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Abstract

Applying an organizational diagnostic framework that is compatible with an organization’s specific context
can enhance organizational performance and, in turn, increase the likelihood of organizational success.
Although numerous organizational diagnosis models have been developed, they are not universally applicable
to all organizations, particularly those operating in the oil and gas (O&G) industry. Accordingly, this paper
proposes adapting Marvin Weisbord’s six-box model to the context of the O&G industry by examining the
industry’s unique organizational conditions and identifying the components required in an organizational
model to assess the compatibility of Weisbord’s model with the O&G industry. The findings present a
contextualized version of Weisbord’s model and highlight both the potential benefits of its application and the
challenges associated with adapting and implementing the model in the O&G industry.
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1. Introduction

The primary objective of strategic leadership research is to gain a deeper understanding of the influence
of top executives on overall organizational performance (Singh et al., 2016; Razavi et al., 2021). Both
empirical and conceptual studies have demonstrated that strategic leadership actions significantly affect
organizational performance (Ireland and Hitt, 1999; Quigley and Graffin, 2017). However, despite
strategic leaders’ efforts to improve performance, situational constraints, organizational inertia, and
random effects may hinder progress (Fitza, 2017; Haveman, 1992). Consequently, strategic leaders
must prioritize the development of organizations that can rapidly adapt to changes in the external
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environment and thereby enhance performance. To achieve this objective, leaders must synthesize and
interpret alternative strategic stimuli and formulate, implement, and monitor effective strategic
responses (Liedtka, 1998).

Conducting an organizational diagnosis is the first step toward improving organizational effectiveness.
This process involves applying conceptual models and research methods to assess the organization’s
current state and identify areas requiring improvement. Failure to identify the root causes of
organizational problems may result in ineffective decision-making and unsuccessful interventions
(Rahim, 2002; Hatefi et al., 2023). Combining quantitative and qualitative data collection techniques
through a mixed-methods approach can reduce potential biases and provide a more comprehensive
understanding of an organization (Rossman and Wilson, 1994). Organizational models, such as the
Burke-Litwin model, provide useful frameworks for categorizing and interpreting data and for
describing the relationships among different organizational elements (Burke and Litwin, 1992).

Despite advances in strategic leadership research, important knowledge gaps remain. Jaleha and
Machuki (2018) highlighted the need for further investigation of the relationships among strategic
leadership, the external environment, organizational change, and organizational performance. Although
existing evidence indicates that strategic leadership actions significantly influence performance, the
mechanisms through which this influence occurs remain largely speculative. Moreover, the external
environment and organizational change may moderate or mediate the relationship between strategic
leadership and performance, thereby making this relationship indirect. Therefore, systematic
organizational improvement requires an examination of the organization’s current state, including its
subsystems and decision-making processes (Wang and Ellinger, 2011). Revenio and Jalagat (2017)
confirmed through their research that leadership and human resource management cannot be considered
complete without incorporating organizational change, as many scholars have emphasized that leaders
and managers act as change agents and that organizational change can benefit management, employees,
and the organization as a whole. Organizational development consultants must therefore collect reliable
data on the factors causing organizational problems and their interrelationships to provide appropriate
and convincing information (Nguyen et al., 2015). The effective collection and use of data are essential
components of the organizational diagnostic process (Singh et al., 2020).

The remainder of this paper is structured as follows. Following Section 1, which presents the
introduction, Section 2 provides an overview of Marvin Weisbord’s model. Section 3 describes the
organizational circumstances of the O&G industry, and Section 4 reviews the relevant literature. Section
5 clearly defines the research problem and, in particular, the research objective. Section 6 describes the
research methodology. Sections 7 and 8 present the findings of the study, while Section 9 discusses
these findings. Finally, Section 10 summarizes the main conclusions of the paper and identifies potential
directions for future research.

2. Marvin’s model

Marvin R. Weisbord’s six-box model (1976), hereafter referred to as Marvin’s model, has been widely
recognized as a framework for organizational diagnosis and is considered a useful tool for
systematically identifying and addressing organizational problems. The model comprises six categories:
purposes, structure, relationships, rewards, leadership, and helpful mechanisms (Figure 1). Marvin’s
model emphasizes the involvement of organizational members in both the diagnostic and
implementation processes, which can contribute to greater organizational success and adaptability under
changing market conditions. It provides a structured approach for identifying organizational issues and
improving performance.
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A significant contribution of Marvin’s model is its conceptualization of organizations as open systems
that interact with their external environment through the exchange of inputs and outputs. This
perspective is particularly relevant in today’s dynamic business environment, in which organizations
must continuously adapt to remain competitive and effective. By emphasizing organizational purpose
and mission, the model provides organizational members with direction and a clear sense of purpose,
thereby enhancing organizational commitment, motivation, and performance. However, organizational
inefficiency may arise from deficiencies in either the communication or implementation of the mission
statement.

The oil and gas (O&G) industry is a complex and dynamic sector characterized by high levels of risk
and uncertainty, making effective organizational management essential for sustained success.
Accordingly, applying Marvin’s model as a diagnostic tool can facilitate the identification of
organizational issues and performance deficiencies within the industry (Adebayo et al., 2021). Overall,
Marvin’s model provides a comprehensive framework for diagnosing organizational problems and
improving performance. By involving organizational members in the diagnostic and implementation
processes, organizations can enhance their adaptability to changing market conditions and improve their
likelihood of success. In the context of the O&G industry, the model can also support the identification
of performance-related issues and contribute to improvements in strategic leadership.

Relationships

Helpful
Mechanisms

(nput) (Output)

Figure 1

The framework of the Marvin’s model (Weisbord, 1976)

3. Organizational properties of O&G industries

The O&G industry has distinctive organizational characteristics arising from its high-risk, capital-
intensive nature, global operations, and long project lifecycles. One distinguishing feature is the vertical
integration of many major companies, which manage multiple stages of the supply chain, from
exploration and extraction to refining and distribution. This structure enables companies to maintain
control over different phases of production, thereby supporting operational efficiency and cost
management. However, it also requires complex organizational coordination across geographically
dispersed operations. Each stage of the value chain requires specialized knowledge and expertise,
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making effective communication and alignment among organizational divisions essential (Basioni and
Khan, 2024; Monteiro et al., 2020).

Another key characteristic of the O&G industry is its regulatory complexity. Organizations must
comply with a broad range of local, national, and international regulations governing areas such as
environmental protection, safety, and resource management. These regulatory requirements
significantly influence organizational structures, as companies require dedicated functions for
compliance, legal affairs, and environmental sustainability. Navigating this regulatory environment
requires flexible yet robust organizational structures, together with continuous engagement with
governmental bodies and non-governmental organizations (NGOs). These regulatory pressures may
create tension between achieving operational objectives and maintaining compliance, thereby
compelling companies to innovate within constrained operating frameworks.

The industry’s reliance on joint ventures and strategic partnerships represents another distinctive
organizational feature. Given the financial and operational risks associated with large-scale projects,
particularly those undertaken in volatile regions, O&G companies frequently establish partnerships to
share risks, costs, and expertise (Hatefi, 2018). Such partnerships, whether formed with other
corporations or national governments, require organizational models that support collaboration, shared
decision-making, and conflict resolution. Consequently, O&G companies often adopt more flexible and
networked organizational structures in which decision-making authority is distributed and partnership
management becomes a critical organizational function. These distinctive characteristics, together with
the sector’s operational challenges, shape the approaches adopted by O&G companies to structure and
manage their organizations effectively (Kraidi et al., 2019).

Given the complexity and global reach of the O&G industry, a clear and well-structured organizational
model is essential for ensuring operational efficiency, effective risk management, and regulatory
compliance. The industry’s distinctive challenges, including high financial risks, long project lifecycles,
and volatile commodity prices, require companies to adopt organizational frameworks that are
sufficiently stable to support complex operations while remaining flexible enough to respond to
changing market conditions. A robust organizational model facilitates effective coordination among
diverse functions, such as exploration, production, refining, and marketing, while also supporting
collaboration among geographically dispersed teams. Moreover, as the industry increasingly
emphasizes sustainability, safety, and environmental compliance, an adaptable organizational model
can help integrate these priorities into core business functions, enabling companies to remain
competitive while meeting regulatory requirements. Without a coherent organizational model, O&G
companies may face organizational silos, misalignment between objectives and processes, and limited
capacity to respond rapidly to external pressures.

To the best of the authors’ knowledge, the application of Marvin’s model specifically to the O&G sector
has received limited attention. Although Marvin’s model has been adapted to sectors such as healthcare
and education, as well as to small and medium-sized enterprises, its six boxes and associated diagnostic
questions remain largely generic. The O&G industry differs from these contexts in several important
structural and operational respects, including extreme capital intensity, long project lifecycles, tightly
coupled technical and operational systems, multi-party contracting arrangements, stringent safety and
environmental regulations, and substantial exposure to geopolitical and market volatility. These
characteristics create distinctive organizational failure modes and trade-offs that a sector-agnostic
application of Marvin’s model does not explicitly capture.
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4. Literature review

Numerous organizational models and theories have been proposed since the mid-nineteenth century,
with one of the earliest systematic contributions commonly associated with Luther Gulick’s Notes on
the Theory of Organization. By the 1980s and 1990s, the limitations of rigid hierarchical structures had
become increasingly apparent, contributing to the emergence of organizational models that emphasized
flexibility and adaptability, such as matrix and network structures. Studies by Child (1972) and
Hofmann and Gavin (1998) subsequently expanded the literature on organizational model performance
and its relationship with the external environment. Over time, increasingly complex organizational
concepts and models were proposed (Constance O. and Justin M.O., 2020). The twenty-first century
introduced a new generation of organizational models driven by digital technologies and globalization.
Business process and network paradigms emerged with a stronger emphasis on streamlined processes
and interconnectedness across organizational boundaries (Borgatti, 2003; Chountalas and Lagodimos,
2019). Starbuck (2009) described organization theory as a broad discipline encompassing fields such
as scientific management, industrial psychology, industrial engineering, small-group psychology,
human resource management, and strategy, among others. In recent years, organizations have
increasingly adopted models that reflect the complexity and unpredictability of contemporary markets.
Theories such as organizational learning and organizational anarchy emphasize adaptability,
decentralized decision-making, and the capacity to function effectively in turbulent environments.
These developments reflect a broader shift toward organizational agility and resilience, which are
increasingly regarded as essential for survival in rapidly evolving environments (Clark-Stallkamp and
Stefaniak, 2023; Saadat and Saadat, 2016).

Recent studies of the O&G industry have emphasized organizational resilience, governance, and the
relationship between organizational structure and safety, thereby supporting the proposed re-
specification of Weisbord’s six boxes. A scoping review of organizational resilience in the O&G
industry synthesized evidence indicating that adaptive capacity, organizational learning, and safety are
central organizational outcomes within the sector and should therefore be explicitly addressed by any
diagnostic framework (Bento et al., 2021). Empirical case studies have further demonstrated that
organizational design decisions can materially influence operational safety, accountability, and decision
rights, underscoring the need to align the structure and leadership boxes with specific governance
arrangements and decision-making processes (Monteiro et al., 2020). Recent sector-specific studies
have also linked organizational design to project performance and the diffusion of innovation in energy
projects, providing additional support for incorporating subcomponents related to project-to-operations
handovers and contractor interfaces (Basioni and Khan, 2024).

Hamid et al. (2011) applied Marvin’s model in the education sector to examine university structures
and governance, demonstrating how the six boxes can facilitate institutional diagnosis and reveal
misalignments among organizational purposes, rewards, and helpful mechanisms. Kontic (2012)
applied Marvin’s model as a practical diagnostic framework in organizational case studies and
demonstrated its usefulness for tracing observable symptoms to underlying systemic causes. The study
further recommended adapting the framework when industry-specific technical mechanisms exert a
dominant influence on organizational performance. Saleem and Ghani (2013) implemented Marvin’s
model in a banking case study and provided empirical evidence that box-level diagnostics, particularly
those related to rewards and helpful mechanisms, can guide targeted organizational interventions. Their
questionnaire-based approach also highlights the importance of operationalizing the elements of
Marvin’s model to generate actionable findings. Zhang et al. (2016), along with related sustainability-
oriented studies, adapted elements of Marvin’s model to incorporate environmental and long-term
performance considerations, arguing that the inclusion of sustainability and lifecycle indicators
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strengthens organizational diagnosis in sectors in which environmental performance is a core concern.
More recently, Im et al. (2024) applied Marvin’s model in a medical school administrative context and
operationalized the six boxes into survey-based scales that linked diagnostic weaknesses, such as
inadequate rewards and weak helpful mechanisms, to measurable outcomes including job satisfaction
and organizational commitment. This approach provides a useful methodological template for
translating box-level organizational diagnosis into quantitative indicators that may also be applicable to
outcomes in the O&G industry.

Hannevik (2014) developed an organizational climate model for large-scale O&G projects and
identified key dimensions such as communication, leadership, procedural clarity, and safety orientation.
The study emphasized the dual logic of project-based and operational activities within the sector and
highlighted the need for diagnostic tools capable of capturing project-phase organizational climate
alongside permanent organizational structures. Monteiro et al. (2020) examined the influence of
organizational structure on operational safety in O&G firms and found that trade-offs between
centralization and decentralization can materially affect major accident risk management. Their findings
underscore the need for diagnostic frameworks that treat safety governance and regulatory compliance
as core organizational elements. Bento et al. (2021) conducted a scoping review of organizational
resilience in the O&G industry and synthesized evidence concerning adaptive capacity, workforce
competencies, cross-functional coordination, and technical redundancy as key resilience mechanisms.
These findings support the integration of resilience- and asset-integrity-related diagnostic elements into
sector-specific organizational models. Sletten (2023) presented a case study of business model and
organizational change in a Norwegian O&G company facing energy transition pressures. The study
documented how changes in the operating model, including new governance arrangements for low-
carbon projects and the establishment of hybrid organizational units, interacted with incentive systems
and handover processes. These findings provide practical insights that can be mapped onto the structure,
rewards, and helpful mechanisms boxes of Marvin’s model. Basioni and Khan (2024) examined the
relationship between organizational structure and project performance in the O&G industry, further
demonstrating that organizational structure, governance arrangements, and joint venture (JV) and
contractor relationships directly influence schedule, cost, and safety performance.

5. Research problem and objective

The existing literature has extensively addressed theories and models of organizational leadership;
however, considerably less attention has been devoted to the application of these models in specialized
industries such as the O&G sector. As discussed previously, the O&G industry has several distinctive
characteristics, including a high-risk and capital-intensive operating environment, global operations,
long project lifecycles, substantial organizational complexity, and extensive regulatory requirements at
both national and international levels. These requirements encompass areas such as environmental
protection, safety, and resource management. Moreover, many organizational models presented in the
literature have primarily focused on theoretical dimensions rather than their practical evaluation and
application in real organizational settings. In the absence of a sufficiently specific organizational
leadership and diagnostic model for the O&G industry, this paper examines Marvin’s model and its
potential application to the petroleum sector. More specifically, considering the distinctive
characteristics of the O&G industry and the importance of an appropriate organizational structure and
diagnostic framework, this study aims to evaluate the suitability and compatibility of Marvin’s model
for O&G organizations, contextualize the model for the industry, and identify the potential benefits and
challenges associated with its implementation. Accordingly, this study addresses the lack of a sector-
specific organizational diagnostic framework for the O&G industry and seeks to develop a revised and
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contextualized version of Marvin’s model that reflects the industry’s distinctive organizational
characteristics.

Despite the application of Marvin’s model across various industries, its relevance and applicability to
the O&G sector have not been systematically examined. This lack of sector-specific application
constitutes the primary research gap motivating the present study. The gap is particularly important
because diagnostic frameworks such as Marvin’s model may provide valuable insights into
organizational effectiveness, structural misalignments, and systemic weaknesses in high-risk operating
environments. Addressing this gap therefore forms the central motivation of this study, which seeks to
revise and contextualize Marvin’s model to reflect the specific organizational dynamics and operational
requirements of the O&G sector.

6. Research methodology

To achieve the research objectives and address the research questions, a literature review was conducted
in accordance with established systematic and scientific review procedures (Quan-Hoang et al., 2020;
Snyder, 2019). To ensure comprehensive coverage of the relevant literature, a structured search strategy
was employed across multiple academic databases, including ScienceDirect, SpringerLink, Emerald
Insight, and Google Scholar. These databases were selected because, collectively, they provide broad
coverage of peer-reviewed literature in management, organizational studies, and industrial engineering.
The search strategy employed Boolean combinations of keywords designed to capture both the
theoretical and contextual dimensions of the research topic. The final search strings were as follows:

e For studies on Marvin’s model: (“Weisbord Six-Box Model” OR “Six-Box Model” OR
“organizational diagnosis model” OR “organizational diagnostic framework™) AND
(“implementation” OR “application” OR “evaluation” OR “assessment” OR “case study” OR
“organizational change” OR “organizational development™)

¢ For studies on organizational models in the O&G sector: (“O&G” OR “petroleum” OR “energy
industry” OR “upstream” OR “downstream”) AND (“organizational model” OR
“organizational framework” OR “organizational structure” OR “organizational effectiveness”
OR “organizational behavior”)

e For studies on contextual adaptation: (“Weisbord” OR “Marvin’s model”’) AND (“O&G” OR
“petroleum” OR “energy sector”)

No date restrictions were initially applied to ensure comprehensive coverage of the available literature.
Titles, abstracts, and keywords were screened for relevance, and only peer-reviewed English-language
publications were included. The expanded keyword set was intended to reduce the risk of excluding
relevant studies that employed alternative terminology or sector-specific descriptors. After the relevant
records and articles were identified, they were reviewed in detail to extract the required data. These data
were subsequently used to compare the components and requirements of an organizational model for
the O&G industry with those of Marvin’s model and to assess the potential strengths and limitations of
Marvin’s model in the context of the O&G industry. Figure 2 provides a graphical representation of the
research methodology. The findings and their interpretations are presented in the following sections.

The extracted information included bibliographic metadata, research design, sector or subsector,
organizational constructs or diagnostic elements examined, and measurable outcomes, such as safety
incidents, project performance, and job-related attitudes. The analysis was conducted using thematic
synthesis. The included studies were coded according to concepts corresponding to the six boxes of
Marvin’s model—purposes, structure, relationships, rewards, leadership, and helpful mechanisms—as
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well as sector-specific constructs, including health, safety, and environment (HSE) governance, asset
integrity, joint venture (JV) and contractor arrangements, and project-to-operations handovers. The
compatibility of Marvin’s model with the organizational realities of the O&G industry was evaluated
qualitatively based on two criteria: (a) the presence or absence of empirical or conceptual support for
each construct in the selected literature and (b) the extent to which each construct could be
operationalized as a diagnostic prompt or measurable indicator.

[ Literature review ]

Records on O&G organizations )
Components of organizational models )
A
r D)
Utilization of the Organizational components
Marvin’s model in of O&Gindustry

different cases

i i

*  Evaluating the compatibility of the Marvin’s model
with O&Gindustry

*  Contextualizing the Marvin’s model to suit O&G
industry

*  Benefits and challenges associated with implementing

Figure 2
The depiction of the research method (This Study)

Based on the thematic synthesis, the six boxes of Marvin’s model were iteratively re-specified into
subcomponents relevant to the O&G industry, and corresponding diagnostic prompts and a revised
model were developed. Where appropriate, empirical evidence and examples from the reviewed
literature were used to support the proposed modifications. The study concludes by recommending
subsequent steps for empirical validation, including survey-based operationalization, case-based
testing, and expert validation, while also acknowledging the limitations associated with a literature-
driven re-specification of the model.

7. Findings on O&G organizational models

Analysis of the relevant literature and organizational models applied in the O&G industry revealed
several recurring components and themes. These components provide a basis for understanding and
developing a functional organizational model that reflects the specific context of the industry. The
principal components identified in the literature are discussed below.

Saleem and Ghani (2013) suggested that organizational structure is a key determinant of communication
and decision-making within an organization, enabling individuals to coordinate their activities in pursuit
of organizational objectives. Organizational structures may be organic or mechanistic, and the selected
structure plays an important role in facilitating the achievement of organizational goals through
effective coordination of human resources. Organic organizational cultures and structures, which place
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greater emphasis on employee well-being, participation, and productivity, have received increasing
attention in recent years. In the O&G industry, organizational structure is particularly important for
effective operations and decision-making because of the complexity and interdependence of industry
processes. A well-designed structure can help ensure that activities are coordinated and executed
efficiently. Organic structures that emphasize employee welfare and participation may be particularly
advantageous in high-risk industries such as O&G because they can support a strong safety culture and
encourage employees to incorporate safety considerations into their daily activities.

In the O&G industry, organizational diagnosis can provide a systematic approach to understanding an
organization at multiple levels. This process involves establishing and applying a framework for
identifying organizational problems, collecting and evaluating relevant data, drawing conclusions from
the findings, and determining the adjustments or modifications required to improve organizational
performance. Organizational diagnosis is also a participatory process that requires shared objectives
and coordinated approaches, with organizational members actively involved in planning and
implementing interventions. Unlike medical diagnosis, organizational diagnosis is not limited to
eliminating an existing problem; it also involves organizational adaptation and the identification of new
approaches to improve future performance and development (Baharudin and Abdullah, 2020). The
external environment is also an important consideration in organizational diagnosis because factors
outside the organization can directly influence its daily activities. Organic organizations are inherently
flexible, and those responsible for conducting organizational diagnosis must understand the
characteristics and operating context of the organization in order to make appropriate decisions. The
application of organizational diagnostic models can therefore facilitate a more systematic identification
and assessment of organizational problems in the O&G industry (Jeffcutt, 1994; Reason, 1995).

Barney (1991) suggested that organizational rewards can be categorized as intrinsic or extrinsic.
Intrinsic rewards refer to the satisfaction individuals derive from their work, whereas extrinsic rewards
include financial compensation, promotions, and fringe benefits. Boyd and Salamin (2001) argued that
an organization’s competitive advantage may be derived from its human resources, which can be more
durable and less susceptible to imitation than many other organizational resources. Effective human
resource management is therefore critical to organizational sustainability, and compensation systems
play an important role in attracting, motivating, and retaining employees. Deficiencies in reward
systems, however, may contribute to employee dissatisfaction. Consequently, reward mechanisms
should recognize individual achievement and provide opportunities and benefits that reflect employees’
capabilities and contributions. Holmstrom (1979) supported the effectiveness of performance-based
reward systems in motivating and retaining high-quality employees. Accordingly, the effectiveness of
reward systems in the O&G industry should be evaluated in terms of fairness and balance while
considering factors such as competency, working conditions, career development opportunities,
salaries, job responsibilities, performance appraisal, innovation, task variety, educational resources, and
managerial behavior. Failure to account adequately for these factors may result in a suboptimal reward
system and adversely affect overall organizational performance (Kpurunee and Nwibaedee, 2023).

Organizational performance measures, including customer satisfaction, net profit, annual revenue, and
employee turnover, are commonly used to evaluate the effectiveness of organizational interventions
(Akeke et al., 2021; Jaleha and Machuki, 2018; Olivier, 2017; Quansah et al., 2022). In the O&G
industry, strategic leadership is particularly important because organizations must operate within a
complex and continuously changing external environment. This requirement may be even more
pronounced in O&G project management settings (Hatefi et al., 2025). Fluctuating O&G prices,
geopolitical risks, and growing demand for renewable energy sources expose the industry to numerous
challenges that require effective leadership to maintain profitability and organizational success.
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Organizational change is also essential because companies must continuously adapt to emerging
technologies, evolving regulations, and changing market conditions to remain competitive.
Accordingly, reliable performance indicators, such as net profit, annual revenue, customer satisfaction,
and employee turnover, can assist O&G companies in evaluating the effectiveness of their strategic
interventions and leadership practices.

According to Akeke et al. (2021), the O&G industry requires strategic leadership capable of responding
effectively to market forces and industry trends. To achieve operational excellence, leaders should
promote an organizational culture that supports continuous learning and development. Such a culture
can positively influence employee morale, organizational adaptability, and the capacity to respond
effectively to emerging challenges. Investing in a culture that prioritizes learning and development can
therefore contribute not only to current organizational performance but also to long-term success.
Organizations that promote innovation and establish environments that support creativity are often
better positioned to maintain a competitive advantage. Such environments empower employees to
generate new ideas, experiment with alternative approaches, and take appropriate risks that contribute
to growth and progress. In an industry in which technologies and operational processes continuously
evolve, fostering a culture of learning and innovation can help organizations maintain their
competitiveness. A strong organizational culture that emphasizes continuous learning and development
can therefore significantly influence the performance of O&G companies. Strategic leadership plays a
central role in shaping such a culture by establishing conditions that support individual and collective
learning, experimentation, and adaptation. Akeke et al. (2021) emphasized that organizational culture
is essential for facilitating learning and can significantly affect overall performance. Consequently, a
culture of learning and innovation supported by strategic leadership is critical to achieving long-term
success in highly competitive and rapidly evolving industries such as O&G. To support this objective,
companies should invest in employee development through training programs, mentorship
opportunities, and other resources that facilitate continuous learning.

Saleem and Ghani (2013) defined leadership as a process involving the coordination and direction of
individuals’ activities toward the achievement of organizational goals. Leadership is also associated
with specific qualities possessed by individuals who can effectively exercise such influence. Manasse
(1985) argued that the role of a leader extends beyond maintaining existing conditions and includes
initiating and guiding progressive organizational change. To facilitate effective change, leaders must
make feasible decisions while considering the desired future state of the organization. Communication
is a fundamental component of leadership because it involves a process of interaction and negotiation
through which individuals define and manage interpersonal relationships (de Vries et al., 2009; Tourish,
2014). Effective managers are often distinguished by their communication behaviors, while an
appropriate leadership structure is essential to the success of both small and complex organizations
(Akeke et al., 2021; Luthans et al., 1985).

Strategic leadership is particularly important for small and medium-sized enterprises (SMEs) seeking
to achieve their visions and organizational objectives through strategic interventions. Effective strategic
leadership practices include establishing strategic purpose and vision, managing organizational
resources, fostering an appropriate organizational culture, emphasizing ethical behavior, balancing
organizational controls, communicating change effectively, and maintaining strong relationships
between leaders and employees (Quansah et al., 2022). Vera and Crossan (2004) emphasized that a
primary responsibility of strategic leaders is to manage organizational resources while maintaining an
appropriate balance among the various control mechanisms within the organization. Efficient
application of balanced organizational controls is therefore essential for achieving consistent and
reliable performance. Strategic leadership practices should also be continuously assessed and adapted
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to enable organizations to identify and exploit opportunities in turbulent environments (Quansah et al.,
2022). These principles are highly relevant to the O&G industry, in which effective strategic leadership
is essential for navigating the dynamic, complex, and challenging environments in which companies
operate.

8. Findings on Marvin’s model in the context of the O&G industry

As discussed previously, Marvin’s model is an organizational diagnostic framework used to assess
organizational effectiveness across six critical dimensions: purposes, structure, relationships, rewards,
leadership, and helpful mechanisms. Adapting this model to the O&G industry requires several
modifications and contextual considerations because of the sector’s distinctive operational, regulatory,
technological, and environmental characteristics.

Within the O&G sector, the purposes box should reflect the industry’s dual objectives of maximizing
resource development and extraction while ensuring sustainability and compliance with environmental
regulations. O&G companies must align their organizational objectives not only with profitability but
also with global trends such as the energy transition, carbon reduction, and corporate social
responsibility. Accordingly, strategic purposes may need to evolve from purely extraction-oriented
objectives toward broader energy portfolios that increasingly incorporate renewable energy sources
(Zhang et al., 2016). In addition, the O&G industry can benefit substantially from advanced
technologies in pursuing its sustainability objectives. High-technology applications in the sector can
generate considerable added value and may also contribute to productivity and economic development
in other industries. In particular, the application of advanced technologies to equipment and operational
systems can improve exploration, field development, hydrocarbon extraction, and reservoir
management (Hatefi, 2024).

The structure of O&G companies often combines centralized control with decentralized operations.
Large multinational O&G companies operate across multiple regions, each characterized by distinct
regulatory requirements and operating conditions (Afshar and Bahmaei, 2024). Their organizational
structures must accommodate vertical integration across exploration, production, refining, and
distribution while maintaining sufficient flexibility to support joint ventures, strategic partnerships, and
compliance with local regulations. A contextualized version of Marvin’s model should therefore
emphasize organizational structures that facilitate multinational operations and cross-functional
collaboration among engineering, environmental compliance, legal, and other relevant functions
(Adebayo et al., 2021).

In the O&G industry, organizational relationships extend beyond internal stakeholders to encompass
governmental agencies, local communities, non-governmental organizations (NGOs), contractors, and
other external parties. Companies must manage complex relationships with governments regarding
licensing and taxation, with local communities concerning land use and social impacts, and with
environmental groups regarding ecological concerns. Accordingly, a contextualized model should
emphasize the establishment and maintenance of trust-based, long-term relationships with external
stakeholders to secure and maintain the social and regulatory license to operate while effectively
managing social and environmental risks (Adebayo et al., 2021).

The rewards system in the O&G sector should balance financial incentives with performance related to
safety, environmental compliance, innovation, and risk management (Razavi et al., 2021). Unlike
industries in which reward systems may focus primarily on productivity or financial outcomes, O&G
companies must also recognize employees’ contributions to safety performance, risk mitigation,
environmental protection, and the adoption of cleaner technologies. This sector-specific adaptation of
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Marvin’s model would ensure that reward systems reflect not only conventional financial performance
indicators but also health, safety, and environment (HSE) performance (Adebayo et al., 2021).

The O&G industry also requires adaptive and strategically oriented leadership to navigate volatile
commodity markets, geopolitical risks, technological change, and evolving regulatory requirements.
Leaders must balance long-term strategic investments, such as exploration and field-development
projects, against short-term responses to fluctuations in oil and gas prices. Contextualizing Marvin’s
model for the O&G industry should therefore place greater emphasis on the role of leadership in
promoting innovation, sustainability, risk management, and operational excellence (Zhang et al., 2016;
Hatefi et al., 2025).

0O&G companies rely heavily on technological systems and organizational processes to ensure
operational efficiency, asset reliability, safety, and regulatory compliance. In this context, the helpful
mechanisms box of Marvin’s model should include digital technologies such as real-time data analytics,
automation, predictive maintenance systems, and integrated information systems that can enhance
productivity while reducing operational and environmental risks. Mechanisms supporting regulatory
compliance, sustainability reporting, asset integrity management, and environmental monitoring are
also critical for ensuring that organizations meet their legal and environmental obligations (Zhang et
al., 2016).

Considering the distinctive characteristics and operating conditions of the O&G industry, the
modifications described above can enhance the applicability of Marvin’s model to organizations
operating within the sector. The proposed contextualized version of the model is illustrated in Figure 3.
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Figure 3

The customized Marvin’s model for O&G organizations (This Study)
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Table 1

Components of Marvin’s model in the organizational structure of the O&G industry (Developed by the Authors)

Weisbord box Short definition 0&G manifestations Example indicators / Suggested
(sector-specific) data sources citations
Purpose The organization’s Conflicting priorities o  KPI conflict score.  Monteiro et
mission, goals and between production e  Existence/coverage al. (2020);
shared sense of targets and HSE/safety of safety vs Bento et al.
direction. goals. production targets  (2021);
Regulatory/compliance in unit scorecards. ~ Zhang et al.
drivers (e.g., (2016)
permitting,
environmental limits)
that reframe short-term
objectives.
» Commercial pressure
to maximize
throughput during
downturns.

Structure Formal Matrix/hybrid e Percentage of Monteiro
organization of structures across activities under JV  (2020);
roles, reporting projects, operations, contracts; number  Basioni and

lines, and and corporate HQ. of dotted-line Khan (2024)
governance. Joint-venture (JV) reporting
governance and relationships;
contractor/operator documented
splits that create handover owners.
blurred accountability. e  Existence of clear
Offshore/onshore RACIT for
functional splits and handovers.
remote-control
decision nodes.

Relationships Patterns of Frequent contractor- e  Handover checklist Bento et al.
communication, operator handovers completion rate; (2021)
trust, and lateral with weak interfaces. cross-functional

coordination. Cross-discipline meeting frequency;
coordination failures survey item on
(engineering «» trust between
operations «> HSE). contractors and
Informal operator.
communication
networks
compensating for weak
formal links.
Rewards Incentives, Pay-for-production e Percentage of Zhang et al.
appraisal systems bonuses that may de- compensation tied ~ (2016);
and what prioritize long-term to production Monteiro et
behaviors are integrity. targets; al. (2020)
reinforced. Short-term contract presence/coverage
KPIs for contractor’s of HSE incentive
vs long-term asset programs;

stewardship for
operators.

HSE incentives that
are lagging/outcome-
based only.

contractor KPI
alignment score.
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Weisbord box Short definition O&G manifestations Example indicators /  Suggested
(sector-specific) data sources citations
Leadership Direction, Tension between field Frequency of Bento et al.
visibility and leadership (operations) visible leadership ~ (2021);
behavior of and distant corporate HSE rounds; Basioni and
leaders/sponsors. leadership. leadership turnover Khan (2024)
Sponsor pressure for rate; presence of
schedule/production safety leadership
overruns; variable training.
safety leadership
visibility across shifts.
Rapid sponsor
turnover on projects.
Helpful Systems, processes Use (or absence) of CMMS Monteiro
mechanisms and tools that CMMS, handover compliance rate; (2020)

enable work
(procedures, IT,
and controls).

checklists, permit-to-
work systems, digital
twin/asset integrity

percentage of
maintenance tasks
with completed

systems. permit-to-work;
Variable audit score for
proceduralization handover process.

between onshore &
offshore; poor
integration of
contractor systems.

9. Discussion

Each box in Marvin’s model can be assessed within the context of the O&G industry based on its
alignment with the organization’s overall strategy and objectives. By evaluating each box from this
perspective, strategic leaders in the O&G industry can identify areas in which alignment with strategic
priorities may be insufficient and implement corrective actions to improve organizational performance.
Such an approach can also support the industry’s transition toward more sustainable and
environmentally responsible operating models, as discussed below.

Purpose: The model can help strategic leaders ensure that the organizational mission reflects strategic
priorities and that organizational goals are specific, measurable, and aligned with the overall strategy.
It can also support effective communication of organizational purpose to employees and stakeholders
and encourage their commitment to achieving strategic objectives.

Structure: The model can assist strategic leaders in designing an organizational structure that supports
the overall strategy. This may include selecting an appropriate degree of centralization or
decentralization, establishing cross-functional teams or organizational units, and clearly defining roles
and responsibilities in accordance with strategic priorities. The model can also facilitate decision-
making processes that are consistent with organizational strategy and involve relevant stakeholders.

Rewards: The model can help strategic leaders design reward systems that motivate employees to
achieve strategic objectives. This may involve linking rewards to performance indicators aligned with
organizational strategy, providing constructive feedback and recognition, and fostering a culture of
accountability and continuous learning. The model can also support an appropriate balance between
intrinsic and extrinsic rewards while ensuring that reward systems are consistent with employees’
values and expectations.

Helpful mechanisms: The model can help strategic leaders provide technologies, systems, and other
organizational resources that support strategic objectives. This may include investments in innovation
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and digitalization, improvements in operational efficiency and quality, and mechanisms that promote
environmental sustainability and social responsibility. The model can also support innovation and
creativity by fostering an organizational climate characterized by openness and experimentation,
encouraging collaboration and knowledge sharing, and promoting continuous learning and adaptation.

Relationships: The model can help strategic leaders establish communication patterns that support
organizational strategy. This may include developing clear and consistent communication channels,
facilitating dialogue and feedback among employees and stakeholders, and using organizational
narratives to communicate strategic vision and values. The model can also support the development of
stakeholder relationships that are aligned with strategic priorities through effective management of
stakeholder expectations, the development of trust and commitment, and the creation of shared value
and mutual benefits.

Leadership: The model can help strategic leaders adopt leadership styles that are aligned with
organizational strategy. Depending on the strategic context, this may involve visionary and inspirational
leadership, participative and empowering leadership, or more directive leadership approaches. The
model can also support the effective communication of strategy to employees and stakeholders by
clarifying its rationale and expected benefits, addressing potential challenges and risks, and encouraging
feedback and participation.

Numerous organizational change models can be compared with Marvin’s model. Among them, two
widely recognized frameworks are the Burke-Litwin model (Burke and Litwin, 1992) and the
McKinsey 7S model. The Burke—Litwin model is relatively complex, whereas Marvin’s model offers a
more straightforward framework that can be more easily understood and implemented. The McKinsey
7S model comprises seven factors, the Burke—Litwin model includes 12 factors, and Marvin’s model
consists of six factors. Accordingly, both the Burke—Litwin and McKinsey 7S models are structurally
more complex than Marvin’s model.

The McKinsey 7S model provides an analytical framework that can be applied to different types of
organizational change and can support the alignment of strategy, structure, systems, and organizational
values. In contrast, the Burke—Litwin model generally requires a more comprehensive change-
management process and detailed implementation planning to translate its diagnostic findings into
action. It also places less explicit emphasis on supporting individuals during the change process. From
this perspective, Marvin’s model provides a comparatively well-structured and accessible platform for
organizational diagnosis and change assessment.

Despite the potential benefits of Marvin’s model, the distinctive characteristics of the O&G industry
create several challenges for its implementation. One major challenge is balancing centralized and
decentralized operations. The industry often requires centralized decision-making for high-level
strategic issues, while geographically dispersed operations must retain sufficient flexibility to comply
with local regulations, environmental requirements, and operating conditions. This makes it difficult to
implement a uniform organizational structure across all contexts and may create misalignment between
the structure box of Marvin’s model and actual operational arrangements.

Another challenge involves managing stakeholder relationships, particularly those with external parties
such as governments, local communities, and environmental advocacy groups. The O&G industry is
subject to substantial public and regulatory scrutiny because of its environmental and social impacts,
making the development of strong, trust-based stakeholder relationships particularly important.
Although the relationships box in Marvin’s model addresses both internal and external collaboration,
stakeholder management in the O&G industry is considerably more complex. Resistance from local
communities, regulatory authorities, or other external stakeholders can significantly disrupt operations
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and hinder the development of long-term partnerships, which are often essential for effective
implementation of the model.

Additionally, leadership and reward systems in the O&G industry often emphasize short-term financial
performance and operational efficiency, which may conflict with the need for sustainable, long-term
practices. Because the industry is strongly profit-driven, implementing reward systems that assign
comparable importance to sustainability and environmental compliance may encounter resistance.
Moreover, organizational leaders must navigate fluctuating oil and gas prices, geopolitical risks, and
evolving regulatory pressures, which can make it difficult to maintain a consistent strategy aligned with
the six-box framework’s emphasis on organizational alignment and effectiveness. Addressing these
leadership challenges while balancing profitability with sustainability objectives therefore represents a
significant obstacle to the full integration of Marvin’s model.

Although literature reviews provide a powerful method for synthesizing theory and prior evidence, this
study has several important limitations. First, the study is literature-driven and lacks primary empirical
validation; no case studies, field interviews, or survey data were used to test the customized Marvin’s
model or its diagnostic prompts. Second, the review is subject to common sources of bias, including
publication bias, whereby studies reporting positive findings may be more likely to be published;
language bias, because only English-language publications were included; and search bias, because
database coverage and keyword selection may have excluded relevant studies. Third, the coding and
mapping of sector-specific constructs onto the six boxes reflect the authors’ interpretation of the
literature and therefore involve a degree of subjective judgment and potential limitations in intercoder
reliability. Fourth, the applicability of the model may vary across O&G subsectors and organizational
contexts, such as upstream versus downstream operations, different national regulatory regimes, and
state-owned versus privately owned companies, thereby limiting its immediate generalizability. Finally,
practical constraints, including limited access to firm-level operational and health, safety, and
environment (HSE) data, proprietary contractor records, and the resources required for field-based
validation, restricted the scope of empirical follow-up that could be incorporated into this study.

As a final observation in this section, the components of Marvin’s model are compared with those of
other organizational diagnostic models. Table 2 presents this comparison.

Table 2

Main components of organizational pathology models (Rahimi, 2020)

Model Year Components
Open systems pathology 1966 Individual, group, and organizational levels
model
System analysis model 1967 Motivation, communication, interaction, decision-making, goal setting,

control, and performance

Differentiation and integration 1967 Organizational unit structure, employees’ time orientation, employees’
orientation toward others, and members’ goal orientation

Marvin’s model 1978 Goals, structure, relationships, leadership, rewards, and helpful
mechanisms
McKinsey 7S 1980 Structure, strategy, skills, leadership style, systems, staff, and shared

vision
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Model Year Components
Congruence model 1980 Inputs, processes, and outputs
Technical political cultural 1983 Inputs, processes, and outputs

High-performance programing 1984 Time frame, focus, management, development, vision, change-state
planning, structure, motivation, leadership, and communication

Organizational excellence 1989 Consequentialism, customer orientation, leadership and goal stability,
process- and evidence-based management, employee development,
learning, innovation, and continuous improvement

EFQM 1990 Cooperation with business partners and social responsibility

Managerial consulting 1990 Planning, work methods, employees, marketing, advertising,
development, and capital

Causal model 1992 External environment, leadership, mission and strategy, organizational
culture, management style, work-group climate, motivation, structure,
systems, individual and organizational performance, alignment between
job requirements and personal skills, and individual needs and values

Balanced score card 1992 Financial strategy, customers, internal business processes, growth, and
learning
Leavitt model 1994 Task, structural, technological, and human variables

Individual and group behavior 1994 Individual attitudes, beliefs, motivation, group status, structure,
pathology organizational technology, group behavior, processes, and culture

Molecule 2003 Mission, values, culture, systems, structure, strategy, environment, and
management style

Strategic pathology 2004 Goals, mission, competitive strategies, task strategies, marketing, human
resources, finance, operations, information and technology, and research
and development

10. Conclusions

The present study introduces Marvin’s model to the O&G industry and proposes its application as a
framework for improving organizational performance. The distinctive characteristics of the O&G
industry were first examined alongside the key features of Marvin’s model and its potential role in
enhancing organizational effectiveness. The historical development of organizational models and
related studies was then reviewed to establish the theoretical background of the research. Through a
comprehensive literature review, the study identified the principal components required for a functional
O&G-specific organizational model and determined the modifications necessary to adapt Marvin’s
model to the industry context. Following the development of the customized model, the potential
benefits and challenges associated with its implementation in the O&G industry were also examined.

Marvin’s model offers a comprehensive framework for identifying and addressing organizational
problems through its six boxes: purposes, structure, relationships, rewards, leadership, and helpful
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mechanisms. Effective strategic leadership is essential for aligning these organizational dimensions and
motivating employees to achieve established goals and objectives. Strengthening internal relationships
and relationships with external stakeholders is also critical. By adopting a long-term strategic
perspective, leaders can assess each box of the model and take appropriate actions to improve alignment
with strategic priorities such as sustainability, safety, operational efficiency, and organizational
resilience. Reviewing reward policies and developing effective mechanisms for attracting and retaining
competent employees are also essential to strengthening organizational adaptability. By integrating
Marvin’s model with effective strategic leadership, O&G organizations can better respond to industry-
specific challenges and threats, improve organizational performance, and maintain competitiveness.
Such an approach can also contribute to long-term value creation for stakeholders and support the
industry’s transition toward a more sustainable future.

This study addresses a clear gap in the organizational diagnosis literature by providing a literature-
driven re-specification of Marvin’s model for the O&G sector. It synthesizes cross-sector applications
of Marvin’s model with O&G-specific research to translate each of the original six boxes into sector-
relevant subcomponents, including HSE-oriented organizational purposes, project-to-operations
structures, contractor interfaces, and asset-integrity mechanisms. The study also provides comparative
mappings, diagnostic prompts, and suggested indicators intended to make the customized framework
more operational for both practitioners and researchers. The proposed model therefore offers a
conceptual contribution by extending Marvin’s model to a safety-critical and capital-intensive industry
and a practical contribution by providing specific diagnostic elements and measurement approaches
that O&G organizations can evaluate and implement.

Future research should focus on empirical validation of the customized model through expert
assessment, case studies, survey-based testing, and analysis of relationships between diagnostic
dimensions and organizational outcomes. Such validation would facilitate the transition of the proposed
framework from a literature-based conceptual model to an empirically tested diagnostic tool and
provide further opportunities for practical application and theoretical development.

In summary, the principal innovation of this research lies in addressing an identified gap in the
organizational diagnosis literature by providing a literature-driven re-specification and
contextualization of Marvin’s model for the O&G sector.

The authors acknowledge that the present study is primarily descriptive. Accordingly, the first
recommendation for future research is to develop a more analytical framework that explicitly explains
how each dimension of Marvin’s model interacts with sector-specific challenges, such as governance,
safety culture, and the energy transition. Furthermore, to advance and validate the customized Marvin’s
model for the O&G industry, future research should extend beyond literature synthesis toward empirical
testing through a mixed-methods research program. Such a program could begin with expert validation
to refine and prioritize the diagnostic prompts, followed by small-sample case studies to adapt the model
to actual operational contexts. The diagnostic prompts could then be operationalized into a standardized
survey and subjected to psychometric testing using a larger sample to establish construct validity.
Subsequently, box-level scores could be linked to objective organizational outcomes through regression
analysis or structural equation modeling (SEM) to evaluate predictive validity.

Complementary longitudinal or pre—post intervention studies could determine whether organizational
changes resulting from the diagnostic process generate measurable improvements in performance.
Cross-context comparative studies, such as comparisons between upstream and downstream operations,
public and private organizations, and different regulatory regimes, could further assess the
generalizability of the customized model. Moreover, integrating relevant indicators with organizational
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information systems and piloting a practical toolkit comprising checklists, scoring guidelines, and
reporting templates in collaboration with industry partners could help evaluate implementation
feasibility, resource requirements, and practitioner utility.

Future research should also move beyond descriptive analysis by investigating practical applications of
the customized Marvin’s model, including hybrid governance models, stakeholder engagement
frameworks, and environmental, social, and governance (ESG)-linked reward systems. Another
promising research direction is to conceptualize Marvin’s model as a diagnostic framework for
industrial resilience by integrating sustainability, safety, organizational learning, and learning culture.
Such an extension could potentially establish the customized model as a broader management
framework applicable to complex, safety-critical, and capital-intensive industries.
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Nomenclature
EFQM European Foundation for Quality Management
ESG Environmental, social, and governance
HSE Health, safety, and environment
v Joint venture
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RACI Responsible, accountable, consulted and informed
SEM Structural equation modeling
SME Small and medium-sized enterprise
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