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Abstract

PURPOSES: To assess the current situation of ABC Management Company (Pre-
Organization Development Intervention (Pre - ODI), to conduct Organization
Development Intervention (ODI) based on Integrated Strategic Change (ISC), Strengths,
Opportunities, Aspirations, and Results (SOARX, and Business Model Canvas frameworks,
and to develop a business strategy that would serve the company’s long-term vision and
corporate goals. METHODS: The researcher applied Likert organization characteristic
survey questionnaires, job satisfaction survey, the Vroom-Yetton-Jago Normative Decision
Model, leadership coaching, SOAR workshop, strategic planning workshops, and semi-
structured interviews to collect the data. ODIs were applied to assess the top
executives’ leadership style and employee job satisfaction. The study also included the
assessment of the leadership style of the top executives at the Pre-ODI and Post-ODlI
stages. The participants were 2 top executives and 35 employees of the company.
RESULTS: A statistically significant improvement from Pre-ODI to Post-ODI in top
executives’ leadership styles and employee job satisfaction. ISC-ODI resulted in a new
business strategy with the corresponding organizational structure and action plans co-
created by all participating employees. THEORETICAL/POLICY IMPLICATION: Proposed
new business strategy, organization structure and action plan could serve long — term

company vision and goals of the company.

Keywords: Integrated strategic change, Likert’s management systems, Vroom-Yetton-Jago

normative decision model, leadership style, job satisfaction
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Introduction

This present study was a case
study of ABC Management Co., Ltd.
(ABC), a financial consulting firm in
Thailand that was established over 30
years ago. It was one of the leaders in
raising funds via Initial Public Offering
(IPO) and listing companies on the
Stock Exchange of Thailand (SET) and
the Market for Alternative Investment
(MAI).  Concentrating on only one
product, the company was affected by
the country’s sluggish growth and the
Volatility, Uncertainty, Complexity, and
Ambiguity (VUCA) effect, which caused
disruptive changes across the industries.

ABC Management company
experienced stagnant growth over the
past 4 years with a decline in revenue
in 2019 and 2020. It had an ambitious
plan to list on the SET, which required
revenue to grow at least 200% over
the next 5 years and at least a 10%
net profit margin. In 2021, the
company lost 20% of its staff including
the top 3 executives.

ABC’s strengths lied in its strong
brand image and  countrywide
distribution network but concentration
on a single product made it vulnerable
to intense competition in the IPO
market and economic conditions. The
lack of a business strategy and

implementation plan prevented the

company from realizing its long-term
goal. Interviews of lower-level
executives and initial staff surveys
pointed toward the desire to switch
jobs, inadequate leadership style, the
need for product diversification,
supporting organizational structure, a
standardized performance evaluation
system, human resource development

as well as a succession plan.

Research objectives

1. To assess the current situation of
ABC  Management Company  (Pre-
Organization Development Intervention,
Pre-ODI) in terms of strategies, leadership
style, and job satisfaction.

2. To design and implement ODls
for new strategies to meet the listing
requirements and growth ambition.

3. To determine the differences
between Pre-ODI and Post-ODI on
leadership style and job satisfaction.

4. To assess the relationship
between Integrated Strategic Change,

leadership style, and job satisfaction.

Review of related literature
Strategic management

Strategsic  management is  the
formulation and implementation of an
organization’s strategies based on the
environmental factors to which the

organization belongs in order to meet
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the organization’s vision, mission, and
objectives (Alkhafaji, 2003). The strategic
management process involves analysis
of internal and extemnal factors facing
the organization, strategy formulation,
and goal setting. The implementation
phase focuses on the organizational
structure, control, and feedback. Since
1960, many strategic frameworks and
tools have been established to assist
organizations in analyzing, formulating, and
implementing their business strategies.
Strengths, Opportunities Aspirations,
and Results (SOAR) Model

The  Strengths,  Opportunities,
Aspirations, and Results (SOAR) Model
is a strategic planning technique that
helps business organizations create a
vision of future aspirations and desired
results by focusing on positive factors
such as strengths and opportunities. If
implemented effectively, SOAR helps
to identify measurable actions needed
to achieve the organization’s vision.
The SOAR model was developed by
Jacqueline Stavros (Stavros & Cole,
2014) based on the appreciative
inquiry concept of Peter Cooperrider.
The output of a SOAR analysis is a set
of actions based on the strengths and
opportunities  perceived by the
organizations and  their  shared
aspirations with measurable results.
Business Model Canvas (BMC)

41

BMC is a strategic planning
framework introduced by Alexander
Osterwalder, a Swiss business theorist
based on his Ph.D. dissertation in 2004
(Osterwalder, 2004) and was developed
into its current form in 2 0 0 8
(Osterwalder & Pigneur, 201 0). BMC
template consists of 9 building blocks,
organized into 4 groups as follows:

« Infrastructure (3 blocks)

- Key activities: The activities or
process required to deliver the
product/service effectively.

- Key resources required
include qualified staff, equipment,
permits, and licenses.

- Key partnerships:  suppliers,
business alliances, strategic partners, etc.

« Offering (1 block)

- Value proposition: The unique
value that we create for the customers
including the customer profile, pain
points, pain relievers, or gains to be
achieved from our product/service
(Ching & Fauvel, 2013).

« Customers (3 blocks)

- Segments: Which customer
segment that we plan to serve mass
market, niche market, specialized
segment, etc.

- Channels: The channels used
to communicate and deliver our
products/services such as online, own

stores, distributors, omnichannel, etc.
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— Relationships: How to maintain Integrated Strategic Change (ISC) is

a relationship with old, existing, as well the change model that combines the
as to gain new customers. strategic planning and the
« Finances (2 blocks) implementation process considering

- Revenue streams the organizational design and structure

— Cost structure to correspond with the new strategy,

social, and business environment

(Cummings & Worley, 2008) as shown

Integrated Strategic Change (ISC) in Figure 1.
Strategy Strategy
S1 S2

Strategic Change Plan

Organization

Organization

01 02

Design

Strategic Analysis Strategy Making

Implementation of the
Strategic Change Plan (SCP)

Figure 1 The Integrated Strategic Change (ISC) Model

The ISC process could be divided between strategy and organization
into four different stages, namely: design.

1. Strategy Analysis (Pre OD- 2. Strategy Making (OD-Intervention).
Intervention),  performance  review, 3. Design (OD-Intervention):
determines the effectiveness of the Articulate a comprehensive change plan

past strategy and identifies misfits covering types of change, magnitude,
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and timeline of the change activities
and budget required.

4. Implementation (OD Intervention
guideline only (not covered in this study).
Situational Leadership

First known as the Life Cycle
Theory of Leadership, the theory was
developed by Hersey and Blanchard in
1969 based on the assumption that
there was no best leadership style for
all situations.  Good leaders would
have to adapt their leadership style to
suit both the development level of
each individual and the situations.
Therefore, effective leadership
depends largely on the situation and
the task required to do to best handle
the situation.

Likert’s Management Systems

Likert’s  management  systems
classified leadership styles into 4
categories (Likert, 1 9 6 7 cited by
Cummings & Worley, 2008), namely:

1. Exploitive authoritative systems
(System 1) - The leader makes the
decision alone.

2. Benevolent authoritative systems
(System 2) — Master-servant relationship,
little teamwork, motivation is based
on a system of rewards.

3. Consultative systems (System 3)
— There is a fair amount of teamwork,
and communication occurs vertically

and horizontally. The motivation s
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based on rewards and involvement in
the job—some discussion about job-
related works.

4. Participative group systems
(System 4) - High level of confidence
in the team members and high level
of teamwork, communication, and
participation.

Vroom-Yetton-Jago Normative Decision
Model

The model is based on a
situational  leadership  theory first
developed by Victor Vroom and Phillip
Yetton in 1973 and later by Victor
Vroom, and A.G. Jago in 1988 The
Vroom-Yetton-Jago Model classified
leadership into 5 different styles as
follows:

1. Autocratic Type 1 (A1)
The leader uses the information he
already has and makes the decision.

2. Autocratic Type 2 (A2)
The leader asks the team members for
specific information, then makes the
decision alone.

3. Consultative Type 1 (C1)
The leader shares the problem with
individual team members, asking for
opinions and then decides alone.
However, the team members do not
meet as a team, and the leader's
decision may or may not reflect the
team member's suggestions.

4. Consultative Type 2 (C2)




>

The leader shares the problem with some
team members and asks for ideas and
suggestions, then makes the decision.

5. Group-based Type 2 (G2)
The team makes a decision together.
The leader accepts any decision and
does not try to force his or her

opinion. Instead, the leader plays a

1. Is the quality of
the decision
important?

Kasem Bundit Journal Vol. 23 No. 2 (July - December 2022)

facilitative role to help the team
decide what everyone agrees on.

In this model, the leader will be
asked to answer 7 questions. The
classification of leadership style would
depend on the positive or negative
response to each answer as detailed in
Figure 2.

2. Is team
commitment
important to the
decision?

®

3.Do you have
enough info to

@

A1

4. Is the problem
well-structured?

=5 @ %
\®®

support it?

5. if you made the
decision yourself,
would the team

A2

S——
c2
J

o @

6. Does the team
share
organizational
goals?

No

G2 c2

7. Is conflict
amongst the team
over the decision

®- &

c1

Source: Samosudova (2017).

Figure 2 The Vroom-Yetton-Jago Decision Model

Job Satisfaction
Job satisfaction is the degree to

which people feel positively and

G2 c2

negatively about their jobs Satisfied
employees increase the organization's

productivity and create a positive
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attitude in serving the customers, thus
increasing customer satisfaction. Job
satisfaction is  defined as a
combination of five aspects namely,
colleagues, general working conditions,
attitudes towards the education
system, financial  benefits, and
supervision.
Conceptual framework

The conceptual framework shown
in  Figure 3 was based on the
theoretical framework, which contends
that the strategic management process
consists of the creation of vision,
mission, strategic objectives, strategic
intent, and policies on the one hand;
and the organizational structure,
processes and systems and culture, on

the other hand. Together they form

Independent Variable

Integrated Strategic Change
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the components of the Strategic
Orientation in the ISC framework.

The conceptual framework was
hence designed to apply the ISC
intervention, which is a form of
transformational  change, as the
independent  variable  with  the
objective of formulating business that
help the organizations to meet their
vision, mission,  and corporate
objectives. The expected outcome of
this ISC-ODI consists of an effective
strategic change plan and a new
leadership style of the top executives
that would encourage employee
participation in the decision-making
process and enhance Employee Job
Satisfaction as a result of the co-
creation of strategies and

organizational structure.

Dependent Variable

Strategic Change Plan

Figure 3 Conceptual framework

Leadership Style

Employee Job Satisfaction
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Figure 4 The research framework applied in the present study.

Pre ODI oDl Post ODI
/-No strategist plan \ / \ /— Sound and
- Inappropriate - Integrated sustainable
leadership style > strategic change > strategic plan
- Low job / ODI - Improved
ksatisfaction / \ / leadership style
- Improved job

satisfaction

- J

Figure 4 Action Research Framework

Research methods framework by applying the SOAR and

Quantitative  and  qualitative Business Model Canvas workshops in
approaches (mixed method) were the Strategic Making Process and the
applied.  Structured interviews with development of Strategic Change Plan
key ~management personnel and (SCP). 10 out of 13 steps of the
strategic planning workshops were Modified ISC framework illustrated in
conducted together with relevant Figure 5 were completed during the
questionnaires to all employees both period of study. The research
before and after OD interventions. instruments applied are listed in Table

The researcher created a modified ISC 1.
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L. Strategy Analysis

Step 1: Determine key stakeholders'
readiness for change

¥

Step 2: VIP Process

¥

Step 3: Strategic Orientation Diagnosis (S1/01)

¥

Step 4: Reconfirm vision, values, strategic goals

¥

Step 5: Make strategic choice / objectives
(SOAR Workshop and focus group discussions)

¥

II. Strategy Making Process

Step 6 Strategic Orientation 52/02

¥

Step 7: Detailed description of 52/02

v

Step 8: Business Model Canvas

IIT. Developing Strategic
Change Plan (SCP)

¥

Step 9: Strategic Change Plan
(1-year, 3-year implementation plan)

IV. Implementing SCP

v

Step 10: Alignment check

v

Step 11: Making the vision real (Lead the change)

v

Step 12: Resource allocation, and support

¥

Step 13: Controlling the process
(Trouble shooting, fine tuning)

Figure 5 Modified Integrated Strategic Change framework
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Table 1 Research instruments

Construct Sample
Research Instrument Nature of Data Respondents
Measured Size
Likert System Survey Leadership style Quantitative All staff except Chairman 35
& CEO
Decision-Making Tree Leadership style Quantitative Chairman & CEO 2
Questionnaire
Job Satisfaction Survey Job Satisfaction Quantitative All staff except Chairman 35
& CEO
SOAR Workshop/ Strategic Planning Qualitative Top 15 executives 15
Focus-Group Discussions Process (project champions)
SOAR Workshop/Team Strategic Planning Qualitative All 35

Building/BMC Training Session Process

Pilot testing for reliability and validity
Cronbach’s alpha was used to test
the reliability of the Likert System
Survey and the Job Satisfaction Survey
with the resulting scores of 0.6-0.9.

For the validity test, the researcher
applied the ltem-Objective Congruence
(I0C) method to test the content
validity by asking 3 expert validators to
evaluate each question of the
questionnaires. The results showed the
IOC scores of 0.7-1.0.

Analysis of findings and discussion

Quantitative findings

A. Leadership Style of Chairman,
and CEO (Pre-ODV/Ideal Situation)
Based on the questionnaire

version modified by Dr. LeeHsing Lu

and Dr. NanThin Zar No, the results of
the Likert System Survey on the
leadership style of the Chairman and
CEO Pre-ODI and the Ideal State are
shown in Table 2. The Chairman’s Pre-
ODI leadership style was classified as a
Benevolent authoritative system (2.51)
in which there was little teamwork,
and motivation was based on a system
of rewards. However, the ideal
leadership style preferred by the
employees was a Consultative system
(3.02).

As for the CEO, the Likert System
Survey results indicated that he was a
mild Consultative leader (2.77). The
ideal situation was the same as that of
the Chairman, which was a strong

Consultative-style leader (3.07).
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I
Table 2 A summary of findings between Pre ODIs and the Ideal Situation
Dimensions and variables Pre ODI  Ideal Pre ODI Ideal Mean
Mean Mean S.D. S.D. Differences
Leadership style of 251 3.02 460 .706 0.51
Chairman
Leadership style of CEO 2.77 3.07 410 0.640 0.30
B. Leadership Style Survey (Pre-ODI Pre- and Post-ODI with paired sample
and Post-ODI) statistics for leadership styles and job
The summary of findings between satisfaction are shown in Table 3.
Table 3 A summary of findings between Pre ODIs and Post ODI with Paired Samples
Statistics
Dimensions and  Pre ODI Post-  Pre ODI Post- t Significant
variables Mean ODI S.D. ODI level
Mean S.D.
Leadership style of 2.51 3.07 460 197 -6.182 .000
Chairman
Leadership style of 2.77 3.19 411 137 -5.750 .000
CEO
Job Satisfaction 3.45 3.87 731 .549 -5.264 .000

Hypothesis Testing
A. Research hypothesis 1

Hio: There is no significant difference
Pre-ODI and Post-ODI
leadership style (Chairman).

between

Paired t-test was used to test the
improvement in the leadership style of the
Chairman from the employees’ perspective
during the Pre- and Post-ODI periods. The
result in Table 3 shows that there is a

statistically significant improvement in the

scores between Pre-ODI (Mean = 2.51) and
Post-ODI (Mean = 3.07) for the leadership
style of the Chairman (t = -6.182, with p-
value less than 5%). As such, the null
hypothesis is rejected. It is also noted that
the Post-ODI score was in line with the
ideal situation preferred by the employees
at 3.02 (Consultative systems 3/C2).
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B. Research hypothesis 2

Hoo: There is no significant difference
between Pre-ODI and Post-ODI leadership
style (CEO).

The result of the paired t-test in
Table 3 shows that there is a statistically
significant improvement in the scores
between Pre-ODI (Mean = 2.77) and
Post-ODI (Mean = 3.19) for the leadership
style of the CEO (t = -5.75, with p-value
less than 5%). As such, the null
hypothesis is rejected. It is also noted
that the Post-ODI score was in line with
the ideal situation preferred by the
employees at 3.07 (Consultative systems
3 /C2).

The rejection of the null hypothesis
could be inferred that there is a causal
relationship between ISC-ODI and the
leadership style of the Chairman and
CEO and proved the Action Research

Framework to be valid.

C. Research hypothesis 3

Hso: There is no significant difference
between Pre-ODlI and Post-ODI job
satisfaction.

The paired t-test result of the Job
Satisfaction Survey in Table 3 shows that
there is a statistically significant
improvement in the scores between Pre-
ODI (Mean = 3.45) and Post-ODI (Mean =
3.87) for employee job satisfaction (t = -
5.264, with p-value less than 5%). As
such, the null hypothesis is rejected and
H3a is accepted. The rejection of the
null hypothesis hence could be inferred
the causal relationship between the ISC-
ODI and employee job satisfaction.
ISC-ODI,
Leadership Coaching, and Feedback

Qualitative  findings on
on Job Satisfaction

A. Integrated Strategic Change
Process, activities, and outcome

Having gone through the 10 steps of
the modified strategic change framework,
the results could be summarized by the

diagram shown in Figure 6.
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STRATEGY
No translation of
vision into strategy
Product

concentration
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STRATEGY
Leading FA in Asia
- PARCEL core values

- Top 4 fully integrated FA
in Thailand
To list shares of SET/mai
Product

diversification/vertical

ORIENTATION
Core Processes
Bottleneck

Change Plan

ORIENTATION

\ 4

Core Processes

Good network

Band image

Design Factors
Organic structure
Overlapping role

Inadequate MIS, HR & HRD

Culture

clam

Strategic Analysis

Debottleneck

Design Factors
More mechanistic
Improve on MIS, HR & HRD

Culture
Adaptability

Strategic Making

Implementation of the
Strategic Change plan (SCP)

Figure 6 The ISC model with strategic orientation analysis

B. Developing Strategic Change
Plan (SCP)

Following the strategic planning and
the Business Model Canvas (BMQ)
workshops, the 7 working teams (3 senior-
level officers, 4 AVPs, and below) were
asked to present their respective BMC for

both existing and new business lines. The

teams combined the plans into the
company’s 3-Year Activities Change Plan.
The proposed new business lines
would add THB 124.77 million or 34% to
the total ABC revenues by 2024 and
would hence reduce the risk of product
concentration by about one-third. The
projected revenues are to grow up to THB

392 million in 3 years with an approximate
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rate of 39% gross profit margin. At this However, for the CEO, the Pre-ODI
rate, ABC should be financially qualified for score indicated a mild Consultative
listing on the stock exchange by year 4. leadership  style as opposed to
C. Leadership intervention Autocratic from Decision Making Tree. A

The Decision-Making Tree interview detailed response to questions number
results in Table 5 confirmed the 4, 6, and 7 then showed an inclination
leadership style of the Chairman as toward his classification as an A2 leader.
Benevolent  Authoritative  which s The observed outcome of the ISC-
comparable to Autocratic 2. OD Intervention is summarized in Table

a.

Table 4 The observed outcome of the ISC-ODI

Research objectives ODI Outcome
Co-creation of new strategies by  ISC-ODI workshops Active participation by all employees, resulting in job
all employees satisfaction
Growth strategy development ISC-ODI workshops Strategic Orientation, 3-Year Activities Change Plan with

projected 160% growth in revenue within 3 years and

diversified service lines.

Qualified for listing on SET/mai ISC-ODI workshops Close to THB400 million revenue projection by year 3

in 5 years with 39% gross profit margin.

Improvement in leadership ISC-ODI Statistically significant improvement on Post-ODlI

style, and job satisfaction workshops/Coaching Leadership and Job Satisfaction Survey Results and
sessions Content Analysis on Decision Tree Interviews.

Table 5 Comparison of results from Likert System Survey and Decision-Making Tree

Interview Assessment

Likert System Survey Decision-Making Tree Ideal
(Pre-ODI) (Pre-ODI) (Pre-ODI)
) Benevolent Authoritative ) )
Chairman Autocratic 2 (A2) Consultative (System 3)
(System 2)

Mild Consultative ) )
CEO Autocratic 2 (A2) Consultative (System 3)
(System 3)
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Conclusion

The quantitative and qualitative
results revealed significant improvement
in the top executives’ leadership style
and employee job satisfaction because
of ISC-ODI. The process involved the co-
creation of the first-time ever Strategic
Change Plan by the employees to serve
the mutually agreed corporate vision
and goals.

Unlike the strategic planning process
of many corporations in which strategic
planning is just an annual activity set by
the executives to establish the future
revenue and expense budget, the ISC
process requires the participation and
collaboration of all team members of
the organization. With a combination of
the Business Model Canvas, junior
employees could come up with
innovative ideas on unconventional
business models and the supporting
infrastructure. It is this active
participation that  creates good
communication and a better
understanding of the needs of all
stakeholders as well as the willingness to
implement the co-created strategy in
achieving the shared vision and
corporate goals.

This present research has met the
objectives of assessing the relationship
between the ISC-ODI, leadership style,

and employee job satisfaction.  The
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company has been successful in the
development of its first Strategic Change
Plan with full participation from the
employees and the process resulted in
the improvement of leadership style,
and employee job satisfaction at the
Post-ODlI stage.

Despite the positive outcome of the
intervention, organization development
is a continuous process, and the
company must continue to improve by
implementing  the  strategies  and
organizational plans to convert the

company’s vision into reality.

The implication of the study for the
current theory

This was the first time that the
Integrated  Strategic Change (ISC) in
combination with the Business Model
Canvas framework was applied to prove
the causal relationship between the
leadership style and job satisfaction
theories for a medium-sized consulting
firm with limited resources as compared
to major corporations. The research
demonstrated that job satisfaction and
participative leadership were made
possible with employees’ full
participation in the strategic planning
process. This  practice could be
replicated to help consulting firms
develop strategies and organizational

structures which are suitable to the
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prevailing situation and resources while more case studies would be needed to
keeping employees happy with their reconfirm the positive impact of ISC-ODI
careers and providing them the ability to with  the full implementation of the
co-create new business opportunities for Strategic Change Plan (which was not
their organizations covered in this study).  Cross-sectional

studies in this area are also encouraged

Limitations and recommendations for with  the resulting  classification — of
future research companies according to their group size

This is a case study of only one (large, medium, small-sized consulting
consulting firm out of many. To generalize firms).

results for the financial consulting industry,
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