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The 4 approaches to communicating organisational change and 
their outcomes 
 
Organisational change and adaptation are often essential for most organisations to 
at least survive and are critical if an organisation is to build and maintain a 
competitive advantage. Most research these days treats change as a continual 
process with organisations adapting to the ever shifting environment and updating 
and improving operational and business processes.  
 
The clearest and most obvious indicators of change are changes to the 
organisation’s structure. Whether this be a complete restructuring of the organisation 
or more often a structural change in one area of the organisation.  
 
New research 
 
A new study by researchers from the Faculty of Management at the University of 
Economics in Prague, Czech Republic, looked at the outcomes of different 
approaches to changes in organisational structure.  
 
Review 
 
Usefully as part of their research the researchers also conducted a thorough review 
of models of organisational frameworks, in other words a review of previous, reliable 
research looking at what the main components of organisational structures are and 
how they how they operate together. 
 
If you are a student of organisational development this review on its own is useful: 
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The 4 factors of organisational restructuring  
 
From this review they discovered that there are four factors which determine the 
outcome of an organisational restructure: 
 

1. Drivers 
2. Components 
3. Process determinants 
4. Outcome assessment 

 
1. Drivers. These are the rationale or the factor(s) that motivate the formation of 

the structure. The researchers found that the drivers for the organisational 
structure ranged from 3 or 4 to over 30, depending on the situation. They also 
discovered that drivers are either 

a. internal or 
b. external and 

    that this source (internal or external) of the driver has an impact on the 
outcome of restructuring. 

2. Components. These are the things that the restructuring or the structure of 
an organisation focusses on. The researchers found a fair degree of overlap 
here. The researchers found that the 7 most common components that are 
taken into consideration when restructuring are (and these are in order):  

a. Structure – An organisation is (or should be) trying to align the 
structure with all of the following components. This means that the 
structure should  be the result of an analysis of the following 
components (I have found some organisations that do the opposite, 
however, and set the structure and then try to fit the other components 
into it with mixed and rarely positive results.) 

b. Strategy – The structure of the organisation should reflect and help to 
enact the overall organisational business strategy.  

c. Process – This refers to the business processes in the organisation. 
Clearly the structure needs to reflect and assist these processes, 
assuming of course that they are the most effective and efficient.  

d. People – This refers to the human factors of the organisation and the 
available skills, knowledge, experience, flexibility, resilience, fit etc. of 
the human resources and how they are organised.  

e. Technology – The availability, use and integration of technology to 
deliver a competitive advantage has been found to be the fifth most 
considered element to impact on the structure of organisations.  
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f. Culture – After people and technology most (but not all) frameworks 
take the culture of the organisation into account when assessing the 
structure. Interestingly a few (very few) look at the structure as a way of 
developing and influencing the culture they want that will help them 
gain a competitive advantage. It is also interesting to note that only 
about half of the frameworks take culture into account.     

g. Environment – The last common component taken into account in the 
structure is the environment. The authors note that this is somewhat 
ambiguous in that the business and economic environment is often a 
driver of change and restructuring in itself. It appears therefore that in 
about half of the frameworks, where the external business environment 
isn’t a driver for the structure, it then becomes a component of the 
structure.  

3. Determinants of Change. These are the factors which decide whether the 
change will be successful. Generally, the researchers found that these fall into 
two categories: 

a. Inhibitors – Such as resistance to change or a lack of resilience or 
flexibility, for example, and 

b. Catalysts – Such as readiness for change, resilience, flexibility, 
agreement etc.  

4. Outcome assessment. This refers to what people focus on to assess the 
success or otherwise of the structure or change event / process. These fall 
into two broad categories: 

a. Planned outcomes and 
b. Unplanned outcomes. 

Interestingly not every process or framework mapped or assessed the 
unplanned or emergent outcomes of the structure.    

 
As you will see there are other components such as leadership ability, creativity, etc. 
that are taken into account in some change and structure frameworks. The above 
analysis of frameworks is looking for the common elements taken into consideration 
when designing an organisational structure.  
 
It should also be remembered that the intention here is to give the organisation a 
competitive advantage through its structure.  
 
The research 
 
The researchers looked at a series of case studies of real change events in four 
different organisations to try to establish patterns in the relationships between the 
structure of the organisation and the outcomes of change. 
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The 8 major findings 
 

1. In every case the researchers examined, a change in one of the components 
initiated a change event and a change of structure in the organisation. 
Additionally, the change in the component became the rationale and the 
primary focus for the change. 

2. Organisational change has one initiating component even if the change then 
involves a change in other components. The initiating component is known as 
the ‘leading component’. 

3. The main role of the leading component is to initiate the change and provide 
the rationale to change the other components.  

4. If people agree with the rationale for the change in the leading component 
they tend to follow and allow changes in other components. 

5. There are 4 leading components that initiate change and a subsequent 
change of structure.  These are: 

i. Strategy change 
ii. Changes in processes 
iii. Changes in people. (People leaving, new people etc.) In effect this is a 

change in capability. 
iv. Culture. Either the culture changes which then necessitates 

organisational change or the leadership wants to change the culture.  
6. Technology and environmental change tend to be either the drivers of change 

or affect the outcomes of the change. 
7. In line with many other studies the researchers found that the type of 

communication used to position the change and during the change and 
restructuring process makes a significant difference to outcomes. They 
discovered that there is a direct connection between the type of 
communication used, the acceptance of change and the outcome of the 
change: 

i. Where employees perceived that the leadership was concealing or 
hiding information or not telling the truth then they were significantly 
less likely to accept the change and the change was less likely to meet 
its stated objectives 

ii. Where employees thought the communication was vague or 
ambiguous, the acceptance of the change was mixed, as were the 
outcomes. 

iii. Where the communication is viewed as open and honest the 
acceptance of the change is usually good and the process tends to 
meet it stated outcomes. 
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8. There are 4 approaches which tend to be used to communicate change: 

i. Procedural (formal) – gives information about what is going to happen 
but not why. 

ii. Strategic (formal) – gives only the information the leaders deem 
necessary and purposefully withholds other information which goes 
against their argument. 

iii. Human (non-formal) – largely face-to-face but includes any other 
channel and responds to questions and tries to clarify. 

iv. Cultural (non-formal) – similar to human but changes the 
communication approach to match and talk about the culture and the 
outcome culture. 

9. Outcomes:  
i. The formal approaches to communication tend to be associated with 

situations where change and restructuring only partially meets the 
intended outcomes. 

ii. The human and cultural approaches to change communication are 
associated to change and restructuring events that tend to meet most, 
if not all, of their intended outcomes. 

 
 
Reference 
 
Král, P., & Králová, V. (2016). Approaches to changing organizational structure: The 
effect of drivers and communication. Journal of Business Research. May 2016 
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Overview 
 

1. There are four factors which determine the outcome of an organisational 
restructure: 

a. Drivers 
b. Components 
c. Process determinants 
d. Outcome assessment 

2. The drivers for change and the structure are either: 
a. External, or 
b. Internal 

3. Components of the change tend to be: 
a. Structure 
b. Strategy 
c. Processes 
d. People 
e. Technology 
f. Culture 
g. Environmental 

4. Determinants of change tend to be either: 
a. Inhibitors, or 
b. Catalysts of the change 

5. Outcome assessments tend to be based on: 
a. Planned outcomes and 
b. Unplanned outcomes 

Findings 
1. Change in a component tend to lead to change / restructure 
2. Change in one component can lead the organisation to change other 

components even though there is no driver for that change 
3. The leading component drives the change and provides the rationale for 

the change 
4. People will agree with the change if they agree with the rationale and 

component change 
5. The 4 leading components of change are: 

a. Strategy change 
b. Change in processes 
c. Change in people / capability 
d. Culture 

6. Changes in technology and the environment tend to be drivers of change 
and restructuring.  

7. The type of communication used has a significant impact on the 
acceptance of change and the final outcome of the change. 

a. Formal communication types tend not to lead to acceptance of 
change nor fully meet the outcomes envisaged 

b. Non- formal communication styles tend to increase the acceptance 
of the change and are more likely to meet the outcomes required for 
the change / restructure. 


