, whereby it is very 
difficult to achieve positive effects in the short 
term (Jakšić, Vuković, &Mijić, 2011). 

A highly aggravating circumstance for agricul-
ture in our country is also the fact that the agricul-
tural sector suffered much bigger blows from the 
global economic crisis than other sectors, in many 
segments, such as employment, income, wages, 
reduction of credit activity, and prevalently drastic 
fall in the agrarian sector of the budget (Pejano-
vić, 2010). 

Accordingly, sources for financing working 
capital at prices appropriate agricultural produc-
tion should be provided, stimulating short-term 
loans, improving cooperation with donors and 
building capacities for the use of European Union 
funds for agricultural production (Andrić, 
Vuković, &Mijić, 2011). 

The greatest effect of the crisis was reflected 
in the reduction of investment activity, the reduc-
tion of money for maintaining liquidity, the de-
cline in purchasing power of consumers, the high 
price growth and difficult collection of receiv-
ables. Also, there was a decline in exports of AP 
Vojvodina, primarily due to the negative rate of 
growth of industry and agricultural production in 
certain years (Andrić & Vuković, 2013). 

Globalization in agriculture has witnessed the 
growing participation of developing countries in 
world agro-trade. Concentration is not enough to 
establish market power. Future research should 
focus on compiling measures of market concen-
tration, as well as to the effects of market concen-
tration. Ideally, the measurement of market power 
should be based on price information. In the ab-
sence of detailed information on net margins, 
other means for concluding market power as 
trends in price spacing should be explored 
(Briones, 2013). 

If the competitiveness of a particular economic 
system is generally understood as its ability to 
achieve results that match the goals of the system 
and its dynamics in a competitive environment, 
then under the current conditions, the key produc-
tion criterion in an agricultural enterprise is com-
petitiveness from the perspective of the accept-
ability of the offered product by the market 
(Brechvarova, 2007). 

The rapid growth of population and the com-
mercialization of agriculture increases the demand 
for processed agricultural and food products. In 
parallel with this, as a consequence, farmers are 
excluded from direct participation in the markets. 
Farmers – especially small holdings – are con-
fronted with the pressure of large agricultural en-
terprises to supply raw materials in the required 
quantities and also face the difficulty of integra-
tion in the value chain (Antal, 2015). 

 
1. Research and result 
1.1. Market concentration of agricultural  
enterprises by number of enterprises in the 
branch 
The market share of large and medium-sized 
agricultural enterprises in sector A - Agriculture, 
forestry and fisheries with its headquarters in AP 
Vojvodina in 2011 was 5.36%, and the 
participation of other companies in the mentioned 
branch amounted to 94.64%. In 2012, the market 
share of large and medium-sized agricultural 
enterprises declined by 0.44%, with a market 
share of 4.92%. At the same time, in 2012, the 
market share of other companies from the 
aforementioned branch is growing by the same 
percentage, with a market share of 95.08%. 
 

Table 1   Market concentration by number of enterprises 
 

Year 
Concentration of 
large and medium 

enterprises 
Concentration of other 

enterprises 

2011 5.36% 94.64% 
2012 4.92% 95.08% 
2013 4.75% 95.25% 
2014 4.48% 95.52% 
2015 4.49% 95.51% 

 

Source: The authors 

 
In the next two years, the trend of decline in 

the market share of large and medium-sized agri-
cultural enterprises continued. The decline in 
market share of large and medium-sized agricul-
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tural enterprises in 2013 was 0.17%, so the market 
share of large and medium-sized enterprises was 
4.75%. At the same time, there is growth by the 
same percentage of other companies from the 
mentioned branch, and the market share is 
95.25%. 

In 2014, the market share of large and me-
dium-sized agricultural enterprises dropped by 
0.27% and amounted to 4.48%, whereby the mar-
ket share of other companies by the same percent-
age increased and their market share was 95.52%. 

The next year there will be a very slight in-
crease in the market share of large and medium-
sized agricultural enterprises by only 0.01%, with 
the simultaneous decline in the market share of 
other companies for the mentioned percentage, 
with their share being 95.51%. 

 
1.2. Market concentration of agricultural  
enterprises by number of employees in the 
branch 

Analyzing the number of employees, it can be 
seen that large and medium-sized agricultural 
enterprises employ 63.06% of employees in the 
branch, while other enterprises account for 
36.94% of employees in 2011. 

In the following year, a small drop in 
employees in large and medium-sized agricultural 
enterprises is only 0.14% and it was 62.92%, with 
simultaneous increase in the number of employees 
in other agricultural enterprises, amounting to 
37.08%. 

 
Table 2   Market concentration according to the number of 

employees 
 

Year  
Concentration of 

large and medium 
enterprises 

Concentration of 
other enterprises 

2011. 63.06% 36.94% 
2012. 62.92% 37.08% 
2013. 63.12% 36.88% 
2014. 61.61% 38.39% 
2015. 59.46% 40.54% 

 

Source: The authors 
 

In 2013, there was an increase in the number 
of employees in large and medium-sized agricul-
tural enterprises, amounting to 63.12%, with an 
increase of 0.2% compared to the previous year. 
The same year there was a drop in the number of 
employees in other agricultural enterprises from 
the branch bythe same percentage, with the num-
ber of employees 36.88%. 

The following year, employees of large and 
medium-sized agricultural enterprises in AP Vo-
jvodina fell by 1.51%, accounting for 61.61%, 
while at the same time the number of employees 
in other agricultural enterprises increased by 
38.39%. 

The downward trend in the number of em-
ployees in large and medium-sized agricultural 
enterprises continued in 2015, where the number 
of employees fell by 2.15%, with the total number 
of employees in large and medium-sized agricul-
tural enterprises at 59.46%. The number of em-
ployees in other agricultural enterprises increased 
by the same percentage and amounted to 40.54%. 

 
1.3. Market concentration of agricultural  
enterprises by turnover 
Turnover as one of the most important aspects of 
analyzing the market concentration of large and 
medium-sized enterprises was almost the same in 
the observed period with very small deviations. 
Thus, the turnover of large agricultural enterprises 
in 2011 was 34.79% and the turnover of other 
agricultural enterprises was 65.21%. 

In the next year, the total turnover of large and 
medium-sized agricultural enterprises will 
increase by only 0.53%, amounting to 35.32%, 
with the simultaneous decrease in the total 
turnover in other agricultural enterprises, which 
amounted to 64.68%. 

 
Table 3   Market Concentration by Turnover 

 

 
Year 

Concentration of 
large and medium 

enterprises 

 
Concentration of 
other enterprises 

2011. 34.79% 65.21% 
2012. 35.32% 64.68% 
2013. 36.92% 63,08% 
2014. 36.84% 63.16% 
2015. 36.89% 63.11% 

 

Source: The authors 

 
In 2013, the overall turnover of large and me-

dium-sized agricultural enterprises also increased 
by 1.6%, with total turnover amounting to 
36.92%. Other agricultural enterprises realized a 
decrease in turnover, which amounted to 63.08%. 

In the next year, the total turnover of large and 
medium-sized agricultural enterprises declined by 
only 0.08% and amounted to 36.84%, with simul-
taneous slight increase by the same percentage of 
total turnover of other agricultural enterprises, 
with the total turnover amounting to 63.16%. 
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In the last year of the observed period, a very 
small increase in the total turnover of large and 
medium-sized agricultural enterprises was 
achieved byonly 0.05%, with the total turnover 
amounting to 36.89%. At the same time, there is a 
small decrease for the stated percentage of 
turnover of other agricultural enterprises, with the 
total turnover amounting to 63.11%. Taking into 
account the total turnover in the observed period, 
it can be seen that in addition to large and 
medium-sized enterprises and other enterprises, 
they have a significantly high share in total 
turnover in the mentioned agricultural branch. 
 
1.4. Market concentration of agricultural  
enterprises by gross value added 
Large and medium-sized agricultural enterprises 
in 2011 achieved gross value added of 61.28% 
and other agricultural enterprises 38.72%. 

In the following years, large and medium-
sized agricultural enterprises are experiencing a 
fall in gross value added of 4.23%, accounting for 
57.05%. At the same time, there is a rise in gross 
value added in other agricultural enterprises, 
where it was 42.95%. 

 
Table 4   Market concentration per gross value added 

 

Year 
Concentration of 

large and medium 
enterprises 

Concentration of 
other enterprises 

2011. 34.79% 65.21% 
2012. 35.32% 64.68% 
2013. 36.92% 63.08% 
2014. 36.84% 63.16% 
2015. 36.89% 63.11% 

 

Source: The authors 
 

In 2013, large and medium-sized agricultural 
enterprises realized a fall in gross value added by 
0.73%, with the gross value added amounting to 
56.32%, with a simultaneous increase in the gross 
value added of other agricultural enterprises, 
where it was 43.68%. 

In the next year there will be a slight increase 
in gross value added for large and medium-sized 
agricultural enterprises by 0.66%, with the gross 
value added being 56.98%. At other agricultural 
enterprises, the gross value added rose at the same 
time, which amounted to 43.02%. 

In the last year of the observed period, large 
and medium-sized agricultural enterprises re-
corded a fall in gross value added by 0.35%, with 
the gross value added being 57.33%. Other agri-

cultural enterprises in the sector recorded growth 
in the gross value added by the same percentage, 
with the gross value added being 42.67%. 

 
2. Discussion 
At the beginning of the observed period, medium 
and large agricultural enterprises in the Autono-
mous Province of Vojvodina achieved a market 
share of 5.36% in relation to other agricultural 
enterprises with a market share of 94.64%. How-
ever, regardless of the smaller market share, me-
dium and large agricultural enterprises account for 
63.06% of employees in comparison to 36.94% of 
employees of other agricultural enterprises. Other 
semi-durable enterprises make a significantly 
higher turnover of 65.21% compared to the turn-
over of large and medium-sized enterprises, which 
amounted to 34.79%. Regardless of the signifi-
cantly lower turnover and the number of employ-
ees, large and medium-sized agricultural enter-
prises make a gross value added of 61.28% com-
pared to the gross value added of other agricul-
tural enterprises, which amounted to 38.72%. 

In the new year, there is a decrease in the 
number of medium and large agricultural enter-
prises in AP Vojvodina with a share of 4.92%, 
and at the same time, the increase in the share of 
other agricultural enterprises. Also, there is a 
slight decrease in the employment of medium and 
large agricultural enterprises, whose share in 2012 
amounts to 62.92%, and at the same time to the 
increase of employees in other agricultural enter-
prises. Also, the gross value added of medium and 
large agricultural enterprises was reduced in the 
year compared to the previous year, with a share 
of 57.05%, with the simultaneous increase in the 
value added of other agricultural enterprises. 
However, the same year, medium and large agri-
cultural enterprises, the fallback of all observed 
values only increased their turnover compared to 
last year with a share of 35.32%, while other agri-
cultural enterprises realized a decrease in turn-
over. 

In 2013, a similar trend was registered like in 
the previous year. The share of medium and large 
agricultural enterprises continued to decline in 
relation to the fiscal year and amounted to 4.75%, 
with simultaneous increase in the share of other 
agricultural enterprises. Like in the previous year, 
medium and large agricultural enterprises realized 
turnover growth with a share of 36.92%, while 
other agricultural enterprises realized a decrease 
in turnover, with simultaneous increase of em-
ployees in large and medium-sized agricultural 
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enterprises. In the observed year, the gross value 
added of medium and large agricultural enter-
prises, like last year, registered a decrease with a 
share of 56.32%, with the increase in the value 
added of other agricultural enterprises. 

The share of medium and large agricultural en-
terprises in 2014 also recorded a decline with, a 
share of 4.48%, with a simultaneous increase in 
the share of other agricultural enterprises of 
95.52%. The number of employees in medium 
and large agricultural enterprises registered a de-
crease of 61.61%, while other agricultural enter-
prises recorded growth in the number of employ-
ees. The same year, there is a slight drop in the 
turnover of medium and large agricultural enter-
prises with a share of 36.84% with a slight in-
crease in the turnover of other agricultural enter-
prises. Compared to the past two years, the added 
value of medium and large agricultural enterprises 
recorded modest growth with a share of 56.98%, 
while the gross value added of other agricultural 
enterprises declined with a share of 43.02%. 

In the last year of the observed period, me-
dium and large agricultural enterprises recorded 
an increase of only 0.01%, while at the same time 
reducing the share of other agricultural enterprises 
for the same percentage. The number of employ-
ees in medium and large agricultural enterprises 
has a share of 59.46%, which is a decrease in par-
ticipation compared to the previous year, with the 
increase in the share of other agricultural enter-
prises. Turnover of medium and large agricultural 
enterprises grew by only 0.05% in relation to the 
previous year, and the share of turnover was 
36.89%, while other agricultural enterprises re-
corded a decrease in turnover by the same per-
centage, with a share of 63.11%. Gross value 
added recorded modest growth of medium and 
large agricultural enterprises compared to the pre-
vious year, with a share of 57.33% on other agri-
cultural enterprises, which have a fall in gross 
value added. 
 
Conclusion 
The entire field of agriculture, as well as the con-
tinuity and stability of agricultural production, 
have an immeasurable significance on the devel-
opment of the entire economy of a country. Where 
is primarily the primary production and export of 
agricultural products in order to transform them 
and distribute them in the form of finished prod-
ucts. 

One of the basic specifics of the business of 
agricultural enterprises as well as agricultural 

production in general are seasonal fluctuations 
and significant influence of climate change. In 
addition to climate change, agricultural enter-
prises are exposed to other risks in their business, 
where they primarily focus on raw materials 
prices, numerous environmental risks and finan-
cial risks. 

In our country, one of the most important 
problems faced by agricultural enterprises is the 
insufficient and inadequate support of the agricul-
tural budget as well as the great uncertainty of the 
sales and purchase prices of agricultural products. 

In spite of all the difficulties, the additional 
problem is also due to the great impact of the 
global economic crisis, where the agricultural sec-
tor has suffered immense consequences. There-
fore, it can be concluded that the market concen-
tration of large and medium-sized agricultural 
enterprises as well as other agricultural enterprises 
from the aspect of number of enterprises, number 
of employees, total turnover and gross value 
added in the observed period had different values, 
and this difference did not have significant devia-
tions.SM 
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