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Change Program of Google and Its Organizational Structure
1) [bookmark: _Toc19876145]Introduction: 
Over the last few decades, the nature of business has become more hyperactive and turbulent due the advancement of technologies, amplified customer demand and increased market competitiveness (Jones et al., 2008). In order to remain competitive, cope with rapid advancement of technologies and satisfy dynamic customer demand; organizations need to constantly focus on effective change management programs. It has become an essential part of every organization’s development and survival (Pieterse et al. 2012). The idea of change management model was first originated in 1946 and developed by Lewin (Rosenbaum et al. 2018). Concept of organizational change model has turned the modern business world into upside down as organizations follow various approaches to implement successful change programs by investing money on technologies, acquiring new enterprises, creating joint ventures and setting up management expertise in region those were off limit. Not only that, organizations also experimenting with significant changes through downsizing, outsourcing, reengineering, organization structure flattening and dividing work processes in order to make the change program successful (Cummings and Worley, 2008). Even though the main intensions of implementing change program are to gain competitive advantage over the competitors or to ensure survival in the market, however it has often been argued by the scholars that an effective change program seems to be rare (Ford et al. 2008). Meaney and Pung (2008), in a study revealed that, as per the business leaders around the world, only one-third of the change programs are considered to be successful. According to Terry & Jimmieson (2003), studies show that 60% of the change initiatives have been fails and employee’s failure in adaptation to the change has been considered as the major reason behind the fails. Terry & Jimmieson (2003) also added that, the entire practice of implementing and adapting change programs are extremely stressful for employees as human are reluctant to changes and often ignores the new processes, which becomes very costly for the organizations. Kanten et al. (2015), suggested, a well-designed organizational structure can play a strong role in employees’ adaptability due to its unique mechanism and source of learning. Organizational structure is a mechanism that links individuals within the framework of their responsibility, roles, authority and adaptability. It works as a useful tool to direct individuals’ behaviour to share same values, norms and goals. In today’s highly competitive business environment, change is inevitable. Big organizations implement change quickly and adapts continuously due to the competitiveness. As there are evidence of failures in implementing changes, similarly there are evidence of successes as well. One of the change programs which caught everyone’s attention in 2015 was Google’s decision to become a technology conglomerate and forming a new parent entity known as Alphabet Inc. This radical reorganization program has also introduced a change in Google’s organizational structure. An analysis of this change program and an examination of the change in organizational structure by Google will be discussed in the following sections. 

















[bookmark: _GoBack]


2) [bookmark: _Toc19876146]Strategic Analysis of Google’s Change Program:
Google LLC is an American multinational technology company which was founded by Larry Page and Sergey Brin in 1998. Over time, the company has broadened its area of services from search engine to cloud computing, online advertising, venture capital, pharmaceuticals and so on. In 2015, Google announced its most prolific organization change program by introducing Alphabet Inc. as the parent company of Google and made itself a wholly owned subsidiary of Alphabet Inc (The Guardian, 2015). This decision may come as a surprise to the world, specially to the technology industry. However, there were number of motives behind this decision. By using McKinsey’s 7-S model, a detailed discussion and analysis of this change program is shown in below:

[bookmark: _Toc19876147]Implication of McKinsey 7-S Model for Analysing the Change Program: 

According to Ravanfar (2015), McKinsey’s 7-S model is an effective tool to analyse a company’s organizational design as it looks into 7 key internal elements that are strategy, structure, systems, skills, staff, style and shared values. The idea of using this model is to analyse how these seven internal elements have aligned with Google’s decision regarding the change program.

· [bookmark: _Toc19876148]Strategy: 

The main strategy behind this change was to separate Google’s core businesses from its experimental ones such as health care projects, ventures and capitals. As Alphabet will act as the parent company, subsidiaries such as Google, Google X, Nest, Ventures, Capital will work under the umbrella of Alphabet. According to CNBC (2018), Google founders Page and Brin believes that this strategy of splitting subsidiaries will allow Google to focus on its core operations such as search engine and advertising businesses and will allow each subsidiary to work independently. On the other hand, Google will continue to encompass internet products such as Ads, Search, Maps, YouTube, Apps and Android. According to the New York Times (2015), this strategy allowed Google to get a hold on the sprawl business which largely afflicted tech competitors like Amazon and Facebook.  Even though this change switched Google’s status from a corporation to a limited liability company (Google Inc. to Google LLC). Financial results by CNBC (2018), suggests that the change program strategy was a successful one as Alphabet’s stock price had gone up by 85% in last three years. Google too had a rise in the quarterly revenues by more than $13 billion in last three years. However, there still remain questions about Alphabet’s performance without Google LLC. As report suggests, in 2016 Alphabet generated revenue of $90.3 billion among which $89.5 billion was Google’s revenue (Reuters, 2017). 

· [bookmark: _Toc19876149]Structure:

As Google’s change program in 2015 made Google LLC a wholly owned subsidiary of the newly established parent company Alphabet Inc, as a result there were number of changes in the organizational structure. As per the new structure, the whole organization is divided in to number of divisions. Each division works independently and is positioned as a separate brand. Not only that, each division has a separate CEO allocated who is responsible for the performance of the divisions (The Independent, 2015). Google founders, Larry Page and Sergey Brin moved from being CEO and President of Google Inc. and became new CEO and president of Alphabet Inc. respectively (CNBC, 2018). They decided to lead Alphabet Inc. This is a wise decision as it will allow them to manage the growth of the conglomerate in a whole. New CEO is appointed for Google LLC named Sundar Pichai who used to chief of products at Google Inc. Pichai is responsible for decision making of all the entities those fall under Google LLC such as: Ads, Search, Maps, YouTube, Apps and Android. The idea of making someone CEO within the organization is to keep employees motivated and confident (The Guardian, 2015). On the other hand, CNBC (2018) report suggests that, even though each division under the parent Alphabet Inc, functions independently, however, CEO of some independent entities rely on Lary Page’s approval regarding financial and major decisions, which may be because of the slow economic growth of those divisions. 


· [bookmark: _Toc19876150]Systems:

According to Ravanfar (2015), “Systems are the processes and procedures of the company, which reveal business’ daily activities and how decisions are made”. At Google LLC, there are wide range of systems which helps the organization to manage its daily activities. For example: 1) System of recruitment and selection, which is set according to Google’s policy. 2) System of team development and orientation, every division under Alphabet Inc. have its own designed team development and orientation system (Travica, 2015). It is because of the nature of work and work structure differences. 3) System of transaction process helps managing daily transactions of the organization. It is designed by google engineers in order to ensure smooth transactions (Google, 2019). 4) System of customer relationship management (CRM) is handled by the team of experience customer service executives. Even each entity working under Google LLC has its own teams of CRM. Such as YouTube’s CRM is different from Google X. 5) System of Business Intelligence has seen a significant change since Google’s restructure completion as Google LLC has advanced to Google AI or Google Artificial Intelligence, which allows employees to submit ideas and address societal challenges. Google have launched number of AI projects those are handled by selected experts (Google AI, 2019). Finally, 6) System of knowledge management or KM helps to develop, capture, share and make effective use of knowledge at scale. It is a useful system that helps Google in both internal and external applications (Think with Google, 2019). Thus, the change program enabled Google to focus on more specific activates to enhance performance of daily activities. 

· [bookmark: _Toc19876151]Skills

Skills are employees’ abilities to perform well, which also includes capabilities and competences. Even after the organizational change program, Google continued to reinforce the same strategies in developing employees’ skills. According to Business Insider (2015), Google employees needs to have 13 skills in order to be a part of Google Family. Same is applicable for the new job candidates. These 13 skills are: 1) Googleyness, meaning employee needs to enjoy at work or have certain dose of intellectual humility, 2) Role related knowledge, meaning employee needs to have knowledge based on the role he plays. He/she cannot be specialized in only one area. 3) Emergent leadership, meaning Google want employees to jump into problems, not to run away from it. 4) Cognitive ability, meaning employees need to be curious, keen to learn and find new solutions for problems, 5) Grit, meaning the ability to keep slogging in difficult times, 6) Diversity, meaning Google always welcomes individuals who are from different, race, colour, religion or ethnicity. 7) Crashing brainteasers, meaning employee needs to be able to tackle difficult projects, 8) Analytical skills, meaning employees need to have ability to understand and apply information by thinking formally and logically, 9) GPA does not matter, meaning Google looks for individuals who can figure out things which does not have obvious answer, 10) Accomplishment compared to peers is one of Google’s way of judging employees skills. 11) Ownership, meaning employees who wants to take ownership voluntarily to find out solutions, 12) Setting high standards at work is another skill requirement to work at Google and finally 13) Humility, intellectual humility is considered as one of most important skill that employees must have to work at Google. Without it, no one can learn. 

· [bookmark: _Toc19876152]Staff:

Ever since the change program, Alphabet as a conglomerate focused on increasing business opportunities. As a result, the number of employees work for Alphabet has grown exponentially than it was under Google Inc. Up until the change program employee figures were reported under Google. However, since the change program, there has been a massive increase in the number of employees at Alphabet. As per Graph 1, total numbers of employees working at Google in 2015 was 61814, which has grown to 98771 by 2018 under Alphabet. According to CNN (2019), Google’s parent company Alphabet already reached the mark of 100,000 employees. These figures suggest how big the company as a whole has grown since the change program. However, there are news of internal staff issues that hit the headlines recently. According to a report of Fortune (2019), Alphabet as a parent company do not maintain same standards for employees in all business units. News have also published that there have been unfair employment practices such as arbitration is forced on Alphabet employees who are not part of Google division. Not only that, there has also been protest among employees how sexual harassment has been unprofessionally handled by the management. Alphabet executives confronted unhappy Alphabet employees and promised them a better work environment for employees in future. Every company goes through internal management problems, especially when there is a change program, there always remains difficulty in coping with the change. 
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Graph 1: Number of Full-Time Alphabet Employees from 2007-2018
Source: Statista (2019)









· [bookmark: _Toc19876153]Style:

According to Koyalkar and Gankar (2018), style in the 7-S model explains the style of leadership that has been adopted. Ever since Alphabet Inc. became parent company of Google LLC, there has been a new CEO appointed for Google LLC. Sundar Pichai became the new CEO who is responsible for the operations of Google, Ads, Search, Maps, YouTube, Apps and Android divisions. CEO of Alphabet Lerry Page in an interview to CNBC (2018), mentioned that Sundar Pichai is the best fit for CEO role of Google as he has been a part of Google since 2004 and understands the culture well. According to Business Insider (2016), Sundar is an influential leader and also emotionally volatile in nature. Not only that, when he was notified as “Kind of Boring Best for the Company Man” by Buzzfeed, Professor of Business Psychology Tomas Chamorro-Premuzic in an interview with Business Insider (2016), mentioned boringness is a key trait of an effective leader. He also added leaders are more effective if they are predictable and reliable. According to Forbes (2015), as a leader, Sundar is self-deprecating, empathetic, supportive and graceful at navigating political minefields. He is a leader and a team player who has great relationship with employees. He emphasizes cooperation instead of confrontation, which suggests he possesses transformational leadership style. 

· [bookmark: _Toc19876154]Shared Values:

May it be prior the change program or post change program, Google has always been considered and recognized as one the best in maintaining sound organizational culture. Forbes (2018), provided Google the “Best Corporate Culture” title. However, it is not an easy task for any organization to set organizational values and share it equally by all members. Google has been successful in managing shared values of employees because of the organizational culture of Google. Flexibility is one of the core values that Google allows its employees. Not only that, the whole work place is designed with a fun theme that allows employees to enjoy time during work hours. Google also provides employees full freedom to be creative and share their views and opinions. It is sign of a democratic style of organizational work process. Throughout the organization, from top to bottom all employees and management treats each other well and friendly. Similarly, there is great deal of trust between the employees and the employers which works as the breed for creativity. The best part is Google believes in understanding employees need from all aspects in order to get highest level of performance. According to Fortune (2017), Google ranked number one as the most desirable place to work. However, in 2018 and 2019 Google was not even in the top ten among the desirable place to work list. This may be due to the internal organizational issues discussed in 7-S staff section. 



























3) [bookmark: _Toc19876155]Google’s Organizational Structure Analysis:
Google’s change program in 2015 has created an overall change in Google’s organizational structure. Organization structure of Google has always been considered as a fundamental factor that contributes to Googles success in the information technology industry. According to Guardian (2015), before the change program was initiated, Google operations were as shown in Figure 1. Google founders Larry Page and Sergey Brin were head of operations. Larry Page was the CEO and Sergey Brin were president. All the operations shown in Figure 1, were under the brand umbrella of Google. However, the change program of restructuring has created a new name Alphabet Inc., which became the parent company of all the divisions including Google. As discussed earlier, the main intention of creating a parent company was to make every division a separate entity under Alphabet Inc. which would provide Google more scope to focus on its core operations. As per Figure 2, new structure kept direct control of operations of Fiber, Calico, Nest, Life Science, Ventures, Capital and Google X. Larry Page became the CEO of Alphabet Plc and Sergey Brin became the President. With this decision, Google got control of the operations of Ads, Search, Maps, YouTube, Apps and Android. Sundar Pichai was made the CEO of Google and Google turned to Google LLC from Google Inc. Even though the main idea was to create all these division separate entities in order to grow simultaneously and generate revenues, but as per Figure 2, 90% of the revenues of the conglomerate was generated by Google and its divisions. On the other hand, only 10% were generated from the operations which were under the direct control of Alphabet Inc. It also includes driverless cars and drones (Guardian, 2015)
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Figure 1: Google Operation in 2015
Source: The Guardian (2015)
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Figure 2: New Structure of Operations Post Change Program
Source: The Guardian (2018)

[bookmark: _Toc19876156]Google’s Organizational Structure Post Change Program:

Google’s organizational structure is not limited to one particular type, rather it is of a matrix type. Meaning, Google’s organizational structure is inspired from a different type of structure. In other word, Google follows a cross-functional organizational structure which can be divided into three structural characteristics as discussed below:

· [bookmark: _Toc19876157]Functional Structure:

According to Elsaid et al. (2013), functional structure refers to the grouping of resources and processes according to the business functions, in order to perform specialized set of works. It enhances operational efficiencies within a group. It is a structure best suited for producing standardized goods or services with a lower cost but large volume. However, if coordination and specialization can be centralized, the service can produce efficient and predictable products. However, with this type structure, there are possibilities that communications can be insufficient among the functional groups. It results in making organization slow, as well as inflexible. Not only that, in a functional structure, grouping of all individuals are based on same skills and knowledge. As a result, individual development may become narrow and focused to a particular specialization and may create difficulty to appreciate others effort within the organization in order to achieve organizational goals (Awa, 2016). Due to the change program, Google now have formed number of functional groups for each division that works separately from other divisions functional group. For example: Research and Development department of YouTube has its own functional structure and global marketing department has its own functional structure. This is more like having different organizational structures within one organization. It is a positive move from Google as it allows to evaluate performance as an individual entity. As discussed earlier, Google allows employees to work in area that interests them. Working in a functional group can help employees enhance capabilities and increase productivity. 




· [bookmark: _Toc19876158]Divisional Structure:

Divisional structure is also known as “Product Structure”, as divisional structure groups each organizational function into a division (Elsaid et al. 2013). Within the divisional structure, each division has its own set of resources and functions. It is believed that, when the operations of an organization are spread in wide area, this structure helps to manage performance of activities all together. However, if the organization is large in size, centralized coordination becomes difficult due to the physical separation. Large companies with diversified businesses organize operations according to the nature of innovation required. In this set of organizational structure, there is one manager who is responsible for the autonomy of the operations. The advantage of this structure is that, employees within the particular product line becomes experts in development, innovation and production. Not only that, it allows operational flexibility and increases productivity through effective strategies (Steiger et al., 2014). For example: at Google, YouTube has one divisional structure led by one team head and for Android, there is a separate divisional structure led by another team head. Meaning, YouTube has its own set of Marketing, IT and Finance departments, so does Androids. Even though CEO of Google LLC Sundar Pichai is collectively responsible for the performance and productivity of each divisions. Not only that, Sundar Pichai also has to decide how much redundancy each division can afford. 


· [bookmark: _Toc19876159]Flat Structure:

As Google continuously focuses in innovation and designs, which requires authorization from top management for approval. Being a company large is size and stature, it becomes difficult and time consuming to follow the organizational hierarchy for decision making and approvals. As a result, Google also follows a flat structure which allows the whole organization to work with ease and less resistance. It also helps to increase the productivity as this structure allows management to decrease the cost of operations due to the cut down of mid management. It also helps in minimizing the communication barriers (Rishipal, 2014). This type of organizational structure is more seen in large organizations due to large employee population. As small organizations grow, they often tend to decide to move to a flat structure as it provides less layers in the management and avoids delay in decision making and business processes. For example: in Google, a member of the IT department has the independence or right to go straight to Sundar Pichai bypassing the line manager. Not only that, its facilities employees to share information and interact with top management as ease. This flexibility often provides new dimensions to employees and motivates them to take ownership of tasks. The main purpose of implementing a flat structure in Google is to ensure better communication, avoid delays, avoid complexities, increase flexibilities and encourage approachability. 

A Hierarchy of Google’s Management is shown in below:
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Figure 3: Google Company Hierarchy
Source: Hierarchy Structure (2018)



Google’s organizational structure is designed to support innovation and creativity. Not only that, it promotes product development which facilitates high performance and industry competitiveness in order to address tech competitors like Apple, Amazon, Facebook and Microsoft. The restructure program to form conglomerate Alphabet Inc. and make Google a wholly subsidiary, even though made changes to the organizational structure, however the business processes remains largely the same. It is believed that the current organizational structure of Google brings productivity as Google places employees according to their interests. The facility to function as per employee’s capacity brings productivity and increases specialization. Not only that, incorporating the open communication system have allowed employees easy and quick access to share information. On the other hand, organization structure can also bring challenges due to the complexity in line of command. For example: an employee might have to respond to the functional head, at the same time to the divisional head as well. As a result, the loyalty will get divided and result in less productivity and inefficiency. Similarly, employees at Google work on multiple projects at a time but with different teams and project heads. It can also create differences among employees due to the cut throat competition, which exits within the organizations.















4) [bookmark: _Toc19876160]Conclusion:
Organizational change is a major challenge for any organization. May it be a large, medium or small sized company; but the multi complexity of change programs can often bring failures to organizations. Never the less, change is a continuous process especially in this highly competitive business world. Change programs are initiated to make a difference that would provide competitive advantage over the competitors. 
Organizations as a whole, needs to welcome change programs as it brings new opportunities of growth and prosperity. As change can be challenging but it can be managed with the help of an effective organizational structure. Therefore, organizational structure also needs to be set as per the nature and complexity of the business process. A well-organized structure can bring prosperity and drive productivity. Google being one of the giants in technology industry understood the importance of implementing change program. With this change, Google visions for a long-term prosperity than a short-time success. 
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