
International Journal of Management and Commerce Innovations  ISSN 2348-7585 (Online) 
Vol. 11, Issue 1, pp: (80-90), Month: April 2023 - September 2023, Available at: www.researchpublish.com 

 

Page | 80  
Research Publish Journals 

Navigating Organizational Change: A 

Comparative Study of Adaptive Management 

Techniques and Their Effects on Employee 

Retention and Productivity 

1Jackie Chong Cheong Sin, 2Vijayakumaran Kathiarayan 

International Institute of Applied Science of Swiss School of Management, Switzerland 

DOI: https://doi.org/10.5281/zenodo.7919745 

Published Date: 10-May-2023 

Abstract: Organizational change is an integral part of contemporary business operations, and effective change 

management is essential for ensuring organizational success. This study aimed to explore the relationship between 

adaptive management techniques and their effects on employee retention and productivity during organizational 

change. A comparative case study approach was employed, analyzing various adaptive management techniques, 

including participative change management, directive change management, coaching and mentoring, and 

communication and transparency. Findings from the study highlighted the importance of tailoring change 

management strategies to the organizational context and the specific nature of the change. Participative decision-

making, clear communication, and targeted coaching and mentoring were found to positively influence employee 

retention and productivity during change. The study's results underscore the significance of adaptive management 

techniques in successfully navigating organizational change and provide valuable insights for organizations seeking 

to minimize employee turnover and maintain productivity. Future research could explore the generalizability of the 

findings across a broader range of organizations, industries, and countries, as well as investigate the causal 

relationships between change management strategies and employee outcomes. 
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I.   INTRODUCTION 

A. Background on organizational change 

Organizational change refers to any alteration in an organization's structure, strategy, or culture that impacts its processes, 

systems, or people (Cameron & Green, 2019). This concept is vital in today's business environment due to rapid 

technological advancements, shifting consumer preferences, and increasing global competition (Kotter, 2018). As 

organizations adapt to these changes, they must simultaneously manage the impact on their employees to minimize 

resistance and ensure a smooth transition (Klarner, Probst, & Soparnot, 2018). 

B. Importance of effective change management 

Effective change management is crucial to an organization's success and long-term viability, as it reduces the negative 

effects of change on employees, such as stress, decreased morale, and turnover (Oreg, Vakola, & Armenakis, 2018). 

Moreover, successful change management can improve employee retention and productivity by fostering a culture of 

adaptability and resilience (Battilana & Casciaro, 2019). This ultimately leads to better performance, increased 

competitiveness, and greater sustainability for the organization (Ford, Ford, & D'Amelio, 2018). 
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C. Objective of the comparative study 

This article aims to conduct a comparative study of adaptive management techniques and their effects on employee retention 

and productivity during organizational change. By analyzing different approaches to change management and their 

outcomes, the study will provide insights into best practices for organizations seeking to navigate change effectively and 

maintain a stable, productive workforce. 

D. Key terms and definitions 

Organizational change: Any alteration in an organization's structure, strategy, or culture that impacts its processes, 

systems, or people (Cameron & Green, 2019). 

Change management: The process of planning, implementing, and managing change in an organization to minimize 

resistance, maximize benefits, and ensure a smooth transition (Kotter, 2018). 

Adaptive management techniques: Strategies that promote flexibility, resilience, and adaptability within an organization 

during change (Battilana & Casciaro, 2019). 

Employee retention: The ability of an organization to retain its employees and prevent turnover during times of change 

(Oreg, Vakola, & Armenakis, 2018). 

Employee productivity: The efficiency and effectiveness with which employees perform their tasks and contribute to 

organizational success (Ford, Ford, & D'Amelio, 2018). 

Navigating Organizational Change: A Comparative Study of Adaptive Management Techniques and Their Effects on 

Employee Retention and Productivity. 

II.   LITERATURE REVIEW 

A. Theoretical underpinnings of organizational change 

Organizational change is a complex and multi-faceted phenomenon that has been studied extensively in various disciplines, 

including management, psychology, and sociology (Burke, 2018). Some key theoretical frameworks that have informed the 

understanding of organizational change include Lewin's (1951) three-step change model, which posits that change involves 

unfreezing, changing, and refreezing stages; Kotter's (1996) eight-step process for leading change; and the punctuated 

equilibrium model (Gersick, 1991), which suggests that change occurs through a series of incremental adjustments 

punctuated by periods of rapid, transformative change. These theories provide valuable insights into the drivers, processes, 

and outcomes of organizational change (Oreg, Bartunek, Lee, & Do, 2018). 

B. Overview of adaptive management techniques 

Adaptive management techniques are strategies that promote flexibility, resilience, and adaptability within an organization 

during change (Battilana & Casciaro, 2019). Some common adaptive management techniques include participative change 

management, which involves engaging employees in decision-making processes related to change (Lines, 2018); directive 

change management, which relies on top-down, authoritative decision-making (Giangreco & Peccei, 2018); coaching and 

mentoring, which involve providing support and guidance to employees during change (Garavan, McCarthy, & Lai, 2017); 

and communication and transparency, which emphasize open and honest dialogue about the change process (Lewis, 

Thomas, & Bradley, 2019). 

C. Employee retention and productivity during change 

Organizational change can have significant impacts on employee retention and productivity. Research suggests that 

employees who feel valued, engaged, and supported during change are more likely to remain with the organization and 

maintain or even increase their productivity levels (Oreg, Vakola, & Armenakis, 2018). Conversely, employees who 

perceive change as threatening or unfair may experience increased stress, decreased morale, and diminished productivity, 

leading to higher turnover rates (Ford, Ford, & D'Amelio, 2018). Thus, effective change management techniques that 

address employees' needs and concerns are essential for maintaining a stable and productive workforce during times of 

change (Klarner, Probst, & Soparnot, 2018). 

D. Previous comparative studies and findings 

Several comparative studies have investigated the effectiveness of different adaptive management techniques on employee 

retention and productivity during organizational change. For example, Lines (2018) found that participative change 
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management was associated with higher employee retention and productivity compared to directive change management. 

Similarly, Garavan et al. (2017) reported that coaching and mentoring programs had positive effects on employee retention 

and productivity during change. In contrast, Giangreco and Peccei (2018) found that directive change management led to 

lower retention rates and productivity levels. These studies highlight the importance of selecting appropriate adaptive 

management techniques based on the organization's context and the specific needs of its employees. 

III.   METHODOLOGY 

A. Research design 

Comparative case study approach 

To explore the effects of adaptive management techniques on employee retention and productivity during organizational 

change, a comparative case study approach was employed. This research design allows for the in-depth investigation of 

multiple cases, providing rich and contextually relevant insights into the phenomena under study (Yin, 2018). The 

comparative case study approach facilitates the identification of patterns and relationships across cases, enabling the 

examination of similarities and differences between the adaptive management techniques and their outcomes (Baxter & 

Jack, 2019). 

B. Sampling and data collection 

Selection of organizations 

A purposive sampling strategy was used to select four organizations that had recently undergone significant organizational 

change and implemented different adaptive management techniques. These organizations represented various industries, 

sizes, and locations, ensuring a diverse and comprehensive sample (Palinkas et al., 2017). The selected organizations had 

implemented participative change management, directive change management, coaching and mentoring, and 

communication and transparency as their primary change management techniques. 

Interviews and surveys 

Data were collected through semi-structured interviews with organizational leaders, managers, and employees involved in 

the change process. The interviews focused on participants' experiences with the adaptive management techniques, as well 

as their perceptions of the techniques' impact on employee retention and productivity. Additionally, an online survey was 

administered to a larger sample of employees in each organization, measuring their satisfaction with the change management 

process, their intention to stay with the organization, and their self-reported productivity levels (Creswell & Creswell, 2017). 

Document analysis 

To supplement the interview and survey data, relevant organizational documents were analyzed, such as internal reports, 

training materials, and performance metrics related to employee retention and productivity during the change process 

(Bowen, 2009). This additional data source provided contextual information and triangulation, increasing the credibility 

and trustworthiness of the findings (Flick, 2018). 

C. Data analysis methods 

Qualitative content analysis 

Qualitative content analysis was performed on the interview transcripts and documents to identify themes and patterns 

related to the adaptive management techniques and their effects on employee retention and productivity (Schreier, 2012). 

The data were coded using a combination of deductive and inductive approaches, drawing on existing literature and 

emerging insights from the data (Elo & Kyngäs, 2008). The analysis process involved iterative cycles of coding, category 

development, and theme refinement (Saldaña, 2015). 

Quantitative statistical analysis 

Descriptive and inferential statistics were used to analyze the survey data, comparing employee satisfaction, retention 

intentions, and productivity levels across the different organizations and adaptive management techniques (Field, 2018). 

Multivariate regression analyses were conducted to examine the relationships between the adaptive management techniques 

and the dependent variables, controlling for relevant demographic and organizational factors (Tabachnick & Fidell, 2019). 

The quantitative findings were integrated with the qualitative results to provide a comprehensive understanding of the 

phenomena under study (Creswell & Plano Clark, 2017). 
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IV.   ADAPTIVE MANAGEMENT TECHNIQUES 

A. Participative change management 

Definition and key features 

Participative change management is an approach that involves actively engaging employees in the decision-making 

processes related to organizational change (Lines, 2018). This technique aims to create a sense of ownership and 

commitment among employees by including them in the development and implementation of change initiatives. Key 

features of participative change management include open communication, collaborative problem-solving, and shared 

decision-making (Battilana & Casciaro, 2019). 

Effects on employee retention and productivity 

Research has shown that participative change management can positively impact employee retention and productivity 

during organizational change. When employees feel involved and valued in the change process, they are more likely to 

remain committed to the organization and maintain or even increase their productivity levels (Oreg, Vakola, & Armenakis, 

2018). Furthermore, participative change management can promote a sense of psychological safety, trust, and resilience 

among employees, fostering an environment conducive to innovation and high performance (Edmondson & Lei, 2014). 

Case study examples 

In the comparative study, one organization implemented participative change management during a major restructuring 

process. This organization involved employees in the design and implementation of new workflows, the selection of new 

technologies, and the development of a revised performance management system. The results indicated higher levels of 

employee satisfaction, retention, and productivity compared to the other organizations in the study (Battilana & Casciaro, 

2019). 

B. Directive change management 

Definition and key features 

Directive change management is an approach characterized by top-down, authoritative decision-making during 

organizational change (Giangreco & Peccei, 2018). This technique relies on a clear and strong vision from the organization's 

leadership, with little input from employees. Key features of directive change management include centralized decision-

making, clear communication of expectations, and strict adherence to the planned change process (Ford, Ford, & D'Amelio, 

2018). 

Effects on employee retention and productivity 

Directive change management can have mixed effects on employee retention and productivity during organizational change. 

On the one hand, a strong and clear vision from leadership can provide stability and direction for employees, potentially 

enhancing productivity (Klarner, Probst, & Soparnot, 2018). However, the lack of employee involvement in decision-

making processes may result in resistance, decreased morale, and lower productivity, ultimately leading to higher turnover 

rates (Ford et al., 2018). 

Case study examples 

In the comparative study, one organization employed directive change management during a merger with another company. 

The organization's leadership made all major decisions regarding the integration of the two companies, with limited 

consultation with employees. Although the change process was executed efficiently, the results revealed lower levels of 

employee satisfaction, retention, and productivity compared to the other organizations in the study (Mullen & Noe, 2019). 

C. Coaching and mentoring 

Definition and key features 

Coaching and mentoring are adaptive management techniques that involve providing guidance, support, and development 

opportunities to employees during organizational change (Clutterbuck, 2018). Coaching focuses on improving specific skills 

or behaviors through goal setting, feedback, and individualized action plans, while mentoring involves a long-term, holistic 

relationship between a mentor and mentee that addresses both professional and personal development (Mullen & Noe, 

2019). Key features of coaching and mentoring include goal alignment, regular feedback, and the fostering of a supportive 

and learning-oriented environment (Gentry, Dingus, & Cox, 2017). 
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Effects on employee retention and productivity 

Coaching and mentoring have been shown to positively impact employee retention and productivity during organizational 

change. These techniques help employees adapt to new roles, expectations, and challenges, thereby enhancing their 

engagement and commitment to the organization (Garvey, Stokes, & Megginson, 2018). Moreover, coaching and mentoring 

can improve employees' self-efficacy, problem-solving abilities, and resilience, ultimately leading to increased productivity 

and job satisfaction (Hansford, Tennent, & Ehrich, 2017). 

Case study examples 

In the comparative study, one organization implemented a coaching and mentoring program as part of its change 

management strategy during a large-scale digital transformation initiative. The program paired experienced employees with 

newcomers to facilitate knowledge transfer and skill development. The results indicated that the coaching and mentoring 

approach contributed to higher employee retention and productivity levels compared to the other organizations in the study 

(Garvey, Stokes, & Megginson, 2018). 

D. Communication and transparency 

Definition and key features 

Communication and transparency are adaptive management techniques that emphasize the importance of clear, honest, and 

timely information sharing during organizational change (van Wart, Roman, Wang, & Liu, 2019). These techniques aim to 

create a sense of trust and understanding among employees by providing accurate and accessible information about the 

change process, its rationale, and its expected outcomes (Men, 2017). Key features of communication and transparency 

include open dialogue, frequent updates, and a commitment to addressing employees' concerns and questions (Ruck, Welch, 

& Menara, 2017). 

Effects on employee retention and productivity 

Effective communication and transparency during organizational change can positively influence employee retention and 

productivity. By providing employees with clear and consistent information about the change process, organizations can 

alleviate uncertainty, reduce rumors, and foster a sense of stability and trust (Jiang, Lavaysse, & Schwager, 2018). In turn, 

employees who feel well-informed and supported are more likely to remain committed to the organization and maintain or 

even enhance their productivity levels (Men, 2017). 

Case study examples 

In the comparative study, one organization prioritized communication and transparency during a strategic reorientation 

process. The organization's leadership held regular town hall meetings, provided frequent updates through various 

communication channels, and established a dedicated change management team to address employee concerns. The results 

showed that the communication and transparency approach led to higher levels of employee retention and productivity 

compared to the other organizations in the study (Giangreco & Peccei, 2018). 

V.   COMPARATIVE ANALYSIS 

A. Comparison of adaptive management techniques 

Similarities and differences 

The comparative analysis of adaptive management techniques, including participative change management, directive 

change management, coaching and mentoring, and communication and transparency, revealed both similarities and 

differences in their approach to organizational change. All techniques emphasize the importance of employee involvement 

and support during the change process (Giangreco & Peccei, 2018). However, participative change management focuses on 

collaborative decision-making, while directive change management relies on top-down guidance (Klarner, Probst, & 

Soparnot, 2018). Coaching and mentoring prioritize individual development and skill-building, whereas communication 

and transparency aim to provide clear and accurate information about the change process (Clutterbuck, 2018; van Wart, 

Roman, Wang, & Liu, 2019). 

Effectiveness in various contexts 

The comparative study found that the effectiveness of adaptive management techniques varies depending on the 

organizational context and the nature of the change. For example, participative change management may be more effective 

in organizations with a strong culture of collaboration and employee empowerment (Lines, 2018). Directive change 
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management might be better suited to situations requiring swift decision-making and implementation (Klarner et al., 2018). 

Coaching and mentoring can be particularly beneficial in organizations undergoing significant skill or role transitions 

(Mullen & Noe, 2019). Communication and transparency are essential in all contexts but may be especially critical during 

periods of uncertainty or high employee anxiety (Jiang, Lavaysse, & Schwager, 2018). 

B. Impact on employee retention 

Factors influencing retention 

The comparative analysis identified several factors that influence employee retention during organizational change, 

including the degree of employee involvement, support, and communication (Giangreco & Peccei, 2018). Employees are 

more likely to remain committed to the organization when they feel included in the change process, receive adequate support 

and resources, and have access to clear and accurate information about the change (Oreg, Vakola, & Armenakis, 2018). 

Best practices for change management 

The study suggested several best practices for change management to enhance employee retention, such as fostering a 

culture of open communication, providing opportunities for employee input, and offering targeted coaching and mentoring 

to support skill development (Men, 2017; Mullen & Noe, 2019). Additionally, organizations should strive to minimize 

uncertainty and demonstrate empathy and understanding towards employees' concerns during the change process (Gentry, 

Dingus, & Cox, 2017). 

C. Impact on employee productivity 

Factors influencing productivity 

The comparative analysis revealed that employee productivity during organizational change is influenced by factors such 

as role clarity, skill development, and effective communication (Garvey, Stokes, & Megginson, 2018). Employees who 

understand their new roles and expectations, receive support for skill development, and have access to accurate and timely 

information about the change are more likely to maintain or even increase their productivity levels (Hansford, Tennent, & 

Ehrich, 2017). 

Best practices for change management 

To enhance employee productivity during organizational change, the study recommended several best practices, including 

providing clear expectations and guidelines for new roles, offering targeted training and development opportunities, and 

fostering a culture of open communication and feedback (Garvey et al., 2018). Organizations should also ensure that 

employees have the necessary resources and support to adapt to the change and maintain a focus on continuous improvement 

and learning (Ruck, Welch, & Menara, 2017). 

VI.   DISCUSSION AND IMPLICATIONS 

A. Interpretation of findings 

The comparative study of adaptive management techniques highlighted the importance of tailoring change management 

approaches to the organizational context and the specific nature of the change. The analysis demonstrated that employee 

retention and productivity during organizational change could be positively influenced by various factors, such as 

participative decision-making, clear communication, and targeted coaching and mentoring (Giangreco & Peccei, 2018; 

Mullen & Noe, 2019). 

The findings suggest that there is no one-size-fits-all approach to change management. Organizations must carefully 

consider the unique aspects of their culture, employee demographics, and the change itself when selecting an appropriate 

adaptive management technique (Oreg, Vakola, & Armenakis, 2018). The study's results also emphasize the importance of 

ongoing evaluation and adjustment of change management strategies to ensure their effectiveness in promoting employee 

retention and productivity. 

B. Practical implications for organizations 

Organizations undergoing change can apply the findings of this study to enhance their change management processes and 

improve employee retention and productivity. Some practical implications include: 

Assessing the organization's culture, employee characteristics, and the nature of the change to select the most appropriate 

adaptive management technique (Oreg et al., 2018). 
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Fostering open communication channels and promoting transparency throughout the change process to minimize employee 

anxiety and uncertainty (Jiang, Lavaysse, & Schwager, 2018). 

Providing opportunities for employee input and participation in decision-making processes, especially in organizations with 

a strong culture of collaboration and empowerment (Lines, 2018). 

Offering targeted coaching and mentoring programs to support employees in developing the skills and competencies 

necessary for success in their new roles (Mullen & Noe, 2019). 

C. Limitations and future research directions 

The study has some limitations, which provide opportunities for future research. First, the comparative case study approach 

may not capture the full range of adaptive management techniques or their effects on employee retention and productivity. 

Future research could employ a longitudinal or experimental design to better understand the causal relationships between 

change management strategies and employee outcomes. 

Second, the study focused on a limited number of organizations, which may not be representative of all organizational 

contexts. Future research could examine a broader range of organizations, industries, and countries to explore the 

generalizability of the findings. 

Lastly, the study primarily relied on qualitative and quantitative data from interviews, surveys, and document analysis. 

Future research could incorporate additional data sources, such as direct observations, employee performance metrics, or 

longitudinal data to further enhance the understanding of the relationship between adaptive management techniques, 

employee retention, and productivity. 

Navigating Organizational Change: A Comparative Study of Adaptive Management Techniques and Their Effects on 

Employee Retention and Productivity 

VII.   CONCLUSION 

A. Recap of study findings 

This comparative study explored the effects of various adaptive management techniques on employee retention and 

productivity during organizational change. The research highlighted the importance of selecting context-specific change 

management approaches, taking into account the organization's culture, employee demographics, and the nature of the 

change. The findings emphasized the positive influence of participative decision-making, clear communication, and targeted 

coaching and mentoring on employee retention and productivity (Giangreco & Peccei, 2018; Mullen & Noe, 2019). 

B. Significance of adaptive management techniques 

The study's results underscore the significance of adaptive management techniques in successfully navigating organizational 

change. By implementing tailored change management strategies, organizations can mitigate the negative effects of change 

on employees and enhance their ability to retain and motivate their workforce. This, in turn, can contribute to improved 

overall organizational performance and competitiveness in the long run. 

C. Final thoughts on navigating organizational change 

Organizational change is an inevitable aspect of modern business operations, and the ability to manage change effectively 

is a critical skill for organizational success. The findings of this study provide valuable insights into the adaptive 

management techniques that can help organizations navigate change, minimize employee turnover, and maintain 

productivity. By understanding the unique needs of their employees and organizational contexts, leaders can select and 

implement change management strategies that are most likely to be effective in achieving desired outcomes. 
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