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Organizational Expansion Strategy

Redefine the 
organizational 

structure

Evaluate critical 
systems and 

processes

Implement 
documentation 
infrastructure
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Identify which roles in the organization 
will be centralized versus decentralized

Redefine the 
organizational 

structure

Clarify organizational structure and 
reporting channels

Define hiring plan that accounts for 
scaling of a new location 

Define new ways of working to build 
coordination locations 
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Identify centralized versus decentralized roles  

Key questions

Organizational structure

• Can this activity be scaled, or does it need to be 
replicated in a new location? 

• Does this role currently have a unique expertise 
that will be valuable across locations? 

• Does this role need to be able to respond quickly to 
local market conditions? 

• Can centralizing this role improve effective 
communication between locations?

• Does the messaging or activities of this role remain 
the same regardless of location? 

• Are there different needs of business 
customers or program beneficiaries across 
locations? 

Centralized roles 

Roles are scaled to serve multiple locations 

Decentralized (local) roles 

Roles are replicated, based locally and serve a 
single location 

Before expansion, determine which roles and responsibilities with be centralized or localized 
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Clarify the organizational structure and reporting channels 

Organizational structure

Based on centralization decisions, create an updated organizational structure to clarify reporting channels

Structure Description Considerations

Functional
Organizes the company based on specialized 
functions (e.g., marketing, finance, HR, program 
operations, etc.) 

+ Allows for specialization and expertise in each function 
+ Increased efficiency for resource utilization 

- Can create silos in information sharing 
- Slower decision-making due to the need of cross-location coordination

Divisional / 
Geographic 

Organizes the company into semi-autonomous 
units based on geographic regions, with each 
region having its own set of functions

+ Local responsiveness and a better understanding of each region
+ Increased focus on location-specific operations and faster 

decision-making at local level

- Duplication of resources and functions 
- Greater risk of inconsistencies in policies and practices 
- Potential competition between divisions 

Hybrid
Combines functional and divisional structures, with 
employees reporting to both functional and 
divisional managers

+ Dynamic and flexible structure with improved communication 
+ Promotes efficient use of resources and roles

- Multiple reporting channels can be complex and confusing 
- Increased risk of power struggles and conflicts with multiple reporting 

channels
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Example | Hybrid organizational structure with labeled 
centralization

Organizational structure
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Define a hiring timeline based on the new site scaling

Identify the new hires 
required to operate an 
additional site at full scale
At full scale of a new site, what are all 
the new positions that need to be 
filled in the organizational structure 
(including both centralized and 
localized positions)?

Organizational structure

Step 1 Step 2 Step 3

Establish a new site scaling 
metric to identify hiring 
phases
What scaling metric will help you 
determine when additional team 
capacity is needed? (e.g., new site 
revenue, beneficiaries served, 
business customers, etc.) 

Utilize internal knowledge of 
operational capacity to 
create a hiring timeline
What roles are essential for a new site 
startup? Which roles are lower priority 
for the initial new site opening?

What responsibilities can be managed 
by a dual-purpose/cross-functional 
employee while at a small scale?  
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Example  |  Hiring timeline

Organizational structure

Identify the new hires 
required to operate an 
additional site at full scale
At full scale of a new site, what are all 
the new positions that need to be 
filled in the organizational structure 
(including both centralized and 
localized positions)?

Step 1
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Example  |  Hiring timeline

Organizational structure

Step 2

Establish a new site scaling 
metric to identify hiring 
phases
What scaling metric will help you 
determine when additional team 
capacity is needed? (e.g., new site 
revenue, beneficiaries served, 
business customers, etc.) 



10

Example  |  Hiring timeline

Organizational structure

Step 3

Utilize internal knowledge of 
operational capacity to 
create a hiring timeline
What roles are essential for a new site 
startup? Which roles are lower priority 
for the initial new site opening?

What responsibilities can be managed 
by a dual-purpose/cross-functional 
employee while at a small scale?  



11

Outline new ways of working 

Cross-office projects
Establish project teams comprised of employees across offices to reduce competition 
between locations

Cross-office trainings
Train employees hired for a new site at an existing location during initial onboarding; 
bring all employees to the headquarter location for sporadic trainings

Organization-wide meetings
Monthly town halls that outline program performance/impact, celebrate team 
accomplishments, and provide updates on upcoming events 

Community support
Have representation from various locations at each other’s office events, graduations, 
etc. 

Leadership presence
Leadership establishes a regular cadence to visit different locations to foster 
relationships with employees and participantsEstablish formal ways of working 

and organizational practices to 
build community across locations 

and create a culture of “one 
team”

Examples of community building practices: 

Organizational structure
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Identify critical systems and processes 
and evaluate scalability and 
replicability of each system or process

Evaluate 
systems and 
processes

Define and prioritize adjustments to 
processes and systems
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Identify and evaluate critical processes and systems

Identify the organization’s critical processes and systems

- What are the processes and systems that make the organization effective 

Processes and Systems

Evaluate critical processes and systems for scalability and replicability 

- How does the current process or system work?

- Is the process formalized and documented? 

- Are there any current gaps or deficiencies that should be prioritized regardless of expansion? 

- Considering expansion, are you trying to scale or replicate the process in a new location? 

- Are there any parts of the process that need to be tailored based on location (e.g., 
participants served and customer, competitive, and funding landscape)?Define potential adjustments to critical processes and systems

- What changes would need to be implemented to increase efficacy in expansion?  
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Example  |  Critical systems and processes

Organizational structure

Process established and ready to scale 

Process can scale, but will be more effective with adjustments

Process is unable to scale without adjustments
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Example  |  Critical systems and processes

Organizational structure

Process established and ready to scale 

Process can scale, but will be more effective with adjustments

Process is unable to scale without adjustments
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Prioritize adjustments

• Are there any quick win adjustments (i.e., low cost or effort 
adjustments that are expected to have high impact to the 
organization)?

• For each adjustment: 

• What is the expected impact (increased capacity or 
efficiency, lower costs, etc.)? 

• What is the effort or financial cost to implement the 
adjustment? 

• What is the expected timeline to implement the 
adjustment? 

• Is an expansion dependent on any of these adjustments? 

• Are there any adjustments required for an initial site 
opening? Any that can wait for the new site to scale?  

• Are there any actions that are legally required for 
expansion or will reduce legal risks?

Processes and Systems

Pr
io

rit
y 

le
ve

l

High

Low

Key questions to discern prioritization:

If yes, prioritize this adjustment! 

Based on impact, effort and 
timeline, use discretion on team 

capabilities and capacity to 
prioritize adjustments 

If expansion is dependent on the 
adjustment as well as any legal 
considerations, prioritize this 

adjustment
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Example  |  Identification and prioritization of adjustments

Processes and Systems
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Introduce SOPs (“Standard Operating 
Procedures”)

Implement 
documentation 
infrastructure

Create an SOP tracker

Build SOPs 
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Introducing SOPs

Documentation Infrastructure

A “Standard Operating 
Procedure” (SOP) is a set of 
instructions that describes the 
context and step-by-step process 
with which to get anything done. 

SOPs can be built for any 
functional area, process or 
system, and creates a “source of 
truth” to how the organization 
operates. SOPs can help an 
organization standardize 
operations and ensure quality 
across locations.

What is an SOP? SOP best practices

>

• Use clear, simple language that is easy to remember

• Avoid dense paragraphs that are hard to digest – use subheaders 
and bullet points whenever possible 

• Standardize SOP formatting to maintain consistency 

• Include any necessary context to understand why this process 
exists

• Include links to other relevant documents that are part of the 
process

• Include screenshots if it could be helpful for the reader

• Treat the SOP as a living document that evolves as the organization 
evolves 

• Encourage readers to ask questions to both clarify descriptions and 
validate parts of the process

• Save SOPs in a structured folder system 
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Create an SOP tracker

Track SOP status and last update to facilitate 
SOP creation and management

Documentation Infrastructure

Identify the functional folder where the SOP will 
be located

Clearly establish owners of the SOP process and 
each individual SOP

Prioritize SOPs based on: strength of current 
process, impact of the process to org 
operations, knowledge concentration within the 
org 

Detail what is included in each SOP, to act as a 
table of contents across all SOPs

Consolidate all processes and systems into one SOP tracker to manage the ownership, creation and 
content of the organization’s SOP
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Build SOPs

The SOP process owner drives the SOP creation 
process, using the tracking document:

• Each SOP owner creates a draft at an established 
cadence permitted by team capacity

• Drafts are reviewed by the SOP process owner, who 
leave comments or questions on the document to 
clarify or validate information

• It’s better to have a ‘bad’ draft of an SOP than none 
at all!

Recommendation: Record yourself walking through a process 
using FathomAI – a free notetaking resource – which provides 
a transcript. This transcript can be used as the basis for an 
initial SOP. 

Documentation Infrastructure

https://fathom.video/
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Thank you! 


