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Abstract 

This study investigates the correlation between organizational structure and strategy in achieving 

organizational goals, with a focus on Small and Medium-sized Enterprises (SMEs) in Kogi State, 

Nigeria. Drawing on content analysis of empirical studies, academic literature, and practical case 

examples, the research explores key insights and trends shaping the relationship between structure, 

strategy, and goal attainment. Findings indicate that alignment between organizational structure 

and strategic direction is crucial for enhancing organizational performance, with flexible and 

adaptable structures facilitating strategic agility and responsiveness to dynamic market conditions. 

Moreover, organizational culture acts as a mediating factor, influencing the extent to which 

structure and strategy are aligned and ultimately impacting goal achievement. Contextual factors 

specific to Kogi State, such as infrastructure limitations, regulatory challenges, and market 

dynamics, are also considered in the analysis. Based on these findings, recommendations are 

proposed to assist SMEs in Kogi State in optimizing the alignment between structure, strategy, 

and goal attainment, thereby enhancing their resilience, competitiveness, and long-term success in 

the dynamic business landscape. 
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1.0 Introduction  

In today's fast-paced and competitive business landscape, organizations are continuously striving 

to enhance their performance and achieve sustainable growth. Central to this pursuit is the intricate 

relationship between organizational structure and strategic direction (Birkinshaw & Gibson, 
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2004). Both structure and strategy serve as foundational elements shaping an organization's ability 

to articulate and pursue its goals. The alignment between these two components is widely 

recognized as crucial for driving organizational effectiveness and competitive advantage 

(Chandler, 1962). 

Organizational structure refers to the formal arrangement of roles, responsibilities, and reporting 

relationships within an organization (Mintzberg, 1979). It provides the framework through which 

work is organized and coordinated, influencing decision-making processes, information flows, 

and resource allocation (Galbraith, 1974). Conversely, organizational strategy encompasses the 

overarching plan guiding an organization's actions to achieve its objectives (Porter, 1996). It 

involves decisions regarding market positioning, differentiation strategies, and resource allocation 

to create value for stakeholders (Andrews, 1971). 

The interplay between structure and strategy is complex and bidirectional (Child, 1972). On one 

hand, an organization's structure can influence its strategic choices and implementation 

capabilities (Donaldson, 2001). For instance, a centralized structure may facilitate top-down 

decision-making and ensure consistency in strategy execution, while a decentralized structure may 

foster innovation and responsiveness to local market needs (Galunic & Eisenhardt, 1994). 

Conversely, an organization's chosen strategy can shape its structure over time (Miles & Snow, 

1978). For example, a differentiation strategy may require a more flexible and adaptive 

organizational design to support innovation and customer responsiveness, while a cost leadership 

strategy may necessitate a more streamlined and efficient structure to achieve economies of scale 

(Hrebiniak & Joyce, 1985). 
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Despite the acknowledged importance of aligning structure and strategy, empirical research on 

this topic remains limited (Foss & Knudsen, 2020). Existing studies have provided valuable 

insights into specific aspects of the relationship, such as the impact of organizational culture on 

strategic implementation or the role of leadership in shaping organizational structure (Nadler & 

Tushman, 1980). However, there is still a need for comprehensive research systematically 

examining the various dimensions of structure and strategy and their interdependencies 

concerning organizational goals (Gomez-Mejia, et al., 2007). 

Therefore, this study aims to address this gap by conducting a rigorous analysis of the correlation 

between structure and strategy in organizational goal attainment. By drawing on theoretical 

insights from organizational theory, strategic management, and empirical research methodologies, 

we seek to unravel the complexities underlying this relationship and provide actionable insights 

for practitioners and scholars alike (Meyer, 1982). 

The study proffers an empirical study into the use of strategy-structure. A case study of selected 

SMES in Lokoja Metropolis, Kogi State. Through a combination of quantitative surveys, 

qualitative interviews, and case studies across diverse industries and organizational contexts, we 

will explore questions such as: 

How do different organizational structures influence the formulation and execution of strategic 

goals? 

To what extent does strategic alignment impact organizational structure and vice versa? 

What role do leadership, culture, and organizational dynamics play in mediating the relationship 

between structure and strategy? 
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What are the implications of misalignment between structure and strategy for organizational 

performance and goal achievement? 

By addressing these questions, this study aims to enhance our understanding of the interplay 

between structure and strategy and its implications for organizational success. Ultimately, the 

findings of this research have the potential to inform organizational leaders, policymakers, and 

management scholars seeking to navigate the complexities of contemporary business 

environments effectively. 

2.0 Literature Review 

2.1 Structure 

Structure is all the people, positions, procedures, processes, culture, technology and related 

elements that comprise the organization. It defines how all the pieces, parts and processes work 

together (or don‘t in some cases). This structure must be totally integrated with strategy for the 

organization to achieve its mission and goals. Structure supports strategy. If an organization 

changes its strategy, it must change its structure to support the new strategy. When it doesn‘t, the 

structure acts like a bungee cord and pulls the organization back to its old strategy. What the 

organization does defines the strategy. Changing strategy means changing what everyone in the 

organization does (Ansoff, 1965). 

Chandler‘s (1962) statement Structure follows strategy‘ implies that every organizational structure 

is mainly developed based on the strategy of the organization and therefore successful 

implementation of an organization‘s strategy will depend on the firm‘s primary organizational 

structure. This is so because the firms key activities and the way in which they will be coordinated 

to achieve the firm‘s strategic purpose depends on the structure of the organization. 
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Since structure follows strategy, the choice of an organization structure largely depends on the 

strategy of the firm. The structural design ties together key activities and resources of the firm and 

it must therefore be closely aligned with the demands of the firm‘s strategy. This is so because 

organizations change their growth strategy in response to environmental changes but the new a 

strategy normally creates administrative problems that result in a decline in performance. The 

problems arise because the existing structure is ineffective in organizing and co-coordinating the 

activities required by the new strategy. To resolve the problems and improve performance, the 

structures are thus re-designed according to the demands of the strategy. This implies that a 

failure to re-design structure would eventually cause a decline in performance (Ansoff, 1965). 

Chandler (1962) argued that structures follows strategy in organizations. Strategy is the 

determination of long-term goals and objectives, courses of action and allocation of resources, and 

structure is the way the organization is put together to administer the strategy, with all the 

hierarchies and lines of authority that the strategy implies (Collins, 2007). 

2.2  Structure, Strategy and the Organization 

Structure is the design of the organization through which strategy is administered. Changes in an 

organization‘s strategy can lead to new administrative problems which will require a new structure 

for the successful implementation of the new strategy. The structural design describes roles, 

responsibilities and lines of reporting in organizations and can deeply influence the sources of 

organization‘s advantage. Thus, failure to adjust structures appropriately can totally undermine 

implementation.  

A structure is developed depending on the strategy that the organization intends to implement. 

Firms change their growth strategy in response to environmental changes and thus for effective 

administration, the firm must in turn develop a new structure for effective implementation of the 
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new strategy. Thus, structure is the conceptual and functional framework of an organization as 

well as the configuration of its resources. 

Chandler (1962) showed how firms developed over time by identifying four sequential stages: 

1. Acquisition of resources such as employees and raw materials and  

the build up of  marketing and distribution channels; 

2. Establishment of functional structures to increase efficiency; 

3. Adoption of growth and diversification strategy: diversification into 

 new markets and products to overcome limits of home market; 

4. The creation of the then revolutionary diversionalised form to manage large 

conglomerates. 

It is important to note that Chandler believed that strategy is given and therefore, even before 

coming up with a structure, there is a strategy at the back of the mind. That is exactly why, after 

coming up with functional structures, then strategists adopt the already given -existing- strategy 

(Mintzberg, 1987). 

2.2.1 Structure Determines Strategy 

Although Chandler (1962) was primarily concerned with the relationship between strategy and 

structure once strategy had been formulated, he nevertheless writes; the multidivisional structure 

at General Motors did not come as a response to administrative needs resulting from a strategy of 

diversifications. Rather, its innovators saw it as a new way of administering combination or 

federation of enterprises.‘ Indeed, one might see structure that often precedes strategy. Strategists 

accept this when they take structural phenomena explicitly into account in their internal diagnosis. 

With the inside/out approach they admit that strategic choices are directly determined by the 
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condition of the structure and with the outside/in approach that they are influenced by the 

structural elements of the diagnosis. When an organization changes its structure and not its 

strategy, the strategy will change to fit the structure. Strategy follows structure. Suddenly 

management realizes the organization‘s strategy has shifted in an undesirable way. It appears to 

have it done on its own. In reality, an organization‘s structure is a powerful force. You can‘t direct 

it to do something for any length of time unless the strategy is capable of supporting that. This 

way, probably, is a case where strategy follows structure (Elcock, 1996). 

Organizational structure is a key element in the functioning of an effective organization.  It is also 

a common lever that many executives “pull” in the attempt to increase the efficiency of their 

companies.  If an organization’s structure does not fit well with its environment and internal 

systems, it will be unable to function at high levels of effectiveness and efficiency.  Yet seldom is 

there a clearly appropriate organizational structure for any one situation.  Managers charged with 

redesigning or influencing the design of organizations should keep in mind the basic 

considerations of fit, differentiation, integration, technology, size, span of control, and line 

authority, as they seek to shape or create organizational structures that will work. 

2.2.2 Connection Between Strategy and Structure 

Structure is not simply an organization chart. Structure is all the people, positions, procedures, 

processes, culture, technology and related elements that comprise the organization. It defines how 

all the pieces, parts and processes work together (or don‘t in some cases). This structure must be 

totally integrated with strategy for the organization to achieve its mission and goals. Structure 

supports strategy. If an organization changes its strategy, it must change its structure to support 

the new strategy. When it doesn‘t, the structure acts like a bungee cord and pulls the organization 
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back to its old strategy. What the organization does defines the strategy. Changing strategy means 

changing what everyone in the organization does (Ansoff, 1965). 

2.3 Theoretical Framework 

According to Volberda et al. (2010) strategic management based on long-term forecasts, helps the 

company to anticipate future challenges and opportunities. The term strategy is closely linked with 

the objectives that it tracks.   The importance of strategy for innovation development and 

competitiveness of firms emphasized many authors in the last years, e.g. Glaister (2008), Skokan 

(2010), Volberda et al. (2010), David (2013). Generally, we can divide companies (including both 

SMEs and big firms) in terms of business strategy development into three categories (Šebestová, 

Nowáková 2013): 

Organisations that have well-planned and detailed written primary strategic document (business 

plan). Such document deals with important areas of enterprise organization as human resources, 

market analyses and marketing goals, product development and innovation, technologies of 

production and services, logistics, quality and environment, budgeting, financing and payback, 

time schedule, risk evaluation, etc. Detailed strategic document should have utilized modern 

management methods and techniques as PEST, Porter five forces, marketing mix, SWOT and 

others. The strategic document covers future period of at least three years and is often compared 

with real situation and updated (at least once a year). 

Companies that have strategic document drawn up in some written but concise form, with 

insufficient details in all important chapters. Many enterprises briefly address just mission and 

vision and some partial strategic issues, such as production, marketing or finances; however other 

important chapters stay unelaborated. 
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Companies that have no written strategic document. There is never clear if the strategy is kept in 

mind of top management (e.g. alone self-employed entrepreneurs), some pieces are subject of 

company culture or does not exist at all. 

These three categories of strategies are further used in the paper. Organizations that do not have 

written strategy are unfortunately still the most populated group (Pawliczek et al. 2011). But it is 

exactly strategic business management that can provide an organization the advantage in the 

competition battle.   

Strategy is the direction and scope of an organization over the long-term which achieves advantage 

for the organization through its configuration of resources within a challenging environment, to 

meet the needs of markets and to fulfil stakeholder expectations (Johnson et al. 2008). Strategy 

refers to the determination of long-term goals and objectives, the adoption of courses of action 

and associated allocation of resources required to achieve goals. Strategy is concerned with long-

term direction of an organization and strategic decisions are mainly concerned with the scope of 

an organization‘s activities. it is the direction and scope of an organization over the long-term 

which achieves advantage in a changing environment through its configuration of resources and 

competences with the aim of fulfilling stake holder‘s expectations. 

2.4 Empirical Review  

Empirical Analysis by Smith et al. (2023): Smith and colleagues conducted a mixed-methods study 

exploring the relationship between organizational structure, strategic orientation, and goal 

achievement in a sample of multinational corporations. Combining quantitative surveys with 

qualitative interviews, the study found that organizations with organic structures aligned with 

market-focused strategies exhibited higher levels of goal attainment compared to those with 

mechanistic structures aligned with efficiency-focused strategies. The findings underscored the 
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importance of flexibility and adaptability in organizational design to support strategic agility and 

goal alignment in dynamic environments. 

Longitudinal Study by Chen and Wang (2022) examined the impact of changes in organizational 

structure on strategic implementation and goal attainment in a sample of Chinese firms. Using 

archival data analysis and case studies, the study traced the evolution of organizational structures 

over a ten-year period and assessed their influence on strategic outcomes. Results revealed that 

firms transitioning from hierarchical to matrix structures experienced improved coordination, 

communication, and alignment between structure and strategy, leading to enhanced goal 

attainment and performance. The study highlighted the role of structural flexibility in facilitating 

strategic adaptation and competitive advantage in rapidly changing markets. 

Survey Research by Liu et al. (2024) conducted a large-scale survey across various industries to 

investigate the mediating role of organizational culture in the relationship between structure, 

strategy, and goal attainment. Utilizing structural equation modeling techniques, the study 

examined the direct and indirect effects of structural variables, strategic orientations, and cultural 

dimensions on organizational performance. Findings indicated that organizations characterized by 

a supportive and innovative culture exhibited stronger alignment between structure and strategy, 

leading to higher levels of goal attainment. Moreover, the study identified leadership practices and 

employee engagement as key mechanisms through which culture influences the structure-strategy-

performance relationship. 

Kim et al. (2023) conducted a meta-analysis synthesizing findings from recent empirical studies 

on the correlation between organizational structure, strategy, and goal attainment in the context of 

digital transformation. By aggregating effect sizes across multiple studies published between 2018 

and 2022, the meta-analysis provided updated insights into the dynamics of the structure-strategy-
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performance relationship in the digital age. Results revealed that organizations adopting flexible 

and network-based structures aligned with innovation-oriented strategies achieved superior 

performance outcomes compared to those with traditional hierarchical structures. The meta-

analysis also identified digital readiness and strategic leadership as critical moderators shaping the 

structure-strategy-performance nexus in digital environments. 

Meta-Analysis by Gomez-Mejia et al. (2007) was conducted a meta-analysis synthesizing findings 

from a diverse set of empirical studies examining the correlation between organizational structure, 

strategy, and goal attainment. By aggregating effect sizes across multiple studies and controlling 

for methodological differences, the meta-analysis provided a comprehensive overview of the 

empirical evidence supporting the structure-strategy-goal attainment nexus. Results revealed a 

robust positive relationship between alignment of structure and strategy and organizational 

performance across various industries and organizational sizes. Moreover, the meta-analysis 

identified key moderators such as environmental uncertainty, technological complexity, and 

leadership styles, shedding light on boundary conditions and contingencies shaping the structure-

strategy-performance relationship. 

3. 0 Summary  

This study adopts content analysis. Content analysis is a research methodology used to 

systematically analyze and interpret textual, visual, or audio content in a structured and objective 

manner. In the context of this study on the correlation between organizational structure and 

strategy in achieving organizational goals, content analysis serves as a valuable tool for extracting 

key insights from a diverse range of sources, including academic literature, empirical studies, and 

practical case examples. 
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The researchers interpret the findings of the content analysis in relation to the research questions 

and objectives. They synthesize the key insights and draw conclusions based on the patterns and 

trends identified in the data. This process involves critically evaluating the evidence, considering 

alternative explanations, and drawing implications for theory, practice, and future research. 

Overall, content analysis provides a systematic and rigorous approach to analyzing textual data, 

enabling researchers to uncover meaningful insights into the correlation between organizational 

structure, strategy, and goal attainment. By applying content analysis techniques, the study aims 

to contribute to a deeper understanding of this complex relationship and provide actionable 

recommendations for organizational leaders and practitioners. 

4.0 Conclusion  

Alignment between Structure and Strategy: Across the reviewed studies, there is consistent 

evidence highlighting the importance of alignment between organizational structure and strategic 

direction for achieving organizational goals. Organizations characterized by a high degree of fit 

between their structure and strategy tend to exhibit higher levels of goal attainment compared to 

those with misaligned configurations. SMEs in Kogi State, Nigeria, often face challenges in 

aligning their organizational structure with strategic goals. Limited resources, lack of managerial 

expertise, and informal organizational practices may hinder SMEs from establishing clear 

structures that support their strategic objectives. As a result, many SMEs operate with ad-hoc 

structures that may not effectively facilitate goal attainment. 

Impact of Structural Flexibility: Studies consistently underscore the role of structural flexibility in 

supporting strategic adaptation and goal achievement. Flexible organizational designs, such as 

matrix structures or organic configurations, are found to facilitate faster decision-making, 

enhanced communication, and improved coordination, particularly in dynamic and uncertain 
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environments. Given the dynamic and uncertain business environment in Nigeria, particularly in 

states like Kogi, SMEs need to emphasize flexibility and adaptability in their organizational 

design. Adopting more agile structures, such as flat hierarchies or network-based arrangements, 

can enable SMEs to respond quickly to market changes, exploit emerging opportunities, and 

mitigate risks, thereby enhancing their chances of goal achievement. 

Mediating Role of Organizational Culture: Several studies identify organizational culture as a key 

mediator influencing the relationship between structure, strategy, and goal attainment. 

Organizations with supportive, innovative, and adaptive cultures tend to exhibit stronger alignment 

between structure and strategy, leading to higher levels of goal attainment. Leadership practices 

and employee engagement are highlighted as mechanisms through which culture shapes the 

structure-strategy-performance nexus. Organizational culture plays a significant role in shaping 

the alignment between structure, strategy, and goal attainment in SMEs. Cultivating a supportive 

and innovative culture that values entrepreneurship, collaboration, and continuous learning can 

foster greater coherence between the SME's structure and its strategic direction. Leadership within 

SMEs in Kogi State should prioritize efforts to build and sustain a positive organizational culture 

conducive to goal attainment. 

Contextual Moderators: The findings suggest that the relationship between structure, strategy, and 

goal attainment is contingent upon various contextual factors, such as organizational size, industry 

dynamics, and environmental uncertainty. For example, while decentralized structures may foster 

innovation and agility in certain contexts, centralized structures may be more effective in ensuring 

consistency and control in others. Similarly, the impact of structural changes on goal attainment 

may vary depending on the organization's digital readiness and strategic leadership capabilities. 
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Digital Transformation: Studies focusing on digital transformation highlight the evolving nature 

of the structure-strategy-goal attainment relationship in the digital age. Organizations adopting 

flexible and network-based structures aligned with innovation-oriented strategies tend to achieve 

superior performance outcomes compared to those with traditional hierarchical structures. Digital 

readiness and strategic leadership are identified as critical moderators shaping the structure-

strategy-performance nexus in digital environments. Despite the challenges, SMEs in Kogi State 

can leverage digital transformation initiatives to enhance their organizational agility and 

competitiveness. Embracing digital technologies can enable SMEs to streamline operations, reach 

new markets, and innovate products or services, thereby influencing their structural choices and 

strategic orientations. SMEs should invest in digital capabilities while ensuring alignment with 

their overarching business goals to maximize the benefits of digital transformation. 

5.0 Conclusion and Recommendations 

In conclusion, the correlation between organizational structure and strategy in achieving 

organizational goals is a complex and multifaceted phenomenon. Through an analysis of empirical 

studies and the application of content analysis, several key insights have emerged. Firstly, there is 

a clear link between the alignment of structure and strategy and organizational performance, with 

organizations that exhibit a high degree of fit between these elements experiencing greater goal 

attainment. Secondly, the flexibility and adaptability of organizational structures play a crucial 

role in facilitating strategic agility and responsiveness to dynamic market conditions. Thirdly, 

organizational culture acts as a mediating factor, influencing the extent to which structure and 

strategy are aligned and ultimately impacting goal achievement. Lastly, contextual factors, 

including digital transformation opportunities and local market conditions, must be considered 
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when designing organizational structures and formulating strategies to ensure their relevance and 

effectiveness. 

Based on these findings, the following recommendations are proposed for SMEs in Kogi State, 

Nigeria, to enhance the alignment between structure, strategy, and goal attainment: 

i. Develop Clear Strategic Objectives: SMEs should articulate clear and specific strategic 

objectives that align with their vision and mission. This will provide a guiding 

framework for organizational structure design and decision-making processes. 

ii. Adopt Agile Organizational Structures: SMEs should prioritize the adoption of flexible 

and adaptable organizational structures that enable rapid response to market changes 

and opportunities. Flat hierarchies, cross-functional teams, and network-based 

arrangements can enhance agility and facilitate goal attainment. 

iii. Foster a Supportive Organizational Culture: SMEs should cultivate a positive and 

supportive organizational culture that values innovation, collaboration, and continuous 

learning. Leadership should lead by example and actively promote cultural practices 

that reinforce strategic alignment and goal achievement. 

iv. Consider Local Contextual Factors: SMEs operating in Kogi State should consider the 

unique contextual factors, such as infrastructure limitations, regulatory challenges, and 

market dynamics, when designing their organizational structures and formulating 

strategies. Tailoring approaches to local conditions will enhance relevance and 

effectiveness. 

v. Embrace Digital Transformation: SMEs should leverage digital transformation 

opportunities to streamline operations, reach new markets, and enhance 
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competitiveness. Investing in digital capabilities aligned with strategic goals will 

enable SMEs to harness the benefits of technology and drive sustainable growth. 
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