
Volume 3, Number 20 Research Question Review 6 NOVEMBER 2019

How can Complex Organizations Engage in a 
Successful Restructuring while Simultaneously 

Improving the Delivery of Products and 
Capabilities?

By
Patty LePage, University of Maryland Global Campus 

Allyson Oliver-Jones, University of Maryland Global Campus
John Onyeaku, University of Maryland Global Campus

Remedious Bernadine Douglas, University of Maryland Global Campus
Denise Breckon, University of Maryland Global Campus

Organizations continually face internal 
and external pressures that require them 
to change their structure. These restruc-

tures have the potential to spur organizational 
problems from employ-
ee churn, including a 
decrease in employee 
engagement as well as 
detract from product 
delivery. The purpose 
of this study is to sys-
tematically gather and 
review evidence on em-
ployee engagement and 
retention during orga-
nizational restructur-
ing initiatives. Another 
purpose is to define 
how leadership style can impact the organiza-
tion’s ability to successfully restructure while 
also improving the efficiency and effectiveness 
of the ongoing products. An analysis was car-
ried out using four rapid evidence assessments 
and then a combined systematic review to an-
alyze existing scholarly literature on the re-
search question. 

The organizational problem was viewed 
through the lens of the contingency theory, 
which focuses on the structure best suited to 
the organization, contingent on its internal 

and external environ-
ments. With a complex 
restructure, an organi-
zation can align with 
their internal mission, 
as well as their cus-
tomers in the external 
environment. A the-
matic analysis of the lit-
erature revealed several 
themes: job resources, 
leadership styles, team 
innovation, training, 
external and internal 

environmental factors, employee engagement, 
open communication and organizational di-
agnosis. This study supports the notion that 
a successful restructure can be implemented 
through the support of an effective leadership 
style, training, and the implementation of job 
resources.

A complex organization can im-
pact a restructure by focusing on 

the processes and people behind it. 
Clear communication, an ambidex-
trous leadership style, training, and 
job resources can all contribute to 
maintaining employee engagement 
and the success of the restructuring 

initiative.
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Complex organizations operate in an industrial land-
scape that are demanding more from its entities. As a 
result, organizations have been challenged to create 
more agile and ambidextrous environments. These 
demands have generated opportunities that result-
ed in the need for organizational restructuring. The 
complexity of restructuring often does not emanate 
positively throughout the organizational culture, 
resulting in challenges with the implementation of 
the next level of readiness and commitment. Organi-
zations hope to plan and implement the restructure 
while maintaining or improving their performance. 
The researchers are addressing this organizational 
problem using an exploratory evidence-based re-
search approach. 
The targeted organization provided an organiza-
tional problem which was used to form the research 
question; however, no actual field research was con-
ducted. The organization is transitioning to a mis-
sion-aligned organization while being challenged to 
develop and deliver capabilities better and faster, fo-
cusing resources on ensuring availability, reliability, 
and maintenance of aircraft and weapons, improving 
mission readiness. The organization’s restructure ob-
jectives are being impacted by the current structure, 
internal engineering culture, time frame to deploy, 
and current resources compared to workload. The 
current culture consists of competency commu-
nities, which have core teams within each working 
unit. The restructure will rebalance human capital 
resources, realigning personnel in direct support of 
missions and programs, which has senior leaders 
and employees worried about changing team struc-
tures and job loss. 
Change management is always a challenge for or-
ganizations. Due to its military hierarchy, the or-
ganization has experienced frequent changes in 
its command structure. With each change of com-
mand comes new organizational change. This high 
frequency of change contributes to employees re-
sisting transformation. The current commander’s 
mission-aligned focus has necessitated a change 
in the organizational culture. Employees are resis-
tant due to the perceived threat to their positional 
authority. The current competency-aligned culture 
recognizes engineering teams as perhaps the most 
important units within the organization. The shift 
to a mission-aligned structure disrupts the current 
culture. This study takes a current organizational 
problem and relies on data from theory and existing 
research to provide recommendations to the organi-
zation. The research question for this study is: How 
can complex organizations engage in a successful 
restructuring while simultaneously improving the 
delivery of products and capabilities?
The literature on organizational restructuring and 
employee responses were analyzed through a theo-
retical lens to inform the research problem and an-
swer the research question.

Literature Summary
The summary of the included literature is presented 
by theme in Table 1.
Restructuring has been found to have negative ef-
fects on overall employee health and stress levels 
(Mathisen, Brønnick, Arntzen, & Bergh, 2017; 
Spremo & Prodanović, 2013). Unless circumstanc-
es were mitigated to reduce the effects, restructur-
ing had a strong negative impact on employee’s 
well-being, regardless of layoffs. It is important for 

Methodology
The organizational study enlisted a systematic re-
view of the recent empirical literature on organi-
zational restructuring. Gough, Oliver, and Thom-
as (2017) define systematic review as “a review 
of existing research using explicit, accountable, 
rigorous research methods” (p. 2). A systematic 
review involved a comprehensive search for ev-
idence to explore what is known about the re-
search question as well as what is not known. The 
systematic review was formed from four individ-
ual Rapid Evidence Assessments (REA) (Briner 
et al., 2009). The REA provides a quick and nar-
rowly scoped review that contributes evidence 
to the broader research question. Four research-
ers conducted the REAs simultaneously based 
on four individual research questions developed 
based on the target organization’s restructure: (1) 
What is known in the scientific literature about 
maintaining or improving employee engagement 
and retention during organizational restructuring 
initiatives? (2) How do leadership theories impact 
complex organizations’ ability to successfully re-
structure while maintaining their ambidextrous 
capabilities? (3) How can evidence-based tools 
help a large, complex organization successfully 
implement restructuring to become more agile 
while operating under strict deadlines to deliver 
quality products and services? and (4) How can 
a complex organization successfully streamline 
processes and workloads to better align with their 
mission? 
Memoing techniques were used to record the 
operational, coding and analytical processes 
throughout the systematic review, which al-
lowed the researchers to engage deeply into the 
data, while maintaining continuity in the analy-
sis (Birks, Chapman, & Francis, 2008). Memo-
ing involves recording key words, phrases, and 
concepts. This method was used to extract com-
mon themes using codes from the four REAs. AT-
LAS.ti and Dedoose, qualitative analysis coding 
tools, were used to code the literature (ATLAS.ti, 
2019). Each article was coded by two individuals 
to support rigor and transparency in the research..
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organizations to plan to mitigate psychosocial risks 
during the restructuring. Failure to plan and imple-
ment supportive programs can lead to the failure of 
change initiatives. Several common themes were 
identified consistently in the literature, including job 
insecurity, communication, organizational trust, em-
ployee engagement, job resources, leadership, train-
ing, and organizational diagnosis. These common 
themes were further broken down into the following 
five overarching themes relevant to the organiza-
tional problem. 

Theoretical Lens
The research question of how complex organiza-
tions can engage in a successful restructuring while 
simultaneously improving the delivery of products 
and capabilities was addressed through the lens of 
contingency theory. Contingency theory focuses on 
finding the structure that best fits the organization, 
contingent on its internal and external environments 
(McKinley & Scherer, 2000).
The organizational problem was viewed through 
multiple theoretical lenses to determine the best fit 

The comprehensive search strategy began with well-developed search strings. The following search 
strings were used during the literature search for the four individual REAs:  

1. Using OneSearch and ProQuest databases:
 (“employee engagement” AND “reorganization”) (“employee retention” AND “reorganiza-
tion”) AND (“employee engagement” AND “organizational restructure”) AND (“employee re-
tention” AND “organizational restructure”)

2. Using EbscoHost and Business Source Complete databases, two search strings were used:
a. (reorg* OR restructur*) n10 (employee* OR staff* OR workforce OR worker* OR personnel) 
n10 (buy-in OR accept* OR embrac* OR support* OR resist* OR fight* OR oppos*) AND com-
municat*  
b. Leadership AND management AND restructuring OR reorganization 

3. Using EBSCO database:
(“evidence-based management” OR evidence-based practice”) AND (restructur* OR reorganiz* 
OR “organizational change”) AND (“large and complex corporation” OR organization). 
Using ProQuest database: 
(organizational change) AND (organizational restructuring)

4.    Using OneSearch database and the Academy of Management website: 
(business or company) AND restructur* AND (improve or streamline)

Combining the articles from the search strings of the four REAs resulted in over 903 articles through 
OneSearch, EBSCO, Business One Source, and ProQuest databases and the Academy of Management 
website. After duplicates were removed, the total was 419. The titles and abstracts of these 419 articles 
were reviewed and those that did not meet the inclusion criteria were excluded. The 242 articles remain-
ing were screened for relevance in answering the research question, and 161 were excluded as they did 
not appear to provide evidence for this study. The first level of inclusion was that the evidence retrieved 
should include empirical research studies. Additional criteria included the exclusion of those published in 
any languages other than English. This was to ensure that the findings were relevant to our organization. 
Although the four original REAs did not use standard exclusion criteria, the final set of articles were 
reviewed to ensure that they provided evidence to answer this study’s research question. A full text read 
and review were done on the 81 remaining articles with 43 excluded with reason. Ultimately, 38 articles 
were maintained for this study.
A critical evaluation of these 38 articles was conducted using the TAPUPAS method developed by Paw-
son, Boaz, Grayson, Long, and Barnes (2003). The appraisal for TAPUPAS includes the following cri-
teria: transparency, accuracy, purposivity, utility, propriety, accessibility, and specificity (Pawson et al., 
2003). Each item was assessed on a scale of 1-3 to indicate low to high quality, and an average score was 
assigned. Seven of the 38 articles were scored between 1.0- 2.0 indicating that some of the criteria were 
either not met or not addressed, but the flaws did not appear to compromise the evidence. All the articles 
were kept in the analysis, and although not all articles were included in the primary findings, they added 
value to the discussion. The 38 articles left for inclusion in the study were coded to develop themes and 
patterns during the thematic analysis. The findings from the review articles were synthesized into five 
themes.
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Table 1. Themes for a Successful Organizational Restructure
Theme Findings from the Literature References

Job Resources
Effective job resources result 
in better-in-role task perfor-
mance, better team level per-
formance, higher financial 
returns, customer satisfaction, 
and positive attitudes toward 
the organization forming strong 
organizational commitment.

Job resources such as supportive leadership, 
job control, and performance feedback can 
assist in providing clarity and structure to 
newly developed strategies and mission at-
tributes.

O’Reilly & Tushman, 
2011; Seppälä, Hakanen, 
Tolvanen, & Demerou-
ti, 2018; Havermans, 
Den Hartog, Keegan, & 
Uhl-Bien, 2015 

Job resources aid employees in developing 
team innovation by articulating a clear vi-
sion. 

Christian, Garza, & 
Slaughter, 2011; Schaufe-
li, Bakker, & Van Rhenen, 
2003; Anderson, 2017 

Leadership and Team Innova-
tion
The ambidextrous leader man-
ages the tensions between ex-
ploration and exploitation, as 
well as the balance between 
the need to innovate and the 
need to produce. This balance 
enables the leader to guide fol-
lowers towards well focused 
outcomes, creating competitive 
advantage out of the conflict-
ing forces.

Ambidextrous leadership was supported by 
the literature as effectively addressing the 
organizational tension and maintaining bal-
ance between the organizational change ef-
forts and an increase in productivity.

Rosing, Freses, & Baus-
ch, 2011; Lin & Yoo, 
2013; Gibson, 2011 

Ambidextrous leadership theory proposes 
the interaction between two complementary 
leadership behaviors – opening and closing 
– predict team innovation. Team innovation 
is highest when both opening and closing 
leadership behaviors are high, resulting in 
high adaptability and team outcomes.

Bakari, Hunjra, & Niazi, 
2017; Uhl-Bien & Arena, 
2018

Training
The development of suitable 
training programs can ensure 
employees and leaders are bet-
ter able to understand the bene-
fits of restructure and therefore 
be open to change.

Employees need the ability to develop skills 
through training programs, allowing them to 
meet greater challenges.

Mathisen et al., 2017; 
Plimmer, Bryson, & 
Theo, 2017; Sy, Horton, 
& Riggio, 2018

The literature supported training programs 
(87.5%) as positively linked to reducing 
job strain during restructuring. Training for 
managers supports communication of the 
new mission and strategy.

Pérez la Rotta, & Campos 
Herrera, 2011

Targeted training for employees, consisting 
of developing changes to job work process-
es and innovation, can increase job security 
and engagement while improving skills.

McManus & Mosca, 
2015; Gupta & Singla, 
2016

Employee Engagement and 
Trust
Leaders should attempt to 
maintain trust with their em-
ployees and keep them engaged 
throughout the restructuring.

Employee engagement was essential to the 
success of an organization. Engagement de-
livers a competitive edge which is essential 
during periods of organizational restruc-
ture. When disruptive challenges occur, or-
ganizational congruency and efficacy were 
maintained when the workforce remained 
engaged.

Burke, Ng, & Wolpin, 
2015; McManus & Mos-
ca, 2015

Organizational change carried out in an en-
vironment of mutual trust, between the orga-
nization and employees, leads to increased 
job satisfaction and higher levels of organi-
zational trust.

Gupta & Singla, 2016

High-levels of organizational trust were pos-
itively correlated with improved employee 
performance, employee engagement, job 
satisfaction and openness to change.

Bowman, Singh, Useem, 
& Bhadury, 1999; Rao & 
Bullayya, 2017



Muma Business Review 229

LePage, Oliver-Jones, Onyeaku, Douglas, Breckon

for the organizational culture, structure, and prob-
lem. The administrative theory was initially consid-
ered because it focuses on organizations from the 
top down and is commonly used to study military 
organizations (Stout & Staton, 2011). This theory is 
focused more on the structure of the organization 
and does not pay attention to the needs of the em-
ployees. The bureaucratic theory was also consid-
ered because it focuses on organizational structure. 
Max Weber argued that the bureaucratic organiza-
tion was the best fit for large companies (Krohn, 
1971). However, this strategy, while explaining the 
original competency-aligned structure of the orga-
nization, does not address the transformation to a 
mission-aligned organization.
Ultimately, the contingency theory best addressed 
the organization’s culture and complex restructur-
ing goals focused on aligning the structure with the 
organization’s environment (McKinley & Scherer, 
2000; Mendoza-Walters & Ivanov, 2016). The new 
mission-based focus more closely aligns with the or-
ganization’s mission objectives (internal), as well as 
the organization’s military (external) environment. 
Contingency theory creates flexibility for managers, 
providing adaptability to initiate change within the 
organization’s ever-evolving environments (Chen-
hall, 2003). This is important for an organization’s 
structure and the need for flexibility in prioritiz-
ing workloads based on changing mission and re-
sources. A manager’s ability to adapt to changes in 
organizational contingencies was shown to enhance 
strategies and performance (Karim, Carroll, & Long, 
2016). See Figure 1 for a graphic representation of 
how the contingency theory applies to the organiza-
tional problem.
The star model by Galbraith (2012) was used to es-
tablish the contingency theory framework for how 
the various dimensions of an organization must in-
terface. During an organizational restructure, these 
dimensions should be evaluated to ensure that they 
are consistent among themselves and support the or-
ganization’s strategy and mission.

Discussion
The research question of how complex organiza-
tions can successfully restructure while simultane-
ously improving the delivery of their products and 
capabilities was addressed through the lens of the 
contingency theory. Contingency theory explains 
how organizations restructure because of changes in 
their environment. In this case, the organization is 
adopting an organizational structure that is focused 
on the mission of the organization, as stated by its 
customers and higher-level stakeholders. This study 
was not intended to develop or recommend an or-
ganizational structure, but to identify those factors 
that are important to the success of the restructuring 
activity. The objective of this study was to explore via 
a systematic review of the literature the circumstanc-
es under which complex organizations can success-
fully restructure.
The empirical studies from the literature review con-
curred that organizational leaders have a large part 
to play in communicating the purpose of the change 
and the vision of the new organization to the em-
ployees. This communication will help build trust 
and employee engagement as leaders define what is 
to change and how the change impacts individuals 
and their work units. Some of this definition can 
only happen after an organizational diagnosis of the 
restructuring is done, and job responsibilities are 
clarified.
While the literature suggested that many organi-
zational restructuring initiatives failed (leading to 
employee churn, job insecurity, and stress), there 
are ways to promote success with leaders support-
ing employees throughout the restructure (Burke 
et al., 2015). The preparation associated with this 
transformation is encapsulated in the main elements 
of the leadership style defined by exploitation and 
exploration tensions as defined by the ambidextrous 
leadership style. Attributes of this leadership style 
produce utility for the organization. As a result, the 
organization is equipped to maintain capacity and 

Organizational Diagnosis
Organizational diagnosis can 
result in complete organiza-
tional awareness providing the 
bedrock for the restructuring 
plan.

Research indicated that organizational diag-
nosis is a necessary first step toward a suc-
cessful organizational change initiative. 

Choi, 2011; Lin & Yoo, 
2013; McFillen, et al., 
2013; Dhillon & Gupta, 
2015; Hartge, Callahan, 
& King, 2019

Organizational diagnosis involves collecting 
subjective and objective data about the or-
ganization (symptoms), interpreting the data 
(systems) to synthesize patterns (standards), 
and using the patterns discovered to deter-
mine solutions. Organizational awareness 
involves understanding the processes as well 
as the weak links in the people, skill sets, 
and expectations; the structures and their vi-
ability; and the value proposition.

Vakola, 2014
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agility while being influenced by external factors. An 
important aspect for maintaining this agility is based 
on the ability to evolve into a mature organization. 
The application of the ambidextrous leadership style 
was viewed as essential to the success and survival of 
legacy complex organizations engaged in restructur-
ing. However, in a large complex organization, many 
leaders are involved in the restructuring. While the 
study included literature associated with ambidex-
trous leadership, it would have been enhanced with 
literature that discussed an ambidextrous organiza-
tional culture. 
The key findings provided evidence-based solutions 
as well as recommendations to answer the research 
question by providing the circumstances in which a 
complex organization can engage in successful re-

structuring. The literature identified some of the un-
derlying causes of restructuring failures, such as loss 
of employee engagement, job insecurity, and failed 
communications (Weber et al., 2015). Having iden-
tified the risks of restructuring, appropriate recom-
mendations flow from the literature providing clear 
direction for change. Senior leadership can sponsor 
successful organizational change through organiza-
tional diagnosis and proper planning of job resourc-
es and training.

Organizational Diagnosis
An organizational diagnosis helps in understanding 
organizational problems by identifying the caus-
es of the problem and selecting appropriate inter-
vention mechanisms (McFillen et al., 2013; Plath, 

 
 

Figure 1. Contingency theory conceptual model for a customer-centric organization. Adapted 
from “Organizing to Deliver Solutions,” by J. R. Galbraith, 2012, Organizational Dynamics, 31, 2, p. 
195. 
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2012; Todorović, Komazec, Marič, & Krivokapić, 
2013). Employees’ readiness for change should be 
gauged during this process and on an ongoing basis 
throughout the restructure (Vakola, 2014). If done 
well, organizational diagnosis can influence employ-
ee readiness for change -- another critical require-
ment for a successful restructure. The organizational 
diagnosis requires that management clearly articu-
late the reasons for the change. This involves under-
standing the organization’s current capabilities and 
limitations. A third party is recommended to con-
duct a thorough organizational assessment, which 
will be shared with stakeholders for approval.

Communications Plan
 An important component of a successful restruc-
ture is creating a clear plan for communicating with 
employees and other stakeholders early, often, and 
over an extended period (Gupta & Singla, 2016). 
Open communication, which includes acknowledg-
ing employees’ fears and uncertainty surrounding 
change, is vital to organizational trust and employ-
ee engagement (Gupta & Singla, 2016). The orga-
nization should expand its efforts to disseminate 
the two-way flow of in-
formation regarding re-
structuring initiatives, 
ensuring employees 
and leaders can express 
questions and concerns 
regarding changes. It is 
recommended that the 
organization introduce 
the plan with guiding 
principles, context, purpose, and objectives. The risk 
and stakeholder analyses ensure important risks are 
addressed, and key stakeholders are identified. The 
communication process provides the description 
and actions planned along with the audience, me-
dia, and necessary frequency. The plan supports the 
organization in monitoring the dissemination of in-
formation regarding the restructure.

Training and Job Resources
The leaders are some of the organization’s most 
valuable resources, so it would be prudent to invest 
in them and make their training and development 
an ongoing process. Executive education must be 
customized to suit the specific employee and or-
ganizational needs. Therefore, we recommend the 
organization construct a tailor-made ambidextrous 
leadership program focused on supportive leader-
ship. Leadership training, like any other soft skill 
training, should go beyond individual events with 
follow up regularly to refresh what has been learned, 
reinforce important lessons, and layer on more ad-
vanced training.

Innovation and Job Satisfaction
Establishing programs geared toward improving in-
novation and job satisfaction can produce positive 
effects on employee engagement and organization-
al restructuring initiatives (Gupta & Singla, 2016). 
Increasing work engagement can increase team in-
novation, job satisfaction, and improve outcomes 
during organizational restructuring (Seppälä et al., 
2018; Chang, 1996; Domanović & Janjić, 2018). As a 
result of the findings, this study recommends imple-
menting job resources structured around improv-
ing employee engagement. Job resources are cate-
gorized as supportive leadership, job control, and 
performance feedback. Supportive leadership is a 
key antecedent of engagement and therefore, an im-
portant tool during restructuring (O’Rielly & Tush-
man, 2011; Kraft, 2018). Implementing supportive 
leadership should be a part of leadership training. 
Job control, which is the ability of the employee to 
influence their position, was also found to contrib-
ute to employee engagement (Seppälä et al., 2018). 
Employees should be as highly involved as possible 
in the restructuring of their new job roles and group 
units, which will provide employees with a sense of 

control over the organi-
zational change. Perfor-
mance feedback can also 
play an important role in 
creating work engagement 
(Jonsson & Scholin, 2013). 
Organizations should shift 
performance feedback 
away from the standard 
annual review and rating 

systems and evolve towards more informal conver-
sations with greater frequency and greater empha-
sis on future development rather than past perfor-
mance. 
Implementation of Recommendations
Management must clearly articulate the reasons 
for the change. These reasons should be validated 
through an organizational assessment by an inde-
pendent third party. The results of the assessment 
should then be promptly communicated to all stake-
holders. Because employee buy-in is crucial for suc-
cessful organizational restructuring, management 
must monitor employee readiness for change pe-
riodically (Hemme, Bowers, & Todd, 2018; Keidel, 
1994). This can be done through entity-wide sur-
veys, dissemination of information through com-
munities of practice, and other feedback channels. 
Management must also create some buffer for un-
foreseen events during the process of restructure. 
This flexibility will allow management to overcome 
unforeseen circumstances during the restructure 
more effectively.

The leaders are some of the orga-
nization’s most valuable resources, 
so it would be prudent to invest in 
them and make their training and 
development an ongoing process.
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Develop a Stakeholder Communication Plan. It is 
important for the organization to take the initiative 
to develop an appropriate stakeholder communica-
tion plan to ensure clear and transparent commu-
nication throughout the restructure. An actionable 
communications plan should include timelines and 
resources. The organization will need to set aside ap-
propriate time, technical resources, and funding to 
implement the recommended plan.
Training and Job Resources. The implementation of 
the ambidextrous leadership style and job resources 
can be challenging due to the required level of en-
gagement and the need to successfully manage strat-
egies, which naturally create dynamic capabilities 
tensions. Successful implementation requires the 
following foundational elements (O’Reilly & Tush-
man, 2011):
1. Clarity around deliverables and metrics
2. The willingness of senior managers to commit 

resources to exploratory projects
3. Establishment of separate structural units for 

exploration and exploitation 
4. Relentless communication of the new strategy 
5. Strategic intent that intellectually justifies the 

importance of explo-
ration/exploitation

6. Senior management 
who own the explora-
tion and exploitation 
unit’s strategy

Risks of Implemen-
tation
The strategic implemen-
tation of these foundational elements will generate 
and establish mission-aligned managerial develop-
mental practicums. It is important to understand the 
risks to implementation, to prepare to overcome the 
potential hurdles. Specific threats to implementation 
are as follows:
1. Organizational leadership needs to understand 

that implementation can require more time and 
resources than were initially planned for by the 
organization.

2. Leadership must be prepared to adjust imple-
mentation timelines if necessary, to ensure 
effective implementation of restructuring 
initiatives.

3. Tensions during restructuring can cause sig-
nificant unrest within an organization. Leader-
ship’s inability to manage these tensions can 
sabotage effective change. 

4. Lack of consensus could occur within the senior 
management team.

5. Turnover could occur within the senior leader-
ship team.

6. The locus of integration between the needs of 
the exploration and exploitation could be either 
too low or ambiguously defined.

7. It is important to clearly define the integration 
plan from the beginning of the restructuring to 
mitigate any potential miscommunication or 
lack of understanding regarding the change ef-
fort.

8. Organizational misdiagnosis is a risk that can be 
costly to the organization.

9. Extenuating information created by the analy-
sis may preclude current determinations, and 
adjustments to recommendations may be nec-
essary. 

10. And lastly, the biggest risk to implementation is 
the failure of the restructure efforts to meet their 
intended objective.

Limitations
There were several limitations associated with this 
study. A systematic review was used as the research 
method as it is intended to offer evidence on a partic-
ular topic without introducing researcher bias. Ad-

ditionally, the scoping re-
view was conducted with 
four Rapid Evidence As-
sessments that were then 
combined for the final 
review. The scholarly ar-
ticles were located across 
a variety of databases, 
including OneSearch (a 
university compilation of 

45 different library databases), ProQuest, EBSCO, 
and the Academy of Management website but are 
by no means exhaustive. The review was limited to 
scholarly peer-reviewed literature, did not take into 
account grey literature (non peer-reviewed resourc-
es), and did not include snowballing (searching for 
additional relevant articles using the references of 
articles) to find additional articles. The process of 
conducting and combining rapid evidence assess-
ments should have been better standardized on in-
clusion and exclusion criteria to eliminate reader 
confusion. Ultimately, the coding and synthesis of 
the evidence included the final set of 38 articles. The 
primary findings provided in Table 1 were based on 
recent literature from 2011-2019, except Bowman, 
Singh, Useem, and Bhadury (1999). However, Rao 
and Bullayya (2017) also supported the finding of 
the importance of trust found in the Bowman et al, 
1999 article.
The complexity and size of the organizational issue 
was a limitation. The target organization is a com-
plex, government organization undergoing a mas-
sive restructuring, all while being pushed to increase 

It is important to understand the 
risks to implementation, to prepare 
to overcome the potential hurdles.
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speed and efficiency in the delivery of products and 
services. The situation, combined with the limited 
available research on complex, organizational re-
structuring led to the less relevant available litera-
ture. 
The research provided us with a focus with re-
gards to implementing a successful restructuring 
initiative, with an emphasis on keeping employ-
ee engagement and an environment based on am-
bidextrous leadership. However, the literature did 
not provide specific, actionable documentation that 
would result in improved delivery of products and 
services. This lack of information can likely be 
mitigated by the implementation of the ambidex-
trous cultural environment, which has been shown 
to improve performance and innovative outcomes. 
Also, the organizational diagnosis can help prepare 
the organization to realign towards a mission focus. 
One of the best ways to ensure mission success is to 
know the health of each program, project, or initia-
tive that is advancing the mission. Only then can the 
organization make the necessary changes to achieve 
improvements to processes and capabilities.

Conclusions
Organizations often need to restructure to achieve 
their strategy and vision. Once organizational lead-
ers have developed a strategy to improve the align-
ment of the elements of the organization to the mis-
sion, a restructure often is required to execute the 
leader’s strategy. In a mature organization, a major 
restructure can be difficult. The organizational mod-
el typically defines the business operation practic-
es for how work is carried out and by whom. The 
restructure may rebalance human resources by re-
aligning employees and leaders, causing a change 
in team structures and positional authority. These 
changes risk a loss of employee engagement if not 
executed with caution. The goal of this review was 
to analyze the evidence from the scholarly literature 
as to how complex organizations can successfully 
restructure while improving the delivery of products 
and capabilities.

A systematic review was conducted to understand 
what actions leaders can take to successfully restruc-
ture the organization for better mission alignment. 
Findings from this study indicate that in today’s 
ever-changing world, organizations need to plan 
proactively for large organizational change, taking 
into account organizational diagnosis, employee 
engagement, training, and job resources. Findings 
also indicate that leaders can help mitigate restruc-
ture failure. This involves leaders being transparent 
in their communication with employees and other 
leaders about the reasons for the restructure and the 
expected benefits. It also involves defining roles 

clearly and being transparent about changes in job 
design and job control. Using an ambidextrous lead-
ership approach, leaders may be able to take on the 
risk of organizational innovation while also identi-
fying efficiencies that lead to the increased speed of 
capabilities. Ambidextrous leaders can manage em-
ployee engagement during the restructure by mak-
ing employees aware of the need for the restructure 
and the vision of achieving a balance between the 
exploration of the new and the exploitation of the 
current. Despite the hurdles, an organization may 
successfully implement a new mission-aligned or-
ganizational structure and improve the organiza-
tion’s performance through research, preparation, 
communication, technologies, training, and resourc-
es. However, without employee engagement and 
readiness for change, the organizational challenge 
of restructuring is great, and could be compounded 
by leaders who are managing this type of change for 
the first time. These findings can likely be extended 
to other complex organizations who want to restruc-
ture.
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