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[bookmark: _Toc25098905]Introduction
There is a relationship between environmental change and organizational capability where environmental change is needed for any business organization (Caprotti, 2012). For this report, a multinational company is selected as ‘Nestle’. Nestle is recognized the world for its huge number of employees which is around 224,000 along with 500 factories and operates its business in 80 countries. The organizational environment helps the organization to transform inputs into outputs. Moreover, three-level business environment is observed by a business organization, like Nestle. Such business environments are macro, micro, and internal business environment. Macro Environment consists of different environmental factors and microenvironment consists of intermediaries, suppliers, competitors, companies, the public, customers and so on. A model for change and how change was managed in Nestle will be described where A business organization does not change normally where it is often people within the organization that change. Such employees, personnel, officers, executives where they are often one person at a time. Impact of organizational culture on the change management style will be described where organizational culture and structure have great impacts on the change management style where such factors always insist the organization in bringing more change within the management of the organization.











[bookmark: _Toc25098906]Relationship between environmental change and organizational capability 
There is a positive relationship between environmental change and organizational capability where any positive change in the business environment can enhance the organizational capability of the organization (Akhavan et al., 2014).  This relationship is very important for any business organization where any environmental changes can put an impact on the capabilities of the organization. For this purpose, Nestle is such a multinational company that has so many branches by operating them successfully in different countries around the world. In most cases, different external as well as environmental factors help this company to bring different changes enhancing the capabilities of the organization. 
Nestle 
Nestle is a multinational company that has many branches in many countries and it is operating its business entirely with success. This company has many employees, factories and operations in many countries. Nestle is the world for its huge number of employees which is around 224,000 along with 500 factories and operates its business in 80 countries. Worldwide sales of 47 billion dollars. Those are the reasons, it has strong brand name around the world as it has a good number of sales turnover where in the UK, 97% people consumer this company’s products. Mostly, this company is recognized as the world’s largest, safest, healthiest nutrition product around the world where in the UK, it sells two billion products each year. This company started its business in the UK since the 1860s. Nestle had been operating its business as a single business organization before going to be merged. In 1905 and in 1988, it merged and acquired Anglo-Swiss Condensed Milk and Rowntree’s of York respectively (Nestlé Global, 2019). 
This company has experienced many changes since its birth whereby 1900s Nestle changes its approach towards global expansion and started buying domestic subsidiaries in the foreign markets. In the earlier period of first world war, Nestle introduced its operation in the American market through its headquarter is in Switzerland now. Moreover, for improving the productivity and efficiency of the products of this company in offshore market, Nestle recruited different executives and put them in such offshore companies. 
To enhance market capability, this company first thought about its product diversification from its existing market situation in 1974. The main intention of their diversification was to promote growth of Nestle where it was the first time it was come out of the existing food industry. Nestle, in 1974, merged with the world-class cosmetic L’Oréal. This incident had huge impact on the consequences of the company’s share percentage as it extended its debt-ridden with L’Oréal. 
There were several changes or actions taken by this company where the initial step was to offset its instability of the risk. For which, this company has taken a significant action by being merged with Alcon Laboratories where this company was known as a manufacturer of pharmaceutical products. 
Today’s Nestle believes in ‘Slow and steady as changes within the organization’, where this is the perception of the CEO of Nestle. As a continual process of the company, Nestle spends $300 million each year for the reconstruction of the company. Moreover, this company focuses on the corporate culture which has a great impact on the entire business organization. Corporate growth of Nestle is very noticeable as the company handles this growth very technically. Different strategies are brought to the company as a change so that such corporate growth can be continued (Nestlé Global, 2019). 
The impact of IT or technology within the company is also observed. By following the modern trend. Nestle also brings different technological changes within the environment of the company. This company always focuses on modernizing its office equipment, machinery, and so on.
Organizational environment
It is the environment of the organization, for Nestle, which can be defined as everything surrounds a system. This environment helps the organization to transform inputs into outputs. Moreover, the three-level business environment is observed by a business organization, like Nestle. Such business environments are macro, micro, and internal business environment. Macro Environment consists of different environmental factors and microenvironment consists of intermediaries, suppliers, competitors, companies, the public, customers and so on. These microelements are considered as ‘internal part of the organization’ where these elements always need internal information of the organization (Irish examiner, 2019).
[image: ]
Figure 1: Business environment
Source: (Caprotti, 2012)
This environment has several influences or impacts on this process and they are from economic, technological, social, political and so on (Caprotti, 2012). These influences come from the macro environment as external forces that have great impacts on the business organization. The business environment can be similar to the nature of such business where the environments include predators and prey. Monitoring of environmental crucial to both predators and prey. Organisms and businesses that fail to adapt may become extinct. 
[image: ]
Figure 2: Environmental influences
Source: (Gauthier and Wooldridge, 2011)
The macro environment’s elements have great impacts on the business organization where these elements have a great relationship with microenvironments’ elements (Caprotti, 2012). Microenvironmental elements suppliers and different inputs or materials have impacts on the economic factor of macro environment, Technological impacts have great effect on the organization, social impacts are observed in the organization’s outputs, customers have impacts on political factors. 
Such macro environment is discussed below with proper explanation:
· Economic environment 
Macro-economic as an external environment always consists of different economic factors like exchange rate, inflation, peak or recession, funding streams and mechanisms, budgetary restrictions and so on. Change in exchange rates can occur in terms of foreign exchange risk while a business organization doing export-import business. This change can affect the environment negatively as well as change in interest rate has also impacted on the entire business operation. Sudden inflation has a great impact on the price or entire expenditure of the goods and services. An economic boom or burst can also put the business organization in puzzle how to solve it. The total production procedure becomes to be handled due to those situations. Funding streams need to be active on a regular basis for which proper mechanisms are needed. Moreover, there are some restrictions observed in terms of budgetary which is known as ‘Budgetary Restrictions’. This affects the business organization greatly as the business organization cannot prepare a budget according to its expectations. 
· Technological environment
Mostly, technological advancement is the main factor of this environment where the business operation is greatly affected. There are several business organizations around the world as multinational companies are the main adapter of technological advancement.  A business organization will be profitable and flourished if it is capable of adapting any advancement quickly where such business organizations need to analyze the input and output efficiently. Then, the most important question arises whether the customers can adopt such advancement or not. So, business organizations always want to know what the rate of the customers to adapt any technological advancement whenever and wherever the company thinks about any technological changes for maximizing productivity and profitability (Akhavan et al., 2014). Globalization makes this process easier where multinational companies always try to maintain any sorts of trends and market trends within all business environments. It is always required for the business organization to follow the trends and make easier ways of accessing technologies. 


· Social environment
The social environment always consists of several factors as they are population growth, demographic changes, immigration and diverse population with different cultural identities and needs, attitudes, social norms and so on. The first and foremost important issues are population growth of the organization where it has great impacts on the business organization (Coulson‐Thomas, 2011). Such growth can decide the product's demands and supply on which the company’s production is dependent. When a business organization observes that its demand is decreasing, the company needs to decrease the supply of the products in the market. By following this, the company’s productivity and profitability will decrease in some time. Multinational companies, like Nestle, need to consider different cultural values when they operate their business in different countries. Different values, norms, attitudes of the customers, behavior have great effect on the company’s operation. 
· Legal environment
The government brings different rules, regulations, terms, and conditions in the form of tax, VAT, and many other things. These are normally considered as restrictions from the government of the country on the companies, especially it greatly affects a multinational company while operating their business in such specific country. Government restrictions sometimes put negative effects on the business operations which may sometimes decrease the profitability and productivity of the organization (Akhavan et al., 2014). It is also observed that a business organization, like Nestle, cannot sometimes cope up with any sorts of government or any other legislation. It is also difficult for customers to accept the product of the organization where there will be organizational restrictions. The company needs to take some actions by which it can easily cope up with the legislation or its changes implemented by the government of a specific country. It also needs to think about the cost of making things and its benefits. 
These macro environments and its different factors come from several external sources where this is really difficult for any business organization to cope up with such an environment for a multinational company, like Nestle. By adopting proper strategies, especially managing microenvironments, a multinational company can easily handle those factors.

[bookmark: _Toc25098907]A model for change and how change was managed in Nestle
It is the change that makes or ensures something becomes different. By following this concept, change management has come which refers to the procedure of tools or methods and techniques that are needed for managing people and other resources to gain a business outcome. A business organization does not change normally where it is often people within the organization that change. Such employees, personnel, officers, executives where they are often one person at a time. 
There are several reasons for which change should be managed properly and they are provided below:
· To increase the profitability of the business organizations’ success,
· To reduce the transition time. 
A business organization always thinks for maximizing wealth and profit for itself where these totally depend on making or bringing change within the company. It is also required for the business organization to reduce the transition time to produce goods or services within a fixed period (Gauthier and Wooldridge, 2011). By considering these factors, this model has several objectives in terms of adopting to meet up with the change and they are to develop strategic relationships with potential customers for whom effective products along with their quality will be provided so that the company can create procedures for maintaining standards, develop strategic supplier relationships, become employer of choice. These changes are needed for being more efficient, cost-efficient, profitable and more customer-focused. 
Nature of the change process
There are several reasons for which change of an organization normally fails and the most noticeable issues are anxiety and fear. Moreover, other reasons are functional boundaries, lack of change skills, middle management, long IT lead times, communication, employee opposition, initiative fatigue, and unrealistic timetables. These factors should be controlled by an organization if it wants to maintain a sustainable business environment for operating business activities (Jaiswal, Sharma and, 2019). 
So, for managing the change within the business organization and making it successful, it is required to maintain proper relationship, communication, efficiencies within the business environment which are required to follow strictly. 

Planned versus Unplanned change
Planned changes are from a designed, structured outline for the change which needs to be brought about within the organization. Conversely, unplanned change comes from a sudden incident.
A system model of change
There is a systematic way or technique which has a cascading method of dealing with changes within the business environment (Jaiswal, Sharma and, 2019). Different strategies help to improve the supply chain management, develop core teams with the organization with focus on the change objectives and adopt management strategies, like six sigma, lean manufacturing. 
A multinational company, named Nestle, has such capabilities to manage the expected change which may come from external environments. This company follows a model, by developing the model, which is very essential for the organization to follow a model on a continuous basis. 
So, an expected model is developed for Nestle which is provided below:
[image: ]
Figure 3: A development model for change of Nestle
Sources: (Jaiswal, Sharma and ., 2019)
This model requires three major portions including inputs, strategic plans, sources and they are:
Inputs: The main part of the model is to set up organizational goal having internal strengths, weaknesses, opportunities and threats by SWOT analysis. In case of Nestle, the main vision maybe its technological advancement to maximize the number of customers within the organization. This could bring many successes for the organization as it works as a long-term vision. Then, it needs to fix up the mission where this organization can distribute the task on the department basis. 
Conducting a SWOT analysis, this company can identify its strengths and weakness. The strength of Nestle is the company’s promotional activities and new concepts. But the weakness is its copyrights where this company cannot easily maintain its change for a long-term period. Then, it requires different opportunities to maximize its wealth but it needs to face different threats from several competitors as local or multinational companies. 
[image: ]
Figure 4: SWOT analysis
Source: (Habimana, Mutambuka and Habinshuti, 2018)
Strategic plans: These plans include different sorts of strategies and goals. These have great impacts on the employees and the organization where an established company can come ahead in terms of investing in crucial factors, employer of choice talented, challenging co-workers, working for a multinational industry as a leader, and more enjoyable work environment (Habimana, Mutambuka and Habinshuti, 2018). 
Lewin’s Change Model: There is a model for change as Lewin’s change model which includes different phases where it is required to unfreeze or make benchmark or change different issues or to refreeze. Unfreezing is the way of generating the motivation by using which it will be easier to continue any changes within the organization. According to Lewin, normally the change will have an aim which will be at developing or keeping growth by which, a company concentrate on solving different critical issues which might raise problem for the organization entirely. Moreover, such change is normally stabilized where its is required for the employees to integrate the changed behavior or attitude into their normal way of doing things. 
[image: ]
Figure 5: Lewin's change model within the organization
Source: (Habimana, Mutambuka and Habinshuti, 2018)
There is a strategic change as unfreezing the change which is needed for making the business operation effective. Such change is provided below:
Rational empirical, Normative change strategy and power coercive are such strategic change within the organization and these are normally observed.
Rational empirical suggests that it requires training and education, basic research, production of papers, selection of personnel and networking technology. Employees need training sessions first of all where it is also mandatory for them to have ideas and education or knowledge (Kim and Kim, 2016). 
The nominal change strategy includes examination of values and experiences of cognitive dissonance. Sometimes, people within the organization cannot accept the change easily or at all. For this reason, such employee’s values need to be examined and they should be experienced cognitive dissonance for maximizing their performances within the organization. 
Power coercive consists of laws, regulations, and policy, lobbying, and non-violent confrontations. These are very helpful for the organization to adapt in an effective way. 
[image: ]
Figure 6: Unfreezing change as a strategic plan
Source: (Showstack, 2012)
Leadership style 
In any changing situation, leadership plays an important role where normally two sorts of leadership are observed within the organization which may cause such change for the entire organization. (Osiyevskyy and Dewald, 2015).  Democratic leadership is now a common phenomena in this era where each employee prefers to be treated in a well mannered way by following which their opinion and perception can be taken in terms of decentralization. 
Politics of change and conflict resolution
Politics of change within the organization has both positive and negative impacts where it is required for the organization to accommodate via a friendly way, collaborating for solving problems, avoiding impersonal complier and tackling competitive situation which has a high concern for self-assertiveness and low concern for co-cooperativeness. 
[bookmark: _Toc25098908]Impact of organizational culture on the change management style  
Organizational culture and structure have great impacts on the change management style where such factors always insist on the organization in bringing more change within the management of the organization. As there is no any optimized organizational culture, any sort of aspect, so previous errors cannot be detected properly. Effective movements will be towards increased success which may be hindered (Osiyevskyy and Dewald, 2015). 
Different factors of culture and structure of the organization have great impacts on the organization, its operation, performances, and overall profitability. 
[image: ]
Figure 7: Impacts of change from different factors
Source: (Showstack, 2012)
. There are mainly three types of change within the organization and they are episodic change, continuous change, and disruptive change. Well, the management of change requires both agility and preparedness towards the change within the organization. 
Organizational culture
It is the organizational culture where it is worked within the groups of four, identified issues within the organization and discussed what people within the organization perceive (Satalkina and Shpak, 2018). Alternatively, culture is the soul of the organization, the beliefs and values and how they are manifested. According to Henry Mintzberg, if the entire part of the organization is considered as the part of the body, the culture will be the soul that holds the thing together and gives it life force. A successful organizational culture always consists of well suited for the organization’s operating environment and well suited for the employees. 
[image: ]
Figure 8: Organizational Culture
Source: (Osiyevskyy and Dewald, 2015)
There is a pattern of shared values, beliefs, and assumptions considered to the appropriate ways of considering and acting within an organization. There are some presumptions and they are:
· Culture is shared,
· Culture will help the members to solve problems,
· Culture is taught to newcomers,
· Culture strongly influences behavior. 
Characteristics of organizational culture
There are some characteristics of organizational culture and they are provided below:
Innovation and risk-taking: By this characteristic, people within the organization prefer to be innovative and take risks. That means, it is the degree to which employees, staff, personnel are encouraged to be innovative and unique (Satalkina and Shpak, 2018).
Attention to detail: This will be the organizational culture where employees are expected to bring about precision on some analysis and there is an attention to provide detail. 
Outcome orientation: Sometimes, organizational culture is set up by considering the ultimate outcomes where it mainly focuses on results or outcomes rather than on technique and process. 
People orientation: The degree to which management decisions take into consideration the impact of the results on people within the organization.
Term orientation: Different work-related activities are organized around teams rather than individuals.
Aggressiveness: This organizational culture tends to make the employees busy where the employees cannot be easygoing. They are expected to be aggressive and competitive in this case (SCHNEID, 2017).
Stability: Organizations, like Nestle, always focuses on stability of the organization where it requires that the degree to which organizational activities emphasize maintaining the status quo in contrast to growth. 
Contrasting Organizational Cultures
Various sorts of organizational cultures which can be modified, rearranged and restructured. So, the cultures of the organization are pathological, bureaucratic and generative culture. Pathological culture is normally negative and power-oriented where its cooperation is low, responsibilities are avoided, bridging is discouraged and novelty is normally crushed; bureaucratic is normally negative and rule-oriented where its cooperation is modest, responsibilities are narrow, bridging is tolerated, failure is justifiable and novelty has problems. Finally, generative culture is positive and performance-oriented where cooperation is high, risks are shared, bridging is encouraged, failure is inquired and novelty is enacted (Showstack, 2012). 
These cultures within the organization will have negative and positive impacts on the organization. 
The culture within the organization is not constant where such changes can be helpful in terms of leading and generating vibes especially from positive to negative one. There are some factors which are quite essential for facilitating the change in culture have been identified and are:
Segmentation of the work: It is required by the organization to make the works divide or separate distinctly so that changes can be adopted easily. This normally ensures faster processing and provides reliefs of information and the use of minimum viable products (Zogjani and Raçi, 2015). 
Realization of information: It is mandatory to have knowledge about the entire business aspects by an employee so that he or she can make the entire scenario visible in front of them to accept the changes. 
Frequent requests for the customers: It is always important for the organization to consider any request, complaints or suggestions from the customers which can be modified by the organization if it finds the entire environment sound and effective. 
All of these are considered as ‘Lean Product Development’ where it works within the organization like a flow. This is provided below:
[image: ]
Figure 9: Lean Product Development of Nestle
Source: (Zogjani and Raçi, 2015)


Impact of change in organizational culture
Organizational culture is difficult to be changed where the culture is formed from a time period. If any changes are brought about, the ultimate impacts will be on the customers, employees, staff, personnel and on different management levels of the organization. It will be difficult for the employees to cope up with new changes brought to the company where it will be required for the organization to train the employees. This will enhance the cost of the organization and create different scope which will be difficult to be handled (Volkova, 2019). 


Organizational structure
It is true that an established organizational framework of the organization can make the entire part of the organization effective and efficient where it is also required to outline both communication, control and authority patterns. Different organizational framework can make differentiation (Zogjani and Raçi, 2015).
There are several dimensions of organization design and they are structural dimensions, contextual dimensions where there are different sorts of organizational structures. Considering the Nestle perspective, such organizational structure is provided below:
[image: ]
Figure 10: Organizational structure of Nestle
Source: (Nestlé Global, 2019)
Organizations, like Nestle, need to change strategies, structures, process, and procedures more often to adapts where many organizations are preparing for more change by:
· Extra employers will be cut off as layers,
· Employees will be provided with making decisions,
· Swift from vertical approaches to horizontal approach,
· Efficient team will be built up,
· Not only face to face but also virtual relationship is strengthened.
Impact of change in organization structure
It is really difficult to change where every organization whether they are small or big they want better performance and result and vision of the company where it is required to perform better so they would be better than their competitors. The fundamental capacity of an authoritative structure is to enhance basic leadership and to recognize how the association is functioning and who has the power to settle on the critical choices and what group works in which projects and office. Employees’ performances in any organization need to be perceived in the industry or in their specialization (Gauthier and Wooldridge, 2011). The performance of employees will be dropped due to restructuring, downsizing, innovation, and merges in the companies.
Change management
There is a diagram that implies the change in an organizational structure and this diagram has a great impact on the overall performances of the organization. 
[image: ]
Figure 11: Key elements involved in change management
Source: (Gauthier and Wooldridge, 2011)
From this diagram, it is now clear that it is the organization’s culture, management, structure and style which have great impacts on the business. An organizational culture having higher performance tendency brings more outputs as higher driven service of utilization and higher improvement in the quality of products or services. 
Role of managers as change agents
Change agents are such person who is responsible for managing planned change activities within the organization where such agents can be in the form of managers, non-managers, employees of the organization or a consultant outside of the organization (Irish examiner, 2019). Mostly such agents are seen within internal part of the organization where there are also external or both external-internal change agents within the organization. There are several roles of managers as change agents and such roles are described in brief below:
[image: ]
Figure 12: Roles of change agent
Source: (Jaiswal, Sharma and ., 2019)
A change agent needs to be enthusiastic, passionate and inspiring who should have the capability of engaging and communicating properly within the different segments of the change within the organization (SCHNEID, 2017). Such agents try to understand the environment including the social-economic environment of the change where he or she needs to act like a proper or efficient citizen. By utilizing his or her creativity, such change agents solve out different problems and do all sorts of activities with proactive and reactive manner along with cooperation. 
Hard and soft model of change 
This concept has come from the concept of Mckinsey ac 7s model where it is described how effectively one can manage or organize a company. Such 7 factors of this model are split into two groups as hard or soft elements. 
	Hard elements
	Soft elements

	Strategy
	Shared Values

	Structure
	Skills

	Systems
	Staff

	
	Style



Such 7’s of this model is described below where such factors are considered as hard and soft elements of this model. Hard elements indicate those elements which can be physically seen when in place (Kim and Kim, 2016). On the other hand, soft elements are not seen in the form of tangible assets and cannot readily be seen. Alternatively, these are seen as intangible assets. 
Structure: Task will be allocated, distributed by the supervisor properly so that the employees can get right direction within the framework.
Strategy: These are created for having a competitive advantage by the top-level management of the organization.
Systems: Management information system and accounting information system help other department within the organization to obtain short term goals.
Shared values: Values are shared or cared from culture to culture or society to society so that any change can be easily handled once they are introduced within the organization.
Style: An overarching style of leadership is normally adopted within the organization which has a great impact on the entire business operation.
Staff: It refers to the number of the employees and their type within the organization which can be modified for any major change within the organization. 
Skills: Higher the skills of the employee, higher will be the productivity and profitability of the organization.
Evaluation of change within the organization
According to Kotter, there are eight steps of change as leadership style which is very crucial for a business organization to implement and they are provided in the following way. 
[image: ]
Figure 13: Evaluation of change
Source: (SCHNEID, 2017)
For establishing a sense of urgency, the agents need to be focused on trying to sell the need for change within the organization. It will be people’s attention which will be needed to be got on the urgency of the situation and they need to be fed with stories, data, etc. Such as waste of time or resources etc.
For creating a coalition, it is required for the organization to manage the change and can be with formal power and informal opinions, professionals from outside the organization with experience who are being consulted. In this case, leadership skills can drive the change with a clear vision (SCHNEID, 2017). 
For developing a clear vision and strategy the leader needs to develop and clarify the vision and strategy used to implement the change. The core values set believes, expectations that have to be changed clearly set and communicated to the entire organization. 
In terms of sharing the vision, it is engagement with the employees which helps to identify other problems that need to be solved first. 
Teams, personnel need to be identified and given different responsibilities where it is required to continue managing those resisting the change (Zogjani and Raçi, 2015). 
Short-term goals need to be solved where a short-term win is an organizational improvement that can be implemented in 6 to 18 months where they must be visible and clearly related to the change effort. 
To consolidate and keep moving purpose, proper communication is really required and for anchoring the changes in corporate culture, the change should become part of the organizational culture and the value behind the change effort must visible in the day to day work of the organization (Zogjani and Raçi, 2015). 

















[bookmark: _Toc25098909]Conclusion
Throughout this report, it has been tried to show a different perspective of learning and implementing workplace change, in terms of Nestle, a multinational company which has many branches around the world. Different external, as well as environmental factors, help this company to bring different changes enhancing the capabilities of the organization. The macro environment’s elements have great impacts on the business organization where these elements have a great relationship with microenvironments’ elements. , there are some key objectives to adopt meet up with the change and they are to develop strategic relationships with key customers, provide best in class product and process quality, create world-class manufacturing processes, develop strategic supplier relationships, become employer of choice. Agents try to understand the environment including the social-economic environment of the change where he or she needs to act like a proper or efficient citizen.
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