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Abstract

Purpose : When it comes to managing organizational change, “how” is most important. This study is based on a real-world
account of a major corporation that underwent a radical makeover and came out looking and feeling different. We found
critical success variables that contribute to and facilitate this transformative process.

Design/Methodology/Approach : The research study was data-driven, utilizing real data gathered from primary and
secondary sources. The main technique used was the analytic hierarchy process. The results of two organizational climate
surveys conducted before and after the change were confirmed and validated.

Findings : This study aimed to determine the essential elements required for a transformation process to succeed. The topic
of evaluating organizational health both before and after the transformational process is also touched upon, as is its efficacy.
The findings point to the main issues that required attention in order to implement intervention for transformative change.

Practical Implications : This study is of a large Indian PSU that embarked on an arduous and uncertain journey of corporate
renaissance and metamorphosis. It may be of intense interest to other corporates to know about it. Many businesses
preparing for significant transformations will gain insights from this article, which will also assist them in identifying
favorable enabling elements and avoiding transformational traps.

Originality/Value : This case concerned a well-known Maharatna PSU with substantial financial resources that is expanding
quickly. Given that the business "rewired" the aircraft while it was in flight as a proactive measure, this case might be
considered special. It was afirst-hand narrative of the revolutionary shift that the organization had planned and carried out.
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n this era of rampant changes occurring all around, the biggest challenge for any organization is to cope with
both external and internal changes. Organizations that anticipate change and react rapidly are successful.
However, organizations that anticipate and invent the future are even more successful. According to a study of
senior executives worldwide by the Katzenbach Centre on culture and change management (Aguirre et al., 2013),
only big change projects have a 54% success rate. Another assessment of Western European companies'
transformation projects, carried out in 2007 by Capgemini Consulting, found that 44% of these programs were
driven by growing foreign competitiveness, 34% by industry consolidation, and 34% by heightened competition
in domestic markets. The survey's further findings indicated that while 86% of the participants thought that
managing a company's transformational transition is now a crucial aspect of management, only 30% thought that
they were very good at it. Just one-third of global CEOs surveyed by McKinsey (Bucy et al., 2021) said their
companies were successful in implementing a true step change. Successful change initiatives appear to be a huge
success in a small number of cases, a partial success in others, and a failure in many others. In addition to the
significant financial costs, unsuccessful change initiatives may cause organizational uncertainty, lost
opportunities, resource waste, and decreased morale. Identifying a single cause for failure is exceedingly
challenging, while identifying the elements that lead to success is usually easier. Perhaps the key to effective
change management is figuring out what the pertinent components are and how to best balance their interactions.
This study is related to the preparation and implementation of a radical change program by a top PSU in India.
The program covered the entire company and involved radical changes to organizational structure, business
procedures, organizational climate and culture, technology advancements, and many other areas. The idea for this
exercise was conceptualised at the turn of the century around 1997-98 and it took about four years to crystallize the
details of envisaged changes. The actual implementation was put into practice at the beginning of this century
around 2002-03 and continued for about 4-5 years. After that, several little modifications were implemented for
many more years in order to support and strengthen the benefits of transformational change. It established and
restructured several organizational facets, carried out strategically timed OD interventions, and trained its
personnel in a future-focused manner. In this research paper, focus areas of interventions addressed by this
company and factors influencing the change process to create a new look organization have been broadly
identified. It might encourage academics and working managers to reconsider the importance of keeping these
crucial success criteria in mind when beginning a program of transformative change.

Literature Survey

Everyone may agree that a transformational shift has a very broad scope in terms of both content and context. The
literature review indicates that there are various types of organizational changes, including those related to
organizational structure, management, and culture; strategic and systemic changes; changes to the processes of
human resource management that improve labor productivity and efficiency; improvements to employee skill
development and competencies; and reformations of the operational environment that make it easier to implement
new technologies in the organization's business processes (Bersenaite et al., 2012).

In2012, Denmark's largest energy firm, Danish Oil and Natural Gas, encountered a significant financial crisis.
The newly appointed CEO identified and took advantage of the chance to establish a new core business for long-
term growth and implement significant change. One strategic drive that unites all Transformation 20 firms was the
search for a higher-purpose mission that inspires an organization, according to a recent Innosight assessment of
the world's most transformative organizations conducted in 2019 (Anthony et al., 2019). These businesses are on
the road to greater success because of their propensity and actions to integrate the higher order's mission into the
culture to inform strategic choices and give workers clarity on daily activities. Bandara et al. (2011) identified
different aspects that need an alignment between organizational strategy and management of business processes.

We have found that the effectiveness of change interventions is very much influenced by the national culture in
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different situations (Golembiewski, 2000). It is widely believed that India has a high-context culture, and
relationships at the workplace and in the organization are personalized rather than contractual (Sinha, 2000), and
as such, different mechanisms are prescribed to facilitate smooth change management in Indian organizations
(Prasad & Sayeed, 2006; Sharma, 2007; Srivastava, 2003). According to Bezboruah (2008), a pertinent strategy
must be developed in order to manage opposition to change effectively, which can constitute a substantial portion
of any change process in India. Effective top-level leadership (Irani, 2004; Page & Pearson, 2004) and top-level
executive sensitization farther down the line are essential for any successful change management initiative (Singh
& Bhandarker, 2002). The developments in the area of organizational change in the Indian context were examined
by Bhatnagar et al. (2010). The findings indicated that establishing a high-performance orientation, fostering a
sense of belonging among staff members, implementing quality improvement programs, and integrating people-
related aspects into change management strategies were the primary areas of focus for North Delhi Power Limited
(NDPL). Rastogi and Rastogi (2010) emphasized how the State Bank of India has significantly altered Indian
culture. It concerned recruitment and training, of course, but it also concerned motivation and whether SBI
required a new corporate culture, leadership style, communication plan, or role modeling. The Indian railways
have also seen a significant rebirth, entailing notable adjustments to their leadership, culture, and business model
(Nilakant & Ramnarayan, 2009). Using a sample of companies from throughout India, Green and Binsardi (2014)
examined change management in both public and private settings and found that, aside from technology, the two
are quite comparable.

Ryan et al. (2008) studied the change management strategies in the public sector in Australia. They concluded
that to embed a top-down change strategy successfully in the organization. It needs to be worked with downward
communication as well as the participation and commitment of middle-level managers. Following a significant
reorganization in the mid-1990s, returns for Royal Dutch Shell Europe increased to 15% in 2001 (Bozon &
Child, 2003).

Change has become a constant in organizational life worldwide due to the quick advancement of technology,
the rise in knowledge workers, and significant changes in widely accepted work practices (Burnes, 2004). Though
many organizations acknowledge and accept the need for change, over 70% of change initiatives fall short of the
intended and intended results (Balogun et al., 2003). The literature on change management is broad in scope and
draws from a variety of disciplines and theoretical vantage points. As such, it has been characterized as complex
and full of theories and research findings that are sometimes contradictory and confusing (By, 2005; Fernandez &
Rainey, 2006). There is now a wealth of literature addressing the fundamental and intricate principles and specific
procedures of change management, as well as the elements that contribute to its success, in response to the
growing number of cases of organizational change and its significance.

Research Methodology

Data Collection

The process of determining the necessary data type, tracking down its sources, and sorting through the clutter to
extract the most pertinent information for the study project requires a significant amount of work. The following
procedures were used to gather primary and secondary data in order to understand the interventions, initiatives,
and their results. The time period of the study is from 2015 —-2018.

Primary Data

The source for this data was through different channels, as given below.
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& Expert Opinion and Organizational Climate Survey. Expert opinion of in-company executives was solicited
on a limited scale to facilitate the application of the analytic hierarchy process (AHP). Though conducted on a
minuscule base, it helped garner feedback from knowledgeable people well familiar with the organizational
transformation. An essential component of this research project is to understand the organization's pulse as an
organization-wide climate survey was carried out in the post-transformation era. Under it, executives from all
segments of the company were covered. It helped to assess the post-transformation scenario and the effect of
different initiatives on different dimensions of organizational climate. It was to identify the areas of improvement
or status quo which may have influenced the transformation process directly or indirectly positively or negatively.

% Organization Transformation Attributes Survey. This survey was conducted as a part of the organizational
climate survey. It consisted of a few questions directly related to the change process in the company, and
respondents were asked to express their opinions about the significance of these parameters in the entire process as
well as the role played by these.

& Interview and Interactive Sessions. These were unstructured sessions with homogenous or diverse groups
conducted from time to time. Also, many sessions were held with single individuals on a one-to-one basis. The
focus in these sessions was on past and present organizational issues, changes in HR climate over the years,
evolving systems and processes, enhanced coping ability of the company, etc.

Secondary Data

The secondary information was collected from various sources. It required digging into the archives and libraries
of the company to lay hands on decades-old documents. The company's website was heavily utilized to collect
historical and current data. The following sources offered a significant amount of data and specifics needed to
complete this research project.

% Reports prepared by the consultants.
% Annual reports.

% A climate survey/employee engagement survey was conducted previously.

This secondary data were used to substantiate and support the findings obtained through primary data. It made
it easier to conduct a thorough analysis of the entire transformative process, including the causes behind its start,
planning, implementation, and post-transformation reinforcing actions. It illustrates the way that changes have
creptin over time and how they have affected the organization.

Techniques Used

Initially, the Word Cloud method was employed to identify the wide range of organizational elements that could be
included in any process of change. Word clouds, also known as tag clouds, are visual and graphical depictions of
word frequency that highlight words that occur more frequently in a source text. The more common a term is in the
document(s), the larger it is in the visual aid. They are frequently used to display word frequencies found in
lengthy text documents, qualitative research data, speeches given in public, tags found on websites, unstructured
data sources, etc. It is frequently employed to convey the key ideas or points of emphasis within a certain text
body.

The main technique used for this research exercise was the AHP. AHP is a multiple criteria decision-making
(MCDM) tool that Thomas L. Saaty originally developed. It has been applied to many practical decision-making
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problems (Saaty, 1990; Saaty, 2008). It has been used in almost all the applications related to decision-making,
including the capability of handling many criteria, mainly if some of the criteria are qualitative, as well as the
evaluation of large sets of alternatives. The input can come from objective metrics like pleasure, feelings, and
preference, or it can come from actual measurements like price, weight, etc. Saaty's proposed technique can be
utilized to convert language judgments into numerical values. It is a technique for creating ratio scales out of
matched pairs. The consistency index and ratio scales are obtained from the primary Eigenvalue and principal
Eigenvector, respectively.

The hierarchy tree definition starts from the determination of the proposed goal, then criteria and sub-criteria
are defined using the experience of the experts; finally, the alternatives known a priori represent the leaves of the
tree. The evaluation phase is based on pair-wise comparison to obtain a ranking of the alternatives (usually a
normalized vector) and may be used to perform a sensitivity analysis. Since people are inconsistent, AHP permits
amodestamount of inconsistency in judgment. Numerous fields have made extensive use of the AHP technique.

Process

There are innumerable independent and interrelated variables operating in an organization, and the majority of
them have a direct or indirect role to play in any change process. The extent of influence can, of course, differ. To
determine how each one contributes to organizational transformational change, a detailed analysis of each one is
neither desirable nor practicable. Consequently, a multi-phase methodology was used for this study. First, out of a
large number of prevalent factors in the organization, a few were identified for focused examination. After that,
these were evaluated one by one as well as in tandem to boil down to the critical ones. And finally, this finding was
tested and vetted in the third stage. To facilitate it, this research work was split into three studies as follows:

& Study I. Utilizing the Word Cloud to identify pertinent variables and narrow them down to a select few
important ones.

& Study Il. Application of AHP to identify the critical factors.

& Study lll. Corroborating the findings through independent organizational climate survey results.

Despite the fact that these investigations were carried out independently, the results of each were combined at
various points to arrive at a senseless conclusion. The following describes the many stages that were taken in this
comprehensive research project that encompassed three studies and resulted in the identification of crucial
success elements for transformational change:

% Environment Scanning. This research exercise commenced with the scanning of literature on transformational
change management. A broad spectrum of resources available in this area were studied and reviewed. The focus
was on the real-life experiences of various organizations. It covered different types of changes practiced in
different organizations over the years, major influencers, and their effects on results. Wherever and whenever
possible, brief interactions were also held with the people involved in such initiatives to have first-hand
information.

& Probable Factors from Documents and Employees. The next step was to focus on the transformation process
of the organization under study. Efforts were made to retrieve relevant documents and reports from different
sources in the organization. Statements and interviews with company officials were collected. Annual reports also
provided a detailed idea of the activities and happenings in the company during those crucial years. Surveys
conducted at different points in time provided insights into the changing landscape of organizational climate. Data
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related to OD interventions and training conducted to support the transformation process were compiled. The
collected information from these different sources provided a fairly good idea about the whys & how of the
process and the broad gamut of factors under play during the process.

% Word Cloud. The Word Cloud technique was used to shortlist the factors constantly under focus and frequently
emerging in documents and discussions during the initiation & implementation of the change process. It enabled
us to get a glimpse of the long list of factors associated directly or indirectly with the transformation process in the
company.

& Expert Opinion. The long list of factors emerging from Word Cloud was refined, and the significant ones were
kept. It was done based on the frequency of appearance of the words, and the top-ranking ones were retained.
However, input in this regard was obtained from experienced and knowledgeable professionals of the company to
identify the significant ones relevant to the process. In order to make things more inclusive and intelligible, all
nomenclatures were merged and changed. This led to a significant decrease in variables without sacrificing any
aspect of organizational transformation.

& Applying the AHP Technique for Identification of Success Factors. AHP was the technique used to rank the
identified factors based on their significance under the laid down criteria. In this case, the criteria adopted were the
opinion of company executives with full and direct knowledge of transformational exercises at different stages.
Through AHP, all the factors were prioritized along with numerical values attached to each. It facilitated the
determination of the relative weightage of each factor in the transformation process.

& Identification of Critical Success Factors. With the ranking of success factors, the top ones were considered as
the critical success factors. Though there was no scientific basis for putting a cut-off line for the identification of
critical success factors out of the total list, it was done based on the score value. Factors having a score above a
particular value were labeled as critical ones. Of course, these findings were supplemented and supported by the
secondary and other associated data, including findings from organizational climate surveys collected from the
company.

Data Analysis and Results

Study | : Use of Word Cloud

Word Cloud was used to identify the probable factors relevant to the transformation exercise. A visual depiction of
the emerging factors is presented in Figure 1. It is based on the detailed study of the documents, reports, reviews,
interviews, etc., related to the transformation process. The frequency of occurrence of keywords has been
compiled in a tabular form and is placed in Table 1.

Study Il : Application of the Analytic Hierarchy Process (AHP)

The AHP commenced with enlisting probable and potential factors perceived to be contributing to and affecting
the transformation process through a structured approach, as described in the research methodology section. To
reduce the number of elements to a manageable number without leaving out any important ones, all 58 that
emerged from the Word Cloud were analyzed and scrutinized. It involved the removal of duplicate factors or ones
with similar connotations. All the higher frequency factors were retained with or without refinement.
Nomenclatures of some factors were redefined to make these understandable and convey a similar sense without
any ambiguity. A total of 17 components were frozen as a result of this exercise. In order to enable a more focused
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research effort and guarantee the inclusion of various aspects of change management, a number of parameters
were optimized. At this point, all of these elements were taken to be equally important, but no ranking or

Table 1. Frequency of Occurrence of Keywords

Keywords Frequency
Performance Goals Setting and Monitoring 19
Structure 19
Multidisciplinary Teams 16
Accountability at Each Level 14
Communication 13
Data Gathering/Research/Creative Interpretation 13
Key Performance Indicators (KP1)/Key Result Areas (KRA) 13
Performance Management at Each Level 13
Decision Making 12
Training and Exposure (Technical Skills) 12
Technology Upgradation 11
Training and Exposure (Human Skills) 11
Training Needs Identification - Timely 11
Performance Review 10
Promotions 10

HR Processes

Performance Appraisal (Individual)

Strong Leadership Action by Top Management
Succession Planning

Transfers

Decentralization of Authority/Functions
Implementation of Change Activities
Incentives

Career Development

Performance Measurement

Timely Appraisals (Individual and Organization)
HR Policies

Performance Management Process

Time Management

Top Management Commitment

Value Added Tasks

Value Targets Delivery

Define Aspirations and Plans

Financial Structure

Human Capital Development

A A A P UL LTO O N NN O O 0 O O O LV

Information Technology Upgradation
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Inventory Management

Knowledge Management
Management Information System
Performance Transparency

Staffing Patterns

Clearly Defined Priorities

Delegation of Authority

Participation

World Class Tools and Materials
Development Opportunities

Job Description

Maintaining Good Relations
Performance Ethics

Safety and Environment Management
Strategic Planning

Accessibility to Best Services and Skills
Bureaucracy

Business Strategy

Compensation

Poor Vendor Management

Resource Allocation

R R R R R R R NN NNNDNNW W W WSS P> D> D>

Rigorous Financial Scrutiny

Figure 1. Probable Factors of Transformation
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Table 2. Potential Success Factors for Transformational Change Process

Nomenclature Factor

R1 Performance Management (including performance goal setting and monitoring,
performance review, performance appraisal, performance measurement, etc.)

R2 Organization Structure

R3 Multidisciplinary Teams

Prabandhan : Indian Journal of Management « December 2023

15



R4 Communication at all Levels

R5 Training and Exposure (Technical Skills) including Training Needs Identification
R6 Training and Exposure (Soft Skills) including Training Needs Identification
R7 Quality of Data Generation and Research & Development

R8 Improvement in Systems and Processes

R9 Accountability of Work

R10 Strong Leadership Action by Top Management

R11 Technological Upgradation

R12 Change in Leadership /Management Style

R13 Top Management Involvement in Implementation

R14 Participative and Faster Decision-Making

R15 Succession Planning

R16 Revised HR Policies

R17 Decentralized Decision-Making

prioritization of them was done. These elements are listed in Table 2.

After that, a pair-wise comparison of these factors was made to reach a ratio scale as per AHP methodology. A
panel of 20 professionals in the organization with thorough knowledge of the transformation process was drawn at
random. These individuals were asked to rank the 17 elements according to their comprehension and knowledge
of criticality and significance using a standardized questionnaire. Table 3 shows the results of this targeted survey.

Further data processing was carried out in accordance with AHP for the creation of matrices and consistency
testing based on the comments from this survey. The whole operation and step-by-step calculations are shown in
Table 4, Table 5, and Table 6. The subsequent step involved computing a vector of priorities or weighing the
matrix's elements after receiving the pairwise assessments in the comparison matrix. In terms of matrix algebra,
this consists of calculating the priority vector (Eigen Vector) of the matrix, and it is normalized. The normalized
matrix is shown in Table 6. Finally, elements in each resulting row were added, and this sum was divided by the
number of elements in the row to get the average. The results (priority vectors) indicate approximate priority
weights (W) of the attributes.

Because pair-wise comparisons are done subjectively, a consistency check must be done. The consistency ratio
(CR) is vital to test the level of acceptance. Finding the principal Eigen Value Lambda Max is required in order to
doit. The primary Eigen Value is the product of the products between each element of the Eigenvector and the total
number of columns in the reciprocal matrix. This led to the determination of Lambda Max, which is displayed in
Table 6. Lambda Max is the maximum of the matrix, and it is required to calculate the consistency index (CI).
After that, an appropriate value of the random consistency index (RI) for the relevant matrix size was selected, and
the CR was calculated. As the value of CR is less than 0.1 or 10%, the subjective judgment or opinion expressed by
the people passed the consistency test and is acceptable.

A ranking of the shortlisted factors impacting the transformation process was produced using the AHP
approach. Each one has a numerical value that represents the factor's relative weight. Table 7 displays the ranking
ofall 17 factors according to their priority.

Although no factor can be ignored or overlooked in a transformation process, the degree of contribution and
influence of different factors vary widely. Furthermore, every element is interconnected and overlaps with every
other component in some way, so even if it isn't on the list, its effect is always present. However, during the
transformation process, there are several elements whose existence or non-existence could prove to be the
difference between success and failure. These few factors may have such a broad range of influence that the
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Table 7. Relative Score of Potential Factors

Factor Score
Strong Leadership Action by Top Management 8.06
Organizational Structure 7.51
Accountability of Work 5.53
Participative and Faster Decision-Making 4.92
Performance Management 4.84
Communication at all Levels 434
Decentralized Decision-Making 411
Improvement in Systems and Processes 3.53
Change in Leadership/Management Style 3.52
Training and Exposure (Technical Skills) including Training Needs Identification 3.38
Top Management Involvement in Implementation 3.03
Succession Planning 2.82
Quality of Data Generation and Research & Development 2.79
Technological Upgradation 2.75
Training and Exposure (Soft Skills) including Training Needs Identification 2.72
Multi-disciplinary Teams 2.64
Revised HR Policies 2.50

Table 8. Identified Critical Success Factors of the Transformational Change Process
Sl. No. Factor

Strong Leadership Action by Top Management
Organizational Structure
Accountability of Work
Participative and Faster Decision-Making
Performance Management
Communication at all Levels
Decentralized Decision-Making

Improvement in Systems and Processes

0 N O Uk WD R

Change in Leadership/Management Style

N
o

Training and Exposure (Technical Skills) including Training Needs Identification

.
=

Top Management Involvement in Implementation

management must constantly pay attention to them. Therefore, elements with a weighting of three dollars or more
were taken into account and chosen as crucial success criteria for the company's transformational change process.
Table 8 provides a list of these essential success elements.

Study Il : Corroborating Through Organizational Climate Survey Results

To substantiate the findings of AHP further, two organization climate surveys were conducted in the company at
two different points in time. The first survey was conducted at the time of the commencement of the
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Table 9. Significant Mean Difference in Perception of Employees about Various HR Practices

HR Practices Pre - Post - t - value Sig.
Transformation Transformation
Survey Score Survey Score
Mean SD Mean SD
Scope for Advancement 1.66 0.71 1.68 0.415 0.62 NS
Grievance Handling 1.51 0.69 1.84 0.452 10.32 0.001
Monetary Benefits 2.41 0.575 2.41 0.344 0.00 NS
Participative Management 1.57 0.618 1.814 0.428 8.45 0.001
Recognition and Appreciation 1.67 0.731 1.908 0.499 6.99 0.001
Safety and Security 2.31 0.491 2.316 0.392 0.26 NS
Training and Education 1.65 0.594 1.912 0.309 9.77 0.001
Welfare Facilities 2.07 0.614 2.073 0.426 0.10 NS
Communication Systems 1.72 0.566 2.191 0.282 18.50 0.001
Performance Appraisal 1.46 0.696 1.885 0.327 13.64 0.001
Managerial Style 1.67 0.643 2.063 0.371 13.40 0.001
Lateral Trust 1.92 0.58 2.006 0.392 3.19 0.002
Delegation of Authority 1.78 0.611 2.134 0.352 12.70 0.001
Interpersonal Relations 1.85 0.621 2.048 0.415 6.86 0.001

Note. Sig.: Significance, NS: Not significant.

transformation process, with another one conducted after the new set-up had been in practice for more than 15
years. Regarding the same HR variables, both of these polls were comparable. It made it easier to peek inside the
heads of the workers in the company and was really helpful in figuring out how they felt about the implications of
the transition process. The results of these surveys were studied and analyzed. This comparison was done to find
out how employees felt about the HR aspects, which changed significantly and might have contributed to the
transformation process. These changes occurred as a result of planned HR/OD interventions implemented in the
company. Independent samples #-test was applied to map the significant differences in the various HR dimensions
between the two pre- and post-change survey data collected. The details are placed in Table 9.

Based on the results, it is quite obvious that there was significant improvement in the perception of employees
on different counts — communication systems, performance appraisal, managerial style, delegation of authority,
grievance handling, participative management, recognition & appreciation, training and education, inter-personal
relations, and lateral trust. However, no change was observed in the perception concerning some — monetary
benefits, welfare facilities, safety & security and scope of advancement — despite major changes implemented in
these practices too. There is a strong possibility that these improved HR dimensions may have been crucial factors
in contributing to and facilitating the transformation process. It is no coincidence that these dimensions are similar
to or directly related to the critical success factors emerging from AHP. It further supports and reinforces the
findings obtained through AHP.

Discussion and Conclusion

Various aspects of the transformation process must be taken care of in order for them to come together and propel
organizational energy in the proper direction. However, there is no denying the fact that some of these are more
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significant than others. Their contribution is far more than others in the transformation process. It is the
responsibility of every organization to recognize these important ones and adjust its change management plan
accordingly. However, regardless of the company, there are a few essential elements that are universal and that
change agents need to be aware of before, during, and after the transformation process. For any transformation
process to be successful, or at least have a higher chance of success, it must be an essential component. It is
challenging for academics and corporate managers to identify these critical success criteria and explain how they
interact with one another in order to generate a transformational change process.

This research paper is an attempt in this direction and, based on the real-life experience of a large organization,
has identified such factors. The magnitude and degree of contribution of these factors may vary, but these played a
crucial role in the rejuvenation and renewal process of this organization and made it happen to the desired success
level. As such, these may be called the critical success factors of transformation in this case. These factors are
presented in Table 8.

The top factor in the present case emerged to be “strong leadership action by top management.” Leaders have
an important role in guiding organizational change and in motivating others to reach predetermined goals in order
to attain excellence at work. Therefore, it could be appropriate to state that transformative leaders are the true
advocates for change. They are those visionary people who influence and motivate teams to achieve excellence in
every sphere and at every stage. In this case, under research, it is quite obvious and proved beyond doubt that
leadership played the most crucial role in steering the transformation process. It is the vision of the leader to
transform a traditional high-performing and well-protected PSU into a company with futuristic capabilities. The
leadership set the stage and fostered an environment that made this trip with unclear results possible. Overall, it
can lead and persuade the group in this delicate activity and expertly navigate the procedure as needed. A
leadership transition occurs during a pause in the process. However, the leadership stepped up again, and this time,
the process is not only reopened but also expedited to a reasonable and timely conclusion.

The second most important factor coming out of this research is “organizational structure.” Developing a
framework that would support the organization's goals for the future while keeping pace with the times is this
company's largest problem. It is one of the main priorities on the transformation agenda. Therefore, the most
significant modification is to the company's organizational structure, which abandons the current function-based
structure. Under the new arrangement, important activities were assigned to a single point of contact, and
task-based accountability was established with corresponding empowerment, and task-based groups were
substituted for discipline-based groups. However, there are many obstacles to overcome in order to put it into
practice, and the leadership had to make numerous adjustments.

The next critical factor is “accountability of work.” Though this factor is primarily correlated with and
dependent on other identified factors, its criticality in any organization makes it a separate entity. The ultimate
success of any change initiative depends on holding everyone accountable for both their participation in its
implementation and their assimilation into the new system. The company handles this aspect through a
multifaceted approach. This is an inherent characteristic of the new organizational structure, which is predicated
on the notion that every significant position has duties and responsibilities that are well-defined. The new
arrangement also makes it clear. This is a key component of other HR interventions during the change process that
isnecessary for the planned changes to be successful.

Participative and faster decision-making is an important attribute of any successful organization. However, it
assumes additional significance during a change-over in an organization. This element guarantees that people will
participate, provide ideas, and take responsibility for the decisions that are made. When the business rewired the
change process after a break, there was a clear demonstration of quick decision-making. At this point, it might be
argued that taking swift and decisive action is the single most important thing to speed up the process.

The goal of every change process is to raise the organization's level of performance. Therefore, a strong and
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well-coordinated performance management system ought to be a feature of any redesigned firm. One of the key
elements influencing the success of the company's change process is the review, redesign, and implementation of a
new performance system. The current system for tracking and measuring performance is drastically altered. It
addresses all aspects of performance, from individual to organizational. This revised system ensures
accountability of individuals for work through a KPI-based system. At the same time, decentralization and
delegation of power are facilitated through the structure to create a new performance culture.

It is possible to argue that communication at all levels is essential to a transformation process before, during,
and after the change. As a result, from the start, the company has made it its main priority. However, during the
process, there are highs and lows, but communication never breaks down. Massive efforts to digitize information
distribution proved to be a boost in this approach and created a direct line of communication between upper
management and staff. The organization has created procedures to guarantee that complaints and feedback are
handled promptly and proactively, and it has opened up this communication process to all internal and external
stakeholders.

Decentralized decision-making is strengthened to facilitate empowerment, accountability, and delegation of
power to employees and especially to key executives. It is considered and taken care of while designing the new
organizational structure. The establishment of virtual management boards with clearly defined positions and
responsibilities within the company's SBUs serves as an additional means of instruction and reinforcement. The
“Book of Delegated Powers” is revised in line with the new structure and culture to provide adequate &
commensurate financial & administrative powers at different levels to facilitate the discharge of duties.

The organization continuously seeks to improve its systems and processes in order to align them with the
evolving environment. Ifthe process of transformation is to be successful, it cannot be avoided. All the archaic and
traditional ways of working and processes are critically examined through BPR/BPM to bring these in tune with
the emerging environment and culture. The focus is on making decisions quickly and objectively, and the majority
ofthe processes rely heavily on technology. It has become a catchphrase for the transformation process, which has
resulted in the establishment of a paperless office.

This organization is going through a transformation, and a shift in senior leadership and management style
during the process was somewhat of a game-changer. A matching shift in managerial and leadership style is
necessary for transformation to be successful. This premise is quite apparent in the company when the change
process recommenced after a hiatus with the joining of a new CEO. Though other factors also may have
contributed, there is no denying the fact that leadership played a crucial role in reviving it. This organization is
going through a transformation, and a shift in senior leadership and management style during the process was
somewhat of a game-changer. A matching shift in managerial and leadership style is necessary for transformation
to be successful. Participatory management culture is promoted in SBUs through multidisciplinary teams and
virtual management boards. The deliberate and induced changes in top managers' style, attitude, and outlook are
among the defining features of the transformation process, and they significantly contributed to its success.

Emphasis is laid on “training and exposure (technical skills) including training needs identification” in the
organization from the very beginning to prepare the ground for the planned change process. The senior managers
and other change agents are prepared through training to steer this sensitive exercise. This percolated down to
other employees to change their mindset, and it involved intensive, interactive sessions with the collectives and
different segments. The true challenge, however, is in developing domain experts and technically preparing the
workforce as the transition process takes on more substance. The primary means of changing the work culture in
the redesigned organization are digitization and real-time data processing via IT. It is ensured through widespread
technical skill & knowledge upgradation programs for absorption and management of technology to prepare the
organization for the future. However, the salient feature of the new training policy is to train senior executives in
leadership & managerial skill areas to steer the organization ina VUCA world. All these efforts stood in good stead
and contributed significantly to the implementation of the change process.
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Last but not least, another critical success factor emerging from this research study is “top management
involvement in implementation.” They have to be involved actively even before the process is set in motion to
develop a vision and guide the workforce during implementation. The role of top management extends beyond the
implementation to take care of the after-effects to make corrections. In the present case, this aspect is addressed
through the formation of committees and task forces consisting of top management personnel to expedite the
process and facilitate collective decision-making. A cohesive top management team with a common goal and
coordinated efforts with the employees may act as a catalyst and ensure the desired transformation of an
organization.

When a transformational change is introduced in the organization, it is ultimately going to be impacting one or
more of the following:

% Organization structure
% Organizational climate
& Systems and processes

% People and job-roles

What appears to be an apparent shift in these dimensions is actually a result of root cause alterations or hidden
factors that need change. For leaders and change managers, the true challenge is figuring out these basic aspects
that impact the organization's performance and overall health. However, in order to take an organization from
excellent to outstanding, these characteristics must be carefully handled once they have been discovered.

Managerial and Theoretical Implications

In the emerging era, the pace of change and its degree have multiplied. Every organization has to change as and
when required in its life cycle for survival and growth. However, it is a sensitive exercise with huge opportunity
costs involved and, as such, needs to be executed with caution. Addressing the right issues and relevant factors in
the organization appropriately is the secret of successful change management. This research paper has identified
some of the critical factors playing a significant role in the successful transformational change process. Though an
organization is a complex entity and as such, these factors are not exhaustive. But there is no denying the fact that
these critical and common factors are present in every organization with varied degrees of influence during
transformational change. As such, catering to these factors may help and guide organizations in planning and
executing a transformational exercise. It may serve as a lesson to managers while preparing for the planned
change, and these factors need to be kept under constant focus while implementing. It may facilitate a smooth
change-over and enhance the probability of success. Though every organization is unique in itself, these factors
will certainly act as contributors and catalysts for any change process. It may also be of interest to academicians to
understand the practical aspect of change management and add knowledge to the body of research in this area.

Limitations of the Study and Agenda for Future Research

This study determined the essential elements for transformational change management in an Indian PSU. In order
to determine whether the same outcomes would be achieved, the same study might be conducted in additional
PSUs, non-governmental organizations, and private-sector businesses. It may be necessary to employ a larger
sample size that includes more firms from various industries. To enhance our comprehension of transformational
change management, we ought to explore methods for merging the most advantageous aspects of diverse
theoretical models with real-world industrial implementations.
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