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Unit 3 Case study: Acorn Industries
Student’s Name
Institutional Affiliations


Changes I would Make to Ensure Greater Effectiveness
In reorganizing the organizational structure, I ensure that I create a position for the overall project director. This office will be charged with the responsibility of handling all matters related to the project and ensure that the projects meet their time deadlines. This will also ensure that there is proper coordination of the projects and thus increase the level of effectiveness of the projects. The group executive director is another position that I will introduce to enhance the effectiveness of the organization. The executive director will deal mainly with the marketing part of the organization. This will streamline the process of marketing and provide a reliable channel in which the available markets can be analyzed. This will enhance the organization effectiveness in terms of looking for contracts.
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The rationale for making these changes is that the organization needs to improve on the management of its projects. The introduction of the project director will ensure that there is a sense of responsibility among the project managers and staff as they will have to report to the director. This ensures that the project management process is controlled in an efficient way which increases the effectiveness of the projects. Marketing requires a lot of input and there is need to develop a proper process for carrying out this. Therefore, it is important that the executive director position is created in order to manage the marketing process and ensure that the organization acquires contracts in large numbers.
Risks Associated with the New Organization Structure on the Organization
The new organization structure seeks to create an efficient way in which the organization can control and monitor the projects that it is currently undertaking. There are certain risks that may be associated with the changes and which may affect the overall organization effectiveness in terms of the project management system. One such risks is the resistance to change that may be created by the changes. The division managers were used to a system in which they would work and report on the projects and any changes that are brought to them may complicate their work. The creation of the program managers means that the full control of the projects will be directed to that office and this is bound to create resistance from the managers who would wish to control their work.
[bookmark: _GoBack]There is also the risk of overlapping of duties due to the new structure. The different employees that are tasked with ensuring the success of the projects may undertake certain responsibilities that may overlap with those of the new positions created and thus create tension in the organization. It is therefore important that the organization spells out clearly the duties of each and every employee in order to avoid conflicts at the work place. The organization change also creates a risk of employees leaving the company due to the uncertainty that is brought in their work. This is evidenced by the number of employees that left Acorn after the organizational changes were effected (Meredith, Mantel & Shafer, 2017). Some of the responsibilities may be taken away from them and thus they would feel that they are no longer important in the company. This is a risk that the organization should take seriously and try to mitigate its effects.
The Impact of the New Organizational Structure on KMIP
The key management incentive program for the organization was the awarding of year-end bonuses to the program mangers based on attainment of the annual objectives. The division managers were left to do as they wish so long as they would meet the objectives of the company (Meredith, Mantel & Shafer, 2017). The new structure created a program management office that was tasked with managing the project objectives as a result of the increase in government contracts. The office was in full control of the projects and this led to the scrapping of the year-end bonuses to the division managers (Meredith, Mantel & Shafer, 2017). There were no interactions between the various departments previously as the division mangers were focused on achieving the bonuses for themselves. The effect of the new structure was to bring in interactions between the departments in order to enhance the efficiency in the management of the contracts. The growth objectives were now being set by the corporate headquarters which ensured that there is efficient management from the headquarters to the managers supervising the projects.
The implementation of the new structure may face a number of challenges that may interfere with the overall productivity of the organization. The division managers were enjoying the year-end bonuses at the expense of other employees and thus the scrapping of the same is likely to result to conflict between them and the program management office. This may lead to the division managers not carrying out their duties with the same determination as before and will result in the overall efficiency and productivity of the organization to go down. The director of project management will tend to supervise and control the division managers and this may bring issues as they were used to carry out their duties in their own way.
Impact of Changes in the Organizational Structure and Scope on the Overall Project Management Process at Acorn
The new organizational structure had a lot of impact on the overall project management process. The hiring of the program manager depended on the size of the contracts and thus the experienced individuals were selected to handle the larger contracts. This ensures that the contract is better handled which in turn affects the overall management of the projects. The good management of the project ensures the efficiency in the delivery of the projects (Young, 2016). Also, there was enhanced interactions between the departments in the organization which ensured that the different employees could share ideas and information regarding the contracts being undertaken. The interactions brought about efficiency in the management of the projects which in turn contributed to the success of the organization.
The new organizational structure also ensured that there is supervision of the work being carried out by the respective employees. It created a system of reporting right from the lowest ran to the highest rank. This ensured that the employees and the mangers could carry out their work in an efficiently and effectively so as not to face questions on their capabilities. The monitoring and controlling if the project and the staffs ensures that there is effectiveness and reliability on the handlers of the project and this contributes to the success of the project management process.
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