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Abstract 

This paper explores the relationship between organisational structure (ORG) and strategic 

business success (SBS) in the petroleum industry in Uganda. ORG was measured using span of 

control (SPOC), coordination of functional units (CORD), centralisation (CENT) and 

decentralisation (DECE). The study premised on institutional theory. The population was 347 

licensed petroleum companies in Uganda and a sample of 186 was distributed and 174 used for 

analysis. The study used a survey research design. Regression and correlation were used to do 

analysis. The study used a self-administered questionnaire and semi-structure key informant 

interviews. Findings indicate that ORG has positive and significant relationship with SBS, although 

DECE and CORD make bigger contributions to ORG and ultimately SBS, CENT to a less extent. It is 

recommended that to generate more value, organisations should adopt CORD and DECE. It is 

concluded that petroleum companies should strengthen and manipulate DECE and CORD to meet the 

growing need of the petroleum industry. The study concluded that ORG does predict changes in SBS 

and is an important predictor of SBS. 

Keywords: Organisational Structure, institutional theory, Strategic Business Success, Petroleum 

industry. 

Introduction 

Organisations design structure that they 
believe shall deliver value to their shareholders 
and serve customers in the most efficient 
manner as compared to competition. To a large 
extent, ORG may depend on the type of industry 
and market. There are four models of ORG 
found in companies operating today [1]. 
According to the author, these models include 
hierarchy (1946-1964): traditional top-down 
model where orders filter downwards from a 
single figurehead to departments via a 
management layer without cross-team 
collaboration; horizontal (1965-1976), which 
began to flatten the structure, spreading power at 
the top and introducing internal communications 
and teams began to collaborate. Flat (1977-
1992) saw generation with no need for a 
hierarchy because each staff member was 
fundamental to the proper running of the 
business and the focus was on getting things 
done. The last model is the holacracy (1993 -…) 

which may hold the key to the future of 
organisational structure. 

In the recent past, two forces played 
significant roles in shaping organisational 
structures in an organisation - the rise of digital 
technology and the free movement of people and 
ideas. These have shaped the way people work 
and how organisations respond to changes in 
environment. Changes in technology especially 
the ubiquity of the internet have meant that 
information is ably shared globally in an instant. 
However, in spite of technological 
improvements in transport, landlocked 
developing countries often lag behind their 
maritime neighbours in overall development and 
external trade [2]. This inevitably affects 
companies in these countries and Uganda is no 
exception. 

Generally, the global business environment 
experiences change which directly or indirectly 
affect businesses in what is described as VUCA 
(volatile, unstable, complex and ambiguous) 
environment [3]. The authors offer critical 
advice to business managers on how to identify 
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each element of VUCA and offer suggested 
approach to adopt to manage. VUCA is a 
common phenomenon in the petroleum industry 
that experiences tremendous change and 
activities. For example, although the basic 
supply and demand pressures determine the 
price of oil but, international politics play a large 
part [4]. Organisations therefore need to design 
and operate a structure capable of responding to 
VUCA and other changes in operating 
environment. 

ORG provides an enabling system that allows 
company management to intrinsically generate a 
design and structure that supports organisational 
operations. A flexible and fluid ORG creates a 
platform and system that allows prompt decision 
making, timely response and attention to 
customer demands as well as effective response 
to market dynamics. Some scholars say ORG 
can be described as the set of ways in which 
organisational work is divided into separate 
tasks, delegated and coordinated towards the 
achievement of corporate goals [5]. 

Scholars including [6] and [7] studied the 
alignment and implications of organisational 
structure in Brazil (internationalised public 
company) and North American, European and 
Japanese multinationals respectively. The results 
indicated that the public company’s ORG 
provides a structural framework for R&D 
management, promoting knowledge and 
infrastructure sharing. The internationalisation, 
allows researchers to interact with research 
centres of excellence abroad. 
Internationalisation for Multinational 
Enterprises (MNEs) allows innovative 
performance which is enhanced by the lateral 
and hierarchical exchange of knowledge but 
suppressed by bureaucratic coordination and 
control mechanisms. ORG uses a variety of 
structures and elements to ensure a fluid and 
flexible organisation able to deal with shifts in 
direction or impact. 

The petroleum industry is fraught with 
uncertainty occasioned by turbulence and 
unpredictable changes in environment, political 
interference and market changes, which require 
managers to use their managerial capabilities to 
build, integrate, and reconfigure organisational 
resources and competences [8]. The interplay of 
factors in the industry provides avenues that 
managers exploit to the benefit of their 

respective companies and these are anchored on 
capabilities with which managers create, extend, 
or modify the ways a firm makes a living, 
through an impact on factors both within and 
outside of the organisation [9]. Due to the level 
of competitiveness, sheer amount of capital 
investment, environmental concerns, strict 
regulatory and statutory control, and an industry 
where government receives and usually plan to 
receive high revenues, the petroleum industry 
requires a high degree of organisational 
flexibility in order to success [10]. 

Uganda is a net importer of petroleum 
products with 92% through the Kenya 
infrastructure while 8% is supplied through Dar 
es Salaam (MEMD, 2019). To be competitive, 
the petroleum industry needs an ORG that 
guides and enables companies to appropriately 
respond to changing competitive dynamics. 
Companies that have reliably flexible system 
can sustain market presence and only those that 
are more resilient both internally and externally 
would sustain market presence. Recently, 
companies have experienced challenges in their 
structure, and this has been worsened by the 
impact of COVID-19 [12]. 

In Uganda, whereas companies attempt to 
design ORG to meet their strategic objectives; 
and whereas the petroleum industry is liberalised 
with free market economy that determines entry 
and exit, there are some challenges the 
petroleum industry faced in the recent past. 
These challenges therefore, compel one to ask 
whether the issue in the petroleum industry is 
inappropriate or inflexible ORG to aid 
organisational growth, development and 
attainment of strategic objectives. The 
emergence of COVID-19 pandemic with social 
distancing, stay at home and avoid crowded 
public places has exacerbated this challenge as 
an organisation must change its service system 
by implementing digital innovation and dynamic 
organisation in its service and organisational 
structure [12]. 

Conceptual Framework 

This study was guided by the conceptual 
framework in Figure 1. Independent variable 
was ORG with constructs that included SPOC, 
CORD, CENT and DECE with SBS as the 
dependent variable. 
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Figure 1. Conceptual Model 

Source: Researcher, 2021 

From the conceptual framework, it is 
postulated that ORG has a positive and 
significant relationship with SBS. This 
relationship plotted directly from ORG to SBS. 

The remaining parts of this study are arranged 
as follows. Section two of the study presents 
literature review; section three presents the 
methodology whereas section four presents data 
and results as well as a discussion of the results. 
Section five presents conclusion and possible 
policy recommendations. 

Theoretical Review 

Institutional Theory of the Firm 

This study was guided by the institutional 
theory which introduced the concept of open 
systems in the study of organisations [13]. It 
came to recognise the significant organisational 
effects that are associated with the increase of 
cultural and social forces: the institutional 
environment [13]. Institutional theory has gone 
through various transformations in terms of its 
episteme, thus providing a variety of different 
looks at social phenomena. 

The institutional theory of organisations puts 
institutions at the core of the analysis of 
organisations’ design and conduct. Institutional 
theory seeks to explain the processes and 
reasons for organisational behaviour as well as 
the effect of organisational behaviour patterns 
within a broader, interorganisational context 
[14]. Institutional theory explains innovation 
based on cognitive institutions that seek 
legitimacy so that they’ll be accepted. This 
legitimacy constitutes a mechanism that links 
organisational behaviour with belief systems and 
public opinion in which change occurs as a 
response to institutional pressure [15]. 

According to [16] organisations therefore 
implement interventions that are viewed as 
legitimate by institutions within their 
environment, and adopt certain initiatives in 
response to coercion or strong pressures to 

comply with rules, mandates, and regulations. 
The authors assert that organisations mimic the 
behaviours and structures of other successful 
organisations to withstand competition and align 
with professional norms. 

The institutional theory is critical because it 
provides a basis for consideration of exercise 
and use of power within the institutional 
framework. For example, leaders and managers 
exercise authority in order for an organisation to 
undertake R&D such that an organisation can 
produce new products or services that will give a 
competitive advantage and first mover 
advantage over its rivals. Similarly, institutional 
theory tends to be managerial or applied from an 
objective perspective of enabling an 
organisation to design interventions that make a 
more critical social impact creating an image of 
corporate and socially responsible organisation. 
This, therefore, provides the petroleum industry 
organisations a suitable opportunity to achieve 
SBS. 

Literature Review 

Organisational structure (ORG) 

ORG is a specific pattern of relationships that 
managers create in the process of organisational 
design. According to [17] “an ORG is defined as 
a system that determines how job tasks are 
formally divided, grouped and coordinated 
within an organisation”. The ORG is related to 
institutional governance that according to [18] 
involves aspects such as advisory councils, 
technical scientific advice and business 
organisation (direction, choice of management 
and organisation chart), in addition to the 
normative aspects defined by the legal regime 
and the statute. 

[19] refers to ORG as “the formal 
configuration between individuals and groups 
regarding the allocation of tasks, 
responsibilities, and authority within the 
organisation”. ORG has been advocated as one 
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of the organisational resources that can 
decisively contribute to the reinforcement of 
organisation’s capacity to innovate [20], [21] 
suggest that the way in which organisational 
work is divided, delegated and coordinated 
affects cooperation and internal communication, 
impacts free flow of information and exchange 
of ideas and favours or hinders experimentation, 
generation and dissemination of new knowledge. 

ORG influences resource allocation, favours 
internal and external communication and 
strengthens organisational ability to respond to 
changes in business environment, to learn and 
innovate [23]. ORG is a mechanism which links 
and co-ordinates individuals within the 
framework of their roles, authority and power 
[25]. ORG represents a useful tool that directs 
individuals’ behaviours through shared values, 
norms, and goals [26]. 

ORG can be described as how the job tasks 
are formally distributed or divided, grouped, and 
coordinated [27]. And such ORG illustrates a 
durable configuration and layout of tasks and 
activities for a foreseeable duration [28]. 
Essentially, this means, ORG is a methodical 
arrangement where the organisation is 
subdivided into identifiable tasks aimed at 
creating a harmonious relationship within the 
different organisational units and responsibilities 
[28]. An ORG is meant to establish a formal 
arrangement for tasks and reporting 
relationships that offers control over 
subordinates and providing motivational system 
to arouse performance in a bid to support the 
attainment of organisational goals [28], [29]. 
ORG comprises of job positions, reporting 
relationships and accountability mechanism 
especially process and sub-process deliverables 
[28, [30]. 

Because it supports strategy, ORG is 
designed to provide working arrangement, 
creates a competence-based environment, 
motivates and generates employee morale so 
that coordination with management is attained 
because it provides a thrust to a sketch of 
organisational plans that should be pursued [28]. 
ORG provides a platform for distribution and 
sharing of power within the organisation and 
among employees [28], [31]. ORG provides an 
avenue where people at work are organised and 
coordinated. It equally affects the nature of the 
relationships they develop, their feelings about 
these aspects, the ways in which they carry out 

their works, the attributes required of employees 
that work in particular types of structure and 
what that means for the management of the 
employees’ performance. Generally, ORG must 
provide a basis for competent performance, ease 
of coordination within the organisation, a 
framework to support strategy to produce 
positive results [32]. 

We therefore discuss the following 
organisational structure dimensions: 

Coordination and formalisation (CORD) 

Coordination of function units also known as 
formalisation refers to the extent to which 
decision-making, working relationships and 
operational routines are governed by specific 
standard rules, regulations, policies and 
procedures [33]. It coordinates and controls 
work processes and behaviour through 
codification and documentation, and sets explicit 
standards for work attitude and outcomes [30], 
[34]. 

Formalisation is described as “the amount of 
written documentation in the organisation” and 
indicates the extent to which job tasks are 
defined by formal regulations and procedures 
[35]. These rules and procedures are written to 
standardise operations in organisations. 
Formalisation is meant to measure the extent to 
which an established organisation uses rules and 
procedures to prescribe and regulate behaviour 
[26]. In an organisation with high formalisation, 
there are explicit rules which are likely to 
impede the spontaneity and flexibility needed 
for internal innovation (Chen & Huang, 2007). 
Staff members organise and manage their own 
tasks and are responsible for their own output, 
whereas internal communication and 
collaboration is facilitated by coordination 
managers or committees [21]. 

Centralisation (CENT) 

Centralisation means concentration of 
authority at the top level of the administrative 
system while decentralisation means dispersal of 
authority among the lower levels of the 
administrative system [36]. Approaching from 
top management perspective, [35], [37] describe 
centralisation as the concentration of power and 
decision-making authority at the top levels of an 
organisation. For control and other reasons, 
decision making in a centralised system is 
concentrated at the top level, as opposed to 
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delegated decision making to the lower levels in 
decentralised systems [35]. 

In centralised system, a hierarchy of authority 
and participation are key [35]. Hierarchy of 
authority refers to the concentration of decision-
making authority in performing tasks and duties 
[35], [37]. Participation in making decisions 
refers to the employee participating in decisions 
in an organisation [35]. 

Decentralisation (DECE) 

Decentralisation refers to the extent to which 
the right and authority to make decisions and 
evaluate activities within an organisation is 
distributed among different organisational levels 
[23]. It defines whether power and control are 
shared among various structural components as 
well as whether all staff members are involved 
in decision and strategy making, policy shaping 
and resource allocation. 

Decentralisation is found to be related to 
many work-related attitudes and behaviour [38]. 
It is where various kinds of people performing 
diverse jobs in different locations are involved, 
be it in departments within the organisation or in 
different geographical areas. 

Span of Control (SPOC) 

SPOC is typically defined as the number of 
people who report to a manager or supervisor or 
the number of workers that a supervisor can 
effectively manage [39]. SPOC has consistently 
been associated with the number of people 
assigned to a manager, not the number of full-
time equivalent positions assigned. To measure 
span of control, the head count is the simplest 
span of control measure [40]. However, SPOC is 
more complicated than just an estimation of a 
manager’s number of direct reports [41]. 

[42] concept analysis of span of management 
suggested that analysis of SPOC should include: 
manager capability reporting structure (number 
of employees per manager), degree of manager 
and staff interaction, manager role breadth and 
complexity, the number and size of work groups 
under a manager’s authority, and the availability 
of other managerial supports (educators, 
assistant managers, etc.). A high degree of 
control over work has been associated with 
decreased manager turnover [43]. Role overload, 
work control and job satisfaction are important 
manager job outcomes not previously examined 

in studies of frontline manager span of control 
[41]. 

In organisations, SPOC is important because 
of the role it plays and implications for ORG, 
how decisions are made, the interactions 
between supervisors and subordinates and is an 
important aspect of a manager’s coalition [44]. 

Strategic Business Success (SBS) 

SBS was the dependent variable. It refers to 
the business ability to maintain sustained 
business position (financial and non-financial) 
and performance over a period of time. 
Businesses are described as successful when 
they do make or possess skills and technical 
know-how to balance resource use and 
allocation. A successful business essentially 
comprises of financial and non-financial success 
performance indicators. 

Financial performance (profitability, growth, 
return on assets and return on equity) indicate 
competitive advantage [45], [46]. Non-financial 
performance includes new product and service 
introduction, time to market new product and 
service, number of successful new products and 
services and reputation [46]; organisational 
reputation [47], [48]. 

Generally, profitability is measured by Return 
on Asset (ROA), Return on Equity (ROE), Net 
Interest Margin (NIM) and Return on Capital 
Employed (ROCE) variables [49]. Profitability 
ratios measure a firm’s ability to generate profits 
and central investment to security analysis, 
shareholders, and investors, and profitability is 
the primary measure of the overall success of 
enterprise [50]. Return on investment is 
important because it is an indicator for 
measuring the profitability of invested capital 
[51]. 

Empirical Review 

Organisational structure and Strategic 

Business Success 

[21] studied the impact of ORG dimensions 
on innovation performance. The findings 
revealed that training boosts organisation’s 
capacity to innovate, whereas direct supervision 
as a coordination mechanism significantly 
restricts this capacity. Innovative performance 
supports business customers’ relationship value 
and financial performance, while financial 
outcomes are beneficially affected by profitable 
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relationships with customer relationship value. 
As a recommendation, managers are encouraged 
to facilitate structures that adopt training and 
minimise direct supervision to foster the 
development of a competitive advantage based 
on innovation, creativity and business clients’ 
relationship. 

In their study, [22] examined the effect of 
ORG on the performance of selected 
manufacturing companies in Nigeria with a 
focus on pharmaceutical manufacturing firms. 
The study found that ORG significantly affects 
performance and concludes that ORG in 
pharmaceutical manufacturing firms affects 
performance except in its growth objective. The 
study recommends that pharmaceutical firms 
should consider their structure as a major 
determinant of performance and as such, non-
performing firms should redesign their structure 
for optimal performance. 

[52] sought to assess whether hospitals in 
different health system structures in the United 
States varied in their interoperable data sharing. 
The study found that interoperability 
engagement varied greatly across hospitals in 
different health system structures, with facilities 
in more centralised health systems more likely 
to be interoperable. Hospitals in one system 
type, with centralised insurance product 
development and diverse service offerings 
across member organisations, had significantly 
higher odds of being engaged in interoperable 
data sharing in our multivariate regression 
results. 

A study conducted by [53] indicated that “an 
ORG plays a crucial role in the success of an 
organisation” and argued that a “successful 
organisation normally uses a horizontal and less 
complicated structure”. The study sought to 
identify the relationship between an 
organisation’s structure (especially formality, 
complexity and concentration) to its 
performance. Findings revealed that “although 
there were some positive impacts from the 
formality and concentration on the 
organisational performance, there was no 
indication of any possible effect from the 
complexity of the structure on the organisational 
performance”. 

In a conference paper, [54] examined the 
impact ORG on organisational performance. It 
was hypothesised that an organisation cannot 
exist without a definite structure and that the 

purpose of ORG is the division of work among 
members of the organisation so that coordination 
of their activities is directed towards the goals 
and objectives of the organisation. The findings 
revealed that ORG impacted organisational 
performance. As such, an organisation should 
strive to have a well-defined structure in place in 
order to achieve its set objectives. 

A study by (Ogbo, Chibueze, Christopher, & 
Anthony, 2015) investigated the impact of 
structure on organisational performance in 
Innoson Nigeria Ltd and Etisalat in Nigeria. The 
findings revealed that DECE option enhanced 
better and more informed decision making in 
technical and service firms in Nigeria. Findings 
also showed that task routine affected staff 
productivity both positively and negatively 
while a significant positive relationship existed 
between narrow SPOC and efficiency in the 
organisations under study. The study 
recommended that managers consider a more 
decentralised form of structures as a means of 
improving the decision-making process. 
Similarly, it also recommended that managers 
should combine both task routine and variety in 
organising employees to carry out task in order 
to reap the advantages of both systems of task 
assignment. It also concluded that employees 
should be empowered to be more innovative in 
carrying out tasks, whether routine or not. 

[55] studied the impact of ownership structure 
on performance in European banking sector both 
prior and during the recent crisis. The findings 
revealed that differences in level of profitability 
and the quality of loans between stakeholder and 
shareholder banks before the crisis are common 
in countries that experienced a banking crisis 
after 2007. But there is strong heterogeneity in 
performance between different stakeholder 
ownership groups. Except for private savings 
banks, profitability and quality of loan of 
stakeholder banks relatively improved as 
compared to that of shareholder banks during 
the crisis years. The findings provide support for 
those arguing that the diversity of organisational 
structures is worth preserving. 

[56] examined effects of organisational 
culture and structure on the implementation of 
activity-based costing (ABC) in Chinese firms. 
The findings showed that a formalised ORG 
significantly affects the success of implementing 
ABC. The study also revealed that interactions 
between CENT and outcome orientation and 
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formalisation and innovation were associated 
with success in implementing ABC. 

[25] studied effects of ORGs and learning 
organisation on job embeddedness and 
performance. The findings revealed that organic 
ORG has no direct effect on individual adaptive 
performance but mechanistic ORG affects job 
embeddedness positively, while it has no direct 
effect on individual adaptive performance. 
Learning organisation fully mediated the 
relationships between organic ORG and 
performance and also learning organisation has a 
full mediator role between mechanistic ORG 
and individual adaptive performance. 

[35] investigated the impact of ORG on 
organisational commitment in Jordan which 
considered three structural dimensions 
(formalisation, centralisation and 
standardisation) in 23 public and private firms. 
The findings indicated that all structure 
dimensions are related to organisational 
commitment in both sectors, except the 
hierarchy of authority. On the structure 
dimensions, formalisation showed a higher 
correlation with organisational commitment in 
public firms, while participation indicated a 
higher correlation with organisational 
commitment in private firms. 

Based on the kind of structure that enhances 
organisational effectiveness, it can be argued 
that structure is critically essential for an 
organisation because it provides a foundation 
over which an organisation achieves its overall 
strategic objective. Whatever, the form of ORG 
designed and chosen by an organisation, it 
should act as a framework along which 
attainment of shareholder and stakeholder 
objectives is premised. Business needs of an 
organisation play a significant role in advising 
an organisation on the type of structure to adopt 
because it has a strong relationship with 
business strategy. 

From the foregoing analysis, ORG enhanced 
SBS to the extent that they support achievement 
of business objectives. Businesses should design 
a structure that allows efficient, effective and 
prompt decision making process - a central pillar 
in organisational success. As a result of the 
above analysis, it was hypothesised that: there is 

a significant positive relationship between 

ORG and SBS. 

Methodology 

The study was carried out using survey 
research design, while descriptive analysis was 
employed plus inferential analysis using 
correlation and regression analysis. Descriptive 
approach was adopted to establish relationship 
between variables without seeking to establish 
causality. In this study, a structured self-
administered questionnaire physically 
distributed to the respondents was used. In 
addition, semi-structure key informants’ 
questionnaire was distributed to purposively 
selected individuals considered to have rich data 
and provided the data that was necessary for this 
research. 

Target respondents were 347 licensed 
petroleum supply companies represented by top, 
middle and lower managements. The sampling 
frame (list of licensed petroleum companies as 
at 31 December 2019) was obtained from the 
Ministry of Energy and Mineral Development 
(MEMD). The study used cluster sampling 
technique because the licensed petroleum 
companies were spread throughout Uganda and 
target population was homogenous but was 
spread in a wide geographical area [57], [58]. 

In total, one hundred eighty-six (186) 
questionnaires were physically delivered and 
one hundred seventy-four (174) usable 
questionnaires were returned, representing 
93.55% response rate. This is considered a good 
response rate considering that response rates to 
surveys have been declining over the last 
30 years [59]. The drop-out rate of 6.45% shows 
the estimate of a number of subjects who can 
leave out the study due to some reason [60]. 

Measurement 

To measure responses, the study employed 
the 5-point Likert scale. [61] assert that for the 
large studies with population of more than 100, 
it is better to use a 5-point Likert scale. This is 
because in a Likert-response, item with choices 
varying from “Strongly Disagree” to “Disagree 
to “Neutral”, to “Agree” to “Strongly Agree”, 
brings a balance in the mind of the research 
participant due to existence of equal distance 
between each of these choices. The response 
options appear “balanced” in that the items to 
the left of “Neutral” have an equal number of 
counterparts to the right of “Neutral”. If the 
response choice is unbalanced to either side, the 
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possibility of that item being an interval 
measurement seems greatly diminished [62]. In 
addition, qualitative data was analysed using 
themes, categories and codes that captured 
opinions on various variables. 

Techniques for Data Analysis 

The data presented in this study were 
analysed using sets of techniques. The 
descriptive analysis was used to summarise the 
respondents’ basic characteristics and profile. A 
correlation analysis and regression techniques 
were used to assist in checking interrelationship 
and strength of the relationship between 
variables and their direction of their relationship. 
This was aided by the use of SPSS software 

version 20. Qualitative data was analysed by 
identification of main themes and codes that 
supported interpretation and analysis of 
quantitative data. 

Results 

Descriptive Statistics 

Licensed Activities 

Of the sampled companies who returned the 
questionnaires, the majority (76.4%) were 
licenced for retail and importation. Other 
activities are wholesale with 17.8%, 
transportation and logistics registered 0.6% as 
shown in Table 1. 

Table 1.: Licensed petroleum companies’ activities 

Licenced Activities Frequency Percent Cumulative Percent 

Importation 45 25.9 25.9 
Retail 88 50.6 76.4 
Wholesale  31 17.8 94.3 
Transportation & Logistics 1 0.6 94.8 
Depot & Storage 9 5.2 100.0 
Total 174 100.0  

Positions of Staff Interviewed 

From Table 2, the majority, 72.4% were 
middle management and top management was 
10.3%. In most companies, middle managers are 
the recipients and implementers of company 

strategies. Among top management were 
Managing Directors, CEOs and Directors, an 
indication of the level of acceptance and 
attention the study received implying the result 
is of good quality and representative. 

Table 2. Positions of staff interviewed 

Position Frequency Percent 
Cumulative 

Percent 

Top management 18 10.3 10.3 
Middle management 126 72.4 82.8 
Lower management 30 17.2 100.0 
Total 174 100.0  

 

Years of operation for companies 

The majority, 69% of the companies have 
operated for between 6 to 15 years. About 6.8% 
have existed for between less than 2 to 5 years. 
As shown in Table 3, the result shows that the 

majority of the companies fall between 6 to 15 
years demonstrating that a good number may 
probably have participated in the study making 
it comprehensive and representative. 
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Table 3. Years of existence for sampled companies 

Years of Existence Frequency Percent Cumulative Percent 

<2 years 6 3.4 3.4 
3 to 5 years 6 3.4 6.9 
6 to 10 years 72 41.4 48.3 
11 to 15 years 48 27.6 75.9 
16 to 20 years 12 6.9 82.8 
>20 years 30 17.2 100.0 
Total 174 100.0  

Classification of Companies 

As in Table 4, the companies were 
categorised as NOC (0.6%), regional companies 
(6.9%) which represent companies with regional 
presence within the political East African 
Community, and MNCs (4%) that operate in 
transnational arrangement within or outside 
Africa. The majority of the companies (86.2%) 
are independent marketers (companies that 
operate single or multiple pump stations without 

attachment to any known brand or franchise). 
The ‘others’ represents companies that have 
acquired petroleum operator licence but are not 
petroleum companies in the strictest sense of the 
word. For example, manufacturing plants or 
industries that acquire a licence to enable them 
import and/or store petroleum products for own 
use. These companies are essentially industrial 
consumers or processors. 

Table 4. Classification of Companies 

Category Frequency Percent Cumulative 

Percent 

NOC 1 0.6 0.6 
Regional  12 6.9 7.5 
MNC  7 4 11.5 
Independent 150 86.2 97.7 
Others  4 2.3 100 
Total 174 100  

NOC = National Oil Company 
MNC= Multinational company 

Estimated market share of companies 

The study revealed that market share in the 
downstream petroleum industry is dominated by 
independent marketers who individually have 
less than 5% market share but collectively 

account for 92.3%. Companies with market 
share between 16 to 20% account for 1.1%. 
Most companies that returned questionnaires did 
not have any with market share more than 20% 
as in Table 5. 

Table 1. Estimated market share of companies 

Market 

share 

Frequency Percent Cumulative Percent 

<5% 161 92.5 92.5 
6 - 10% 8 4.6 97.1 
11 - 15% 3 1.7 98.9 
16 - 20% 2 1.1 100.0 
21% > - - - 
Total 174 100.0  

Inferential Statistics 

The study investigated the relationship 
between ORG and SBS. In the next section, 

detailed explanation of the predictor item is 
made. 
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Correlation Analysis 

Correlation analysis for the variables was 
conducted as illustrated in the correlation matrix 
Table 6. The results indicated a positive and 
significant relationship between ORG and SBS 
characterised by a highly strong correlation 
between the two variables (r=0.701, p=0.000). 
For individual constructs, CORD shows a highly 

strong positive and significant correlation 
(r=0.838, p=0.000), SPOC indicates a fairly 
strong positive and significant correlation 
(r=0.710, p=0.000), DECE also shows a fairly 
positive and significant correlation (r=0.700, 
p=0.000) and CENT indicates a moderately 
strong positive and a significant correlation 
(r=0.666, p=0.000). 

Table 2. Correlation Matrix 

 ORG SPOC CORD CENT DECE SBS 
ORG 1      
SPOC .710** 1     
CORD .838** .463** 1    
CENT .666** .343** .395** 1   
DECE .700** .279** .569** .200** 1  
SBS .701** .403** .624** .373** .641** 1 

**. Correlation is significant at the 0.01 level (2-tailed). 

Regression Analysis 

Table 7 shows the overall model fitness in 
explaining ORG, because it predicted changes in 
SBS evidenced by a coefficient of determination 
(R square) of 0.491. This means that 49.1% of 
variance in SBS can be predicted by ORG. The 

R-Square is an overall measure of the strength of 
association, not extent to which a particular 
independent variable is associated with the 
dependent variable. It is an estimate for how 
well ORG predict the SBS. 

Table 7. Model Summary 

Model R R Square Adjusted R Square Std. Error of the Estimate 
1 .701a .491 .488 3.82472 
a. Predictors: (Constant), ORG 

As illustrated in Table 8, the analysis of 
variance (ANOVA) results indicate that the 
overall model was statistically significant. The 
p-value (p=0.000) when compared to the alpha 
level (p=0.05) is smaller implying that ORG 

reliably predict SBS. This is supported by the F 
statistic for the ANOVA which is 165.764 
implying that it meets the criterion for 
significant value. 

Table 8. Analysis of Variancea 

Model Sum of 
Squares 

df Mean 
Square 

F Sig. 

 

Regressio
n 2424.870 1 2424.870 165.764 .000b 

Residual 2516.095 172 14.628   
Total 4940.966 173    
a. Dependent Variable: SBS 
b. Predictors: (Constant), ORG 

Table 9 shows that ORG and SBS are 
positively and significantly related (r=0.630, 

p=000), where a unit change in ORG increases 
SBS by 0.630 units. 
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Table 3. Regression of Coefficientsa 

Model Unstandardized Coefficients Standardized 
Coefficients 

t Sig. 

B Std. Error Beta 

 (Constant) 16.754 1.858  9.019 .000 
ORG .630 .049 .701 12.875 .000 

a. Dependent Variable: SBS 
The direction of the relationship between 

ORG and SBS is determined from the 
standardised beta coefficient, ß=+0.701, 
indicating that higher scores on ORG predict 
higher ratings for SBS. In summary, a regression 
analysis showed that ORG scores significantly 
predicted ratings for SBS, ß=+0.701, 
F(1,172)=165.764, p<0.000 (R²=.491). From 
the results and findings, it is concluded that 
ORG has a positive and significant relationship 
with SBS, hence hypothesis accepted. 

Discussion 

As hypothesised, it was found that there was 
a positive and significant relationship between 
ORG and SBS characterised by strong 
correlation between the two variables (r=0.701, 
p=0.000). This means that a unit change in ORG 
leads to a change in SBS by 0.701 units. The 
regression analysis also showed an overall 
model fitness because coefficient of 
determination (R-Square) of 0.491, implying 
that 49.1% of variance in SBS can be predicted 
from ORG. 

From individual constructs of ORG, based on 
frequency analysis, respondents ranked SPOC 
and CORD equally (69.7%) higher than DECE 
(68%) and CENT (58.3%) although regression 
analysis standardised beta coefficient shows 
different ranking. The finding therefore implies 
that each petroleum company should, based on 
its internal capacity and resources, determine the 
best structure to support achievement of SBS. 
Any option chosen should consider employees 
who shall be affected by any decision. 

Descriptive analysis revealed that 67.1% of 
respondents agreed an ORG is a firm foundation 
for organisational success. This was supported 
by correlation coefficient and regression 
analysis that indicated a strong and positive 
relationship between organisational structure 
and SBS. This implies that for an organisation to 
deliver its strategic objective, it must design a 
structure that considers effect of such structure 
on employee morale, customer service 
requirement and the needs of other stakeholders. 

Structures that negatively impact staff morale 
resultantly also negatively affect performance of 
an organisation. Therefore, for an organisation 
to perform well, it must have an organisational 
structure that provides a robust opportunity for 
staff to perform at their best without being 
curtailed by bureaucratic tendencies. 

Studies on SPOC support managers having 
smaller spans of control to manage relationships 
with direct and indirect reports. However, in 
situations where the work performed is less 
complex the more likely a larger SPOC can be 
accommodated. In the current study, the 
majority of respondents agreed that the SPOC 
within their companies has reasonable number 
of subordinates reporting to a manager and is an 
important ingredient of ORG and resultantly 
impact SBS. This finding is corroborated by [63] 
who found that it was unfavourable to have a 
large number of subordinates reporting to one 
manager and managers who were members of 
management teams with a better average SPOC 
experience some job demands to a good higher 
extent. 

The petroleum industry strives for efficiency, 
effectiveness and economy in their competitive 
landscape with quick turnaround in decision 
making especially because this industry is quite 
volatile due to frequent changes in international 
crude oil markets and exchange rates. Therefore, 
a structure that enables quick decision making is 
highly recommended. However, this finding is 
inconsistent with [64] who found that there was 
no association between SPOC and employee 
engagement. The circumstance in which Norton 
Healthcare (Kendall’s testing ground) operates 
needs to be understood because being a 
healthcare provider, the turnaround time in 
handling emergencies, intensive care patients 
and general quality service is a hallmark of 
healthcare service provision. 

This study found that ORG is associated with 
SBS evidenced by the positive and significant 
relationship between the two variables. 
However, this finding is inconsistent with [65] 
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that revealed the health system ORG and culture 
on health services for HIV service monitoring in 
South Africa was centralised and highly 
formalised. The inconsistency can be looked at 
from the perspective of effective management of 
health in the context of pervasive HIV which is 
causing untold suffering in every community in 
the world. To ensure no abuse or uncoordinated 
delivery of effective HIV system, concentration 
of decision making at the centre is truly 
understandable. This significantly differs from 
the petroleum industry where stakeholders’ can 
be adequately served if systems are 
decentralised for better decision making. 

The study results indicate that the majority of 
respondents agreed that CORD is effective in 
their respective organisations. This is consistent 
with [66] who argue that every organisation 
designs a management structure that works for it 
but also determines the relationships between 
the different functional activities, the members 
and flexibly subdivides and assigns different 
roles, responsibilities, and authority to carry out 
different tasks. Such activities must be properly 
coordinated to achieve desired collective goals. 
For an organisation to attain its desired 
objective, it must establish an effective and 
efficient coordination and linkages of internal 
and external components that minimises internal 
and external complexities that create 
bureaucratic environment. An organisation’s 
structure and coordination are crucial design 
options. Therefore, the link between structure 
and coordination is important because an 
organisation structure inevitably includes the 
assignment of tasks to various individuals or 
subunits, the regular apportionment of resources 
to these functional units, the appropriate 
designation of customers and markets to units, 
and generally the breakdown of the larger 
problem for smaller units. Coordination is 
bringing the units together through 
communications, IT, leadership, culture, 
incentives, routines and procedures, and usually 
what we call management [66]. 

Although the findings from this study points 
to a generalisation that ORG has a significant 
and positive relationship with SBS, the work of 
[67] advises otherwise. The authors reported that 
ORG elements showed different effects on 
different innovation orientations. For example, 
formalisation (CORD) had no significant 
relationship with exploratory innovation but 

showed a positive relationship with exploitative 
innovation. Centralisation showed a negative 
relationship with exploratory innovation but had 
no relationship with exploitative innovation. The 
current study concentrated on the downstream 
sector of the petroleum industry, while the 
findings from [66] point towards the midstream 
and upstream where exploration and exploitation 
of petroleum products occur. Nonetheless, an 
organisation involved in exploratory and 
exploitative innovation activities need to be 
cognisant of the structure that enables 
innovation and exploitation that allow 
companies to create and develop competitive 
advantage. 

A decentralised system creates avenues where 
decision making is quicker and reliably fast. In 
this way, companies with decentralised system 
can react to market pressure, competitor 
behaviour and technological changes more 
effectively than centralised systems. The current 
study found that two-thirds of the respondents 
preferred DECE as compared to CENT. A Study 
by Ogbo, Chibueze, Christopher and Anthony 
(2015) in Nigeria revealed that DECE option 
enhanced better and more informed decision 
making. Although DECE is desirable due to 
speed of its decision making, sometimes the 
decision to decentralise or not is judged on many 
factors. For example, decentralised systems are 
more frequently found in new businesses–not 
because of choice or decision, but usually 
because of the lack of experience and 
management skills [68]. However, this may not 
be practical in the context of petroleum 
companies in Uganda where over three-quarter 
is independently owned and are family-
businessess. 

However, this study contradicts that of Minas, 
Wright, and van Berkel (2012) who found that 
there is increasing central control by transferring 
political or financing responsibility or both to 
the centre but not in outcome in terms of varying 
organisational solutions. The study by [69] was 
in the context of the central and local 
governments where control over resources and 
political decisions are important in maintaining 
control and authority. 

ORG should be adaptable, fluid and act as a 
basis for learning and knowledge acquisition for 
competitive advantage. The current study partly 
agrees with Kanten, Kanten and Gurlek (2015) 
who investigated the effects of ORG and 
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learning organisation on job embeddedness and 
individual adaptive performance. The findings 
revealed that organic organisation structure has 
no direct effect on individual adaptive 
performance but mechanistic organisation 
structure affects job embeddedness positively, 
while it has no direct effect on individual 
adaptive performance. 

In summary, results show that ORG is 
important in SBS. The study showed that there 
is a positive significant relationship between 
ORG and SBS. Therefore, from the results and 
findings, it can be concluded that there was 
significant association between ORG and SBS. 

Conclusion and Implications 

The study aimed to determine the relationship 
between ORG and SBS. Based on analyses and 
results, ORG has a positive and significant 
relationship with SBS because it adequately 
predicts variations in SBS. All dimensions of 
ORG have positive and significant relationships 
with SBS although DECE and CORD make 
bigger contributions to ORG and ultimately 
SBS, CENT to a less extent. This study 
concludes that petroleum companies should 
strengthen and manipulate DECE and CORD to 
meet the growing needs of the downstream 
petroleum industry. 

It can therefore be said that in this study, 
SPOC, CORD, DECE and CENT constituted the 
right dimensions of ORG, although their level of 
contribution varies. 

Participants ranked SPOC and CORD higher 
than DECE and CENT. It is recommended that 
petroleum companies assess and decide which 
type of ORG will make it more competitive and 
enable them achieve strategic goal. Majority of 
respondents agreed that their individual 
companies have linked their ORG and strategy 
to generate sustainable performance (success). 
To continue to achieve intended objective and 
grow their enterprises, petroleum companies 
should adopt a structure that supports their 
strategy and enhance their competitive 
advantage. 

Limitation of the study 

This study acknowledges several limitations. 
Firstly, the study focused on only the petroleum 
companies in Uganda. Consequently, 
generalising the findings to other petroleum 

supply companies in other countries will require 
further investigations. 

This study focused on licensed petroleum 
companies (347) with about 1,100 retail outlets. 
However, during literature review and data 
collection, it was revealed that there are over 2, 
600 retail outlets in Uganda. As compared to 
those of licensed companies, it implies there are 
over 1,500 retail outlets for unlicensed 
petroleum companies. It is recommended that 
future study be undertaken to study the impact 
of the unlicensed petroleum companies. 

The current study was completed using a 
cross-sectional survey design, a similar study be 
planned that uses a longitudinal design to 
determine if changes over time become 
perceptible. 

Lastly, not all targeted petroleum companies 
were willing to participate in the study. Some 
declined after receipt of the questionnaire citing 
company policies. The researcher therefore 
managed this situation by replacing companies 
that declined with those with similar 
attributes/characteristics and willing to 
participate. 
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