The large house build plc

Introduction
The Large House Build Plc has continued to enjoy growth since its establishment owing to the conscientious effort put together by the management which also trickles down to the workers on the lowest cadre. This growth rate has increased the capability of the company greatly. The success enjoyed by the Large House Build Plc could also be associated with its expansion plans and its wide coverage of United Kingdom. However, amidst this prosperous economic business environment emerged the economic recession which hits the whole country very hard.

Large House Build Plc was no exception of the companies affected as most of their market target clients are private institutions who found it hard to either borrow or buy out rightly the developed properties. This has necessitated the need for the company to cushion the effect of the present economic climate and also to embark on market repositioning. As part of the effort to neutralize the effect of this adverse market environment, Large House Build Plc has decided through its management board to acquire Small firm ltd. It is hoped that the merger of the two companies would put Large House Build Plc in a good stead to maintain and increase its profit margin even in this hard economic season. However, integrating two companies of different philosophy, organizational structure and socio cultural behavior would not be an easy task also giving consideration to the present economic climate. It is in view of this that the management has commissioned this report to examine the critical potential issues that may result from the merger of these two companies.

This report would critically analyze the key change management issues which need to be taken into account in the integration process of the Small Builder Ltd into Large Builder plc with respect to different organisational structures and cultures. A concerted effort would be directed towards analyzing the present organizational structure and culture of the companies. The report would go further in spotting out these differences and their effect on the transition process.

A broad change management plan based on the analysis of the change management issues highlighted would also be presented in this report. This plan would cover the first two years of the integration process detailing implementation process involved in the change management plan.
The Companies Profile

Large House Build plc
The Large house builder plc was founded in the year 1976. The company which started as a medium size construction firm has grown into a large formidable and one of the leading housing developer in the United Kingdom. The company's principal activity is the production of housing units in various part of the United Kingdom. The company specializes in commercial residential construction maintaining a wide range of clients across the country. The company explores the construction industry market to always redefine its market positioning. The boom witnessed in the construction industry in its few years of operation has helped the company to grow its capital base.

This growth rate is reflected in the company's annual financial report of the year 1996 which recorded the company's profit after tax as One Hundred and Ten Million Pounds (£110,000,000.). This has led to the company transforming into a public liability company in the succeeding year. This has placed the company in the good stead winning most of the major awards for housing developer in the country. This has also had a great impact on the human resources of the company. In order to manage the growth and also discharge a high quality performance, an appropriate organizational structure is imperative which is in alignment with the company's strategy. The integration of these two basic elements has been the engine propelling the company even in the face of adverse market environment.
The Small Firm ltd
The Small Firm Limited based in the south east of england commenced its operation in the year 1967. The company was formed by three members of a family and has since then been operational in the United kingdom construction industry. From this humble beginning the company has now recorded a 42 year old history as a family bussiness under two generations. This becomes one of the major strength of the ccompany as it pride herself on the success of passing down the family culture. The company began its operation by specializing in housing renovation and refurbishment works. The success recorded in this area and an increase in the workforce helped the company to delve into new build construction. The company was awarded small and medium size construction development in the south east of england making it one of the reputable firm in the region.

The good reputation maitained by the company paved way for a relationship btween the company and the local authority council. This relationship was further reinforced with the need to develop social houses in the the south east region and with small firm limited winning most of the contract and delivering them to time and of expected quality. This development has made the Small Firm Limited to specialize in the social housing sector in that region. In 2006 alone the company built a total number of one thousand social housing units for both the housing associations and local authorities. This major achievement had a profound effect on the capital base of the company.

The Small Firm Limited operations are located in the south east region of United Kingdom. The company specializing in only social housing buildings reflects its ability to exploit its chosen market. The major operation of the company starts with bidding for proposed projects by the local authorities and housing associations. At the award of such contract to the company, in-house staffs are engaged for carrying out the project. Based on the size and complexity involved in the project, contract staffs are sometimes engaged to complement the working strength of the company. Significant about this operation is the fact that all major decisions are taking by the board of the company. The company maintains a simple structure which affords it flexibility and ensures that key management decisions are quickly taken. The growth of the company through its years of operation has affected the simplicity of the company as an organization. The growth of the company has led to the creation of a little wide managerial post which helps to oversee the various operations of the company.
Organizational Structure Theory
Success is often associated with the quality of the end product while little attention is paid to the process involved in making the product. This is often the case with the organization structure of a successful firm. While the organization structure in itself is not the silver bullet that dictates success, its evolvement or changes as the company grows or expands reflects its impact to either inhibit or facilitate success in any organization. The importance of a well suited organizational structure which creates an enabling environment for the operation of the company is further stressed by the number of researches that has been channeled toward analyzing the best form of organization structure.

The organizational structure is also closely linked with the organizational strategy. The strategy of an organization is aimed at meeting the long term goals or objective of the organization. The objectives of the organization drive and dictate the strategy to be adopted. In its simplest definition an organization strategy is the series of actions or operations taken to achieve the overall goal of the objective. This definition seems too simple with the various ways in which researchers have considered strategy usage in various fields such as the military (Mintzberg et. al 2003, Johnson and Scholes 2002). Mintzberg et. al (2003, p.10) after giving due consideration to various associated meanings of strategy defined it "as the pattern or plan that integrates an organizations major goals, policies and action sequences into a cohesive whole. A well formulated strategy helps to marshal and allocate an organization's resources into a unique and viable posture based on the relative internal competencies and shortcomings, anticipated changes in the environment and contingent moves by intelligent opponents. This definition revealed that a company's strategy may as well not be planned but reoccur consistently in the company's operation.

Miles and Snow (1978) identified four generic organization business strategies which reflect how an organization creates and react to their own environments through their choices which usually form a consistent pattern. These four main types of organizations are:
· The prospectors,

· The defenders,

· The analyzer and

· The reactors.
The various actions and reaction taken by each of these organizations in relation to their environment help in the classification based on the four generic types. Miles and Snow (1978) opined that the organization tend to build up a relatively consistent pattern of strategic behavior that suit their operating environment.

Johnson and Scholes (2002), reflecting on the need to be proactive in responding to challenges of creating a suitable organizational structure pointed out three main trends which make organizing for success a challenge. He noted the speed of change, the heightened importance of knowledge creation and sharing and globalization as factors which makes the process of organizing dynamic. This is further reinforced by the research of Shiranzi et. al (1996) who identified the environment and technology as key factors influencing the organization structure. This also supports the view that an organization is an open system which relates and interacts with its environment

Mintzberg et al (2003) in analyzing the configuration of an organization structure employed dimensions such as the primary components of the organization, the mechanism for coordinating, the essential design parameters and the situational factors. This he analytically represented with a figure which depicts the relationship and the interdependency of the various components in carrying out the overall organization objectives.
Organizational Culture.
Culture is an integral part of human society although quite abstract (Schein, 2004), it wields a very high influence on individuals and as a group. Culture is also regarded as a social heritage which must be sustainably transferred to future generation (Bodley, 1996). This fact explains why culture is largely entrenched in the heart of people making it very hard to change. Irrespective of the size, age and complexity of an organization, it tends to exhibit its own unique way of operation which differentiates it from every other organization. This could be further explained by taking a look at the organizational structure developed by Mintzberg.

The figure reveals that even the simplest form of organization structure has the ideology which is culture that envelopes the structure. Based on the strong impact culture on the success of an organization and the ability of an organization to evolve its own culture, a number of researches have been conducted to shed more light in this field.

Schein (2004, p.17) defined organizational culture as "a pattern of shared basic assumptions that was learned by a group as it solved its problems of external adaptation and internal integration, that has worked well enough to be considered valid and, therefore, to be taught to new members as the correct way to perceive, think, and feel in relation to those problems". The definition revealed that the development of what constitute a culture takes place in all spheres of human development. This is evidently transferred and exhibited as individuals become part of various organizations.

An organizational culture is can be analysed through the examination of the national culture (Hostefede 2001), the company's culture (Cameron and Quin, 1999) and the project team culture. A number of models have been developed to analyze organizational culture. Cameron and Quin (1999) developed an organizational culture model which established that there are four distinct type of company's culture. The types identified in the model are
· Clan,

· Hierarchy

· Market

· Adhocracy
Analysis of the Organizational Structure and Culture
The large house build plc growth has influenced its mode of operation over the past few years. The company is headed by the chief executive officer who stands at the strategic apex of the company. To effectively manage the growth witnessed by the company, the company's market has been divided into sizeable regions autonomously controlled by the various regional managers. The company's headquarter situated in London provides central services to the various regional offices such as human resources, financial goals setting, legal counsel and public relations. The regional offices explore the market in their various regions and contribute effectively to the growth of the company as a whole. The regional operations start with the acquisition of lands which are strategically located. These landed properties are then developed into housing units ready to be sold in the property market. The regional office also has the responsibility to market the product in order to meet the target set by the head office. This implies that apart from the construction activities carried out by each region, they still have the need to have a strong marketing division to ensure meeting the overall goal of the company. The target setting has created a healthy competition among various regional divisions of the company. This serves as a thrust for each region to come up with innovative ideas toward creating a competitive edge over others.

The stated description shows that the large house build plc exhibits all the six basic parts identified by Mintzberg (2002) which are the strategic apex, the middle line manager, the operating core, the technostructure, the support staff and the enveloping ideology. The organization operation dictates the size of each of these basic parts. The company's adoption of a regional structure makes it to tend to have a configuration identified by Mitzberg et. al (2002) as diversified organization. The headquarters grants autonomy to each regional office thus power is decentralized in a limited vertical way. This is well evident as each regional office can make decisions which would improve its operation without consulting the headquarters based on the targets set by the head quarters.

The company's regional offices operations are independent of each other with each exploring its individual market. This implies that headquarters structure only envelopes the various regional offices structure in the company. The various regional offices still exhibit their distinct structures. The company's regional operations are bound together by the headquarters through provision of administrative function carried out by the support staff. In order to still exercise a form of control and coordination over the regional offices, the headquarters set financial targets for the regional offices. This in effect helps in shaping and monitoring the performance of on regional basis and can inform the management when stringent action needs to be taken in case of non performance. Johnson and Scholes (2002) identified ease of addition of units or regional offices as one of the major advantages of having a multidivisional structure.

The characteristic exhibited by the Large House Build plc makes it to also be classified as an organization whose generic business strategy is analyzing the market and then making informed decision on market positioning based on the analysis. The company thrives on the efficiency of its regional offices and stresses its importance. The technostructure part of the company also helps to analyze the market the outcome of which is reflected in the management decisions.

However the Small firm ltd company's organization configuration tended to be entrepreneurial based on the classification of organizations configuration is by Mintzberg et al (2002). This is obvious from what forms the key part of the organization. The top managers make all the decision in relation to all aspects of the company's operation. Although there are few middle line managers, the power to coordinate still reside at the strategic apex level of organization. This fact has also made it possible for the company to still enjoy the family ownership culture as the growth of the company is still contained through the simple structure exhibited by the company.

Typical of an entrepreneurial organization as classified by Mintzberg et. al (2002) the company's means of coordination is through direct supervision of its operation. This is shown as top management is actively involved in all the operations that takes place at the operating core of the organization. This is further ensured by keeping the company as simple as possible so that the top mangers maintain the coordination and decision making activities. This also evidently revealed the decentralization classification of the company to be vertically and horizontally centralized as power resides heavily in the strategic apex of the company.

A thorough analysis of the company revealed that company is reactive orientated as an organization. The company has put up no strategy goals for its operation. Changes in the market environment and situations are reacted to in last minute approach.

The Large House Build plc organizational culture is synonymous to market culture. This is evident as the major means of coordinating various regional offices of the company is through setting financial goals for each fiscal year on regional basis. The priority for each regional office is to keep the profit margin high. This environment is maintained by standardizing the process at the regional level and the output through the headquarters. The market structure has as one of its disadvantage a low concern for people as much of the effort is directed towards achieving the company's goal

The small firm organizational culture based on its history tended to be clan. The clan culture is typified with an extremely friendly atmosphere of operation in the company. The organization operations are run like an extension of the family. This type of culture is usually seen in small firms. The company prides itself in adopting a family culture which is synonymous to the clan culture. Activities and operation of the company are conducted in an extremely friendly atmosphere. The board member of the company comprises majorly individuals from the same family who have lived together and have known each other's weaknesses and strength. This culture type offers the advantage of getting unreserved contribution from every member of the organization as a friendly environment helps to ease potential communication barriers. The employees in this type of organizations also see themselves as members of the same family which makes issue negotiation a lot easier. The major disadvantage of adopting this type of culture is the high propensity not to deliver as at when due. The extremely friendly environment creates an enabling platform for laxity in the workplace.

From the close examination of the two companies, it has been revealed that the two organizations have distinctively different organizational structure and culture with their associated characteristics. Table 1 presents the exhumed differences of the large house build plc and the Small firm limited.

A glance look at the table shows that the two merging companies are different in culture, size, operations and philosophy. Burnes (1991, p.25) argued that the major barrier to effecting a change in an organization "revolve around one central dilemma all organizations face: the appropriateness of and fit between organizational structure and culture'' A friction in the merging process of the two organizations is inevitable. Many people recognize and attest to the saying that the only thing that is constant is change yet, they offer much resistance to this change. This emphasizes the need to identify various issues that may emanate from the integration of the two companies.

Moulton Reger (2007) pointed out that "situations, like mergers and acquisitions and alliances, have a built-in excuse for failure � culture clash". This fact shows that a cultural clash is inherent in the integration of the large house build plc and the small firm ltd. This is so because the organization culture reflects the norms, values, beliefs and ways of behaving.

The small build firm has been in operation for over forty years and has sustained its operation and culture. One of the factors that influence how strong a culture is, is the age of the organization (Bligh, 2006, Schneider, 1994). This shows that it would be difficult for the small firm to part away with their culture which they hold in a very esteem. Conversely the philosophy of the large house build plc does not accommodate such an extreme friendly atmosphere of operation. With the major aim to get profit, any other thing that comes its way may suffer significantly.

A significant potential issue that this may generate is commitment toward shared goals and values. Commitment of employees towards the achievement of organizational goals is important as it the ease through which such goals is achieved. A shared vision, goals and values which would be set by the two companies may not be achieved if the staffs are not committed due to organizational cultural differences. This would be easily seen in the integration of two strong departments of the team together. The morale of a group of staff towards achieving success may be lowered if their ideas are not entertained.

Another important change management issue which may be brought to limelight as a result of the merger is developing a mutual trust. Trust is essential in creating a collaborative environment which impact on organization learning and developments. This is sometimes difficult as trust is developed over a period of time and not acquired instantaneously. Trust is a key change management issue especially when considering the integration of the two companies finance department. A good measure of trust is required on the part the staff constituting the newly formed department as matters relating to finance have a high degree of generating heat.

Mutual trust is also needed in relation to equal contribution among members. The staff of the two companies need develop a mutual trust that individuals or groups of individuals from either of the company is competent and can deliver the desired result on every given task.

Communication is imperative to success. Communication is often said to be the lubricating factor in the organization. This is all the more important as the two organizations have a different mode and channel of communication within and outside the company. The small firm limited communication may likely be informal with issues being discussed encompassing personal issues. The Large House Build Plc staff attitude toward such practice would be starkly different as they have not been exposed to such. Therefore, learning ways to improve communication among members of the staff will improve productivity and overall organization structure.

The change management process should recognize the fact that the culture and socio- structural systems of an organisation are in a complex relationship (Allaire and Firsirotu, 1984 cited in Burnes, 1991) and changing one without the other may increase rather than decrease an organization's problems. This help to gain understanding that both the culture and the organisational structure need to change if the desired organizational goal is to be archived.

