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Executive Summary
 Change is an inevitable aspect that organizations undergo to remain relevant and competitive in the market. Organizational change is reforming an organization's operations, culture, or structure to help attain specific goals. Ideally, the world is constantly changing and is happening to business operations. The report analyzed the process of change in MAC Group Company which deals with foreign trade. The company had faced equity, low demand, and organizational structure challenges. The report outlines the external and internal environments which affect the company. Resistance to change has also been discussed to highlight how the company faced it. Managing change and resistance is explained in the report to depict the success of the change process.
 The change management process involves various organizational activities to transform processes, systems, and structures. The method also involves communicating information about the changes, collecting employee feedback, and implementing change plans. These changes are laid down for the benefit of the overall company and efficiency in operations. Before conducting a change process, a company's management has to identify the needs for a change, resources, and the personnel required. Finally, the report suggests various recommendations which can be used for the transition to be successful.
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1. [bookmark: _Toc132051910]Organizational Change process in MAC Group
Change is one of the essential features that remain constant in organizational life. Typically, change is inevitable for organizations that want to remain competitive and productive in the constantly changing environment (Grama & Todericiu, 2016, p. 48). MAC Group Company is a state-owned company that engages in foreign in Southern China. The company deals with exchanging goods and services among nations: textiles and clothing, new energy, bulk commodities, and machinery. Due to the challenges experienced by both internal and external environments, the company underwent some changes.MAC Group has both external and internal environments, which consist of fundamental components that ensure the company's existence. Typically, business environments define the foundations set to predict the industry's success in the market (Hussey, 2000). The aspect of change in the MAC group was based on the inner and outer environment. For instance, international demand could have been more robust, making exports to the United States, Japan, and Europe slow-moving. In such a situation, the company would experience active operations. Secondly, the high cost of high materials in the Chinese market means that the company may need help to afford to produce products to export. Thirdly, China had suppressed most of the traditional industries; hence there was no upgrading. The company wanted to switch to the adaptive mode of operations. As a result, the company saw the need to formulate short-term and operational reform goals to increase operationality.
To implement organizational change, MAC Group hired a professional consulting company to guide the change process. Concerning organizational structure, the company was divided into six subsidiaries by business. Subsidiaries refer to separating the leading company into entities under a parent company. The employees of each subsidiary were given the majority of the subsidiary's shares to maintain relative control of the state-owned shares. In this way, MAC Group is still a wholly-owned company that allows companies to diversify and manage risks. In this scenario, another may cover up the stakes when one company is not doing well. As a result, profit distribution will be at the business level while the operation authority is fully distributed to the subsidiaries. All subsidiaries are fully engaged in business development and share the benefits of brand, finance, management, and other aspects at the group level (Hu et al., 2018, p. 11). Ideally, the business under the subsidiary company adopts the business division system, and each business division has the right to complete autonomy in the industry. Thus, the failure of one subsidiary will not be fatal to the parent company.
MAC Group Company mapped the structure and rules of stock-holding meetings to several limited partnerships. After transferring employee stock rights to subsidiaries, MAC, the parent company with the dominant power, would solve the equity management system problems of subsidiaries' stock-holding meetings (Lanning, 2001). This involved changing how to allocate shares among employees and achieve fairness and a strong incentive effect to promote everyone to work hard while ensuring cohesion and gaining scale benefits. At this level, MAC headquarters aimed to maintain the improvement of the system. Finally, the equity distribution principle of "giving priority to profit contribution, taking into account history, ability, and current contribution" was formed. 
The company sets the threshold for employees with equity and takes specific performance as the condition for acquiring equity. At present, in MAC Group, 30% of employees own equity. The non-state shares of subsidiaries are divided into several parts, corresponding to the equity pool of the profit amount of each business unit, the equity pool of the position sequence, and other special arrangements (Han Jing, 2014). The equity shall be subject to dynamic assessment and adjustment according to "profit contribution, historical performance, and capacity evaluation" and adjusted regularly. The adjustment process shall ensure fairness and transparency through specific procedures, with input and output as well as increase and decrease. In short, the core of this new system is to make each person's ability and profit contribution and team the basis of profit (share) distribution (Liu, 2018, p1). At the same time, consider the contribution of public function construction, provide the corresponding usufruct for public function posts, and set up a mobile equity pool considering the need for business expansion.

2. [bookmark: _Toc132051911]Internal and External Factors- PESTEL Analysis
PESTEL is a method for examining an organization's overall macro-environment. The acronym PESTEL stands for Political, Economic, Social, Technical, Environmental and Legal elements that have an impact on MAC Group Holding Companys macro environment. Foreign traders need to have a comprehensive knowledge of the external market they deal with, comprising customers and competitors. This analysis provides great detail about operating issues in the MAC Group company. The concept helps managers understand the opportunities and threats to build a better future business vision (Song, Sun & Jin, 2017:276).  Ideally, through this analysis, companies understand the external environment with the powerful forces of changing the scope of business.
[bookmark: _Toc132051912]Political Factors
The factors that determine MAC Holding Company's long-term profitability in the international trade sector are heavily influenced by political factors. They include legal and regulatory aspects namely; labor laws, tax laws, consumer protection, and limits on trade and tariffs. The foreign trade business interacts with nations outside of its own, including Japan, Europe, and the USA, exposing it to many political contexts. Trade restrictions are heavily influenced by the policies of other nations. The governments of these countries should create and implement economic policies that encourage development. The operations of the MAC Group may be negatively impacted by the USA's continually shifting political status. Thus, this can be a reason why a foreign trade business is incurring losses. MAC Group companys manufacturing expenses go up as a result of rising raw material prices in China. It is essential to consider political status as political instability affects business operations.
[bookmark: _Toc132051913]Economic Factors
In the corporate sector, economic variables must be taken into account. Exchange and interest rates are among the variables; these are excellent measures of a company's profitability (Vasconcelos & Ramirez, 2011 p.237). Exchange rates should have a substantial impact on how much a firm can gain from entering a foreign market. The MAC Groups' expansion strategy is rendered useless when trade barriers and tariffs are imposed on nations. The economic situation in the USA, Japan, and Europe, which diminished demand for its products, was one of the worst issues for the corporation. The persistent economic problems in the USA and Europe have hurt MAC's global reach. In tough economic circumstances, consumers become more price sensitive (Wang, 2002, p. 4).To keep luxury clients and customers are affected by a recession and business people have to manufacture quality goods and offer great services. Recession and inflation in countries affect foreign businesses immensely. Also, it makes it impossible for businesses to operate in such countries. A stable economy on the other hand increases demand for MACs goods and services which is a positive factor.
[bookmark: _Toc132051914]Social Cultural Factors
Social factors include cultural and demographic aspects of society, including safety, awareness and career attributes (Abdullahi and Zainol, 2016 p.85).  MAC Group relies on China when it comes to manufacturing its products. Typically, this means that MAC Group should adapt to the external social environment to survive the market. It allows businesses to implement marketing campaigns and advertisements without objection.
[bookmark: _Toc132051915]Technological Factors
As technological advances continue to increase, product supply has been done through e-commerce channels. MAC needs to adopt the current technological changes which can help in less costly production for profitability. Firms must experiment with new technologies that make operations more efficient to succeed in the international market (Ward, 2003 p.37). Also, since there have been cyberattacks which can be dangerous for a business operation.A cyber-attack might temporarily disable MAC's online store or irreparably harm its information assets. With the advent of online shopping, consumers now have access to popular products in real time, providing a really unique experience. This has opened up new opportunities for clothing merchants to connect with more people. Also, companies can utilize social media to sell their products, build their brand, and solicit consumer feedback. Technology advancements have increased competitiveness for firms. (Wang and Hou, 2012 p.1327).  Data breaches are expensive since, without thorough investigations, fixing them does not ensure security from subsequent assaults. The business will incur greater costs to recruit qualified professionals who can detect technological threats.
[bookmark: _Toc132051916]Environmental Factors
Environmental factors include the physical environment and environmental protection requirements.  Most consumers have become sensitive about products whose manufacturing does not conserve the environment (Wu, 2020, p. 355). They make moral shopping decisions and will not buy products that harm the environment or take advantage of third-world workers for cheap labor. The impact of the environment on industrial processes needs to be more widely considered by businesses engaged in international trade (Zhu & Geng, 2001 p.27). Customers are more conscious than ever of how their purchases affect society and the environment (Sainger, 2018, p. 1). The production process must not harm employees or the neighborhood where the company is located while also having a minimal negative impact on the environment. The company is facing social risks because there are no rules or procedures allowing stakeholders to contribute at all times. Inefficient organisational structure exposes companys to operational risks. Thus, results and operations of an organization should be evaluated.
3. [bookmark: _Toc132051917]The Porter's Five Forces To Analyze the Micro-Environment 
These factors are used to examine the industry in which the business competes. The five strategies define the competitiveness spectrum and the industry advantage. The dynamics at play include customer and supplier bargaining power, the threat of substitute products, the threat of new competitors and competitive rivalry (Porter, 2008,p.1).
[bookmark: _Toc132051918]The suppliers' bargaining concept
The model explains how suppliers can drive the costs of inputs (Mhlanga, 2018, p. 304). MAC Group holding relies on China for raw materials used for manufacturing products. This has posed a challenge as the process of raw materials is increasing in China.
[bookmark: _Toc132051919]The buyer's negotiation: 
Most of the MACs customers are independent which means the company can increase prices for profitability. 
[bookmark: _Toc132051920]The threat of newcomers:
This is moderate in MAC Group because, despite the high capital requirements, getting into the foreign trade market is elusive (Baitenova, Smikova & Mutaliyeva, 2013). 
[bookmark: _Toc132051921]Competition amongst rivals: 
The foreign trade business is rapidly growing in China, which could threaten MAC's development. More competitors result in less power for a company to set prices. 
[bookmark: _Toc132051922]Substitute product dangers:
The products and services of MAC Group Holding must be substituted. Thus, the company can control the prices and remain relevant.
4. [bookmark: _Toc132051923]Resistance to Change
Organizational change happens when firms change culture, policies, structure, and policies to improve performance and productivity (Millar, Hind, and Magala, 2012). However, this change interferes with employees' comfort zone and working schedules, calling for some resistance. It is imposed on stakeholders who may not believe in change and employees who are used to specific ways and schedules. According to Khan, Raza, and George (2017:20), resistance to change can be harmful, mainly when senior persons are involved. Typically, organizational change requires huge budgets, vision, and strategies that deliver successful results. Change resistance is a common problem that should be familiar. According to studies, it involves psychological and physiological responses in resistance (Georgalis, Samaratunge, Kimberley & Lu, 2015:89). MAC Group might experience resistance to change from robust employees and workplace politics. 
A Deloitte and MIT Sloan Management study stated that resistance to change is the main reason for failure (Pardo & Martinez, 2003, p. 150). The typical organizational change in MAC Group focuses on equity reform and the upper design of the enterprise management system. This change would interfere with leadership and organizational culture. The company was used to having one major company, and now it is divided into sections that would require new leaders. Leadership is one of the internal environments which affects the entire organization. When changes occur, resistance from vested interests is still apparent. There are not only direct economic conflicts of interest but also many institutional factors that hinder reform. For example, some middle and senior managers who were once in the parent company's management may be assigned to the subsidiary company as new department managers (Lines et al., 2015, p. 1170). Some of them feel that they are being reused, but many prefer to stay in the parent company. Compared with the conflict of interest and backward mechanism, the solidification of ideology will affect the attitude of reform participants and the public towards reform more widely. Workers engage in politics to win the respect of their superiors. The idea suggests that unmotivated employees advance without considering their qualifications, which could result in poor performance.
5. [bookmark: _Toc132051924]Lewin’s Model analysis
The change will be implemented through Lewin's model analysis. A sociologist Kurt Lewin developed the Force Field Analysis model, which is applied in explaining and managing change in corporate and personal environments. According to this model, two forces are involved: driving and restraining forces, which are always in opposition (Capatina et al., 2017, p. 126). Thus, an organization should strengthen the driving forces and weaken the restraining forces to drive change. Studying relevant influential factors helps understand environments, situations, and individuals. The model is a widely used change management tool with 3 stage Model of change. The three stages suggested include freezing, unfreezing, and change processes.
6. [bookmark: _Toc132051925]Change Implementation
The CEO of MAC Group will establish a new strategic approach to ensure equity, productivity, and competitiveness. The CEO will use tools like managerial power and organizational structure to lay down the change process before informing the stakeholders. The application of leadership tools and visualization of future possibilities. Employees will be enlightened about the benefits of the proposed change by applying management tools that involve roles and control approaches. Also, the CEO will apply the Kurt Lewin change model to implement transformation. In the first stage of this model, unfreezing the company management will establish the necessity of change and determine why the present situation is not operational (Swinton, 2008). This stage deals with overcoming resistance to change from stakeholders to understand the need for change. In the case of MAC Group, the management should give reasons related to inequality, lack of profits, employee turnovers, manufacturing costs, and other relevant issues (Bernardino & Tan, 2022).  This will provide a strong foundation for replacing current operations and strategies.  During this stage, company management will have informed employees about the uncertainty expected and how it will affect them (Elving, 2005 p.129). The information might result in fear and resistance from the workers hence the need to move to the second stage that will make employees understand the vitality of the change.
The second stage of change is the reforms will be implemented gradually while watching the employees' reactions, which can be passive or active (Stupina, 2013, p. 184). Employees will be assigned different roles and rated on whether they are productive. The management will focus on clear communication concerning future uncertainties, increased pay, and additional responsibilities while making necessary adjustments. In the third stage (Freezing), MAC Group management will offer adequate support for workers to be comfortable in their new roles (Petrescu, 2010 p.5). Stakeholders finally accept the new norm, and the business remains stable.
7. [bookmark: _Toc132051926]Evaluation of the Change Process
Evaluating the change process will involve considering the organizational performance alongside individual performance. The performance of employees and stakeholders can be evaluated by rating how much employees have understood the transformation (Yeh et al., 2009, p. 457). The aspects looked into when evaluating the change process were; how the change was adopted, the engagement and participation levels of employees, employee feedback on satisfaction with the change process, reports on compliance, and reviews based on the ADKAR model. The tools that will be used include;
Balanced scorecard – this tool is used in measuring performance-related activities and delivering feedback. It compares the strategic goals of a project with periodic results. Also, the tool measures outcomes against the original goals (Bhagwat & Sharma, 2007, p. 62). The aspects included are financial, customer, process, and human angles.
ADKAR Analysis is a coaching tool that provides a way to make employees involved in the change process by understanding and supporting the new direction. ADKAR stands for Awareness, Desire, Knowledge, Ability, and Reinforcement. The tool evaluates the success of the change management process by focusing on employee engagement (Kachian, Elyasi, and Haghani, 2018:205). It has balanced metrics against which to evaluate overall project success.
Culture Mapping -Culture mapping tools enable the visualization of the company culture. It is used to discover information on the change initiative and ways to limit risks (Freitas, 2016, p. 16).
8. [bookmark: _Toc132051927]Conclusion
The evaluation tools depicted positive results from the change process conducted by MAC Group Company. The ADKAR analysis showed that employees had realized the need for change. Before the MAC reform, the company had been in a state of loss, and the group often experienced staff turnover. After the change process, the management of MAC received the support of most employees when the management organized the research of change plans and meetings. 
The culture mapping tool showed that change in MAC is mainly the system and top-level design change. This does have too many conflicts of interest with ordinary employees and has been recognized by most employees. The change has empowered more employees to communicate with subsidiary leaders more factor and solve complex challenges. Any organizational change is expected to affect the culture which has been laid down in the organization.
The balanced scorecard showed that MAC Group Company had correctly solved the problems and obstacles in the reform process. These issues involved profitability and equity in the company. There is improved performance and realization of specific goals. Ideally, equity was distributed to each subsidiary, and the parent company designed a fair, reasonable, and incentive system for each subsidiary with the professional help of the consulting company (Zhang & Zho, 2010). However, some employees must still be willing to apply competencies and improve organizational performance. The company has acquired five competitors in the United States, Europe, and elsewhere. It has successfully developed new production bases in Southeast Asia and other places, with a total number of employees of nearly 3000 and sales of more than 40 billion yuan (Zhao Yanxia, 2020). More than 90% of the employees with bachelor's degrees or above in MAC Group have lost only 5% of their employees in the past eight years, with high employee satisfaction.
Moreover, the group has more than 100 millionaires. From 8:30 every morning, employees under the office building automatically queue up for the elevator. These millionaires scattered among their colleagues, talking and laughing, without any sense of development difficulties or "leader". These have proved that the organizational change of MAC is successful.
9. [bookmark: _Toc132051928]Recommendations
Implementing change in any business area may be difficult as only some people enjoy change (Collins, 2005). The capacity of an organisation to successfully perform a change process is the main driver of enhancing competitiveness. It requires able and effective leadership which can handle the delicate balance of developing good plan that promotes change.  The plan helps in overcoming obstacles as the operations in the organisation are reshuffled. An organizational change is an approach organization uses to modulate individuals and cooperative units from their current state to a desired state (Sanchez&Heene, 2017:42). Since the workforce at a company is the centre of all activities, organizational change management handles human resource issues in organizations. For the change to be successful, various factors must be implemented.
Before attempting to make any change, management must have a plan of action. The manager's role and perspectives are vital for implementing new organizational developments. The manager's responsibility is to assess the needed change, develop a plan of action to implement the change, and then appropriately analyze the change (Oakland & Tanner, 2007, p. 15). The organization's manager must be involved in all the steps to apply a new modification in any system successfully. Managers must show themselves as change representatives when taking action to implement change process.
Also, change agents can motivate others and exhibit strong interpersonal skills, flexibility, assurance, and the capacity to manage the opinions of various contributors (Van & Schalk, 2009, p. 283). Organizational leaders should look for these traits when assigning responsibility for managing the change process. In addition, understanding the change process, explaining the necessity of implementing change to all stakeholders are all essential components of effective change management in an organization (Yılmaz & Kılıçoğlu, 2013, p. 20).
Four essential steps comprise the organizational change management process: assessment, planning, execution, and evaluation (Yukhina & Yukhin, 2015, p. 12). It is imperative to avoid imposing change on individuals is one of the tenets of organizational change management. Management should ensure people are prepared for genuine, doable, and calculable change. Competent leaders must give employees the encouragement, certainty, and support they need, which are essential to an organization's ability to handle change effectively.
Managers and business leaders frequently need help in achieving change in businesses. For instance, it is crucial to incorporate values that centre on various goals that support efficient change management while creating an organization's corporate values. Also, it is critical to guarantee that staff members at all organizational levels are well-versed in change management and understand their roles in carrying out change. Even though there are organizational problems, managers should work to use their abilities and skills to succeed.
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