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Abstract. A Growing body of scholars emphasizes the importance of extending knowledge of 
organizational change by explaining why and how continuous change occurs. Combined with 
organizational improvisation, we explain how continuous change occurs through a longitudinal case 
study. Organizational improvisation plays an important role in accepting environmental changes, 
especially sudden changes, but in the long run, the realization of continuous change requires two 
wings to be waved simultaneously: (1)In response to environmental changes, part of the 
organizational improvisation process is retained, forming experience, and promoting the next 
organizational improvisation; (2)In response to environmental changes, Organizational improvisation 
lead to internal activity, which is conducive to the next organization improvisation. 

1. INTRODUCTION 

Tianfu TV is a model new-media platform enterprise around China, which located in Chengdu, 
Sichuan Province. However it was a traditional audio-visual publishing house on the brink of 
bankruptcy eight years ago. The Chengdu audio visual publishing house was founded in 1989 and is 
part of the Chengdu radio and TV Bureau, and it was the best performing organization in Sichuan's 
peers relying on the introduction of copyrighted tapes. However, the entertainment content market 
began to the Red Sea in the middle of 90 years, and the audio and video industry encountered a 
collective decline. Their main business collapsed and the operation almost stagnated. Chengdu 
Audiovisual Publishing House began to seek new ways to survive. By trying, they first found a 
pattern of media advertising + merchandise sales, and achieve a large success. However, the prospect 
of this development way is valued by the upper unit, who directly grabbed its market. After that, the 
audio-visual society succeeded in breaking through the cultural market in the marginal areas. but the 
relevant policies of the government have limited the investment in cultural activities, and the new 
mode can no longer go on. The frequently frustrated organizations did not give up their advance, 
continued to explore and discover their own advantages as a government-media in the new media era, 
and have access to Qualification Examination Authority, and became the first “Internet content 
integration distribution platform for digital audio and video publishing house” around China 
---Tianfu TV. 

As our observation, the transformation process of Tianfu TV seems out of plan. It often does not 
have clear goals and steps, and always suffers unexpected constraints and restrictions. Moreover, the 
organization has embarked on the road of exploration and finally achieved a successful 
transformation through encountering unexpected change. So how did this happen? 

Researchers have depicted organizational change as either planned or emergent[1]. From emergent 
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approach, organizational change is the result of interaction between change choice and changing 
environment[2]. Therefore organizations need to face more things, not only internal resistance.[3].This 
suggests that it is crucial for firms to interact with changing environments virtuously. Because of 
continuous interaction with environment, change from emergent approach is usually continuous 
change. Despite the theoretical and practical importance of continuous organizational change [4][5], a 
central research question remains unsolved: Why and how do continuous change happen? 

Combined with organizational improvisation, this study explains how continuous change occurs 
through a longitudinal case study. We reveals the transformation process of organization from 
emergent approach, thus make new exploration from this perspective. And we explain how 
organizations can improvise continuously in order to cope with changing circumstances. 

2. RELATED LITERETURE 

2.1 Organizational change and transformation 

Lewin applies the field theory to organizational change and transformation, and defines the change 
as a continuous process of “unfreeze - change - refreeze”[6]. After that, Kotter[7], Isabella[8] and 
Armenakis, et al[9] continue to describe and improve the multistage model. In their view, the 
organization is a relatively static and controllable object, and the successful organizational change 
and transformation often require clear target and overall co-ordination[10][11]. 

  With the development of the field of organizational change, some scholars have begun to reflect 
on the study of organizational change. Organizational change is not the linear, planned process of 
change selection, but also influenced by the external environment, the situation and many other 
factors[12]. Weick &Quinn points out that the Lewin model is based on an inertial, linear, target setting 
hypothesis, and changes need to be driven by disequilibrium and completed under external 
intervention[13]. However, change should be a natural process of persisting. Recent years, some 
studies have begun to discover that some unintentional attempts or actions can also lead to 
organizational change[14-16]. 

Research on organizational change and transformation mainly based on a static perspective rather 
than the dynamic, change, and formation view. Although some scholars began to call on transiting 
research perspective from static and objective to dynamic, open and continuous at the end of the last 
century[17-20]. 

2.2 organization improvisation 

Uncertainty, ambiguity and rapidly changing have become the main characteristics of the business 
environment. There seems to be a strong case for fundamental change in the current forms of 
organizing[21].However, realized organizational strategies and actions do not solely depend on the 
organization’s deliberate options and explicit or even implicit intentions[22],but also depend on ability 
to respond to sudden changes timely. The effectiveness of existing organizational theories 
characterized by order and control is also challenged[20]. As a result, more and more researchers have 
begun to construct new organizational theories that can explain and guide “unplanned” or “sudden” 
organizational behavior, and believe that improvisation will be an effective means to cope with 
complex environment [23]. 

Based on previous studies, Wang et al defines organizational improvisation as an quickly 
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organization respond, cooperating with relevant subjects, integrating and utilizing existing resources, 
and creatively solving threats or grasping fleeting opportunities in the face of unexpected external 
environment[24]. Many research focus on the issues of improvisation and learning[23][24], 
organizational memory, innovation[25][26] and strategic change [27]. The relationship between them has 
been confirmed, but the specific mechanism and process need to be further studied. 

3. METHOD 

This paper aims to explore how organizations catch changes, and achieve transformation. 
Longitudinal case study is suited for this kind of question [28]. We chose a media company--Tianfu TV 
(formerly Chengdu audio-visual publishing house), which made a successful transformation as an 
analysis case.  

3.1 Data Sources 

Interview We have completed three stages of field research and interview since 2016, including 
a 3-week observation of the company. A total of 11 interviews were conducted, involving 19 
participants, including 9 senior executives, 8 middle-level managers and 2 staff, which Table 1 
presents. 

Table1 detail on interview 
Order Time Interviewee Position Primary Coverage 

1 2016.5.6 Wang * 
Ceng * 

senior Organizational development status 
quo 

2 2017.6.15 Wang*, Shi*, 
Xiao*,Cheng*, 

Zhang* 

senior Details of key events transformation: 
background, manager reaction, event 

process and result, etc. 
3 2017.7.3 Zhou*, Jiang*,Tan*, 

Gao* 
middle 

4 2017.7.25 Liu* middle 
5 2017.7.30 He* senior Some problems and difficulties 

encountered in the process of 
transformation 

6 2017.8.11 Wang*, 
Zhao*, Wang * 

senior Industry development judgment and 
new business layout 

7 2017.11.09 Wang * middle Employee composition and basic 
work 

state in the organization 
8 2017.11.14 Zhao* staff Business information of the 

employee's 
Department 

9 2017.11.16 Xie* 

10 2017.11.20 Wang * middle The company's new organizational 
structure and responsibilities, as well 

as the restriction of Chengdu TV 
station. 

11 2017.11.24 Hu * 
Xie * 

middle 

Secondary sources and other data. We reviewed 64 articles on WeChat public address about 
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the company. We also reviewed internal documents, reports, Web site, the Web sites of other local 
providers of media and other materials as available. 70 studies related to enterprise transformation. 
Finally, one of the authors conducted a three-week enterprise observation, directly participated in 
the relevant meetings and activities of the enterprise, and talked with employees, and kept a daily 
observation diary. 

3.2 Data Analysis  

We sought to tell a story based on the analysis of themes[29], a story about how can organizations 
catch sustained changes, and achieve development and transformation. We constructed a timeline 
based on informants’ recollections of important events, newspaper articles, and documents, which 
Table 2 presents. 

Table2 Key events of Organizational Change 
period Condition/Event/Action 
1989 The Chengdu audio visual publishing house was established. 

1989-1995 fitted China's audio-visual content Market ,brilliant development 
1996-2006 The market shrinked and business stagnated. 
2006-2010 Reform of enterprise system, business stagnated. 

2011 Try new business models 
2012 The new business model is effective, ensuring the survival of the enterprise 
2012 Last business model is copied by the upper unit, try second models again. 
2013 National policy limits the continued development of the second models. 
2013 Building new Tianfu TV mode 
2015 Platform mode has been recognized 
2016 Built the “Internet media Ecosystem under the leadership of the Party”. 
2017 Expand market and get new development 

Based on the key events, we comb out the three major changes in the process of organization 
transformation. Each major change is then described in detail, including the background, the 
organization's reaction process, and the outcome. In repeated discussions and theoretical links, label 
the corresponding phenomena and form the key constructs. Then we compare each major change to 
find out the characteristics of longitudinal change. We present the specific analysis process 
combined with research findings in following section. 

4. FINDINGS  

Through the analysis of process, it is found that the organization has experienced three major 
changes from near bankruptcy to successful transition.  

4.1 Improvisation as organizational responses 

Through the analysis of every major change in the organization, some Keywords begin to 
emerge, such as unclear goals, rapid attempts, resource integration, etc. Combined with the 
background of change, we associate such organizational reactions with organizational improvisation. 
Wang et al point out that organizational improvisation should include three dimensions: immediate 
response, intentional creation, and resource integration[24]. Improvisation is particularly important 
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when the organization undertakes the environmental change, especially the sudden change [23]. The 
following will be a detailed analysis of the organizational responses and outcomes of three period. 

4.2 From bankruptcy to survival(2010-2013) 

Chengdu Audio and Video Publishing House have basically no business after being transformed 
from an industrial unit into an enterprise, with nearly 4 million liabilities. The entire publishing 
house has only three members. Beginning in 2010, the new chairman decided to lead the company 
to transition. However, in early 2011, the audio-visual publishing house did not receive sufficient 
financial support from its superior unit--Chengdu TV Station. It's very difficult for us that the higher 
authorities allocate 3 million dollars from us to run the business. (Wang, I2) After that, it tried to 
make regular media operations, such as operating a column or a channel, but in the end they failed. 
Faced with the condition that without enough money, without business, then what should we do? 
(Wang, I2) the organization does not have a clear goal. But soon, the audio-visual publishing house 
turned its attention to the station's “junk time” –the time from 10:30 p.m. to 8:00 a.m. Through 
analysis, it is found that unexpected condition making enterprises dig up and use some hidden 
resources, or idle resources that are not valued before. 

However, the specific business models are still being explored. The publishing house carries out 
product brand packaging and promotion for a small food enterprise, and puts the promotion 
advertisement on television. When these ads were broadcast on the TV station at that time, I felt I 
was right. Because most of the audiences in this period are elderly people at home, they go 
shopping after they have seen advertisements (Wang, I2). At this time, the general manager 
integrated the commercial supermarket channel at hand, and began to put the products advertised in 
the major supermarkets, and achieved good results. After the success of this attempt, the enterprise 
quickly copied the model, achieved 17 million of its revenue in second years, supporting the 
survival of enterprises. After three years of efforts, the company has returned more than 2 million 
yuan in debt. This is the first business model after our restructuring, the combination of media and 
commodities (Wang, I2). In continuing exploration, new resources are integrated to create new 
business models.  

4.3 From survival to development(2014-2015) 

When the organization continue to expand the market on the “advertising model”, the superior 
enterprises establish an industry department specializing in this operation. “They have more 
resources than we have, which directly cut our way” (Wang, I2) Audio-visual agencies assessed the 
situation at the time, that it is difficult to obtain living space and competitive advantage in the large 
urban areas of Chengdu, “Upon receipt of the news (Chengdu TV will be like the establishment of 
an industry ministry to operate a combination of media and commodities), we went to prefectures, 
went to small places” (Wang, I2).  

In 2013, the cultural publicity business model of prefectures and prefectures was restricted by the 
new national policy. The audio-visual society has returned to a new round of confusion.On the one 
hand, we are really constrained by policy and can't do it. On the other hand, we have problems with 
this model, and we have to change it. At this point we will build Tianfu TV, do this thing is not 
disorderly, there will be planning by the end of 2009, 11 years to complete the planning. (Wang, I2) 
we found that enterprises show more adaptability to changes now. Instant review also focus on the 
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state of its own mode and find some deficiencies. We have done too much, and the festival activities 
in prefectures and cities are more dependent on public relations. This is done by heaven. As 
organizational experience increases, total organizational improvisation decreases dramatically, 
followed by increased organizational understanding and acceptance of change and more 
self-examination. 

4.4 From development to transformation (2015-2017) 

Through constant exploration and thinking, the audio and video publisher found itself unsuiTable 
for a content provider. At this time, with the rapid development of new media and we-media, a new 
opportunity has emerged. The government began to put forward the idea of controlling the entrance 
to the Internet. Wang and I first thought of setting up China's first Internet publishing house. All the 
things that go out have to go through our Audit mechanism, which is exactly what our party and 
country need. We thought about these six years ago, but we couldn't do it at that time. (Chen,I2) At 
this time, the advantages that the audio-visual publishing house as the national control of the media 
highlighted, the organization also seized this opportunity in time, has obtained a series of Internet 
content audit, distribution and other qualifications. 

Table3 Evidence of organizational responses 
Dimensions of action Source Exemplary quotation 
immediate response Interview At that time, the funds allocated by the superiors were far 

from enough, and my previous plans could not be realized. I 
went to the superior television station “give me the period of 

10 p.m. to 8 a.m. the next day, to put some tape on it.” 
(Wang,I2) 

Upon receipt of the news, we went to the area and 
prefectures around Chengdu to find markets there. 

(Wang,I2) 
intentional creation Interview The crazy development of the Internet has made the 

traditional media have no room for development, we have to 
change.(Wang,I1) 

Wang found that these Internet video platforms were not 
qualified for content audit.(He, I3) 

We want to layout a new media platform under the party's 
management of the media. (Wang,I2) 

Text In 2015, built the first “digital stealth publishing Internet 
content integrated distribution platform” - Tianfu TV 

In 2016, the organization won the title of “national copyright 
demonstration unit”.(Wang,I2) 

resource integration Interview We didn't have anything except the brand of “party and 
government media”.(Wang,I2) 

I went to my superior and got the “junk time” (idle 
resources), and then I had some channel resources for the 

supermarket. (Wang,I2) 
All of these are integrated using the connections in the 

industry by Wang,(Shi,I2) 
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From relatively passive and instantaneous response to spontaneous change, the organization has 
successfully transformed from near bankruptcy to a new media platform. We are doing more than 
just waiting for policies. We are promoting policies. (Zhang,I2) The continuous process of change 
keeps the organization fully active, and the continuous internal activity further promotes the 
organization's improvisation and change. We are always innovating. We are half ahead. We dare not 
take the lead and always take the lead. (Chen,I2) 

4.5 The Process Change 

Organizational improvisation plays an important role in promoting continuous change. Here we 
will make a detailed analysis of each major change to unfold the process of transformation. At the 
beginning of 2010, Chengdu Audio and Video Publishing House was a marginal traditional media 
which is on the verge of bankruptcy. It has no main business, no capital, and few employees, so it 
can only rely on the upper units to survive. At the end of the decade, when the media system began 
to seek transformation, Chengdu Audio and Video Publishing Housedid not receive the 
corresponding financial and resource support, where the resources mainly refer to the television 
columns, channels or time resources. 

Under such circumstances, the person in charge introduced some young technicians, and turned 
his eyes to the “junk time” that the higher television stations did not attach importance to.  Then, a 
“media + commodity advertising” model came into being. This model developed smoothly. In the 
second year, he made 17 million yuan in revenue Unfortunately, this new model was valued by 
higher-level television stations and decided to set up a special section to do such things. Compared 
with them, the resources of Chengdu Audiovisual Publishing House are relatively deficient and the 
scale is even smaller. “After receiving the news, we went to the prefectures, Guangyuan, Xuanhan, 
Daocheng and Xichang et al. We don't have a market because most of the activities are run by large 
corporations or higher-level organizations (Wang,I2). In these relatively remote areas, organization 
began to cooperate with the local government to do the planning and publicity of characteristic 
culture. When their main business is duplicated by stronger enterprises, audio-visual agencies 
obviously have a certain path dependence, that is, to quickly turn to resources that are not valued. 
This is obviously the experience retained by previous changes. So organizations are mainly 
improvised based on experience. 

With the increase of organizational experience and acceptance of change, the organization will 
be more adaptable when facing new environmental changes, and the degree of organizational 
improvisation will be reduced. In 2013, after the 18th National Congress of the Party, the cultural 
publicity business model was restricted by the new national policy. The audio-visual society has 
returned to a new round of confusion. “On the one hand, we are really constrained by policy and 
can't do it. On the other hand, we have problems with this model, and we have to change it. At this 
point we plan to build Tianfu TV, do this thing is not disorderly, it begins at the end of 2009…” 
(Wang, I2) We can find that enterprises show more adaptability to changes. Instant review starts to 
focus on the state of its own mode and find some deficiencies. “We have done too much, and the 
festival activities in prefectures and cities are more dependent on public relations. This is sometimes 
done by fortune. “(Wang, I2) Enterprises have a general direction of development, although the 
specific form is not clear, but still persist in trying. 

The ambiguity of goals enables enterprises to try more extensively, and is more conducive to 
breaking through the limitations of traditional models. There is no clear information about the 
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possible business cooperation and the mode of cooperation, and the project is constantly being 
pushed forward within the enterprise. At this stage, each employee in the industry has full autonomy, 
and puts forward a trial business in line with their own and enterprise's resource advantages. The 
employees need to be responsible for the joint promotion of multiple project business. Enterprises 
are fully open state, and external uncertainty is internalized through business trying diversity. It 
fully guarantees the flexibility of internal management, and the activity of business and business.  

4.6 A process of continuous emergent change  

Combining the scenario trigger, organizational response and process change in the above 
analysis, we propose a model of continuous change process as figure 1. 

Organizational improvisation plays an important role in accepting environmental changes, 
especially sudden changes, but in the long run, the realization of continuous change requires two 
wings to be waved at the same time: (1) In response to environmental changes, part of the 
organizational improvisation experience is retained, forming experience, and promoting the next 
organizational improvisation; (2) In response to environmental changes, the organization 
improvisation will activate the internal, which is conducive to the next organization improvisation. 

Environmental
change

Organizational
improvisation

Experience
Restore

Internal vitality
Activate

 
Figure 1 a model of continuous change process 

In the long run, experience-based improvisation allows organizations to seize opportunities in a 
faster time without worrying about too much risk; while complete improvisation is conducive to 
better organizational innovation, get rid of the dependence and constraints of the original route, so 
the joint effect of the two ways ensure the organization's internal vitality, and make it possible for 
organizations to carry out continuous improvisation, thus promoting the realization of continuous 
change. 

5. CONTRIBUTION  
Overall, we make several theoretical contributions to the organizational change literature. Firstly, 

we reveals the transformation process of organization from emergent approach, thus make new 
exploration from this perspective. For a long time, stability, convention and order is regarded as the 
basic characteristics of organization, and “organizational change” is exception [13]. In fact, change 
has become an important part of the organization, the organization comes from change, and 
constantly updated, perfect, and self-generation in the process of change.  

Second, Combined with organizational improvisation, we explains how continuous change 
happen. Despite the theoretical and practical importance of continuous organizational change [4][5], 
research to date has not offered a clear theoretical explanation of how small continuous changes 
may lead to substantial change[30][31]. 

In addition, this study found that organizational improvisation is not only a simple integration of 
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existing resources[32][33], but also stimulates the organization to tap potential resources, which is 
more conducive to organizational change and innovation. At the same time, previous studies mostly 
focused on the organization's improvisational response to a sudden situation, rather than a 
continuous process. This study explains how organizations can continue to improvise in order to 
cope with changing circumstances. 
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