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on Example of Production Company

Henryk Dźwigoł

Silesian University of Technology, Poland; ORCID 0000-0002-2005-0078

Summary. The primary objective of this chapter is to design a concept of a modern formula, structured 
as a model, for the organizational restructuring of a hard coal mining company. The author assumed 
the following thesis: the process of the organizational restructuring of a hard coal mining company can 
be presented in the form of a model introducing deep organizational changes for this type of company, 
with the support of the following methods: project management and control system. The author had the 
opportunity to apply crucial methods that seem to be privileged in management sciences. The research 
was conducted on 700 randomly selected leaders of changes in five restructured hard coal mines. In 
the research process, the author used 16 research methods and tools, which he divided into two groups: 
basic methods and supporting methods. The author has developed the model of organizational restruc-
turing covering, in a comprehensive way, all the crucial areas of the mining company’s activity, in 
which it is also possible to make some partial changes depending on one’s needs. The organizational 
restructuring model enables the formulation of global strategies and functional strategies in key areas 
of activity of the surveyed companies. It can also be used in the restructuring processes of mining and 
non-mining companies. The developed model meets the assumptions of ‘Industry 4.0’.
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1. Introduction

Management relates to professional activities based on the latest knowledge, expertise, 
the use of rational methods and behaviour-related techniques. It is a resultant of various 
attributes, including emotional intelligence, which are considered important for managers’ 
behaviours, attitudes, and fortune (Korzeniowski, 2011).

Management is faced with the first great test of its competence and its most difficult 
task in the upcoming industrial revolution, which we call ‘automatization’ (Drucker, 2017). 
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Achieving a higher level of automation as well as higher levels of operational efficiency and 
productivity is a major objective of the Industry 4.0 (Ślusarczyk, 2018). The Industry 4.0 
is the dawn of a new era in which the industry is becoming ‘smarter and smarter’ thanks to 
the use of the Internet of Things, intensive data exchange and predictive analysis (Lenka 
et al., 2017; Porter & Heppelmann, 2015). Companies from different industries are entering 
the Fourth Industrial Revolution (Industry 4.0) through capitalising on digitisation, which is 
changing the way businesses operate and affects the entire value chain within the industry 
(Ślusarczyk, 2018).

Permanent restructuring has been nowadays a natural consequence of the company’s 
activity, being the basis for the development and maintenance of its competitive advantage 
(Borowiecki, 2007).

Improvement of the management system requires a constant analysis of numerous con-
nections and interdependencies among processes. It is assumed that the undertaken improve-
ment activities should be implemented in accordance with the principle saying that if the 
optimization of one process implies changes in other processes, the balance sheet of these 
undertakings must be positive. Disadvantages that weaken the effectiveness and efficiency 
of the organization’s management are disorderly issues related to information and decision 
flows between its particular levels (Kowalczyk, 2011). Information flows in such systems are 
responsible for IT fields, which in practice are simultaneously established and organised at 
different levels of management by task-related teams (Dźwigoł, 2015).

Management is faced with the first great test of its competence and its most difficult task 
in the upcoming industrial revolution, which we call ‘automatization’ (Drucker, 2017). Man-
aging a 21st-century organization implies understanding and acceptance of its changeability, 
complexity and multifacetedness (Dźwigoł et al., 2019a).

Restructuring may be perceived as a set of changes affecting each and every field 
of the enterprise’s activity, preceded by a strategical diagnosis, and introduced as a re-
sponse to changes shaping its environment. Restructuring is aimed at adjusting the en-
terprise’s operating rules to the tricks of the trade binding in the environment, and at 
providing opportunities for achieving the desired market position (Dźwigoł, 2015). The 
Industry 4.0, which plays an important role in the production and service sectors and has 
a direct link to productivity, is of considerable importance in this transition process (Imran 
et al., 2018; Rüßmann et al., 2015; Shrouf et al., 2014; Waschneck et al., 2016). As it 
was stated by Posada et al. (2015) and Roblek et al. (2016), although various functions 
of the Industry 4.0 are strongly linked to Internet technologies, the Industry 4.0 is also 
one of technical added value procedures and effective knowledge management practices. 
This is also confirmed by other studies (e.g., studies by Brettel et al., 2014; by Weyer 
et al., 2015; or by Zawadzki & Żywicki, 2016). The results of these studies prove that 
the Industry 4.0 has a positive impact on production, which translates into improved 
business performance.

As part of the systemic approach, the author proposed changes in the process of func-
tioning of mining companies.

The aim of the study is to:
 – select research methods and tools,
 – design a research method,
 – develop a model of organisational restructuring for a coal-mining company.
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The systemic approach shows an organisation as a set of interlinked elements, which 
is aimed at achieving defined objectives and activities in the most optimal way possible 
(Grudzewski & Hejduk, 2007).

The author made an attempt to approach, in a comprehensive way, organizational re-
structuring in mining companies from the point of view of research analysis, its scope as 
well as opportunities of supporting the implementation process by using modern manage-
ment methods. The author developed his own organisational restructuring model covering, 
in a complex way, the most essential areas of the activities of mining companies (marketing 
and sales, production, finances, human resources, organisational resources, tangible resourc-
es, information-related resources), in which it is also possible to make partial changes as 
required.

With the view of designing a model and its further verification, the author’s research 
method, LIDER, was applied for identifying activity domains and assessing the change lead-
ers’ readiness to undertake organizational restructuring. It provides a link between the re-
search, empirical and application part.

The traditional, hierarchical model of the company’s organisation has, so far, been 
a combination of departments, which, despite a defined goal for the whole company, fol-
lowed their own courses of action. Nowadays, simple, networked and orbital structures are 
preferred, where knowledge is regarded as an important asset. It therefore seems appropriate 
to provide both theoreticians (young researchers) and practitioners (managers and execu-
tives) with innovative research methods and techniques (preferably online) to facilitate the 
transfer of knowledge to the company, its management with the view of increasing competi-
tiveness on the market and, for example, resulting from the implementation of a new strategy 
as to the development of a market economy, such as: Industry 4.0 (Dźwigoł, 2018).

The model for organizational restructuring allows to develop a global strategy and 
functional strategies for key activity domains of companies under investigation, as well as to 
apply it for processes of restructuring of mining and non-mining companies.

2. Research assumptions as to construction of  
restructuring model of organizations

Modern management should take into account the ownership and organisational forms 
of the company and its market behaviour. It should determine the current conditions in which 
the company comes to operate in a specific period (Dźwigoł, 2018).

It is necessary to distinguish key areas of the company’s activity (marketing and sales, 
production, finances, human resources, organisational resources, tangible resources, infor-
mation-related resources) and subject them to strategic diagnosis as well as develop a precise 
and uniform concept of the model of fundamental organisational changes, which constitute 
one of the elements determining positive effects of restructuring activities. Furthermore, the 
model should cover some process restructuring aiming at the development of an intelligent 
organisation.

The basic objective of the study is to design a concept of a new formula for organisation 
restructuring in hard-coal mining companies, in the form of a model.
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Partial objectives are the following:
 – elaborating methodics for designing new ways of organisational restructuring of hard-

coal companies;
 – selecting a set of tools supporting modelling processes of organisational restructuring;
 – applying a systemic approach to diagnosing a company;
 – designing a model of organisational restructuring of mining companies.

The application of the organisational restructuring model should favour an increase in 
competitiveness and efficiency of the hard coal mining company on the market, as well as 
ensure its ability to compete on foreign markets.

The issues presented in the chapter result from the author’s research on the current 
course and effects of the restructuring process of hard coal mining companies (https://www.
scopus.com/...). It allowed to formulate the main thesis, which reads as follows: the pro-
cess of organizational restructuring of hard coal mining companies can be presented in 
the form of a model instilling profound organizational changes for such companies, with the 
support of project management and controlling methods.

Within the framework of the methodological approach, the author formulated an impor-
tant research question: What organisational restructuring model should be applied to meet the 
requirements of the company of the future?

Designing a company of the future requires to remodel the management structure, prin-
ciples of data gathering and more effective use of resources (Malara, 2006, p. 11).

3. Organizational methodics

Organizational methodics indicates what methods and techniques are used to complete 
specified organisational tasks (Pszczółkowski, 1988, p. 119).

The author had the opportunity to use important methods, which appear to be privileged 
in management sciences, i.e., observations carried out in natural conditions (where the author 
cooperated with the surveyed enterprises), and observations-interventions, which took place 
within the framework of transformation activities in enterprises, and the author had a direct 
influence on decisions made in this area.

To comprehensively examine research problems and increase the cognitive value of the 
overall research results, the author used quantitative and qualitative methods, i.e., the so-
called methodological triangulation (Kostera, 2005, pp. 25–26).

In the research process within the organizational methodology, the author employed 
16 research methods and tools, which he divided into two groups:

 – basic methods, i.e.: analysis of operational documentation, observation, interview, meth-
od of group assessment of experts, scenario method, questionnaire, statistical analysis 
(correlation coefficients, significance of differences between means, arithmetic means 
and standard deviations), taxonomic method, comparison method,

 – supporting methods, i.e., branch cost calculation, budgeting, controlling, project man-
agement method, modified strategic scorecard, force field analysis and the author’s ap-
plication and linking method called ‘LIDER’.

https://www.scopus.com/
https://www.scopus.com/
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Moreover, the assumptions of the process of organizational restructuring modelling were 
developed, as well as the research methodology enabling the construction of the model of or-
ganizational restructuring, with the use of supporting tools, i.e., project management methods 
and controlling methods. The directions of activities modelling the process of organizational 
restructuring in the areas of activity such as: marketing and sales, production, human resourc-
es, and information resources were proposed as the key areas of activity of a mining company.

The research procedure to construct an organisational restructuring model for a mining com-
pany was based on concepts of management sciences, including a systemic analysis of the com-
pany and support for project management, and controlling methods (Dźwigoł & Wolniak, 2018).

The process of identifying the key elements of the organisational restructuring model 
has been based on a systemic approach, according to which such companies can be disaggre-
gated into the following, closely related key areas of activity. The selection of the indicated 
areas of activity was finally confirmed by the research conducted by the author.

The author’s own research, carried out by him, is a contribution to the development of 
the research method, related, among others, to:

 – critical analysis of management literature, in particular:
• general models relating to the management and design of organisations,
• functioning of mining companies according to strategic concepts,
• models for restructuring mining companies according to strategic concepts,
• analysis of organisational changes with the use of the formula of management tetrahedron,
• modern system-related stages of enterprise improvement,
• management tools which support changes,

 – identification of the areas of activity of the hard coal mining company and the ability of 
the change leaders to carry out the organizational restructuring process,

 – scenarios aimed at determining the scope and depth of organizational restructuring ac-
cording to change leaders,

 – analysis of the process of restructuring changes in the hard coal mining industry in 
22 countries of the world (Dźwigoł, 2003).

The developed research methodology consists of the following steps:
1. Determination of the subject matter and purpose of the research – selection and defini-

tion of a hard coal mining company, as well as determination of the purposefulness of 
research related to the construction of a model for organisational restructuring, creating 
conditions for initiating innovative activities, improving management efficiency, and 
strengthening the competitiveness of this type of companies.

2. Internal diagnosis – recognition and identification of internal conditions of a hard coal 
mining company, as an entity operating in a specific context: organisational, production-, 
ownership-, employee-related, financial, etc., enabling a preliminary systemic approach 
to the analysis of a hard coal mining company by indicating its key areas of activity.

3. External diagnosis – identification of conditions for mining industry activity with 
regard to the external context of the activity of a hard coal mining company related, 
among others, to political, social, environmental and other conditions; the importance 
of hard coal for the energy security of the country, current government restructuring 
programmes – which ultimately define the boundary conditions for the construction of 
a model of organisational restructuring (Dźwigoł et al., 2019b).
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4. Identification of problems in the scope of the subject and objectives – based on a sum-
mary of the results of internal and external diagnosis aimed at identifying the specific 
character of the activity of a hard coal mining company in relation to the problems of 
organizational restructuring.

5. Searching for partial solutions – analysis of contemporary approaches to restructuring 
issues through detailed recognition of theoretical achievements in the field of concepts, 
models and tools supporting restructuring (including organizational theory, strategic 
analysis, restructuring models, project management method and controlling method).

6. Development and characteristics of the model understood as methods, concepts, and 
assumptions – it consists of the following stages:
 – development of general assumptions and key assumptions of the model,
 – verification of the areas of activity identified, at the stage of ‘internal diagnosis’, as 

key elements of the model by means of surveys and scenario methodology;
 – a list of key elements of the model together with the definition of relations between 

them and the introduction of supporting tools such as: project management method 
and controlling method,

 – presentation of activities in the field of modelling of organizational restructuring in 
selected key elements of the model (marketing and sales, production, human resourc-
es, information resources), including the use of force field analyses,

 – detailed characteristics of the possibilities of using tools supporting the organization-
al restructuring process (methods of project management and controlling), including 
defining the stages of their implementation, defining the methods of project evalua-
tion (strategic scorecard), identifying the effects resulting from the implementation of 
the project management method, presenting budgeting methods and problems related 
to controlling implementation.

7. Model verification – testing the usefulness of the model for management purposes 
through its application in the process of organizational restructuring in a selected hard 
coal mine.

4. Structuring model of organizational restructuring

The term ‘model’ is usually understood as a simplified representation of a complex 
object. Building a model may aim at learning about the existing complex situation, i.e., struc-
ture, functioning and development. It should include a deeper understanding of economic and 
social realities. In order for the modelling result to have a scientific value, it must be verified 
by means of simulation (Sudoł, 2007).

Designing the organizational model of the company of the future forces every em-
ployee, all task forces, and the entire organization to create themselves. Enterprises of 
the future should ensure a change in the approach and way of thinking, from the one 
embedded in the realities of the past century, to the new way of thinking about the future 
reality. The enterprise’s activity should be based on short-term undertakings, which are 
often recreated from accumulated capital in another form, using foreign resources and 
work carried out by entities from the environment rather than from within the enterprise 
(Dźwigoł, 2014).
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As a result of the conducted research and the synthesis of the said research, the key areas 
of activity of mining companies were distinguished, taking into account the assumptions for 
the model.

The selected areas of activity were examined using the ‘LIDER’ research method devel-
oped by the author. Furthermore, tools supporting the modelling phases were selected.

The use of results obtained based on the ‘LIDER’ research method, developed by the 
author, and referring to the assessment of the hard coal mining companies’ ability to carry out 
organizational changes, was of significant importance from the point of view of the method-
ology as to development of the organisational restructuring model. The developed research 
method ‘LIDER’ (of three stages) was used by the author to identify areas of activity and 
assess the readiness of change leaders to carry out organizational restructuring.

The ‘LIDER’ research method initiates the development of a new organizational model 
that allows to get to know the organization, determine methods of solving operational prob-
lems in a practical way, all that with the view of building an intelligent organization.

The conducted research was aimed at assessing the activity of employees participating 
in the restructuring processes of hard coal mining companies, particularly the middle man-
agement staff.

The method enriched the traditional way of conducting interviews with three basic 
elements:

 – two types of questionnaires were developed with a differentiated approach to the survey 
of executive and managerial staff,

 – the author’s own system of scaling the issues which were subject to research analysis 
from the point of view of staff involvement in the restructuring process was developed,

 – an innovative way of interpreting the research was developed from the point of view of 
psychometric features of both employees fully engaged in restructuring processes and 
passive employees in the face of changes.

The developed ‘LIDER’ research method is a part of the proposed model, which 
allows to:

 – assess the readiness to carry out organisational restructuring processes,
 – identify areas of key importance for organisational restructuring,
 – define the scope of restructuring, according to the change leaders.

The use of the ‘LIDER’ research method in the proposed model allows to take into ac-
count specific conditions in the process of organizational restructuring in individual mining 
companies.

The applied research methods, based on the author’s own research, refer to the thesis, 
assuming that the leaders of changes, employed in hard coal mining companies, are capable 
of initiating and implementing the main assumptions of the restructuring process, with par-
ticular emphasis on organisational restructuring.

In order to select a representative coal mine, the author carried out a preliminary measure-
ment and assessment of the phenomenon under study, using an intuitive ‘comparison’ method. 
The method in question consists of comparing such quantities that have the so-called value of 
comparability. It means that, following these comparisons, some conclusions can be drawn 
that are relevant to the assessment of the phenomenon under investigation (Dycz, 2000).
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The author also made use of taxonomic evaluation methods which are particularly use-
ful when the properties of the system subject to evaluation are not measurable. It is therefore 
necessary to estimate them1.

Figure 1 shows a comprehensive graphic presentation of the organizational restructur-
ing model (ORM) of a hard coal mining company.

 1 Taxonomic method – designed over 1949/50 in Wrocław, Poland, by the team of prof. Hugo Stein-
haus. It was called ‘The Wrocław Taxonomy’.

Fig. 1. Model of organizational restructuring for coal-mining company

Source: (Dźwigoł, 2007, p. 210)
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The ‘LIDER’ research method orientates the construction of a modern holistic, chal-
lenge-posing enterprise, where the objectives can be implemented, if it balances the con-
flict between the entrusted duties in terms of profitability and the achievement of customer 
satisfaction. According to the author, a strategy is a set of interactions on key areas of an 
organization’s activity to obtain value for clients and value for the organization. The au-
thor attaches particular importance in the restructuring process to the organizational culture, 
which is created through behaviours, norms, beliefs, and values shared by the members of the 
organization, and its foundation is based on values. They are defined as a set of principles, 
considered by members of an organisation, as particularly important ones, to be respected 
and protected (Rokita, 2005).

The value created by an enterprise is an expression of the relationship between the 
satisfaction of customers’ needs and the resources that must be used to satisfy those needs 
(Konkol, 2005).

In the modelling of the organisational restructuring process, key success factors in se-
lected areas were also distinguished, which significantly affect the scope and success of the 
planned changes. Several key areas of the model were distinguished based on research re-
sults, which indicate that in the current socio-economic conditions the most important areas 
of organisational restructuring in the case of a hard coal mining company include marketing 
and sales area, production area, human resources area, information resources area.

The applied methods of project management and controlling enable the translation of 
the concept and strategy of organisational restructuring of a mining company into operational 
activities, e.g., in the form of restructuring-related change programmes.

The model of organisational restructuring includes support systems (Steering Commit-
tee) necessary for the implementation of individual projects in the enterprise and cooperation 
with the environment. The rank and nature of support systems will depend on the type of the 
implemented project.

The presented model, due to its systemic approach covering a wide range of areas of 
activity of a mining company and a comprehensive set of tools supporting the conduct of the 
organizational restructuring process, becomes universal. This feature results directly from 
the possibility of selective selection of areas and tools of organisational restructuring depend-
ing on the socio-economic situation in which the mining company operates.

An important feature of the organisational restructuring model is its universality of use 
and applicability, which has been confirmed by the development and implementation of this 
model by the author in non-mining companies.

The organizational restructuring model can be equipped with tools enabling the creation 
and management of such processes. These tools include modern systemic stages of com-
pany’s improvement and tools supporting the change. Equally important in this context are 
elements of the Industry 4.0, such as the Big Data, Internet of Things or Smart Factory, which 
play a positive role in promoting the deployment of information technology (IT) and thus 
contribute to the sustainability of the company. According to the research carried out by Ha-
seeb et al. (2019, pp. 17–18) on the role of the Industry 4.0 in promoting sustainable business 
performance in Thai SMEs, the Industry 4.0 is key to the growth of sustainable business per-
formance among these companies. In addition, the Industry 4.0 elements such as Big Data, 
Internet of Things and Smart Factory help implement new technologies, thereby increasing 
business efficiency. However, as the authors rightly point out, in order to implement the new 
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technology and benefit from the Industry 4.0, the structure and process of the organisation 
must be supportive, otherwise it will cause limitations in this respect and will have a negative 
impact on sustainable business performance.

In today’s business world, organizational goals are becoming more and more com-
plex. Work organisation is evolving towards autonomy and the creation of flexible forms 
of work (Bąk, 2009). One may give an example of the production activity, which should 
be based on the conviction that all production units consistently meet the process stand-
ards applied at a given time. Customers and their requirements determine the actions taken 
by the whole production system (Grudzewski et al., 2010; Hamrol, 2016; Krzakiewicz & 
Cyfert, 2017).

5. Conclusions

The use of the organizational restructuring model (ORM, according to the author’s con-
cept), strengthened by system stages of company’s improvement, with the use of project 
management and controlling methods, provides the basis for the development of the compa-
ny towards a marketing orientation).

The proposed model of organisational restructuring presents a different perspective on 
the restructuring process of hard coal mining companies, taking into account not only the 
change of organisation and management, but also rational management of the deposit. An 
important feature of this model is to ensure a new approach to the processes of organizational 
restructuring in enterprises, but above all to equip it with attributes related to the universality 
of its use and applicability.

The organisational restructuring model is an instrument for continuous improvement of 
the hard coal mining company, among others, through flexible selection of areas of activity 
subject to organisational restructuring together with management support systems. An im-
portant role is played here by the area of information resources, the effective use of which is 
beneficial to the identification of opportunities and threats, implementation of strategic man-
agement methodology, while introducing elements of managers’ work with information. It is 
one of the essential conditions for the success of the mission, the objectives of the company, 
and also creating a significant element of its intangible resources.

The project management method and the controlling method, from the organisational 
point of view, constitute a component combining elements distinguished in the organization-
al restructuring model of a hard coal mining company, by means of horizontal links, binding 
the areas of the company’s activity into one whole.

The introduction of the model of organisational restructuring (ORM) of a hard coal 
mining company undoubtedly requires further research aimed at updating the diagnosis in 
the highlighted areas of activity. The aim of this type of research will be to indicate in which 
areas the organizational restructuring processes should be undertaken first and how to select 
tools and techniques supporting such changes.

Changes in the global economy force us to develop a business model, which will result 
in an effective, flexible company, capable of making continuous changes to improve its com-
petitiveness. It is impossible to introduce changes in a company without a prior diagnosis of 
its areas of activity.
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As a result of the conducted research and management practice, the following conclu-
sions have been formulated:

 – diagnosis is the starting point for the formulation of the organisation’s development strategy,
 – diagnosis should be made by interdisciplinary teams made up of competent profession-

als and experienced practitioners who not only come from the specialists of the compa-
ny in question but also from other areas,

 – when diagnosing the organizational system, we must know well the structure and sys-
tem of connections between individual areas of activity. To identify strengths and weak-
nesses, we need standards that we can relate to,

 – a new systemic approach to enterprise research has been indicated as a set of areas of 
activity interconnected by relations, cause-and-effect relations of a positive and negative 
nature, which are aimed at achieving specific objectives and tasks in the best possible way.

It should be stressed that a proper diagnosis does not solve the problem. The essence is 
the reaction to the outcome of the diagnosis. An example is the approach of the American and 
Japanese workers. When an American worker, while completing his/her task, stumbles on 
a nut with too large an opening, he throws it away to the basket with faulty nuts and reaches 
for another nut. After some time, the contents of the basket and the amount of losses are cal-
culated, and when their cost exceeds the acceptable standard, a technical engineer will inter-
vene and deal with the problem according to the division of responsibilities resulting from the 
organizational system. However, when a Japanese employee states that the nuts are too large, 
the losses are obvious. On the same day, he and his colleagues agree on countermeasures, 
and the next day another worker observes the process to find out what is causing this state 
of affairs. If he does not manage to find the cause by himself, he once again holds a meeting 
with his colleagues and if they find out that it is a machine error, then they call the engineer 
(Drucker, 2017). This example shows that the diagnosis is very important in the process of 
introducing changes, but their effectiveness is determined by the reaction to this diagnosis.

The companies of the future must be based more on innovative solutions for their op-
erations, their production system, and their management. Their activity should be based on 
short-term undertakings, which are often revived from accumulated capital in another form, 
using foreign resources and work carried out by entities from the environment rather than 
from within the enterprise.
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