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THE ANALYSIS OF STRUCTURAL CONFIGURATIONS FOR IMPLEMENTING
COMPETITIVE STRATEGIES

Among the directions of increasing the competitiveness of enterprises, the development of an adequate organizational structure is of
primary importance. This structure will ensure the efficient and coordinated interaction of all business units of the enterprise for
implementing competitive strategies. The article analyzes the choice of the organizational configuration of the enterprise structure for
the three M. Porter’s competitive strategies, they are cost leadership strategy on the basis of the reduction in costs (prices); the
differentiation and focus strategies. To analyze the organizational and structural component of the implementation of competitive
strategies, the situational approach is suggested. The first stage of this approach is the empirical analysis of the parameters of impact
on the choice of the organizational structure. At the second stage, the analysis is formalized in the form of the table of rules table,
which enables further developing the knowledge base of the expert system. At the third stage, experts, management consultants,
provide each rule with a certain weight that reflects the expert’s opinion about the impact of each particular factor of the internal and
external environment on the parameters of the management structure. The strategic set should involve the structural strategy that
should include an analysis of the existing structure, the possibility of its adjustment and changes in accordance with the company's
competitive strategy, the analysis of external and internal factors that can affect the organizational structure. The results of the study
are the expert tables of values of organizational and structural parameters obtained experimentally that are used for developing and
introducing the organizational structure of the enterprise in the process of implementing the chosen competitive strategy. The software
implementation of the expert system by using modern information technologies will provide an opportunity to use the developed

system for creating the project of a management structure for a particular enterprise that supports its competitive strategies.
Keywords: enterprise competitiveness, organizational structure, competition strategy, organizational configuration, situational

approach.

Introduction

The methods of the study

Among the areas of increasing the competitiveness
of enterprises, special attention is paid to the development
of an adequate organizational structure, which will ensure
efficient and coordinated interaction of all business units
of an enterprise for implementing competitive strategies.
From all mechanisms of strategy implementation, the
structure is the most inert and can contribute to strategic
development or slow down it, therefore, the development
and reform of the structure should be based on the
scientific and practical principles of the economy and
based on the fundamental principles of the theory of
management.

The analysis of literary sources

The dependencies among the individual factors of
the external and internal environment of the enterprise and
the type of its organizational structure were investigated in
the works of O.E. Kuzmin, O.G. Melnik [2], Yu.B. lvanov
[1], A.S. Afonin, V.P. Nesterchuk [3], M.M. Martynenko
[4], R. Duff [5], G. Mintzberg [6], G. Nazarova, O.
Ivanisov, O. Dorovsky, and others. However, the problem
of the structural configuration which contributes to the
adopted competitive strategy in the best way has not been
solved and substantiated yet and still requires an
individual scientific and practical study.

The goal and objectives of the study

To analyze the organizational and structural
component of the implementation of competitive
strategies, the use of the situational approach is suggested
applying expert methods and taking into account such
parameters as management style, enterprise size,
technology, the state of the environment, the level of
centralization, formalization, complexity, information
needs. The first stage of this approach is the empirical
analysis of the parameters of impact on the organizational
structure choice. At the second stage, the analysis is
formalized in the form of the table of rules, which enables
further developing the knowledge base of the expert
system. At the third stage, experts, management
consultants, provide each rule with a certain weight
reflecting the expert’s opinion about the impact of each
particular factor of the internal and external environment
on the parameters of the management structure. The
software implementation of the expert system by means of
present information technologies will enable using the
developed system to create the project management
structure of a particular enterprise that supports its
competitive strategies.

The results of the study

The goal of the study is to analyze the choice of the
organizational structure of the enterprise for the three
basic M. Porter’s competitive strategies: cost leadership
strategy on the basis of cost reduction (prices);
differentiation and focus strategies.

Let us consider the results of the analysis of the
choice of organizational configuration for the three basic
M. Porter’s competitive strategies: cost leadership strategy
based on cost reduction (prices); differentiation and focus
strategies. In order to implement competitive strategies,
the main types of structures that are most widespread or
promising for industrial enterprises in the present
economic conditions of Ukraine should be chosen from
linear functional, divisional, matrix, project, program-
oriented and networked ones.
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The strategy of cost leadership on the basis of cost
(prices) reduction is implemented in the best way by
hierarchical organizational structures in which the
minimization of costs is achieved due to central planning
and resource use, economies of scale, accumulation of
experience [7].

Organizational structures of the hierarchical
configuration have many levels of management and
significant horizontal specialization. Such organizational
structures have a certain functional specialization and are
divided into departments, which helps medium and large
enterprises work successfully [2]. The use of such
organizational structures is reasonable under the external

environment with a low level of inconsistency. At a high
level of inconsistency, such structures can be used only in
the case of low uncertainty and complexity of the external
environment. Competitive advantages are achieved due to
the standardized technology with well-defined tasks and a
small amount of information necessary for management.
The cost leadership strategy that is implemented by linear
functional structures involves manufacturing large
amounts of inexpensive standardized products for already
available identified markets. The meanings of
organizational and structural parameters for implementing
the strategy of cost leadership are given in table 1.

Table. 1. Organizational and structural parameters of implementing the strategy of cost leadership

Parameters

The range of meaning

External environment state

1. Low degree of complexity, inconsistency, uncertainty

2. High degree of complexity, low degree of uncertainty and inconsistency
3. High degree of complexity and uncertainty, low degree of inconsistency
4. High degree of controversy, low degree of complexity, uncertainty

Technologies

Standardized, more routine

Size Medium and big

Structure Linear functional

The main strategy of differentiation is a variety of
products, choice of models, batches of goods, services,
and so on. The aim to meet the needs of consumers in a
certain aspect of market activity leads to high costs, which
creates a risk of loss of competitiveness. The difference
between leadership in prices and differentiation lies in the
fact that the first can be achieved only in one way, that is
by establishing the effective cost structure, while
differentiation can be achieved in different ways [8]. One
of them is the creation of divisional structures that are
differentiated by product or region. Their application is
objectively caused by the attempts of large diversified
corporations to improve adaptation to changes in the
external environment by dividing it into production units
(divisions) which will later be given a particular level of

independence  for implementing operational and
production management and will become responsible for
the profit.

The transformation of available linear functional
structures into the division ones solved the problem of

implementing the strategy of diversification only partially
because the “crisis of bureaucracy” caused by the over-
organization of structure and opposition of the
administrative apparatus to the new forms and methods of
management did not enable quick solving new strategic
problems under the conditions of market changes. The
creation of matrix structures was an attempt to overcome
this crisis. When the main functional units are preserved,
the matrix structures create two control loops — vertical
and horizontal which operate simultaneously. The specific
areas of the organization such as production, marketing,
financing, legal support, research, development are
managed vertically. Individual projects, regional and
product ones are managed horizontally. The matrix
configuration can be used in the environment with a high
degree of inconsistency and uncertainty. The meanings of
organizational and structural parameters for implementing
the strategy of differentiation are presented in table 2.

Table 2. Organizational and structural parameters of implementing the strategy of differentiation

Parameters

The range of meaning

1. High degree of complexity, low degree of uncertainty and controversy

External environment state

2. Low degree of complexity, controversy and high degree of uncertainty,

3. High degree of complexity and uncertainty

Technologies

Different for various departments (products)

Size Medium and big

Structure

Divisional (product, regional)
Matrix (program target, project target)

The content of the focus strategy is to achieve
competitive advantages in a rather narrow segment of the
market with its specific requirements. Focusing on a
deeper differentiation of needs force the enterprise to an
almost individual approach for manufacturing products

and applying new production and service technologies.
Such strategy is better implemented by organic structures
such as program target and design target, team, and
business ones. They are characterized by hierarchy
smearing, indefinite levels of management, weak
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formalization of rules and procedures, high level of
horizontal  integration, developed links between
cooperation and coordination, by specialization,
temporary assignment of functions to groups, by
decentralization of management decisions. The size of the
organization does not have a decisive impact on the choice

of this configuration, however, the most favourable
conditions using this structure are enterprises of a medium
and small size. The meanings of organizational and
structural parameters of implementing the strategy of
differentiation are presented in table 3.

Table 3. Organizational and structural parameters of implementing the strategy of differentiation

Parameters

The range of meaning

1. High degree of complexity, low degree of uncertainty and controversy.

External environment state

2. Low degree of complexity and uncertainty, high degree of controversy.

Technologies

More individual, low degree of standardization

Size Medium, small

Structure Matrix (project)

Entrepreneurial, team

The choice of organizational configuration is only a
general description and the first step in designing the
organizational structure. For a more detailed description
of the organizational structure, such parameter as the
complexity of the organization is used. The complexity of
the organization is the degree of horizontal (a number of
divisions and specialized units), vertical (a number of
levels of management), spatial (a number of branches and
the distance among them) differentiations.

Horizontal differentiation increases with an increase
in the degree of specialization in the organization, that is,
with the increase in a number of departments and
employees performing unique tasks that are different from
the tasks of other employees and departments. The level
of vertical differentiation is assessed by a number of levels
of management in the organization. To measure spatial
differentiation, such indicators as a number of
subdivisions and subsidiaries in the organization, the
average distance among them and the proportion of staff
working in the units separated from the head office are
used.

Directly proportional dependencies exist between
the size of the organization and the level of organizational
complexity: when the size of the organization increases,
the number of levels of management and the number of
units are also increased [9]. There are certain patterns in
the impact of the environment on the level of

Table 4. Recommendations on the level of organizational complexity

organizational complexity. First, the greater the degree of
the environment inconsistency, the less the degree of
organizational complexity. Secondly, the higher the
environment uncertainty, the higher the level of
organizational complexity. This is due to the fact that in
the case of high uncertainty of the external environment,
the organization needs a large number of specialists for
the adequate response to changes in the external
environment, that is, the level of specialization increases.
However, if the external environment becomes hostile,
threatening to the enterprise survivability, the complexity
of the organization should be low to ensure a quick
response to change.

The technology used in the enterprise also has an
impact on the level of organizational complexity: the
higher the degree of technology routinization, the greater
the degree of specialization; the lower the degree of
technology routinization, the greater the level of vertical
differentiation (a number of levels of management).

A high and medium degree of organizational
complexity is recommended for large enterprises with the
strategy of cost leadership based on cost reduction or
differentiation. A low degree of organizational complexity
is recommended for companies with the focus strategy
that works in the market differentiating the groups of
customers with specific needs. The following conclusions
are grouped in table 4.

Factors Factor meaning
1 2
High level of complexity

Size Big

External environment state

Low degree of complexity and inconsistency, high degree of uncertainty.
Low degree of controversy, high degree of complexity and uncertainty.

Technologies Standardized

Strategy Cost leadership on the basis of cost reduction
Medium level of complexity
Size | Big, medium
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The end of the Table 4

2

External environment state uncertainty.

Low degree of complexity, controversy and uncertainty.
Low degree of controversy, high degree of complexity and low degree of

High degree of controversy, low degree of complexity and uncertainty.
High degree of controversy and complexity, low degree of uncertainty

Technologies

Medium degree of standardization

Strategy Differentiation
Low level of complexity
Size Medium, low

External environment state

High degree of controversy, low degree of complexity and uncertainty.
High degree of complexity, low degree of controversy and uncertainty.

Technologies

Innovative, weakly standardized

Strategy Focus

The level of formalization of the organization
reflects the degree of using the pre-set rules and
procedures [4]. Establishing detailed rules and procedures
that specify the most effective methods of making
managerial  decisions is advantageous for any
organization.

The high level of formalization is typical of large
organizations that use the strategy of cost leadership in a
well-defined and stable environment as well as the

strategy of diversification in a controversial and complex
environment. The low level of formalization is reasonable
for using by enterprises that implement the focus strategy
and non-routine technologies under the conditions of a
complex  but  well-defined  environment.  The
recommendations on the level of the formalization of
managerial decisions making in the organization are
presented in table 5.

Table 5. Recommendations on the level of formalization of making managerial decisions

Factors |

Factor meaning

High level of formalization

External environment state
uncertainty

Low degree of complexity, controversy and uncertainty.
Low degree of controversy, high degree of complexity and low degree of

Technologies

High degree of technology routinization
High degree of application of information technologies.

Size Big

Strategy

Cost leadership on the basis of cost reduction

Medium level of formalization

External environment state

High degree of complexity and controversy, low degree of uncertainty.

Low degree of controversy, high degree of complexity and uncertainty.

High degree of controversy, low degree of complexity and uncertainty.
High degree of controversy and complexity, low degree of uncertainty.

Size Medium

Strategy

Differentiation

Low level of formalization

External environment state

High degree of controversy, low degree of complexity and uncertainty
High degree of controversy, complexity and uncertainty

Technologies

Low degree of routinization

Size

Medium. small

Strategy Focus

The level of the centralization of making managerial
decisions is the degree of the concentration of making
decisions by a person, which is related to the formal rights
a specific person has in the organization. The level of
centralization is determined by the degree of the
participation of the authorities in obtaining and processing
information necessary for making managerial decisions,
and by the amount of control in the context of the
implementation of these decisions.

The high level of centralization is typical for
enterprises that use the strategy of cost leadership on the
basis of costs (prices) reduction and routine technologies
under the conditions of external environment with a small
number of factors important for survival. The low level of
centralization (decentralization) is typical for enterprises
that use the strategy of diversification and non-routine
technologies under the conditions of the indefinite and
controversial environment with a large number of factors
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important for survival. The recommendations on the level
of centralization of making managerial decisions are given

in table 6.

Table 6. Recommendations on the level of centralization of making managerial decisions

Factors |

Factor meaning

High level of centralization

External environment state

Low degree of complexity, controversy and uncertainty.
High degree of controversy, low degree of complexity and high degree of uncertainty.
High degree of controversy, low degree of complexity and uncertainty.

Technologies

High degree of technology routinization

Size Big, medium

Strategy

Cost leadership on the basis of cost (prices) reduction

Medium level of centralization

External environment state

Low degree of controversy, high degree of complexity and low degree of uncertainty
Low degree of complexity and inconsistency, high degree of uncertainty

Technologies

High degree of technology routinization

Size Big, medium

Strategy Differentiation

Low level of centralization

External environment state

Low degree of controversy and uncertainty, high degree of complexity.

Size Medium, small

Strategy Focus

The implementation of the adopted competitive
strategy is supported by a complex strategic set, that is the
system of strategies of different types within a certain
period of time that reflects the specifics of the enterprise
operation and development as well as its position in the
external environment [10]. Any strategy is implemented
within the organizational structure which, in turn, is a tool
for implementing the strategy. Therefore, strategic
planning should be also involved in the structural strategy
which should include the analysis of the available
structure, the possibility of its adjustment and changes in
accordance with the competitive strategy of the company,
the analysis of the factors of the external and internal
environment that can affect the organizational structure.

Conclusions

The choice of an adequate organizational structure is
the basis for managerial, informational, and
communicative processes that take place at the enterprise
and ensure the implementation of the chosen strategy and
a quick response to changes in the market environment.
The conducted study enabled generalizing the experience
in assessing the impact of factors of the internal and
external environment on the choice and operation of
management organizational structures on the basis of the
situational approach. The further areas of study are the
implementation of the technique for applying update
software and information technologies, which enables

using the technique at the enterprise in an automated
mode.
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AHAJII3 CTPYKTYPHUX KOH®IT'YPALIN AJI51 PEAJIIBALIII KOHKYPEHTHHUX
CTPATEI'IA

Cepen HampsMiB, MiIBUIICHHS KOHKYPEHTOCIIPOMOXXHOCTI MIiANPUEMCTB OCOOMMBE Micle 3aiiMae po3poOka aneKBaTHOL
OpTraHi3aliifHOi CTPYKTYpH, sIKa JTO3BOJUTH 3a0e3NeUUTH e(PEKTHBHY Ta CKOOPAMHOBAHY B3a€MOJII0 YCIX CTPYKTYpPHHUX MiJpO3JIUIIB
MANPUEMCTBA 110 peaizalii KOHKYPEeHTHHX CTpaTeriii. Y cTaTTi MpoBeAeHO aHali3 BUOOPY opraHizaniiiHoi KoHdirypauii crpykrypn
MANpUEMCTBA JUIT TPHOX 0a30BMX KOHKYpeHTHHX crpaterii M. Iloprepa: nigmpyBaHHS Ha OCHOBI 3HW)KEHHSI BUTpaT (LiH);
mudepenmianii; ¢oxycyBanHs. [l anamily opraHi3amifHO-CTPYKTYpHOI CKJIaZoBOI peaii3amii ~ KOHKYPEHTHHX CTpaTerii
MPOTIOHYETHCS BUKOPUCTAHHS CHUTYAIIHHOTO MiaAX0ay. [IepIuM eTanoM Takoro Mmiaxoay € eMITipUYHUN aHaJIi3 apaMeTpiB BILTUBY HA
BHOIp oprasizamiiHoi cTpykTypu. Ha nmpyromy erami npoBeieHUH aHami3 GopMalli3yeThes y BUTIISAL TAOJUIN MTPABHJI, IO JO3BOJISIE
Hagaimi chopMyBaTh 0a3y 3HaHb CKCIEPTHOI cucTemu. Ha TpeTboMy eTami eKCHepTH, KOHCYJIbTAaHTH IO YIPaBJIIHHIO, HAJal0Th
KOYKHOMY HPaBUITy BU3HAUCHY Bary, L0 BiIOMBAE TyMKY €KCIIEPTa IIPO CHIIy BIUIUBY KOXKHOTO KOHKPETHOT'O (hakTopy BHYTPILLIHBOTO
1 30BHIIIIHBOTO CEPEJOBHINA Ha MAapaMeTPH CTPYKTYPHU YNpPaBIIHHA. Y CTpaTerivHoMy Habopi HEOOXiJHO HependaduTH CTPYKTYypHY
CTparerilo, sika IIOBUHHA BKJIFOUATH aHAJI3 iCHYI0YOT CTPYKTYPH, MOXKIIMBICTB i1 KOPEryBaHHS 1 3MiHHU 3TiTHO KOHKYPEHTHOI CTpaTeril
MiIPUEMCTBA, aHaii3 (PaKTOPiB 30BHIIIHBOTO 1 BHYTPIIIHBOIO CEPEIOBHINA, 110 MOXKYTh BIUIMHYTH Ha OpraHi3alliiiHy CTPYKTYpY.
Pe3yabTaTamMm JOCII/UKEHHST € OTPUMAaHHS €KCIIEPTHUM IUIIXOM TaONWIh 3Ha4YeHb OPraHi3alliiHO-CTPYKTYPHHX MapaMerpiB Julsi
(opMyBaHHS Ta BIPOBAHKEHHS OpraHi3alliifHOl CTPYKTYpH MiANPHEMCTBA B MPOIEci peamizaiii 00paHoi KOHKYPEeHTHOI CTpaterii.
[IporpaMHa peamizaiisi eKCIIEPTHOI CHUCTEMH 3ac00aMM CyYacHHX iH(POPMAILIHUX TEXHOJIOTiH JacTh MOKJIHUBICTH BUKOPHUCTAHHS
pO3pO0OIEHOT CHCTEMH [UIsi CTBOPEHHS  IIPOEKTY CTPYKTYPHM YIPABJIiHHS KOHKPETHOTO MiJNPUEMCTBA, IO MiATPUMYE HOro
KOHKYPEHTHI CTpaTerii.

KurouoBi c;10Ba: KOHKYPEHTOCIIPOMOXKHICTh MiANIPUEMCTBA, OpraHizaliiiHa CTpyKTypa, KOHKYpEHTHA CTparerisi, opraHiaiiiHa
KOHGIryparist, CHTyaiitHuH miIXiz.

AHAJIN3 CTPYKTYPHBIX KOH®UT'YPAITAM JIJISI PEAJIU3ALTAN
KOHKYPEHTHBIX CTPATEIUI

Cpenu HampaBiieHHIl TOBBINIEHHS KOHKYPEHTOCIIOCOOHOCTH TPENpPUATHI, 0COOCHHOE MECTO 3aHHMMaeT pa3paboTKa aaeKBaTHON
OpPraHM3alMOHHON CTPYKTYpPBI, KOTOpas IO3BOJIUT 00ecrednuTh S(PGEKTUBHOE M CKOOPAWHHPOBAHHOE B3aMMOJICHCTBHE BCEX
CTPYKTYPHBIX IOJpa3JeNeHUi NPeANnpusIThs 0 pealn3aluy KOHKYPEHTHBIX cTpareruif. B crathe mpoBeneH aHanmu3 BbeIOOpa
OpPTaHM3AIMOHHON KOH(HUTYpaluyu CTPYKTYpHl MNPEANpPUATHS A1 Tpex 0a30BBIX KOHKYpeHTHBIX crpartermii M. Iloprepa:
TUIUPOBaHNE HAa OCHOBE CHIDKCHHUS pacxonoB (ueH); muddepenmumanmy; ¢oxycupoBanus. Jis aHanm3a OpraHU3alHOHHO-
CTPYKTYpHOI COCTaBJIAIOLICH pealu3allid KOHKYPEHTHBIX CTpaTeruii NpEeAaaraeTcs HCIOJIb30BaHME CHUTYAllMOHHOIO IOJIXOJa.
[epBBIM TATOM TAKOTO IOAXO/A SBISICTCS SMITUPHUESCKUI aHAIN3 TTapaMeTPOB BIMSIHUS Ha BBIOOP OPraHU3aIIOHHON CTPYKTYPHI.
Ha BTopoMm 3Tare npoBeeHHbIH aHamu3 GOpMaT3yeTcs B BUE TaOIMIbI TPABHJI, YTO MTO3BOJISIET B JajibHeleM copmupoBath 6azy
3HAHUU SKCIEepPTHON cuctembl. Ha TpeTbem 3Tane 3KCHepThbl, KOHCYJIbTAHThI 10 YHPABICHUIO, NPEJOCTABIAIOT KaXA0MY IPaBUITY
OTIPE/CIICHHBII BeC, KOTOPBIH OTpa)kaeT MHEHHE SKCIIePTa O CUJIE BIHMSHUS KaXJOr0 KOHKPETHOTro (hakTopa BHYTPEHHEH U BHEIIHEH
cpesibl Ha mapaMeTpbl CTPYKTYpHI ynpapieHus. B crpaTerndyeckom Habope HEOOXOAMMO MPEAyCMOTPETh CTPYKTYPHYIO CTPATETrHIO,
KOTOpasi [OJUKHA BKJIIOYATh aHAIU3 CYHIECTBYIOMIEH CTPYKTYpBl, BO3MOXKHOCTb €€ KOPPEKTUPOBKM M HU3MEHEHHs COIJIACHO
KOHKYPEHTHOH CTpaTeTMH NPEIIPHATHSA, aHaau3 (AaKTOPOB BHEIIHEH W BHYTPEHHEHW CpeAbl, KOTOpbIE MOTYT MOBIHUSTH Ha
OPTaHM3AIMOHHYI0 CTPYKTYpy. Pe3yJbTaTaMH HCCIEIOBaHUS SBIACTCS IIOJMydeHHE SKCIEPTHBIM MyTeM TaOIHI] 3HA4YeHHI
OPTaHM3AIMOHHO-CTPYKTYPHBIX MapaMeTpoB Mt (OPMUPOBAHMS W BHEAPCHUS OPTAaHM3AIMOHHOW CTPYKTYpHl MHPEINpHATHS B
npolecce peanu3annd M30paHHOW KOHKYpPeHTHOW cTpareruu. IIporpaMMmHasi peanm3aiysi SKCIEPTHOH CHCTEMBI CPEIACTBAMH
COBPEMEHHBIX MH()OPMAIOHHBIX TEXHOJOTHH MPEIOCTaBUT BO3SMOXHOCTH MCIIOJIb30BAHHS Pa3pabOTaHHOM CHCTEMBI JUIsl CO3AaHMs
MIPOEKTAa CTPYKTYPhI YIPABIEHUS KOHKPETHOTO MPEANPUATHS, KOTOPOE MOAJEPKUBAET €r0 KOHKYPEHTHBIE CTPATETHU.

KiioueBble cjI0Ba: KOHKYPEHTOCIIOCOOHOCTH TNPEINpPHUSATHS, OpPraHM3alMOHHAs CTPYKTypa, KOHKYpEHTHas CTpaTers,
OpraHM3alMOHHAs KOH(UTYpaIys, CHTYaIlnOHHEIN TTOIXO/.
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