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There is a well-known saying that “change is the only constant thing in this world”. Change is an obvious thing that everything has to face in this world. Business organizations operate their business in the society and for people living in the society (Cameron and Green, 2011). So, changes in the society and external environment of the organization put impact on the business organizations. They need to bring changes on them to keep pace with the moving world. Changes are necessary for organizational development. A business organization cannot think about going forward without bringing necessary changes on it (Carnall, 2011). Business operational activities of an organization change due to the changes in their internal and external environment. Changes in the environment can impact an organization either in positive or negative way. So, it has now become an important task for the business organizations to manage the changes tactfully so that they can manage the negative impact of changes and drive them in positive way (Czichos, 2014). This assignment has discussed about how an organization can manage and implement changes within the organization. The case study of Total Security Services Limited has been used in this assignment to make a better understanding on the issue of change management and implementing changes.


[bookmark: _Toc23537922][bookmark: _Toc23794656][bookmark: _Toc24221112][bookmark: _Toc16358996][bookmark: _Toc22152426][bookmark: _Toc22408562][bookmark: _Toc23107228][bookmark: _Toc23188761]1. Relationship between organizational change and organizational capability
Business operational activities are greatly influenced by the society in which they operate their business activities. Different internal and external activities work as factors that put impact on the operational activities of an organization (Gill, 2012). There are several external factors that shape the way by which a business organization operates their activities. Organizational culture depends on the culture of the society where the company operates business. Different internal and external factors have direct and indirect influence on the activities of a business organization (Ha, 2015). These external factors can influence business either in positive or negative way. Impact of external factors on organizational change has been discussed in this section.
[bookmark: _Toc23794657][bookmark: _Toc24221113]1.1. Recent History of Total Security Services Limited
Total security Service Limited was established in the 1989 in London as a retail guarding provider. The company started its business as a small organizational with a few security guards (TSS, 2019). Now the company has become one of the most trusted security service providing organizations in the United Kingdom. The company can be an example for successful change management process. They have now become one of the biggest security service providing organizations by making gradual changes within their organizational system. Within 1999, Total Security Service System started to provide services to multiple clients including the M25, which opened a new era to the company.
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Figure 1: Total Security Service Limited
Source: (TSS, 2019) 
[bookmark: _Toc23794658]In 2000, the organization entered into a new era with appointment of Ricky Gardezi as their managing director. He made many drastic changes within the organization and make the organization moving more forward. He started new leadership strategies that fostered success of that organization. He made a number of innovations in the field of security service system. With the new leadership, the organization achieved many awards for making contribution in the field of security services. NSI guarding silver award, NSI guarding gold award are the most mentionable awards among them (TSS, 2019). The company also got membership of SIA ACS within the year 2009. With the increasing customers demand, the organization needed to expand their business. In 2010, Total Security Service System started to provide security services outside London. They made new office in Bristol and expanded their service with more employees who were trained form London. Within 2013, Total Security Service Limited has their offices in Birmingham, Liverpool, Glasgow and Belfast. The company was also in the top of SIA ACS with score of 159 (TSS, 2019). All these achievements were possible to achieve by the organization with their excellent leadership and change management process. In the year 2014, the company was awarded with the Health and Safety Gold Accreditation by NSI. The organization is always aware about implementing new technologies that helps them in providing the best service to the customers. Their business is growing day by day with their excellent change management process. 
[bookmark: _Toc24221114]1.2. Impact of external environment on Total Security Services Limited
External environment of a business organization has impact on the organizational culture and managerial system of an organization. PESTEL analysis is one of the popular analyses that are being used by the researchers to understand the impact of external environment on a business organization. PESTEL analysis has been used in this section to understand the impact of external environment on Total Security Service Limited.
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Figure 2: PESTEL Analysis
Source: (Harrington, Conner and Horney, 2010)
Political factors
Political situation of a geographical area puts impact on the business organization that is operating on that area. Legal framework for business, government rules and regulations, taxation systems, trade regulations, tax rate, employment regulations, intellectual property protection, pricing regulations and many other factors are considered as the political factors of an organization (Have et al., 2012). As Total Security Services Limited is operating their services in the United Kingdom, they are bound to maintain all the government rules and regulations implemented by the government. Recent brexit decision taken by the UK government will have impact on the business operations of Total Security Services System Limited.
Economic factors
Economic factors also have important factors on the business operations. Inflation rate, savings rate, foreign exchange rate and many other factors are considered as the economic factors on the business organizations. Economic factors determine the rate of investment by an organization on that specific business environment (Lindberg, 2013). The economic condition of the United Kingdom is stable and supportive to the business organizations. While making decisions, Total Security Services Limited considers different economic factors of the market such as, economic growth rate, spending habit of the customers, customer need for security system and spending habit of the customers on security system, etc.
Social factors
As an organization operates business in society, they need are influenced by the social factors on that organization. Culture, norms and beliefs of a society have influenced on the business organizations that operate business on that society. An organization needs to deal with the customers of the society (Pugh and Mayle, 2019). They operate business with the employees who are from that specific society. So it is important for Total Security Service Limited to cope the organizational culture with the culture of the society. Psychological orientation of people of the society, security system on the society, type of population and many other factors are needed to be considered by the organization while operating business.
Technological factors
In this modern age of science and technology, almost all the organizations are depended on modern technology. Modern technology has brought many changes in the business operations. Organizations these days use technologies for making their services more efficient and less time consuming (Whitmore, 2014). Total Security Services Limited is always aware about the technological factors. They use modern technologies for providing greater services to the customers. The organization is also aware about the technological habit and technological expectation of the customers. Adoption of newer technologies makes the organization possible to ensure their sustainability in the competitive market. Technologies will also help the organization in expanding their market.
Environmental factors
Environmental factors have also impact on the business organizations. There may have environmental laws and regulations from government that the business organizations need to follow while operating business. Weather of the specific geographical area, change in climate, waste management system, thoughts of people toward the environmental factors and many other things are considered as the environmental factors (Carnall, 2011). Environmental factors put impact on the working habit of the employees, psychological orientation of people in the society and culture of the organization. Total Security Services Limited needs to think about these factors while making any changes within the organization or taking any managerial decisions.
Legal factors
Government imposes different rules and regulations on business organizations to ensure a healthy environment in the business sector. These legal factors also have influence on the business organizations that operate their services on a specific area. Sometimes it seems that legal frameworks are not enough for protecting the business organization (Czichos, 2014). In this case, the organization needs to follow their own strategies to ensure their safety in the field of business. Legal factors of the United Kingdom have impact on the activities of Total Security Services Limited. They also have to make the employees trained about the legal factors regarding security system of people.


[bookmark: _Toc23794659][bookmark: _Toc24221115]2. Nature of change and concepts relating to leadership in relation to change management
To make the organizations moving forward, it is necessary to make changes so that the organization can keep pace with the changing world. Changes in the external environment put impact on the operations of business organization. It is necessary for the business managers to manage the changes tactfully, so that the changes cannot put negative impact on the business organization (Gill, 2012). A good leadership system is necessary for making the changing process smooth and efficient for the organization. A good leadership system within an organization can make the change management process successful. On the other hand, plans for changes can go in vein if there is lack of a good leadership system within the organization.
[bookmark: _Toc23794660][bookmark: _Toc24221116]2.1. Model for change management
There are a number of change management models that are followed by the business organizations in bringing changes within the organization. Following an appropriate model is necessary for making the changing process fruitful for the organization and for achieving the targeted business goal (Ha, 2015). A change management model can need to be appropriate with the culture of the organization and the changes that are planned to be implemented. An irrelevant and unplanned model can turn the whole changing process into a disaster (Harkness, 2010). So, it is necessary for the change managers of Total Security Service System to select an appropriate model for the change management process while making changes in their organization. Lewin’s change management model is one of the popular change management models that are being followed by modern business organizations.
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Figure 3: Lewin's Change management Model
Source: (Have et al., 2012)
The above figure shows the change management process according to Lewin’s change management process. The model was invented by Kart Lewin in 1940 as a guideline for the managers in managing change within their organization. According to this model, Total Security Service Limited needs to unfreeze their existing system first. They will also plan for changes in this stage (Harrington, Conner and Horney, 2010). Changes will be made in the second stage and the changes will be considered as the new system in the last stage. This model is one of the simplest and efficient models for change management. In the unfreezing stage Total Security Service Limited will have to make necessary plans for making changes in the organization. By this time, they will also start breaking the existing system that is followed by the employees while performing their activities in their workplace (Lindberg, 2013). People are generally resistance to changes, Change managers of the organization need to build a good communication system with the employees and make them understand about necessity of those changes in this stage. Changing process will be easy when the employees, customers and all the other stakeholders are aware about it.
Total Security Service Limited will have to make necessary changes in the second stage of changing process according to Lewin’s change management model. They implement the changes that have made in the planning stage. After refreezing the current system, the field is ready for implementing the new changes. This stage may stay during a long period as people generally take a long time to get used to with new system. An appropriate leadership system is necessary in the second stage of transition (Pugh and Mayle, 2019). Leaders of Total Security Service limited should not expect that the employees will get used to with the new system. The managers need to make assist the employees, customers and other stakeholders in coping with the changed system. And in the third stage of making changes, Total Security Service Limited need to refreeze the changes that has been made within the organization. All the employees get used to the new system in this stage of change. The new system turns into a regular system in this stage of change and all the employees, customers and other stakeholders feel confident about the new system of the organization (Whitmore, 2014). Total Security Service Limited needs to monitor the proper use of changes in this stage and they should try to achieve their targeted business goal through the new changes.
[bookmark: _Toc23794661][bookmark: _Toc24221117]2.2. Change management and leadership style
Leadership plays an important role in the change management system within an organization. Managers need to implement the necessary strategies in change management when to make the changes accepted by the employees, customers and the other stakeholders of the organization. Leaders drive the employees toward the necessary changes so that the changing process becomes successful and take the organization toward the targeted objectives (Carnall, 2011). Leaders are responsible for making necessary plans for making changes and also responsible for using the changes in achieving the business goals. Leadership style followed by an organization puts a great impact on the leadership style of an organization. There are three types of leadership system in general, which are laissez-faire leadership, transactional leadership and transformational leadership.
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Figure 4: Leadership styles
Source: (Czichos, 2014)
In the laisses faire leadership system, the leaders take a little responsibility of managing the subordinates. Laisses faire leaders allow the subordinates to act like their will. According to this leadership system, the leaders have a very little interference in the activities of the employees. Sometimes, they don’t have any interference at all (Gill, 2012). A laisses faire leadership system is not suitable for making changes within an organization. The managers will not take any responsibility of the change management process if Total Security Service System follows the laisses faire leadership process. They will try to avoid the responsibilities of making plans for changes and implement changes within the workplace. Rather doing these things by themselves, they will give it up to the employees (Ha, 2015). And this will ruin the whole change management process. Total Security Service Limited cannot expect a good change management by following laisses faire leadership system.
Transactional leadership is another type of leadership which is also known as managerial leadership. Leaders in the transactional leadership system are more attached to the employees as compared to the laisses faire leadership system. Leaders follow the steps of planning, supervision and group performance in managing the subordinates (Harkness, 2010). Transactional leaders believe in giving motivation and psychological support to the employees in extracting greater level of performance from them. Transactional leaders are aware about meeting psychological needs of the employees to motivate them toward organizational goal. Transactional leaders believe in reward and punishment system where the employees get rewarded for their good performance and become punished for their bad performance or any wrongdoing.
Another popular leadership system is the transformational leadership system. Leaders maintain a good relationship with the subordinates according to the transformational leadership system. The idea of transformational leadership system stands on four things, influence, motivation, simulation and consideration (Harrington, Conner and Horney, 2010). Transactional leaders think that performance of the employees can be increased with the increased level of employee engagement. Following the transformational leadership system, Total Security Service Limited will empower their employees which will increase their confidence and develop their performance. The changing process will be easy and successful for the organization when they follow this leadership strategy (Have et al., 2012). Managers will maintain a great communication with the employees. As the employees will be previously known about the changes, the changing process will be more effective for Total Security Service Limited.


[bookmark: _Toc23794662][bookmark: _Toc24221118]3. Contemporary Issues and their impact on business management
Changes are necessary for making an organization keep moving. An organization need to make changes for keeping pace with the moving world. Business cannot expect to grow when they do not allow changes within themselves (Lindberg, 2013). Change management has now become one of the issues that are needed to be concerned by the business managers. Change management has now become one of the mostly crucial tasks by the managers. But managing change within an organization is not easy. There are a lot of issues related to the changing process. The managers need to consider those issues while making changes within their organization. Contemporary issues of change management that can impact on the business management of Total Security Service Limited have been discussed in this section.
[bookmark: _Toc23794663][bookmark: _Toc24221119]3.1. Issues related to strategic change management
It is natural that people do not take the changing process easily at the first stage of change. Employees, customers and other stakeholders may resist the changes while implementing them (Pugh and Mayle, 2019). The issues that Total Security Services Limited may face while making changes are as followed.
Resistance
It is the common human nature that people generally resists when they face any changes. The feeling of uncertainty and fear make people to do so. People feel comfortable when they get used to any specific system, rules and regulations (Whitmore, 2014). Here comes the necessity of change management system. Change managers need to handle the resistance and make the changing process successful.
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Figure 5: Kubler-Ross change curve
Source: (Carnall, 2011)
There is a popular model called Kubler-Ross change curve that describes the stages of changing process according to human psychology. The model has been shown in figure 5. The employees, customers and other stakeholders may resist the changes while TSS Limited wants to implement any change. Proper management and time will remove the resistance. 
Conflicts
When the employees and different stakeholders resist changes, conflict may take place in that situation. When an organization plans for making changes, the employees, customers and the other stakeholders may not take the decision easily (Czichos, 2014). In this case, resistance may create conflict among the manager and different stakeholders of Total Security Services Limited. The arose conflict may become big issues if the managers do not manage that on time. Total Security Services Limited need to find out the main reason of the conflict and nip the conflict in the bud before it grows bigger and hinder the change management process.
Seatbacks
Seatback is another issue that a change manager may have to face while making changes within an organization. This issue may make the change management plan going in vein if it is not properly managed (Gill, 2012). It is necessary for Total Security Services Limited to find the possible reasons for seatbacks and make necessary decisions for managing it. The possible seatbacks are needed to be identified while making planning for changes. The changing process need to be designed in such way that minimizes the seatbacks of change making process. Managers of Total Security Services Limited need to make a better communication system with the employees. That can be helpful in managing seatbacks.
Failed Plan
A proper planning is crucial for making an activity successful. Proper planning is also necessary for the change management process that an organization wants to imply with an organization. Sometimes the employees, customers and the other stakeholders fail to embrace the new plan easily (Harkness, 2010). The total changing process goes in vein if the different parties related to the change cannot take the changing process easily. The managers of Total Security Services Limited need to take proper actions about this issue when they face such situation. The organization can build a good communication environment within the organization for managing this issue.
Lack of communication
A good communication is very crucial thing for the change managers while making changes within an organization. Business organizations are run for the customers and business operations are run by the employees. So, the changing process will not be fruitful of the parties related to the change are not aware about it (Harrington, Conner and Horney, 2010). The management team of the Total Security Services Limited needs to set up a good communication system with the related parties. They need to make them aware about the changes and get them mentally prepared for embracing the changes. Keeping the employees up-to-date with the changes is necessary for Total Security Services Limited for managing this issue.


[bookmark: _Toc23794664][bookmark: _Toc24221120]4. Relationship between organizational culture and change
Organization culture defines the set of norms, values, assumptions and values that the employees of an organization share among them in their workplace. Organization culture shapes the way which the employees of an organization perform their activities. Almost all the operation activities of an organization are influenced by the shared organizational. Organizational culture selects the way in which the employees will perform their work, the way by which employees will communicate with each other and the way by which the managers will manage all the organizational tasks (Have et al., 2012). So, when any change occurs within the organization, it impacts the organizational culture also. Organizational culture and change are closely related to each other. When an organization brings any changes within their workplace, or in any of their system, it will have impact on the regular working habit of the employees. And this will make change on the established culture of that organization.
Organizational culture shapes the way by which the employees will perform their tasks. So, when their any changes happen in the system of the organization, it will obviously have impact on the organizational culture of Total Security Service Limited. When any kind of change is made within the organization, it keeps impact on the prevailing culture of the organization (Lindberg, 2013). On the other hand, Organizational cultures also have influence on the changing process of the organization. Before making a decision for change, the manager needs to analyse the present organizational culture that are being followed by the employees and management (Pugh and Mayle, 2019). It is needed to be examining that whether the planned changes can be made on the present organizational culture or not. Changes cannot be made overnight. 
Change is a slow process that removes the existing system replaces a new system on its place. So, it is a matter to be considered that whether the present organizational culture is capable to make place for the new changes or not, whether the present organizational culture can be removed with the planned changes or not (Whitmore, 2014). Like all the other business organizations, Total Security Service Limited also has their organizational culture. While making any changes, the change managers of the company need to consider the present organizational culture. Organizational culture need to be supportive for the planned changes. On the other hand, the changing plans also need to be made in such a way that easily goes with the prevailing organizational culture of the organization.
[bookmark: _Toc23794665][bookmark: _Toc24221121]4.1. Impact of organizational culture on change management
Activities performed by an organizational are always impacted by the organizational culture that the employees, managers, customers and all the other stakeholders follow while dealing with the organization. Organizational culture also plays an important role in the success of an organization. An appropriate organizational culture fosters success of an organization by making the best use of all the available resources (Carnall, 2011). So, establishing a good organizational culture is necessary for organizational success. Reaching the organizational goals becomes harder for an organization when the organizational culture is not supporting enough. Business scholars think that all the business strategies go in vein when there is lacking of an appropriate organizational culture (Czichos, 2014). The managers of Total Security Service Limited can take follow the best strategies for them. But all the strategies will go in vein when culture of that organization does not support that strategy. For example, new changes cannot be made when there is a culture of not taking risk within an organization. Changing becomes harder when there is bureaucratic culture prevailing in an organization as this system does not allow any changes in the prevailing system.
A successful change within an organization requires some researches before implementing them on the workplace. It is necessary to understand acceptability of those plans according to the prevailing organizational culture. But when there is organizational culture of making quick decisions, it becomes hard for the change managers in making the right changing decision for the organization (Gill, 2012). The made changes can be go in vein of they are not properly planned and examined before. It is crucial for the organizations to consider the prevailing organizational culture when they plan for making changes in the organization (Ha, 2015). Like all the other organizations, Total Security Service Limited also has impact of their culture on the change management system. Organizational culture determines the way by which the employees of Total Security Service Limited will perform the job, the way by which the managers will manage their subordinates and the way by which all the stakeholders will communicate with the organization.
Organizational culture also has impact on psychology of the employees of an organization. Culture is the set of believe, norms and perceptions. It determines the way by which the employees of an organization think about anything in their workplace (Harkness, 2010). Organizational culture of Total Security Service Limited has influence on the way by which the employees think. Thoughts of the employees, customers and other stakeholders about the new changes will depend on the organizational culture of Total Security Service System. Implemented changes will not work if the employees cannot take the changes as they need to be taken. In this case, the democratic culture of Total Security Service System will be helpful for the organization. Changes will be more effective when the employees are previously known about the changes and they are known about the necessity of those changes. A better communication system can be adopted by Total Security Service System in managing the negative impact of organizational culture on the changes in organizational system.
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[bookmark: _Toc536371508][bookmark: _Toc1224616][bookmark: _Toc3223093][bookmark: _Toc4097977][bookmark: _Toc4620116][bookmark: _Toc4791855][bookmark: _Toc5397786][bookmark: _Toc5478480][bookmark: _Toc5919615][bookmark: _Toc7291951][bookmark: _Toc7518880][bookmark: _Toc7524631][bookmark: _Toc7534568][bookmark: _Toc7896387][bookmark: _Toc8215409][bookmark: _Toc10226553][bookmark: _Toc11440884][bookmark: _Toc11784977][bookmark: _Toc15413795][bookmark: _Toc16358997]Everything changes with the passage of time. It is said that change is the only constant thing in this world. Change is an obvious thing that everything has to face in this world. Organizations perform their activities in the society and for people living in the society. So, when there is any change in the society, it also put impact on the operations, activities and organizational environment of a business organization. It is necessary for an organization to bring changes on them to keep pace with the moving world (Harrington, Conner and Horney, 2010). Changes are necessary for their development. Changes are crucial for business organizations to ensure their moving forward in the competitive business world. Business operational activities of an organization change due to the changes in their internal and external environment. Changes in the environment can impact an organization either in positive or negative way. So, it has now become an important task for the business organizations to manage the changes tactfully so that they can manage the negative impact of changes and drive them in positive way.  This assignment has discussed about how an organization can manage and implement changes within the organization. Selecting appropriate change management strategies is necessary for Total Security Services Limited to make the changes effective for their business.
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