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Abstract
Organizations  often  find  it  necessary to redesign  the  structure  of  the  company  due  to
influences  from both   the  external  and internal environmental forces.  Structural  changes
involve  the  hierarchy  of  authority,  goals,  structure characteristics,  administrative
procedures,  and  management systems.  Almost  all  change  in  how  an  organization  is
managed  falls  under  the  category  of  structural  change.  A  structural  change  may  be  as
simple  as  implementing  a  non-smoking  policy, signing of available registers or  as  involved
as  restructuring  the  company  to  meet  the  customers’  needs  more  effectively and
efficiently.  This study investigates how an organization’s productivity can be increased,
managed or changed by modifying the organization’s structure. The results should assist
management in understanding the importance of modifying the organizational structures to
suit the type of organization operating. A review of some literatures and a survey of some
manufacturing companies cutting across the South-South and South West geo-political zones in
Nigeria suggests that organizational structures must align with the goals, visions and missions
of the organization whereby  the work processes, the tools as well as the people must be in
alignment to satisfy the customer needs. The findings further indicate the essence of proper
communication and understanding of the communiqué amongst the different hierarchies of the
organization. Selecting  and  implementing  significant  change  is  one  of  the  most
challenging  undertaking  that  faces  an  organization.  If  the  change  involves  the  entire
organization  and  also  requires  new  paradigms  that  will  replace  established  ways  of
doing  business, the challenge  is  daunting and the manager needs to tackle this strategically
by proper hierarchical communication
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Introduction

The  process   by which  managers  sense  and  respond  to  the  necessity  for  change   has
received a wide range of attention in managerial and other scholarly literature (Kotter & Cohen,

2003; Kouzes & Posner, 2002; Steger & Kummer, 2007). The arguments have been that “if
managers  were  able  to  design  perfect  sociotechnical   organizations  and  if   the scientific
market  and technological   environments  were  stable  and  predictable,  there  would  be  no
pressure for  a  change” (Deresky, 2006). Unfortunately such situation can only remain a wish,
as what is known to be permanent in life is change itself. The vagaries and dynamics of life
including changes in technology and market demands suggests managerial responses to meet
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these changes. For instance, increasing internalization of the business environment and emerging
globalization of organizational activities require modifying organizational structures to meet
these changes (Schein, 1990).  In the light of all these arguments, there appear to be more
attention to why organization should change to meet the demands of changes on technology,
globalization, etc, than how to go about the changes itself.

A few prescription found in the literature on how to bring about change is provided by Matteson
and Ivancevich (1996, p. 614), where emphasis is placed on mastering the multicultural nature of
business enterprise in the context of “emerging globalization of the world”. In another
development, Deresky (2006) advised that organizations should of necessity redesign their
structures based on the influences from the external environment.  Such structural  changes
involve  the  hierarchy  of  authority,  goals,  structure characteristics,  administrative procedures,
and management systems.  In skinner and Ivancevich’s  (1992) analysis, almost  all  changes  in
how  an  organization  is  managed  falls  under  the  category  of  structural  change.  A
structural change may be as  simple  as  changing the brand label of a product, changing the
marketing strategy to attract more customers or  restructuring  the  company  to  meet  the
customers’  needs  more  effectively (Ronen, 1986) . Change is a managerial driven process. The
definition of managerial work by many practitioners and management experts is still being
influenced by the pioneering work of Fayol and Drucker (Blunt & Jones, 1992). Managers are
seen to perform broadly stated activities including planning, motivating, and achieving goals
through the work of others. However, Mintzberg (1989), and Kotter (1990) observed that the
manager is not a systematic, reflective planner that decides on the basis of hard information and
follow through decisions, “but a responsive intuitive decision-maker, with complex tasks, and
decisions based on informal contacts and soft information taken at hectic pace” (Harror &
Willcocks, 1990, p.284). Relying on these arguments, Blunt and Jones (1992) observed that in
modifying organizational structure for change, managers are influenced by culture and
technology change in their business environment. Ability to know and recognize these change
indicators remains  one  of  the  most  challenging  elements  of  a  manager’s  job. As the world
goes globalized, managers must plan in anticipation of a change, not only in terms of product or
services demand but also in taste, emerging competition, and even work force requirements. In
order to promote  a  smooth  transition  to  the  new  process, managers should be able to
diagnose  the  causes for change and  structuring  programs that would promote  a  smooth
transition to the new level. This paper seeks to address how these changes can be effectively
achieved in the face of changes in technology and emerging globalization.

There may be other views for change in the literature, especially in the field of marketing, but
this paper relies on the theoretical basis of organizational development (OD) as pioneered in the
work of Edgar Schein (1990). Besides this introduction, the work is divided into four substantive
sections. In the first part, we briefly provide the tenets of the concepts and theory of
organizational development (OD) and the argument that influence modifying organizational
structures for change.  In the second part we examine theproblem associated with modifying
organizational structure, and follow up in the third part by discussing factors that make for
sustainability in managing change. The fourth part concludes the work.

Organizational Change and Management Process

Human civilization has in all era been marked by changes. But perhaps these changes became
overwhelming as the twentieth century changes baton with the twenty first century, and as
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communication revolution emerged to drive globalization (Inyang-Abia, 2014). In the field of
management several scholars have attempted to catalogue the acceleration of changes and
implication for managerial and organizational performance (Blunt & Jones, 1992, Deresky,
2006). Others have also provided kitbags of strategies for managing change (Revans, 1987),
overcoming resistance to change (Blunt & Jones, 1992), and even dealing with conflict
associated with change (Skinner & Ivancevich, 1992). Yet it is in Schien’s work (1990) as
highlighted by Blunt and Jones (1992) that understanding the nature of organizational change has
been greatly enhanced through his conceptual explanation and theory of organizational
development (OD).

Although the literature  and  practice  that  deal  with  the  process  of  organizational  change
cannot  be   conveniently  classified  because  of  the  yet-unsettled  nature  of  organizational
behavior (Walumbwa, Lawler & Avolio, 2007), various  conceptualizations  and  theories  of
organization and  their  meanings  and  interpretations  have enabled the understanding that in the
face of accelerated rate of change in technological, socio-cultural, political, and economic
environments, managers must be concerned about the adaptive and learning capacities of their
organizations. In Schein’s (1990, p. 9), argument “the nature of continuous environmental
change demands more than making adjustments to current organizational practices, it also
requires innovative trusts, the development of capacities for institutional learning and selfdesign,
and an understanding of change as a permanent feature of organizational life”. In this context,
organizational development  (OD)  refers  to  the  process  of  preparing  for  a  change.
Organizational  development (OD) can therefore be  defined  as a
longplanned effort to improve an organization’s  operations through a more effective
utilization of organizational resources (Walumbwa, Lawler & Avolio, 2007).

Three major sub-objectives of organizational change and development  include:  changing
attitudes  or  values,  modifying behavior,  and  inducing  change  in  structure  and  policy,
(Schein, 1990). For instance, if the  structure  of  an  organization  desires for optimal
management’s  view,  the  OD  process  might  attempt  to  educate  personnel  to  adopt
behaviors  consistent  with  that  structure.  Such  would  be  the  case  for  leadership  training in
participative  management  in  an  organization  that  already  has  an  organic  structure.  It does
not matter  whether  any  of  the  three  sub-objectives  is emphasized, the desired  end result  of
any  organizational  development  effort  is  to  improve  organizational  functioning. As we
argued above, the notion of organizational change has engaged the attention of a number of
writers, and many have identified the causes of change in organization (Skinner & Ivancevich
1992; Hoftede, 1980; Robert & Wasti, 2002). These causes are summarized in the following sub
themes:

(i) Acquisitions

Organizational change may be prompted by acquisition or merger with another company.  This
requires the deletion of duplicate departments in order to manage cost; yet talents from both
companies can be utilized in the resulting corporate structure. However, job functions will be
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altered to fit the business model of the company, even as management positions may be
eliminated as well ((Sterger & Kummer, 2007),

(ii) Job duplication

Multiple managers or executives within an organization may create the need for change. This
may happen when employees become frustrated with trying to please more than one manager
(Blunt & Jones, 1992). In such instances, employees may find ways to use opposing views by
multiple managers to get what the employee needs and this often generate confusion. The
structure of the organization therefore, needs to be altered to eliminate the excess positions and
bring departments into line with the proper individual manager.

(iii) Marketplace Changes

As the marketplace changes, so does the structural needs of an organization. For instance, in the
face of stiff competition companies may decide to segment market, appoint more marketing
managers and Salesmen with targets of sales and revenue. Similarly, increase in fuel prices may
results in companies demanding more fuel-efficient vehicles. This requires bringing insales
people and service technicians accustomed to selling and working on these vehicles (Skinner &
Ivancevich 1992).

(iv) Process changes

Emerging technology and globalization exert influence on consumers taste. Companies therefore
need to respond to these changes if they must exist as going concern. Such changes in the way
companies do business can cause structural changes. If a company was used to allowing
departments to be autonomous, then a change to a centralized way of doing business, this would

create changes in company structure. If a new department has been created to address a
company’s demand, the company structure must change to accommodate the new group. For
example, if the backlog of archived files becomes so large that an archiving department needs to
be created, that can change the flow of information in the company and have a significant effect
on corporate structure (Schein, 1990).

Problems Associated with Modifying Organizational Structures

Identifying factors that constitute constraints to organizational change has received several
scholarly attentions (Walumbwa, & Lawler, 2003). Organizational structure allows information
to flow to different parts of the business (top-down, bottom-up and lateral) and thus becomes the
framework for an entire organization. Any change therefore, is likely to distort the structure, as
relying on make-shift may breed mis-information and enhance improper modification. A
summary of the factors that likely constitute impediments to change and/or modification as
discussed by management scholars and practitioners are as follow:

Communication

Part of the purpose of a strong organizational structure is to facilitate smooth communication
within departments and from one department to another. In the event of change and/or
modification in the organizational structure, communication network is distorted. Poor
communication may hinder change and at worst can create misinformation and opposition to the
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envisaged change. In such instance, communication tends to strengthen resistance to change
instead of facilitating it (Galer, Vriesendrop & Ellis, 2005).

Hierarchy

A company runs smoothly when it has a hierarchy to follow. While it can be easy to understand

the basic hierarchy of the company from the Managing Director down to the Departmental
mangers, Supervisors and Foremen, the hierarchy among Line Managers and supervisors could
be confused in the absence of an effective organizational structure. While the team is changing or
modifying a company framework, there may be  instances when various managers or supervisors
may take on authoritative roles they were not intended to have. Such action can cause confusion
among the staff (Blunt & Jones, 1992).

Delegation

When trying to implement a new organizational structure, it can be difficult to properly delegate
responsibility to departments or individual employees. It may be confusing for employees and
managers to understand their new responsibilities. Staff members have beendoing what they
needed to get the job done, and it will be difficult to move responsibilities around when
implementing a new structure (Kotter & Cohen, 2003).

Cost

Implementing an organizational structure can be expensive. During the time it takes to get a new
structure to be in place, productivity will be affected and the company's ability to generate
revenue will drop. Modifying structure may require getting everyone on to the same software

Platforms for communication,bookkeeping, production and planning. In this context everyone
who needs a computer must have it, and having all of the necessary software licenses, is
alsoexpensive. The planning time necessary to get the structure modified and implemented is
costs on its own because the management staff is spending time on developing its part of the
structure instead of making sure that company production numbers are achieved.

Managing Change

In the face of rapid changes in the business world, selecting and implementing change  is one of
the most challenging  undertaking  that  faces  an  organization.  If  the  change involves  the
entire  organization  and  also  requires  new  paradigms  that  will  replace established  ways  of
doing  business, the  tasks before management can be daunting. In an extensive research work,
Kouzes & Posner (2002) observed that success rate  for  implementing  major  organizational
change  is  low  for  several  reasons.  The fact is that asking organization to change is similar to
changing organizational behavior, and this involvesemployees’ lifestyle. Beside this change can
create uncertainty including down-sizing of the work force. Consequent upon this is fear of the
unknown. In many instances therefore, some pockets of resistance are developed.  .

When an organization is undergoing change, workers would develop a range of responses. Some
adapt quickly to new changes and seek them out, while others would be reluctant and need time
to understand and accept the changes before they can commit to them (Galer, Vriesendrop &
Ellis, 2005). Managing   the   process of change success  will  be  based  on two  major  factors,
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which include a defined  process  to  guide  the  change  and  an  assigned change leadership
team (Kouzes & Posner, 2002). In his work on managing change, Resnick

(2009) prescribed some key principles and steps in the change management methodology. The
Model resembles an organismic analogy with leverage point, which seeks to present an
organization as a system with functional parts that work interdependently for the benefit of the
entire system. It starts with the organizational vision (which must be  sufficiently  comprehensive
to  provide  guidance  and  direction  to  every  employee  in  the  company), the market that the
organization seeks to serve, and some other departments or functional parts

that deliver the organizational vision to the customer public. All the functional departments must
align with the larger change effort for a collective achievement. Mangers therefore must look at
the human resource needs, deploy staff in response to changing work requirement, motivate the
work force, and create a culture of shared learning and teamwork (Kotter & Cohen, 2003).
Before Resnick’s (2009) work, Galer, Vriesendrop & Ellis, (2005) argued that Organizational
development and change is both systemic and systematic. It  is  a way  of  linking  closely  the
human  resources  and potential of  an  organization  to  its  technology,  structure,  and
management  processes. It must not be seen as a  fix-it  strategy, but a continuous  and  on-going
process and  not  a  series  of  ad  hoc  activities  designed  to  implement  a  specific  change.

Modifying Organizational Structure for Sustainability

The concept of sustainability crawled into managing organizational change because organization
is seen as a going concern, and whatever change is effected must move the organization to the
next level where it continues to discharge its vision effectively, grow

stronger and survive. An  organization  undergoing major change should  undertake critical
examination of its  vision,  its  customers, and its functional departments, and decide what
change implementation would best position it to achieve a leverage that  will  create  sustainable
breakthrough  change (Kouzes & Posner, 2002). In Resnick’s (2009) analysis, one  of  the
challenges  in  modifying  organizational structure for organizational sustainability is  knowing
the  key  levers and  how  to  use  them  to  create and  sustain  change.  He identified three
levers: Lever one- The  senior  management  team: The Senior Management cadre remains the
single best  lever  if  they  are  truly  aligned.  When  aligned, they  speak  with  one  voice  and
reinforce  each  other  throughout  the  organization. If they are not aligned, organization  loses
the  best  leverage  point.  Earlier, Galer, Vriesendrop & Ellis, (2005) observed that if the vision
for change is not created together; there would be no clear picture of and path toward a desired
future. The senior managers become leverage if all are seen as stakeholders and inclusive in
creating planning and creating the change process. Lever Two- A  common  Organizational
Mode: This  has to  do  with  having  an  agreed upon    mental  model  of  the  organization.
This common picture of how  to  examine the  organization  and  approach  change  is  essential
to success.    Otherwise  the  senior  teams  will argue  about  what  to  change, where  and  why.
They  will each  have  their  own  root  cause  analysis  based  on  their own  personal  experience
and  each  story  will have its validity.  Full  alignment  can  only  be  achieved  if  everyone
understands  and    agrees  to a common  model

Lever  Three- A
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structured  methodology:  This is structured to analyse the organization, design the change,
implement  it  and  monitor  progress  until  it  becomes  the natural  way of  conducting
business. Outside this, methodology  change  will  be  sporadic,  not  sustained  and  employees
will  view  the  change  effort  as  the  “ initiative  of  the  week”,  waiting  until  it  goes  away.
A  structured  methodology  based  on  a  common  model  that is  fully

And completely implemented and supported  by  the   senior  management  team  provides  the
leverage  for  sustainable  change. However, much change depends on the management cadre,
management itself involves working

with and through people, managing change for organizational sustainability would therefore
require creating a work climate that rewards staff and acknowledge them for their effort and
commitment, while also holding them accountable for their work (Blunt & Jones, 1992). In his
work Kotter (1995, p.61) elaborated on the success factors that made sustainable change

possible in an organization. These include: Communicating urgency and framing the challenge
clearly; building the core team; including others in planning and implementation; overcoming
obstacle together; focusing on result and creating short term wins; maintaining support for
facing on-going challenge; and making change stick in the organizational systems and culture.
Beyond Kotter’s (1995) advice, Resnick (2009) argued that every progress on change plan
should be communicated to staff regularly, using available means (E-mail or company
newsletter) to keep the change fresh in their minds. Employees should also be involved fromall
levels of the organization in the planning stage. Feedback for Line managers and Supervisors
can help the top management to gain deeper insight into practical operational issues.

Conclusion

This paper examined managingand changing in organizations through modifying their
structures. Organizational  structure  is  a  system  used  to  define  a  hierarchy  within  an
organization. Several structures exist. Some are centralized while others are decentralized. In
the face of technological changes and globalization driven by communication and information
technology, many organizations have resorted to change that affect their structures.  This paper
traced the contribution of scholars on the need for organizations to embrace change, and argued
that concerted effort was not made on how to go about this change until the pioneering work of
Edgar Schein (1990). Hence forth, a wide range of scholars have made contributions which
have not been harmonized. The absence of harmonized literature on the strategies for
organizational change may have resulted in the failure of many organizational change efforts.
Relying on the conceptual framework of organizational development (OD), managers are seen

as the driving force for change, who for the purpose of sustainability must work with and
through their employees. Sustainability becomes important since business organizations are
going concerns. Managers must therefore create a work climate that motivate and reward
workers, even as it holds them accountable for their work.

Recommendations
1. Plan Carefully: in order to implement successful changes and modifications,
management needs to imagine what the best possible end results will look like and plan
in accordance to the plan outline.
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2. Define the Governance Role: every successful change and modification process
must have a definite governance which is basically the framework for making decisions
and setting the determined processes for implementing these decisions. Structures, roles
and responsibilities must be established throughout each level of the organization in
order to support the needed change or modifications.
3. Assign Leadership Roles:  it is needful to establish dedicated, committed and
reliable organizational leaders both at the top and throughout the organization to keep
the change management process stable
4. Constantly Assess and Review: monitoring and measuring the successful
implementation of the change process is very important to avoid costly mistakes. This
can be done both formally and informally

5. for assessing, reviewing and feedback during the change and modification
process.

6. Address Workforce Concerns: it is critical that the management keeps the
workforce aligned as changes and modifications are made within the organization. This
requires a detailed understanding of how the change will affect them and address any
worries and concerns they may have.
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