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Abstract. In this paper is transformation of traditional organizational
diagnostics for the use organizations in the field of agribusiness. The
transformation of the methodology is necessary due to the peculiarities of
the functional zones of the farm, associated with a limited number of
human resources in the state of such an organization, taking into account
the fact that each unit of the state will have expanded professional
competencies to overlap the functionality of the main organizational zones.
The paper uses a methodology for developing diagnostic tables that reveal
the degree of severity of the main characteristics with the development of
an individual typology for the farm, which allows to identify the root
problems of the activity; a diagnostic profile is built, the correlation of the
identified problems is carried out using expert analysis. In the course of the
work, six key functional zones were identified, the analysis of which
allows us to diagnose the state of the farm at the current time and formulate
the degree of problems and the presence of bottlenecks that require
operational management influence. The algorithm developed in this paper
is universal for conducting a comprehensive analysis and diagnosis of the
state of farming.

1 Introduction

Agribusiness in Russia is currently going through difficult transformational times. The key
component of the agrosphere is the farm, which has a number of features that distinguish it
from other agribusiness organizations. Farms in Russia emerged against the background of
the destruction of the Soviet system of collective farms and state farms, when collective and
state ownership was replaced by private property. Both the first farms and those that appear
in the future are built on the principle of nepotism. And, of course, given the small size of
the staff of such organizations, a special role is played by the multifaceted professional
competencies of the human resources of the farm, which literally turn into human capital,
when analyzing the labor participation rate of employees in each functional zone. The
principle of conducting organizational diagnostics for a farm is typical [1-6] (Fig. 1), but,
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due to the above-described feature of the degree of staff participation in all functional areas
of the farm, it has individual features. The management of an organization in the field of
agribusiness is associated with the specifics of agriculture, namely: the dependence of
obtaining commercial results on the state of the natural environment, on the role and
importance of the products produced by the agricultural firm, the inconsistency of the
working period and the period of agricultural production, the seasonality of agricultural
production and receipt of products, on the level of development of foreign economic
relations (with suppliers of feed, fertilizers, seeds, etc.), as well as state influence on the
development of agribusiness.

Finance:

- assessment of the actual level of solvency;
- assessment of the level of asset management;
- assessment of the degree of dependence on
external sources of financing;

- calculation of indicators that characterize
changes in the level of business activity,
profitability.

Economy:
(zross income of the organizations (TR), net profit (In), fixed and variable costs
(CF and CV, respectively), forming in turn, the total cost (CT), the break-even
point (Q6y). margins (CPIB), the payback period of the project (Current),
financial strength (GFP), operating leverage (OL), the annual cost of production
(SGOT), net present value (NPV), profitability index (ID))
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Fig. 1. The relationship of cause and effect in diagnostic analysis organization management [1].

Let's consider the range of key features that determine the company's management
system in the agricultural sphere:

— the management of an agricultural firm assumes a special socio-economic
approach to the goods produced, since they are essential goods for a person, and are needed
in a timely manner, in the required volume and breadth of the assortment, are transformed
by the demographic characteristics of consumers and the associated food culture. The
products produced must take into account the characteristics of potential consumers, taking
into account age criteria; gender; national, regional, religious traditions; the state of health
and lifestyle of consumers in order to fully meet their needs and interests. And the
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economic approach consists of: taking into account the fact that the product is perishable
(in this regard, a careful calculation of the cost and market price is necessary); analysis of
potential demand; well-established storage and logistics systems, the required aesthetic
packaging, and many others;

—  taking into account the inconsistency of the working period and the production
period, namely, in crop production, finished products in Russia are received once - once in
a calendar year, but the working year lasts a full calendar year, (in this regard, it is
necessary to carefully predict demand, consumer preferences, taking into account
seasonality, etc.);

— taking into account natural and climatic factors, since agriculture is always closely
related to land use, which will ultimately determine the potential volume of agricultural
products, the diversity of its range and the level of product quality;

- a high level of competition, due to the identity of products, including those
associated with the aggressive policy of foreign suppliers of agricultural products and many
others.

Thus, a special system of components is formed to describe specific functional zones,
the management vector, and a special component — the organizational culture and
management style of the agricultural firm for conducting organizational diagnostics of the
farm:

—  production of agricultural products;

— agromarketing and logistics of agricultural products;

—  financial activity of the agricultural firm;

— general principles of agricultural firm management;

—  management style of an agricultural firm;

— organizational culture of the agricultural firm.

Each of the functional zones has a lexical description by highlighting the characteristics
that reflect the specific state of each zone. Each of the states is assigned a specific
diagnostic level, selected from 8 diagnostic states: 4 with the «+» sign, 4 with the «—» sign.
Each of the selected 6 functional zones is diagnosed by assigning lexical characteristics to a
specific state, according to the results of a comprehensive analysis, a diagnostic conclusion
is made to the state of the agricultural enterprise at this current time. To obtain more
objective data, this analysis is of a collective nature — the diagnoses of the organization are
made with the help of a group of experts, both from the organization itself and from
external consultants. It is typical for a farm to involve the entire group of managers and
owners of agribusiness, since often a farm business is a small business and a family
business, then to involve as experts all family members-owners and at the same time farm
workers.

2 Materials, Methods and Results

As a sample base, 50 objects of agricultural enterprises were considered: 30 farms of the
Rostov region and 20 farms of the Krasnodar Territory. On the basis of the data obtained by
the researchers, a generalized version was formed, universal diagnostic tables were created
that are suitable for use by the researcher when conducting organizational diagnostics of a
farm [7] and making a diagnosis at the current time.

Diagnostic tables are classifying states for each functional area of the enterprise with
descriptive characteristics in accordance with each state. Based on the analysis of each
functional zone, experts make a decision, which, then, using the use of expert analysis and
determining the degree of correlation between the obtained estimates, is brought to a single
decision on a comprehensive analysis of the activities of the farm. The descriptive
characteristics of the states were selected by the authors of the work in the process of
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forming the basis for conducting a sample of farms, both successful and in pre-crisis and
crisis states, which provided researchers with a rich basis for the formation of universal
diagnostic tables 1-6, designed for conducting organizational diagnostics of farms.

Table 1. Agricultural production

Sta
?Eage The phase of decline and crisis Stabilization and recovery phase ges
The lack of rational proposals for the | Rationalization = measures, increased
development of the agro range, | investment in product range expansion,
S1™ problems with the technological cycle | profit growth Si*
and calendar schedule, the beginning
of a drop in profits
The lack of new production solutions | Systematic planning and introduction of
programs, static assortment, part of | new products in the range of agricultural
Sz~ | the equipment is constantly under | products, optimization of technological | S2*
repair, the first losses chains, development of methods for
quality control of agricultural products
Increasing  problems  with  the | Expanding the range of agricultural
expansion of the assortment line of | products, increasing the profitability of
agricultural products, most assortment items, the work of the
Sy falling profitability of agricultural | initiative group on certain categories of Sa*
products, regular equipment | agricultural products
breakdowns, constant disruptions of
the calendar schedule, significant
losses
Reduced filling of the assortment line | Achieving sustainable ~ competitive
of agricultural products, a decrease in | advantages and a leading position in the
the number of customers, an increase | market, improving the quality of service
in the inventory of agricultural | based on the application of the "just-in-
products, only a small part of the | time" principle, the principle of integrated
Su production equipment and machinery | quality control, the principle of integrated Su*
is in working condition, threatening | repair and preventive maintenance, as
losses well as planning the aggregated output of
production  tools  for  operational
production management and the constant
use of the Gantt accounting and planning
schedule
Table 2. Agromarketing and logistics
Stag . - I Sta
os * The phase of decline and crisis Stabilization and recovery phase ges
The study of market conditions is | Introduction of new agricultural
superficial; the agricultural firm adheres to | products to the market in small
old product lines that are well known in | quantities; search and formation of
S the market and the assortment line is | the idea of agricultural products- Syt
stagnating; the market share is declining; | novelties based on the study of
competitors are beginning to outperform in | consumer needs, constant study of
some types of agricultural products; the | market conditions
first problems with sales and suppliers
Reduced sales of agricultural products, the | Gaining new market positions by
S, ~ | loss of a part of the sales markets for | adjusting to the tastes and preferences | Sz2*
agricultural  products, the lack of | of potential consumers; building
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Stag . . S Sta

os * The phase of decline and crisis Stabilization and recovery phase ges
advertising  activities and  market | work with suppliers according to
demographic statistics; a drop in the level | their own calendar  schedule;
of product quality exploring possible channels for

increasing sales of agricultural
products
Loss of a significant market share of | The sales volume is growing rapidly,
agricultural products, lack of a marketing | information about market saturation
strategy, market research is not conducted | opportunities is constantly analyzed,

Ss - constantly; weak sales; low level of | advertising of agricultural products is St
interaction with suppliers, many supply | widely used; new types of delivery
disruptions, product quality suffers (due to | and  packaging of agricultural
a lack of timely delivery of fertilizers, for | products are developed
example)

Indifference to a potential buyer, | The gained positions in the market
unwillingness to change the methods of | are maintained at a high level; the
work in the agricultural market, as well as | level of sales is steadily growing,
old suppliers of goods; loss of a significant | more profitable suppliers are found;
market share; poor quality of many types | market research and development is
S - of products; losses conducted on an ongoing basis, their 4t
results adjust the volume of
production of wvarious types of
agricultural products; pre-sale
customer service is established;
active advertising promotion of
products; growing profits
Table 3. Financial activities
Stag : . I Sta
o * The phase of decline and crisis Stabilization and recovery phase ges
) Lower profits Gradual increase in revenue decrease in | S

S1 profit +
Falling planned sales, first losses, | Stable financial position of the agricultural
cash constraints company in the market, constant profit S

S2 ~ growth, growth of the agricultural company +2

due to the increase in acreage and
greenhouse areas
A sharp decrease in the financial | Increase in sales volumes due to the growth

Ss - reserve, an increase in stocks of | of the customer base, the growth of the | Ss
agricultural products in warehouses, | reserve financial fund *
tangible losses
A sharp decrease in profit, a drop in | An increase in the share of own funds in the
sales, a reduction in acreage and | capital of an agricultural firm, an increase in

S - greenhouse area business activity; a multiple increase in sales | S4

volumes, entry into the «normal» corridor | *
and compliance with all financial indicators
[1-2]
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Table 4. General principles of agricultural firm management
Stage . - . Sta
o The phase of decline and crisis Stabilization and recovery phase ge
-
Dismissal of qualified employees | Development of measures aimed at

i offering the introduction of | increasing and stable growth of sales | Si
innovations in the activities of | volume *
agricultural firms
Development of measures to reduce | Adoption of employee initiatives,

S, - the cost of developing the activities | promotion of well-coordinated work of | Sz
of the agricultural firm, constant | the team, implementation of customer- | *
staff turnover oriented principles
Market analysis is not carried out, | Continuous analysis of the market, study
there is no clear idea of the buyer's | of food prices and preferences of potential
preferences; biased assessment of | consumers, involvement of external
the internal potential by the owners | consultants for a more objective s

S3~ of agribusiness, the first losses assessment of the market and drawing up | ; $

a portrait of a regular customer;
implementation of the principles of
effective team building in the activities of
an agricultural firm
The management is conservative, | Development of a new system for
does not want to change either | stimulating staff work, active team
management methods or production | building, conducting a detailed market s

S4~ methods, refuses to introduce | study, developing new approaches to the +4
agromarketing, does not accept the | consumer and forming the «right»
use of new methods to increase and | agricultural assortment
stimulate sales, losses

Table 5. Management style of an agricultural firm
Stag | The phase of decline and S Sta
A . Stabilization and recovery phase ges
es crisis b
. Lack of clear development | Management sets clear goals and carefully monitors | S;
! goals and strategies their implementation *
Power struggle instead of | Introduction of activity planning, fruitful
S, - cooperation cooperation with team members, suppliers and | S:
customers; start of work of initiative groups for the | *
development of innovations for agricultural firms
Management's indifference | Proactive actions are implemented to increase the
to subordinates, general | market share and win over competitors; continuous
_ . L . S3
Ss3 fatigue, lack of energy to | specialized professional development of team |
make changes and | members
improvements
Anarchy  (bad attitude | The entire staff of the agricultural firm is a team;
towards customers, | the owners and employees establish relationships
suppliers,  rudeness based on trust, implement the principles of self-
disputes); constant | organization of management associated with a high s
S4~ | aggression and anxiety level of responsibility of team members; there is a +4
constant study of the market in order to determine
and use the favorable market conditions: planning
the necessary measures to create a new assortment
of agricultural products
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Table 6. Organizational culture of an agricultural firm

Stag . . I Sta
o * The phase of decline and crisis Stabilization and recovery phase ge
Ss-

Non-constructive  influence  of | Eliminating customer losses due to internal

subordinates on the management | contradictions and friction  between
B o - S1

S1 and directive management of | employees, overriding the goals of the | |
subordinates, insufficient | organization over personal ones
qualification of employees
Harassment of capable employees, | Selection of highly qualified employees
reducing the actions of employees to | who take the role of each team member

B . . . . L. S2
S2 clearly structured actions depending on the situation, maintaining the |
corporate spirit and well-coordinated work
of the team
All attempts to make changes to | Implementation of the KPI system to
improve the work are considered | improve the efficiency of the agricultural
hindrances, the owners of the | firm and create a bonus program for staff,

S5 - agricultural firm consider | thus-stimulating employees based on the | Ss
themselves highly competent and do | results of their work, encouraging the | *
not need additional assessments and | manifestation of initiatives
suggestions for the development of
agribusiness
There is the pursuit of only personal | Participation of employees in decision-

S.- goals, chaos, and constant staff | making aimed at the development of the | S4
turnover company's activities, conscious teamwork, | *

democratic style of employee management

Traditional organizational diagnostics [1-6] uses a collective assessment by a group of
experts [8], and then the results obtained from each expert are averaged, the variance is
calculated, and then the consistency of experts is calculated using the coefficient of
variation and a diagnostic profile is built that reflects the «bottlenecks» in various aspects
of the organization, determining the state of the agricultural firm at the present time. But, as
mentioned earlier, farming often has the character of a family business and a small
enterprise, so there are not so many decision makers and responsibility for their
implementation. For a farm, it is proposed to collect estimates using survey tables from all
staff, thereby supplementing information about the individual state of the farm in the
developed universal tables, and then the farm owner will act as a decision-maker when
assigning his agricultural enterprise to a specific diagnostic state for all key components.

3 Results

In the course of the study, the authors developed a special algorithm for conducting
organizational diagnostics of a farm, consisting of 6 diagnostic tables that allow you to
determine 8 diagnostic states of 6 key functional zones of agribusiness management. The
diagnostic algorithm is based on the formation of a three-stage action of the owner of the
agribusiness. At the first stage, the descriptive states of the farm are collected by each
employee (it is also convenient to use metaphorical images [9], in view of the possible lack
of managerial skills of employees), and transform the information obtained, based on the
proposed key six areas of diagnosis. Then the owner of the farm decides to correlate the
description of the zones with the characteristics specified in the diagnostic tables developed
by the authors of the article, this contributes to the understanding of the vision of the
agribusiness staff, the allocation of certain problematic, «bottlenecks» and the enrichment
of the original universal matrices by the owner of the farm, that is, a personalized approach
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to the organizational diagnosis of the object of research is formed, in addition, the share of
responsibility is removed and the decision-making from the «sole» goes into the category of
«collegial with the right to vote. At the third stage, the farmer must determine the complex
diagnostic state of the agribusiness and develop a strategic vector based on the diagnostic
data obtained [10]. The developed methodology for conducting organizational diagnostics
of a farm can help the owner of the farm to predict further development or a crisis state; it
will allow to quickly identify problem areas. A special role in conducting organizational
diagnostics of the farm should be played by its personnel, creating a personalized base for
diagnosing the object of research. In addition, the study revealed a feature related to the fact
that each staff [11] unit of the farm must have a large humber of competencies in order to
quickly respond to changes related to weather, climatic conditions, the agro-products
themselves, which are also part of the biosphere, and much more; thus, a special role not
only in the diagnosis of the farm, but also in the activities of agribusiness will play the staff.

4 Conclusions

In the article, special universal diagnostic matrices were developed that allow us to
correlate each of the 6 key zones with descriptive characteristics obtained on the basis of
generalization of studies of 50 farms in the Rostov region and the Krasnodar Territory. The
obtained diagnostic matrices allow farmers, who may not have a special management
education, to use this mechanism to understand the results of a comprehensive analysis of
the farm's activities and to act ahead of the curve, preventing possible crisis conditions, and
to make decisions that allow for effective development and improvement of the farm's
activities in the future.
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