A Guide to Building the Right Organisational Structure
Your organisation's structure and governance need to grow and change with it. This guide outlines the key actions to take at each stage of your journey, with an explanation of why each step is so important.
 
Stage 1: The Startup / Early Stage
Focus: Survival, validation, and control.
 
At this stage, the setup is often founder-led and informal. Your primary goal is to establish the basic framework for operation and accountability.
 
Key Actions:
1. Develop a basic organisational chart: Begin by mapping out the key roles in your business (e.g., Founder, Operations, Sales). This shows reporting lines and brings clarity on who does what.
 
Why❓: It brings clarity on who does what and ensures accountability.
 
2. Define roles and responsibilities: Even with a small team, clearly separate the functions of Ownership (who has rights to the business) from Management (who runs daily operations).
 
Why❓: When roles are well-defined, decisions are made faster, responsibilities are clear, and conflicts are reduced.
 
Stage 2: The Growth / Scaling Stage

Focus: Expansion, professionalization, and investment readiness.
 
This is the phase of significant formalization. You are growing your team, formalizing processes, and building a structure that can support a larger organization and attract investment.
 
Key Actions:
1. Establish a board or advisory board: Form a board of directors or an advisory board and formalize it with terms of reference and a meeting schedule.
 
Why❓: A board separates governance from operations, provides external guidance, and strengthens your business’s ability to handle strategy, risk, and investor relations.
 
2. Set decision-making rules and delegation authority: Define how decisions are made and who has the authority to make them at each level (e.g., spending limits, contract approvals). Use tools like a RACI matrix to map responsibilities and decision authority.
 
Why❓: This helps you make faster, more consistent decisions while maintaining control.
 
3. Create core policies and procedures: Document essential business policies for Finance, Procurement, HR, and a Code of Conduct.
 
Why❓: Documented policies promote fairness, reduce risk, support compliance, and build consistency as your team grows.
 
4. Build basic internal controls: Introduce simple checks and balances such as dual signatories for payments or segregation of duties.
 
Why❓: These controls protect your business from fraud, misuse of funds, and costly mistakes.
 
5. Set up regular review meetings: Hold consistent monthly management meetings and quarterly board meetings.
 
Why❓: Regular reviews keep your business accountable, aligned with goals, and responsive to challenges or opportunities.
 
Stage 3: The Mature / Established Stage
Focus: Strategic optimization, risk management, and long-term sustainability.
 
Your organization has a strong market presence. The goal is to institutionalize governance to ensure continuity, scalability, and an ability to navigate complex challenges.
 
Key Actions:
1. Evolve the Structure as You Grow: Actively adapt your governance structure to become more robust and future focused.
 
Why❓: This ensures continuity, strengthens governance, and prepares for a future transition.
 
2. Implement succession planning: Begin planning for key leadership and board roles.
 
Why❓: This ensures continuity and stability for the organization in the event of leadership changes.
 
3. Invest in leadership development: Build internal capacity and strengthen organizational systems to support continued growth (e.g., ERP, HR systems).
 
Why❓: This prepares the organization for future scaling, improves operational efficiency, and builds a stronger talent pipeline.
 
4. Consider board committees: Create specialized board committees (e.g., finance, risk, HR) to align governance with long-term goals like regional expansion or funding readiness.
 
Why❓: Specialized committees allow for deeper oversight and strategic focus on critical areas of the business.

