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ABSTRACT

This paper makes an update of contributions tactireept of organizational transformation by makangeview
of its meaning and facets. This objective is adhiethrough a review and analysis of academic titegaconcerning
organizational transformation. Importantly, the thomed construction of organizational transformatias a change
between significantly different states in relatiom strategy and structure was found to dominate lifegature.
Additionally, the study uncovered the ongoing u$estoategic intent, physical setting, business psscre-engineering,
organizational and employee culture transformatioras dominant factors critical to the pursuit ofsaccessful

organizational transformation exercise.
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INTRODUCTION

Academic work contributing to organizational trasrsfiation is increasing by the day. A number of rtstudies
(Lee and Yi, 2012; Zietsma and Lawrence, 2010; I8tejs and Braganza, 2009) which appear in somenti@oademic
journals support this view. However, in recent simenly a few of these have given an update of wehiabown so far with
reference to the meaning (see for instance Thormas €011) and types of organizational transforamaisee Dixon,
2010). As such there is an urgent need to raisevtihegme of academic literature on this subject teate a deeper
understanding of the concept. Against this backdtiois paper strengthens existing literature byijgling an update of
what is known about the facets of organizatioresformation. The paper opens with a brief disoussi the meaning of
organizational transformation, followed by an aséyof the dominant facets of the concept. The papes with an

analysis of the issues discussed.
THE MEANING OF ORGANIZATIONAL TRANSFORMATION

Organizational transformation is a change betwegnificantly different states in relation to strgye and
structure (Wischnevsky and Damanpour, 2006). Itsaiemchange structures and behavioural systems dmoenform to
another. Similarly, Newman (2000) observed thahgfarmation is a change that leaves organizatietteb able to
compete effectively in the marketplace. Transforomats a deliberate planned process of transitamu$ing primarily on

the formation and establishment of new organizalfieision (French et al. 2000).
FACETS OF TRANSFORMATION

The obliteration of the components that make uptthesformation of organizational facets from otetes to
another is one of the most crucial and fundamergsbonsibilities of management. When organizatipnssue

transformational programmes, they do so by re-exgging or redesigning issues appertaining to orgdioinal facets, all
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of which constitute critical components of a firngersonality. The redesign of these facets iscalitbecause it resides
within all organizational transformation programmble transformation programme can succeed withoeitrédesign of
these facets. The transformation of these facets dot permanently separate them from one andtherseparation gives
the opportunity to address transformation in déférways and allows managers in business orgamizato approach the
challenge of transformation from vantage pointstajice. The summation of these facets gives a giobapoint of each
corresponding challenge (Vollmann, 1996) given miadure of problems facing different business orzativns. In the

paragraphs that follow, the author makes a reviefacets that lead towards full organizational sfanmation.

Strategic intent: Hamel and Prahalad (1989) defined strategic indsnthe sustainable obsession to win at all
levels in the organization over the long term, rdgss of the proportionality of the organizatiomakources to its
capabilities. In other words, strategic intent siouis market leadership position founded on a cbédehaviour to aid the
successful achievement of the set goal. Hamel anathalad (1989) argued that in order to revitalizzfgrmance,
organizations must go beyond the point of imagigathoughts and drive employees to win, communitaevalues of
winning to employees and encourage employee catibiin They must motivate employees, sustain erdbos by
providing new operational definitions as marketeinstances change and emphasise the strategit auesistently to
guide resource allocations. Given these argumétamel and Prahalad (1989) proposed three charstitesissumptions.
First, that strategic intent captures the essehtiene, secondhat it is stable over time and third it sets targets that deserve
personal effort and commitment. Many transformingibess organizations of today act correspondinily the tenets of
their mission statements and the core values tlagtep them. Second, the pursuit of these statenfa#sin recent times,

gathered momentum.

Transformation challenges non-strategic and nom-goeanted practices by specifying unit, departraératnd
overall organizational objectives, setting targiets employees as well as evaluating, directing aoébrdinating these
achievements. Transformation requires the developwfestrategic commitments, an explicit staten@nntent together
with the destination of the organization. Thirdaggic intent must be meaningful to employees randt especially the
team leaders. Talents in the transforming busimeganization must believe in it to influence otharsd encourage a

speedy change in attitude and behaviour.

Physical Setting Physical designs (Oldham, 1988) including interiesigns, work spacing, house styles etc.
constitute one of the strongest means through wbachorate identity is projected to stakehold@itse physical
setting constitutes one of the major componentsrgénizational features and it is also one of thsidhon which
employee perceptions of a firm's personality, idohg corporate culture are revealed. While a gohgsjzal
working environment encourages productivity, wgly working environment on the other hand caugissatisfaction
and stress at work. In addition, it is also beltetteat poor workplace designs create poor busipedsermance and higher
levels of stress among employees. In short, a glestgn contributes to better business performandegaod return on
investment. Change in the business environmentledwgith the rising desire to shift towards comipedi positions, have
motivated organizations pursuing transformationgpammes to seek more appealing internal and extarnhitectural
designs that facilitate change, communicate theachar of the organization and create distinct fidgi§Olins, 1989) for

organizations.

Given the rise in the number of organizations segkihange, the physical business environment haesged

the emergence of new internal and external ardhitalc designs that have never seen before. Inerglgsibusiness
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organizations proposing transformation programnegtcome to recognize that it is difficult to corgpeffectively by
running their businesses from old and non-inspiriidpdler and Tushman, 1997) monstrous, transisiakihg
architectural designs (Olins, 1989). Organizatitirad take transformation seriously are investingehocapital into internal
and external architectural designs. As such, imytdbusiness environment, there has been a gratmwament towards
open plan office design style iconised by the aotiar (Levin, 2005). The transformation of workqa designs has gone

beyond the idea of ordinary designs into the cotitin of befitting identity designs for businegganizations.

Business Processes Re-Engineerinquntil the 1980s, business processes were confilmedhe logical
organization of human and material resources ferpitoduction of desired products (Burke, 2004)vds conceived as
‘the logical organization of people, materials, iggye equipment and procedures into work activitlesigned to produce a
specified end result’ (Davenport and Short, 199@) was subsumed as a never ending cycle of indusperations which
ends in the production of a final product (Hawkih884). A host of problems plagued business prese$3ustomer order
fulfilment had error rates; customer orders wenfamweeks unanswered; work was organized in aesgzpiof separate
tasks; and complex mechanisms were employed totargurioduction processes. These conditions weresreadn worse
with the development of policies founded on obsolethnologies, outdated demography and humanatayuilicies. In
short, production processes were cumbersome, laaieadivity and in many cases created unnecessdays However,
given the drive towards freer market competitiomgager productivity and demand for greater buydue/aa new wave of

thinking described as business process re-engimgeemerged.

Re-engineering was first put forward in literatlsg Hammer (1990). It advocates ‘total break-awagnt
obsolete policies, philosophies and operations thgiinge smoother and more efficient business djpera Re-
engineering challenges business and operationssoiphies founded on old business assumptions theg &bout gross
inefficiencies. Re-engineering champions the dguakent of new policies that enhance greater effaieproductivity
and performance breakthroughs. It demands thanéssiorganizations break loose from obsolete, ctsob® and
inefficient business operations and processesdatemew ones. Re-engineering requires managéeakeoa second but
critical look at fundamental processes from a cfasstional perspective. This is accomplished bitipg together teams
that represent core functional units within corsibess operations and charging them with the resipitity of analysing
and scrutinizing processes, determine steps thlihtesd value to business operations and proposgways of achieving

results (Hammer, 1990).

Organizational and Employee Culture Transformation: Organizational culture is a way of life for people
belonging to an organization. It is the unique dualnd style and practices of members of an omgitin (Kilman et al.,
1985) and the way things are done in organizatibesal and Kennedy, 1982). Put another way, it éseékpressive non-
rational qualities of an organization. Organizadibgulture is a very strong phenomenon dominatimg teliefs and
attitudes of people in organizations. It is commyastiared among employees (Siew Kim Jean Lee, KdMuir2004) and it
is a self-reinforcing set of beliefs, attitudes dmehaviours. Given its dominance over organizatigmactices and its
resistant nature, it is extremely difficult to clgean(Campbell and Kleiner, 2001) in the short ruranyl organizations that
have pursued cultural transformation programmes noitted long hours of operations to this subject.lt@al
transformation programmes have been pursued by maggnizations consistently re-enforcing new celsuamong
employees over a long period with motivational rages and the right reward system. Cultural chamgesganizations

often begin with a thorough re-examination of @mgptcultural practices, beliefs and norms. Consatjyeculturally
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coded messages about business priorities and aeg@mal values sent from management to employexetharoughly re-

examined.

Specifically issues relating to training, performa evaluation, and compensation packages aredressdd and
initiatives are taken to ensure that messages cancated conform completely to newly propagated uralt values.
Cultural change is hugely dependent on the extemtiich management convey new cultural messagempioyees. The
messages communicated, either verbally or by theraof management, provide the yardstick towardsdjgting the
outcome of acceptable and non acceptable pattdribetmviour. New cultural messages must fit newanizational
processes. It must ensure that the human elemarstado reward. Hence the new desired culture evilerge with time
(Campbell and Kleiner, 2001).

CONCLUSIONS

This paper makes a review of existing literatureogganizational transformation in order to givelgmalate on the
dominant issues constituting the facets and meaointhis concept. Essentially, the paper uncoveted continued
representation of organizational transformatiomaé¢ademic literature as a change between significdifferent states in
relation to strategy and structure. Similarly, fegper highlighted the ongoing use of strategicnitehysical setting,
business process re-engineering, organizationaleamgloyee culture transformation. The paper arghasthese facets
represent factors that are crucial to the purdusiuscessful organizational transformation exercides paper is valuable

given the firsthand insight it gives to the acadelitérature of organizational transformation.
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