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1. Executive summary

	Orona is a Spanish company that had to expand abroad during the housing market bubble in Spain. Orona LTD is a subsidiary of the main firm that operates in UK. In the last years, challenges like Covid, Brexit, economic contraction, globalisation and energy price increase have impacted the environment of Orona LTD.
Anticipating the change and putting action plans to coup with change would be a great advantage for any company in the turbulent environment. Motawa et al., (2007) indicated that potential changes could be taken into consideration in a model and predict the suspected resutls by using statistical models. These models would weight each occurrence and the probability of each predicted result. This way of calculating the risks would reduce uncertainty and would help to make plans for posible changes. 
In this continuous evolving environment, it is required to adapt quickly. Among the changes that are happening a PESTLE analysis has been followed to assess the external situation. Economic situation, technology changes, social behavour and legislation changes re among the biggest worries for the success of the company. Increased competitivity and with the turnover as a major concern on the company, a change strategy is required 
In order to achieve the change it si required to reduce the resistance by providing learning and support to workforce. Change cannot be conceived as a one time plan to put in practice. Change is a moving theme, and needs constant adjustment, checking and monitoring. The whole process is a live process with the need of continuously. 
It is proposed to analize the current situation and to improve the culture of the company to align it with the strategy. Models like Lewin’s force field analysis, Kotter’s 8 step models of change and DICE to plan and monitor the different alternatives are propossed to help guide the change.



2. Introduction


Nowadays change is more present than ever in our society. External and internal forces push businesses to change if they want to survive. In this report, it will be analysed the case of Orona LTD, a company in the Lift industry and the change required in this turbulent environment to succeed. 
Orona is a company founded in Spain which originally started from a cooperative society model (all workers own shares of the company). Spanish construction market collapsed back in 2008 due to the housing market bubble (Tremlett, 2009) causing a decline in new building construction, delaying and cancelling existing projects. Orona decided to expand abroad to reduce risks in the local market. Nowadays Orona is present in more than 100 countries with one out of ten new lifts sold in Europe is manufactured by Orona (Orona, 2023). Orona LTD has been founded in UK as a subsidiary of Orona Scoop. 
In recent years the challenges have been numerous and a fierce competence in UK has caused that the local Orona branch will need to undergo through a process of change to adapt to the new way of competing. 


3. Main Findings


3.1 Environmental analysis (PESTLE)

The after Brexit political situation is becoming more stable. With some experience now in the post-Brexit era, the rules on the lifting industry are clearer than in the recent past. Government is announcing the extension of the CE mark recognition (UK Government, 2023) in the products which will save UK industries from having to introduce modifications for the local market which would cause disruption in form of delays and over costs. 
In economics, GDP contraction in the UK is a fact, and it is expected a low growth or even negative for two years (PwC, 2022). Labour market is shrinking, and shortages of labour may be expected (PwC, 2022 and PwC, 2023) Inflation rates continue to be high, but it shows signs of recovery (ONS, 2023 and PwC, 2023). Predictions on PwC (2022 and 2023) show that recovery is coming within the next one or two years, depending on the approach taken optimistic or more conservative, but at a slower pace than the Eurozone or the US. OECD (2023) reaches similar conclusions with a GDP of 0.3% for 2023 and 1% for 2024.
Pandemic effects in the society are not yet finished, and industry is still recovering from these vast effects. Within the construction industry, there has been a better recovery figures after the pandemic than other industries, however the housing market still suffers from high loan rates (Reuters, 2023). 
During Covid, delays on materials required along with the social distance measurements caused further delays on building site projects (Shibani, Hassan and Shakir, 2020) which in return affected lift industry that depended on these buildings to be completed to install the lifts.
Globalisation and pandemic have caused that work teams are spread in a bigger geographical area. Workers are doing their jobs from their homes, far away from their workplace and departments can have employees in different towns, cities and counties, or even different countries. This remote work has allowed companies to get expertise from remote areas, not needing to source their labour needs in the nearby region.
Pandemics like the Covid-19 are predicted to happen again in the future and therefore a mixture of remote work and office work is expected to continue happening in the future (Mark et al., 2022).
Oil, gas and electricity price increase has caused that the energy efficient buildings are more in demand. There are some standards that have had a great acceptance and that are becoming the leaders for certification or accreditations like BREEAM or LEED, which provide a great tool to assess and compare the levels of green achievement (Doan et al., 2017).  There is not a clear and easy way to compare the efficiency of different lifts as different standards and methodologies use different criteria and premises (Scott, 2022) that makes difficult to compare the different technologies used in the lift industry. However, the achievement of these previously mentioned certifications can help to gain tenders in building sites and increase the reputation of the firm. 
Competence in lift industry has increased. The number of companies related to the lift industry is growing every year, and more companies emerge into the market. LEIA is the leading association in UK related to lifting industry “covering 85% of the lift and escalator industry” with 163 members (LEIA, 2023) and growing year after year. 

3.2 Change is required to thrive
A company that needs to deal with pandemics, global crisis, uncertainty and growing competency needs to be flexible and adapt itself to the changing environment to find a competitive advantage to survive. A static structure in a changing world would simply not fit. It would be required to change and fine tune the processes to line up with the environment disruptions as the solutions put in place in the past may not fit with the future challenging problems. 
Anticipating to the change would be a great advantage for any company in this changing environment. Lift industry is included into the group of construction industry. New buildings require new elevators and escalators, and this relationship links the future of new installations of lift industry to the building sites. Likewise in other sectors, in the construction projects there are many sources of change that can shape a model to predict possible changes. These models can be used to weight the probabilities of occurrence of such changes, predict the outcome of these potential changes and help to plan ahead before adverse consequences happen (Motawa et al., 2007). 
Among the things that are changing and evolving quickly, technology is an important one. Internet Of Things is growing in interest and can be a source of competitive advantage and can help on customer cooperation with the firm in developing a successful product (Lai et al., 2017 and 2019). For service operation, remote monitoring and big data analysis can help on future servicing of the lifts (Lai et al., 2017 and 2019) improving the performance and reducing the breakdown time.
Another relevant change introduced to the industry has been the remote working with its associated new technology required. Working remotely makes spontaneous meetings complicated to happen, needing to schedule them ahead using technologies like video conferences, shared calendars, collaborative remote tools to share documents or virtual reality devices (Mark et al., 2022)
Work from home presents four challenges; procrastination (delaying tasks by doing other things), ineffective communication (finding face to face communication to be more effective than remote communications, so longer time is required to do a proper transfer of ideas), work-home interference (both ways with home interfering at work and work interfering at home), and loneliness (due to a lack of social interaction) (Wang et al., 2021). 
The main outcomes from the article by Wang et al. (2021) were as follows:
- Discipline in the workers play an important role when needing to work remotely, as the high disciplined ones would be less prone to procrastination. Flexible working has been proved effective in high disciplined workers.
- Work-home interference was found to be one of the major challenges.
- Social support is a key player in remote worker as it can help to reduce procrastination, increases the performance and wellbeing.

3.3 How to achieve change

	Achieving change is a complex process. An extensive literature has been written about change management, and how to successfully bring about the change. Rosenbaum et al. (2018) made an analysis of the literature of the latest 50+ years to highlight the validity of Lewin’s known method “unfreeze, modify and refreeze” and to conclude that Lewin’s ideas are still valid and embedded in the newer theories that came out to complement it or even to supersede it. In this article review by Rosenbaum et al. (2018), it is acknowledged that among the different variations on the planned change approaches, it would be required “change agents” to provoke and keep change, and as a consequence of the change attempts, means of resistance will emerge. This resistance would need to be dealt with, should the change wanted to be successful. 
Lewin’s field theory “provides a robust and holistic approach to understanding and changing behaviour” (Burnes and Cooke, 2013) and they agree on that his work is relevant nowadays.
Todnem (2005) summarizes the state of the art of the change management indicating that managing effectively the change is a complicated task and highlighting the big failure ratio of change processes. In his article, he recalls the concepts of the type of change by rate of occurrence (incremental, punctual, continuous or discontinuous and its different variants), by how it comes about (planned and emergent) or by scale (fine-tuning, incremental adjustment, modular transformation, and corporate transformation). 
According to Mintzberg and Waters, (1985) Emergent strategies are prone to happen in a decentralized company while a highly centralized one would fit more with the planned strategies, however in the reality there is a continuum of possibilities between these two opposite sides.
There are many approaches to change, and some of them are more creative than others (Kotter and Cohen, 2002). There is no best approach, but in some cases where a particular approach fails, another can succeed.
It is mainly agreed that the change solution should be configured ad-hoc for a particular situation or company and in a particular context, and that a valid framework for change management is proved to be needed as the rate of failure is high in spite of the wide literature that exists about change management (Al-Haddad and Kotnour, 2015).
Organizational culture induces improvements in the company behaviour that leads to competitive advantage (Azeem et al., 2021). Hence the convenience to align the organizational culture with the strategy of the firm to succeed. 
A positive culture in a company can help to reduce the turnover, by making workers happier and empower them to pursue their dreams (Randall, 2022).
Culture is important in the company as if change is not aligned to the culture, resistance will be expected. When this happens, it should be convenient to review the culture of the company and see whether it needs to be changed.
A learning culture can positively affect the job satisfaction and reduce the turnover (Egan et al., 2004).
As a first step, it is required to know the current culture, and define correctly what is the culture to be implemented and then make a plan on how to achieve that change (Maher, 2000). 
Organization culture is something that emerges from the daily operation (discussions, conversations, agreements, and interactions) on how to properly do things, so if change is required, here is where it needs to be acted upon (Seel, 2000). 
It would take better results when changing culture to do it from within rather than trying to impose a culture from outside (Seel, 2000). This would support the idea of using change agents form inside the organisation to assist on the change. 
 	Orona Scoop in Spain is a cooperative, where people think of their job as a lifetime journey and a cooperation to make the common project a success is the main objective.  It is embedded into the culture the communication and cooperation as well as the belonging to a bigger group, as each employee owns part of the company. When it comes to Orona subsidiaries, like Orona LTD in UK, this has been created as a Limited company and it is ruled as a multinational company. Main goals, vision and values set by headquarters in Spain are not fully aligned with the way Orona UK is being operating, and therefore this disruption is causing stress in the workforce. Turnover in Orona UK is increasing, and it is becoming more usual to see employees going to work for the competitors. Workforce retention has become an issue as in many cases skilled workers leave to be replaced by non-trained personnel. Vacancies stay longer uncovered and it is harder to find replacement. Workforce that was aligned with the core values from the headquarters in Spain for a lifetime stable and fulfilling job it is now perceived differently. There is a need to address this emergent behaviour to a planned position aligned with the strategy, or otherwise modify the strategy to coup with the resistance.
The cost of replacing an employee depends on the length of time this employee has been in the firm (the longer seniority, the more expensive the replacement), so replacing experienced workers with non-experienced ones would result in a lost in opportunity loss (Sheridan, 1992). Turnover in this context is costly but also it impacts in the company performance as new entrants need to be trained prior to reach a desired standard. 
A company where its culture is more focus in the interpersonal relations than in the work task values can retain for longer their workforce (Sheridan, 1992).
“When aligned with strategy and leadership, a strong culture drives positive organizational outcomes” (Groysberg et al., 2018). In the same article it is discussed that there are different leading strategies that can help in the development of the business and assist with the change, however it is recognised that if strategy and leadership go against the established culture, then resistance will be expected.
Employees are not opposed to change per-se, but they fight against the changes they think they will be affected by (Canning and Found, 2015). In many cases they are worried that changes would put them in worse position. 
Resistance, especially driven by middle management, can be strong and even stop the change. Middle management is having key contact with both top and bottom and can use their position to increase the resistance (Perren, 1996). It is important in these cases to keep communication and assist on change by upskilling personnel. Training (learning) and supporting workforce in change periods is a way to reduce the anxiety for the uncertain future that the change is bringing. 
In the article by Kaur Bagga, Gera and Haque (2023) it is supported that a transformational leader can affect positively in the organizational culture and the change management which in turn would increase the readiness for the company to change and reduce the emerging resistance.
According to Al-haddad and Kotnour (2015) leadership is important to drive the change, and the change method needs to be in line with the change type to be implemented. The importance of the leadership in successful change is also defended by Gill (2003) where it is explained that besides other failures in the change process such as resources, knowledge, systems or mismanagement, lacking an adequate leadership can also drive the change process into a failure. In his article, there are descriptions of the “dimensions and requirements of leadership” that are needed in a leader to succeed in the process of achieving change. Gill (2003) includes some key points for change to be successful; a vision to guide the direction of the change, a leader that strengthens the culture and values to line up people, a strategy to achieve the desired vision and goals, a comprehensive plan to empower and upskill employees, and motivation and inspiration. 
A leader cannot be physically in all places at the same time, and the geographical distribution of the company workforce complicates the interaction with the leader. A transformational leader in a scenario where teams can be in different locations, can still act as change agent and help to drive the change effectively (Kaur Bagga, Gera and Haque, 2023). 
If the organisation is big, a single leader would not be enough, and the change should be driven by the executive managers on different subsidiaries (Nadler and Tushman, 1990).

3.4 Monitor the change

	Once the strategy for change has been put in place and the expected results are clear, all the change system needs to be monitor. Regular revisions of the process of change are required and small changes and fine tune would be needed to correct the deviations from the desired results. 
There are diverse ways to assess the change initiatives that can be used to predict the applicability or acceptance of the measurements to be taken. One of these frameworks is the DICE which gives a simple numeric result to initiatives for change based on duration, integrity of performance, commitment (in management as well as in local level) and effort. This DICE framework can measure the success of the different actions that will be required to be put in practice to achieve change (Sirkin, Keenan and Jackson,2005). Projects and initiatives in the win zone can be pushed to start while as indicated in the article, the ones in the worry zone could be monitored and halted until conditions are met to put them into the win zone. 

4. Conclusion and recommendations

	Global pandemic, Brexit and the economic situation have shook the market in UK. Lift industry has not been an exception to this and has suffered from the external conditions. Competence has increased and working practices have changed with more remote working. There is a higher usage of technology due to this remote working. The emergence of Internet of Things as an enabler for future exploration and engagement with the end customer can create a competitive advantage that needs to be explored. Economy is giving signs of recovery and activity is heading back to pre-pandemic levels. There is a fierce competence is in the lift market and therefore a new strategy direction is required within the Orona LTD company if it wants to succeed. Actions put in place during Covid-19 and the economic crisis need to evolve as internal workforce moral is changing increasing turnover. Change again is required, and therefore a change management process needs to be put in place. 
Successful change requires to deal with the existing culture of the company and align it with the strategy to reduce resistance. A change leader would be recommended to assist on this change to influence workforce and to act as an example for the change process. This leader needs to have the right qualities so as to influence in the core values and culture of the company. Investment would be needed to reduce resistance and to improve competitivity.
A planned change program needs to be put in place. It would be suggested to use a model similar to Kotter’s eight step model to bring about change and a DICE framework to predict and check the change versus the desired results. 
Company is distributed along a wide area, so a single leader would not be enough, so working groups can be created to act as change agents, and to keep informed employees about changes. Information should flow throughout the structure of the company and a great level of involvement of the employee would be recommendable. 
Resistance is to be monitored and dealt with (training and assistance to workforce), and emergent change would also happen. Change agents need to be attentive to these emergent initiatives and promote the ones that are in line with the strategy and limit the actions on the ones that are against. 





5. Annex 1. Presentation script
Here below I add the Power Point slide presentation Script. The video is available in the following link:
BMMB7000D Presentation video
[image: ]
Slide 0. Main title
Hello, my name is Luis Gonzalez, I am student of MBA in the University of Wales Trinity Saint Davis. This presentation aims to cover the case study of Orona LTD. 
Slide 1. Introduction – Case study Orona LTD
Orona is a company in the lift industry which installs and maintains lifts. Orona business is linked to construction site business. During the past recent years, the turbulent environment has caused uncertainty.
Covid-19 introduced social changes, isolation, remote working and economic loses.
Brexit caused disruption as there was not a clear idea of what could happen to a company like Orona UK which relies on the Spanish factory for supplies. Border closures and legislation potential changes may have caused a huge problem. Inflation nowadays is going up increasing the burden of the population, reducing their options to spend money and reactivate the economy. 
Many of the previous indicated problems are getting resolved and the uncertainty is being reduced, however the environment keeps changing. Political, economic, social, technological, legislation and environmental conditions are in continuous evolution. During Covid-19 companies had to take hard measurements in order to survive. Nowadays restrictions have been removed and while the return to normality should be expected, this has not been the case. Pandemic has introduced some changes that are still present, such as a hybrid mode of work from home and work in office.
	Change is complicated and with a high failure ratio (Todnem, 2005). In order to drive and manage change effectively it needs to be analysed, planed and monitored. It is not just a one-off strategy, but a continuous process of checking the environment, making the strategy and check the results against the predicted reaction. Where results differ from the prediction, a further analysis needs to be carried out and new strategies are to be put in practice to head change towards the required direction. 
Different tools would be required to properly assess the situation. In this presentation the following tools have been used: 
- Stakeholder power interest grid
- Lewin force field analysis
- Kotter 8 step change

Slide 2. Stakeholder PI matrix.
Stakeholder power interest matrix is based in the article by Mendelow (1981) where he presented “the power dynamism matrix for environmental scanning”. 
In this matrix, the two axis represent the level of power and the level of interest. Arrows indicate the direction where each axis increments its value. The process is divided in four steps: 
- Identify the stakeholders.
- Rank them in terms of power.
- Rank them in terms of interest.
- Finally plot them into the matrix.
Top left group would be the ones that could exert high power in the company, but their interest is minimum. Orona Scoop (main headquarters) is having a huge power on Orona LTD, and could interfere replacing Orona UK directives if needed, but usually headquarters do not interfere unless huge risk is detected. External consultants as well, can have a big power in case of non-compliance with rules and standards of the industry. When external consultants are involved, reputation and activity of the firm can be threatened. 
Top right group is the high priority on this stakeholder power interest grid. They have high power and high interest on the changes as they will be affected, and as they are in high positions, they will interfere with the change supporting it or resisting it.
Employees, customers, and providers are in the quadrant of high interest and low power. The power accumulated is low or limited, while they have a great interest on what is happening with the change. They will be directly impacted by any change.
Last quadrant is the lower power and lower interest, where the action is to monitor and apply the minimum effort in this area.

Slide 3. Lewin’s force field analysis

	Lewin’s theory is relevant to understand behaviour and how it does change (Burnes and Cooke, 2013). In Lewin’s theory behaviour is in a equilibrium between opposite direction forces. When there is an imbalance, change can happen. Driving forces are helping to the change to happen, while the restraining forces would try to block the change and cause resistance to appear. When change is required, these forces can be modified to bring about change in the desired direction. Increasing driving forces and/or reducing restraining forces would help the change process to succeed. 

Slide 4. Kotter’s step change model

It is always practical to have a model where to refer to in order to achieve change. Kotter’s 8 step change model is still relevant when applied together with other tools (Appelbaum et al., 2012) Within this model, Kotter establishes 8 steps to follow. 
In the first step it needs to analyse the situation and the “sense of urgency” needs to be communicated within the organisation.
In the second step, Kotter suggests that to bring about change, a group of change agents would be required, and that these agents need to have some characteristics of power, expertise, credibility and leadership.
The creation of a vision would help to mark the direction of the strategy. Once created, it needs to be communicated. 
In the step 5, employes are trained and empowered to bring about change. 
These small changes need to be acknowledged and these partial victories need to be celebrated to create the new values and stories. These gains would help to produce change.
The new values need to be anchored in the corporate culture, so they are kept in the core preventing old values to return.
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