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What is Restructuring ? : A Working Definition  
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Alternating or 
changing an 
organization

In order to make it 
function more
effectively & 

efficiently 

These changes 
can involve 

adding, cutting, 
emerging 

functions of the 
organization 

Effective
doing the right 

things to 
achieve success 

Efficient
doing the right  
things the best 

you can 
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Why Do We Embark on Restructuring?   
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We need to 
change our 

strategic direction 

We need to 
expand  our 

functions

We need to 
downsize 

functions & 
people 

We need to 
merge with 

other 
organizations

What Should Be Our Primes Focus’ in the  
Restructuring Process 
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Principles 
Guidelines 
and Values

Processes
Methods that 
secure results  

People
Determine 
the success 

of 
Restructuring  
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Key Principle #1  “Form Follows Function”
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Your  new  organization structure 
must clearly facilitate the primary 

purpose of your organization  

Mission: 
Why we Exist 

Vision:
What we 

want to be

Review if 
Need to 

Restructure

Key Principle  # 2- Linkage to Corporate 
Strategy
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Corporate structure/ design  is created in 
order to implement a given corporate 

strategy.

Strategic 
Plan 

Strategic 
Goals 

Expected
Outcomes 

Organization 
Structure & 

Business 
Processes  
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Key Principle #3- Restructuring Goals & 
Outcomes

7ONPHA Conference 2015

Your restructuring initiative should 
have a clear set of goals which 

includes a set of expected 
outcomes

Expected 
Outcomes 

Unexpected 
Outcomes 

Pay 
now or 

Pay 
Later 

Key Principle #4 Organizational Culture is 
Critical to Success
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Organization Culture is critical as a 
foundation  for  restructuring  

process. Do not use someone else’s 
process

Values & 
Assumptions 
for Expected 

Behaviour 

Perceptions 
& Beliefs 

about what 
is “right” 

E.g. Open & 
Transparent 

Communication
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Key Process #1 “Shut  Up and Listen”
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What we don’t know we don’t know
What we know we 
don’t know

What we know

Key Process #1 “Shut  Up and Listen” -2 
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Your 
Organization 

Community
Need & 

Public Policy 

Community 
Partners 

Tenants 
& Families

Employees

Board of 
Directors

Organization 
History 
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Key Process #2 – Remember the Need to 
Manage Today and The Future- Today
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Restructuring timelines must take into 
account that most organizations are 
near capacity dealing with “today”

Current time & 
energy 

demands 

Current 
capacity and 
capabilities 

Set realistic timelines-
Slow & Definite Progress

“Good as It Gets”  

Key Process # 3 – Build Succession Planning 
into Restructuring 
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There is a need during the restructuring 
process to begin to develop business 

continuity /succession planning 
activities

Identify 
current & new 

positions 

Identify 
needed 

competencies 

Start Job 
Analysis of 

new positions



10/9/2015

7

Key Process #4 – Make Sure You Evaluate 
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Develop a simple evaluation 
process that involves people from 

different parts and levels of the 
organization

Scheduled period 
evaluation which 

is based on 
“results”.

Designate & 
empower a formal 

critic (naysayer) 
whose job is to 

point deficiencies.  
Person who is 

trusted, credible 
and know the 

“business” and the 
process of change

Key  People # 1 – Anticipate Really Anticipate 
Resistance to Change
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Anticipate, regardless of the 
amount of communication,  that 
there will be resistance to change

Involve as many 
people as 

feasible in the 
process.

Conduct 
employee 

training in the 
change process.

Enlist key 
informal  

“leaders” as 
change agents 

(get buy-in from 
popular 

malcontents)
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Key People #2 - Upfront – Address the 
Elephant in the Room 
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Most important question, for most 
employees, is “What is in this  for me? 

,How does this affect my work, position, 
job security ? (Your answer to these 

questions will set the tone for the process) 

Be Open & Honest (If 
you don’t know say so 

but commit to 
communicating when 

you do).

If you are unionized & 
have good 

relationship with the 
union leadership bring 
them  into the process 

at key points.

Key “Takeaways”
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Link your 
restructuring to 

your mission, 
values  and 

strategic plan

Keep your 
processes lean 
and evaluate 

often  

Set realistic 
timelines and 
periodically 

demonstrate 
progress 

Proactive 
manage 

employee 
expectations 

and resistance 
to change

Communicate 
consistently and 

often 


