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[bookmark: _Toc29135395]Introduction
The business environment is continuously changing, so each company must be must keep up with the times. In this case study will be discussing the importance of leading and implementing workplace change. A new creative, effective, and a productive idea will not benefit the organization until it is in place and being used. To effectively implement change is important to be aware of the reasons people resist change and to use the techniques that can overcome resistance and list employee buy-in . The biggest obstacle to an organizational change is the fear of a personal loss or fear of failure. just to be sure of uh successful implementing changes no organization manager but the CEO must follow some procedures and some steps and must be aware of all the impact this changes you will have at the organization. Even if these changes would be applied over only on the employees or although the overall organization must be very careful, being aware of everything surrounds an organization like stakeholders business environment the impact it will have on the community and the environment as well (deltek,2013). In this case study, it will be presenting implementing changes in one of the main waste management organization in Romania. McGrath waste management is one of the biggest and the oldest waste management organization in the recycling industry in the UK their will to expand results the changes it would be implemented in one of the main waste management companies in Romania. Just a few words it will be presented these 2 companies making together a partnership with the purpose of expanding and improving the waste management processes and converting the waste in Romania having also the main purpose , to train and educate the people and the employees from the organization how to work more efficient and more effective in the recycling industry, in other words, it will be implemented some changes in Rosal Group. Making the Rosal Group more productive with new working culture and new innovative waste management systems and procedures according to EU environment protection policy. Making Rosal Group a more sustainable business according to the new EU recycling and environments protecting laws and procedures.
1) Rosal Group Waste
Rosal group waste is one of the main waste management companies in Romania with a huge influence and impact on populations recycling education and training. They are established in 1990 just a few months after the 1989 Romanian revolution ,being the first private company that process, convert ,recycles, and reuse all the waste on the East side of Romania. Even last year Rosal Group waste suffer some changes in management than you manager decides to make the company more sustainable and improve all the procedures taking care more of the environment missions, everything involves recycling waste and pollution EU legislations and laws. In order to comply with EU Environmental Protection legislation and laws, the company infrastructure recycling technique, and employees must be improved and trained. (ROSAL,2019)

2) McGrath Group Waste
established in east London in 1972 is one of the leading suppliers of waste management ,Waste to energy and recycling services in London and the southeast . their key priority is to optimize the recycling process for all the materials they manage , Providing the resource management services which includes the containment ,collection ,recycling, marketing of construction commercial, industrial and public sector materials. The core of their success is the experience and the continued growth and development of their business ,delivering the highest possible levels of service to their clients, and they continually innovate, been engaged with their clients,To ensure they can meet the highest environmental standards.
The McGrath Group is accredited with various trade bodies and accreditations, reaching the highest health and safety management and Environmental Protection standards. (mcgrath,2019) 


[bookmark: _Toc29135396]Change agents
In order to bring organizational change into the workplace, the change agents must demonstrate a wide skills pack. Must be identified the departments who need several changes in the organizations and set up changing priority, who needs more, who needs fewer changes. For effective changes must be played some roles to influence the change in the organization. (ENCLARIA,2011)
 The 7 role agents: 
Investigate 
Implementing change is complex and difficult as executing apparent activities. Dealing with people’s behaviors and attitudes normally requires digging below the floor to understand the dynamics of the organization. Change agents looking for clues that provide away what is absolutely preventing exchange from happening, in order that they can determine the steps most probably to cast off obstacles and result in success. Change marketers are observant and analytical. In our case, it can be applicable to managers of both organizations, McGrath Group and Rosal Group. They must cooperate in investigating their employee's behavior and analyzing the workplace culture in order to set up a changing plan based on their behavior and culture .
Advocate
All the organizational changes must choose a leader who can take the initiative , inform , report, and be committed to these changes. Also, the leader must be very engaged in this project in order to inform the employees and the stakeholders with changing processes, being with his eyes wide open at all the changes are being done when everyone is busy with their activities and tasks. The advocate will be the main person who connects and engage  everyone in the changing process.

Encourage
 As a change agent, for this role is vital that  the manager and or the leader to have some great emotional intelligent skills and coaching and mentoring skills to be able to face peoples behaviors and all kind of attitudes. People can have varied types of emotions and behaviors in what concern their workplace or their environment. Being a change agent, he must understand people's personal implications of people who are involved in the changing process, offering hem empathy if needs, listening to everyone complains and concernings, motivate them in some cases using the skills mentioned above, making him a true leader or a skilled manager. (ENCLARIA,2011)
Facilitate
Other key activities for a change agent it will be to find new and innovative ways to help employees to accept the change, making the change easy and clarify the implementation, easier to perform for the people. Developing new systems, tools, and processes, being innovative. In these situations, the leader or the manager must show his knowledge about Developing Innovations and creativity for business advantage skills. Showing his ability to be creative and innovative in this changing procedures, it will make for the employees to understand the changes faster and help them to succeed going through the change. Innovation and creativity will make everyone's tasks easier and reaching their changing goals easier because most of the employees embrace innovation and creativity.
Mediate
In some  cases, changes may split the company or organization in two, at the start of the processes, people can have different opinions about the changes and can lead to a conflict in the company. In this role, the change agent must mediate the conflict , investigate the problem , peoples and employee concernings, helping both parties ,see the problem from both points of view, and then finding the common goal, the best solution to resolve the conflict. They must to reduce the separation between multiple parties with different opinions, understand everyone's needs , listen to everyone, being more like a peacemaker, standing in the middle. The agent for this role must be neutral , equal, and balanced in decisions and actions, and every single wrong move can affect other implicated parties. 
Advise
This category can be applied to an experienced change agent, the person who did this changing before, and they succeded. It can be used as an advisor to another leader or manager who never applies this procedure before, or even the experienced agent himself can take another changing process , and it means that the company can trust him and rely on him in the changing procedure based on his experience. Another factor that some manager or leader can take advice from an experienced one is learning from the previous agent mistakes in the changing process, we all know people learn from mistakes, and the failure is just a lesson for us. In our case Rosal Group ( the inexperienced one) is asking for advice and train from Mc Grath Group Waste from UK ( the experienced one) based on their experience in the paste in the waste management industry and from their previous changes.
Manage
This role agent is managing the whole changing project based on weel build changing plan , following all the legal procedures , making sure they are reaching the goals , targets, and finishes the project on time with no delays. They must be aware of all the risk assessments, taking care of the stakeholders and the employees, and making sure the changes will not affect anyone in a negative way. He is in charge of all the legal, political , social , environmental, and technical issues and procedures using SWOT  and PESTLE analysis ( it will be shown later ). Being up to date to every change is being taken during the changing process. Offering a periodically report and inform everyone with the changing process. He also must be a true leader and a good motivator, influencer, and persuasive person having a huge responsibility. The effectiveness and the success of employees and the changing plan rely on him. Must have problem-solving, developing a plan, and decision-making skills in order to make the best decision, taking a wrong decision can affect the whole changing project , it may delay or fail the project. (revistadestatistica,2020)

[bookmark: _Toc29135397]Strategic change management
· It is the method of managing change in a structured, thoughtful manner so that you can achieve organizational missions, objectives, and goals. Change is essential for businesses to keep to  meet and exceed the opposition of enterprise competitors. ( study.com,2014) For example in our case , if Rosal group is recycling only wood and metal and Rosal’s top competitor from Romania is starting to recycle and converting all the waste materials, Rosal group needs to lead their company through the change of beginning to convert , recycle and reuse all the waste material to remain competitive in the market. This is the main reason why they ask for help from McGrath Group from the UK to help Rosal Group in the changing and improving process.The Rosal Group is using  Organisational innovation change .They are embracing the idea, purpose, and behavior that is new to the company, for the market, or for the environment . In our case, the Rosal Group and its employees are accepting the idea of improvement and change. The see in this change a new way to do things better, increasing productivity and environmental-friendly.Organizations must  keep up with changes taking place all around them. Rosal Group is focusing more on technology and behavior change. Helping the employees to understand better the idea of recycling and increasing productivity with innovative recycling methods thanks to McGrath Group from the UK.Today, the  Organisations must keep themselves open to continuous innovation to survive.  It can be seen the negative example of NOKIA (bbc,2013), who, for a long time, they didn’t want to accept the change and improvement.
Three types of change:
Episodic change
Continuous change
Disruptive change
In the Rosal Group case study is being used the disruptive change. Mc Grath group is introducing to Rosal Group new and innovative recycling methods and changing the employee's behavior regarding the recycling industry. Making them more productive and efficient and the end of the change process. Introducing to Rosal the new RDF  (refused derived fuel) to energy innovative system  transforming the waste disposal into energy fuel  . In this way, all the un-recyclable waste material is being used as fuel for energy using an incinerator with 0 CO2 gas release in the atmosphere. In this case, the Rosal group becoming a sustainable business, environmental-friendly, and keeping up with the times, according to EU laws and regulations. (mcgrathgroup,2019)


Strategic change models
[bookmark: _Hlk29051477] It can find diverse models to implement a change in the organization. In our case study, it will be used two change models that  are well-known and very useful in strategic change management are Kurt Lewin’s Model and John Kotter Model. (study.com,2020)


John Kotter Change Model: 
This model proposes that the organization direct the employees through eight important steps to be followed.  (KOTTER,1996) Make sure the people understand the need for change and the full process of change. In our case, to make everyone understand the need for modernization, innovation, and step up with modern times, according to EU environmental laws and directives. Making them more productive and efficient.
1. Creating a team that can help in the changing process engages them in the project. Having a committed and enthusiastic team by your side can help you reach your project goals.
2. Developing the vision and strategy of a company after the changes, release a picture of where the organization will be, and what efforts must be done to reach the final scope. 
3. Build a vision for the employees, making easier to understand, explaining the benefits of change. If it needs to develop presentations sessions with the benefit of changes implemented.
4. Giving to the employees the power to take decisions and take actions in order to make the change possible. (tonex,2020) 
5. Set up short-term goals and targets for the employees to reach them in order to encourage and motivate them. Make the employees believe in their  own powers and in what they can do if they are motivated. In our case study , the McGrath Waste management release a new idea , at every 1000 tonnage of waste 100% processed and recycled in an environmentally friendly process, the employees were taken to a restaurant to celebrate at the end of the day. They named this idea “the green day.” Making employees more enthusiastic and more engaged. (ROSAL,2019)
6. Stabilize all the knowledge from this change to help the organization to improve the change process in the future. Learning from the mistakes made in the past , reaching perfection. The same like McGrath Waste from the UK is doing with Rosal Group from Romania . With their implementing change experience in past years, try to help others to not make the same mistakes and improve their recycling methods and activity.
7. Anchoring the change in the corporate culture through strategies, such as making clear links to performance, profit, and customer satisfaction. Making sure the changes made in the organization's culture, strategies,performance, and customer satisfaction remains there , untouched. Showing everyone that they have been succeeded.

Kurt Lewin’s Model: 
One of the most used models for understanding organizational change was released by Kurt Lewin in the 1940s and is still used with success in our days. His Unfreeze-Change-Refreeze model refers to a three steps process of change using the metaphor of changing the shape of a block of ice. (sciencedirect,2019)
Is to change a large cube of ice in a cone of ice, like is described in the figure. First , the ice must be melted  (unfreeze) , then put the eater obtained from that ice cube into new  desired shape (change) and finally to solidify the new shape ( refreeze)
[image: Lewin's Change Model: Unfreeze, Change, Refreeze]source figure1(mindtools.2019)
By looking at changes with different stages, you can prepare yourself for the future. It the changes are being taken fast, and without a plan, with purpose and no reason, it can cause chaos.
For changes to take effect, the leader or the manager must understand why the changes must be applied.  According to reffffff Lewin (1947), "Motivation for change must be generated before change can occur. One must be helped to re-examine many cherished assumptions about oneself and one's relations to others”. Wich here the change begins, in the unfreezing stage, when the person starts to realize why the reason for the change.
Unfreeze
The unfreezing stage is to prepare the company to embrace the idea that a change is imperative.
In this case study, the manager must explain in a CEO meeting the benefits of changing and how important it is a changing and to keep up with times in the Waste disposal industry, the negative impact it will have on the environment if these changes not take effect. This meeting can be presented with the actual poor financial results, negative customer satisfaction surveys, and sales figures compared with new, improved performance in all departments after the change has been applied. It must be understandable for everyone in each department, loud and clear.
To prepare the organization for the change, it must be started from the roots, touching the beliefs,attitudes,values, and culture that defines the company. Using the “house” example, if you want to build a house, you should start from the foundation. If the foundation is not done properly, the whole house may collapse.
The start of the change process is very stressful and complicated, must be aware of the risk you take, the stakeholders, and the employee’s attention. After presenting them, the negative sides and poor performance and after the good side of the change, like sales and productivity improvement, can create a controlled Crysis, which can be a strong motivation seeking the new company goals.
Change
After the unfreeze stage was done according to the plan, the change step is where people start taking action and find new ways to reach their final goal. They start to believe the changing process is possible, and they will engage in the project. The evolution from unfreeze to change will not happen so fast. It’s taking time to be committed in the new direction and support the changing process. In the McGrath-Rosal Group case study, is according to plan , it will take some time to get people committed , to take action, and get people motivated enough to be enthusiastic and try to find new ways to reach their final goal. Also, the Change Curve model developed in the 1960s by Elisabeth Kubler-Ross (Exeter,2019) can show the issue of personal transitions in a changing environment and effective to understand the situations in detail.
To make them believe in the change, it will be done like in the first stage (unfreeze) , making the people understand the benefits of changing because some times not everyone will understand from the start situation or will understand the need for change.
Change curve 
Denial -People who will have new responsibilities can start convincing others and themselves they don’t need a change, and the change it will not happen.
Strategy: Trying to give everyone the information they need to finish their task for the change to take effect.
Resistance some employees don’t need or don’t want change, they will try to resist
Strategy: Manager, must have some knowledge and skills to know how to manage with the people, and those skills can be : problem-solving, coaching and mentoring or emotional intelligence in order to know how to communicate with employees , to have patience , to know how to listen to their needs and to motivate them. He must know how to be persuasive and make them forget the past.
Exploration – Here the explorations start, people start identifying their weaknesses and problems in the new version of the company and start to find a solution to resolve them .
Strategy:To lead and motivate people in a positive way, reaching the final goal.
Commitment -Gain the people's engagement in the new project and enjoy working towards the new set up goals. 
Strategy: Rewarding and recognizing people's support for successfully implementing the change in the organization. 
Advice:
Some people can be harmed by the changes. Others may take a long time to recognize the benefits of change.In these situations, you, as a leader, must to step up and take action. Communication and time are two key factors in the change process, employees need time to accept the change, and they must be informed with every step it bein taken.



Refreeze
When the changes are visible, and people have accepted the new working style, the company is ready for the final stage, refreeze. The final stage should find the employees motivated, positive, and already accepted the change. The figures and the financial charts are showing them have been succeeded, bringing consistent job descriptions, a sense of stability, increasing productivity, and making the people more confident.

[bookmark: _Toc29135398]Environmental Scanning
The business environment includes all factors external to the business firm, having a huge impact, covering factors and forces like customers, competitors, suppliers, government, and the social, cultural, political, technological, and legal conditions. Some of these factors it’s possible to  have direct influence over the business firm or others indirectly. May be named as the total surroundings, which have direct or indirect contact on the functioning of a business. Also, it may be defined in other factors , like environment , political factors , social factors, legal and political , demographic, or technical factors.   (mbaknol,2019) 
Implementing change must be done after monitoring and researching in the Romanian waste managing market, being aware of the competitors and keeping up with the times, continuous improving and maintain the customer's and the employee's loyalty. The opinion of the customers and the stakeholders (owners or future customers) is very important. This can be done through market research, market segmentation, and customer survey. Studying the macroenvironment, microenvironment, and the internal environment of the business environment.(hbr,2000)
In order to implement a change in a company , it must be done a Business environmental scan in order to identify the macro , micro and internal environments using two well known important tools to analyze the business environment and the other factors which can affect the business and the changes in the workplace. These tools used to analyze are SWOT and PESTLE. 
[image: ]source figure2(UWTSD , BMSK6003, 2019)
P.E.S.T.L.E Analysis 
Political – Romanian political procedures that they must be aware of when they are building this partnership and implementing the change in the organization. UK government release this BREXIT process, so this will complicate the relationship between McGrath Group from the UK and Rosal Group from Romania. But both governments assure every company through an official statement, Romanian and from the UK the fact that it will not be any problems concerning the business relationship. Corruption in Romania can be a negative influencer regarding this changing and methods improving Rosal Group. Since 1990, after the communist regime has fallen , the corruption in Romania start to grow. So the CEO of both companies must be very careful. Regarding the employees the labour law it’s ok , but the only bad part of this is the employees' salary, on of the reason the employees accepted a change is on of the biggest companies from the UK came to help them , so they hope will have a bigger salary.
Economic- Romania, in the last few years, achieve a small economic growth, which is a good sign.On the other side, unemployment rates are very high. The salaries are very small, people see in every company who is coming from abroad like a saver , like a glass of water in the Sahara desert. In our case, it was easy for Rosal Group to apply the change because people were waiting for a change, especially from someone with experience from abroad.
Social- Population decrease rate by 5 million in the last 30 years, in 1990, 23 million, and now they are 18 million (adevarul,2019). Young people leave abroad to find a better life. Looking for better-paid jobs and with no corrupcy. The employees from Rosal Group must be encouraged to remain in their country and work , making their country what it used to be in 1980.Motivate them , make them believe in themselves. They are no cultural barriers; the population of Romania knows how to accept others; they are open-minded and smart. Low rate income is one of the main reasons people leave Romania for a better life.
Technological-The need for change in the recycling , converting, and reuse method of waste, less harm to the environment. Implementing the change in Rosal Group using McGrath Innovative recycling systems. Using people's will to learn how to use the new technology and educate them on how to protect the environment and how to recycle properly for the company to be more productive and to protect the environment.
Legal-In this implementing change process Rosal Group and McGrath Group must be aware of Romania and EU laws like discrimination laws, antitrust laws, consumer protection, and health and safety laws. The companies must enroll someone who is an expert applying these laws. These laws must be applied in all the changing processes,human relationships, and employee activities.
Environmental- Environmental protection is a very sensitive problem in our days if we can look behind in some negative change implementation or wrong sustainable examples like Shell in Nigeria with the pollution problem in Niger Delta (reuters,2019). The change procedures must be applied according to EU environmental directives (europarl.europa,2019). EU officers are monitoring periodically all the waste management companies in the Europe Union. Being a waste management company, Rosal Group must be 100% sustainable, with no harm to the environment or to the community. One of the biggest impact pollution it’s having on the environment is climate change. (ec.europa.eu,2019)

S.W.O.T Analysis
Strength-Rosal Group is the biggest waste management company in Romania , having wide coverage and a big influence on recycling education and activities. Not having serious competitors in Romania in the recycling industry for Rosal Group. The first waste company released after the revolution in Romania. People's desire to work and progress can have a positive impact on change implementation and company productivity after this process.
Weakness-Corruption in Romania is a very high rate. The ability of employees to understand the idea of sustainable business. The patience of the employees until the change process is finished. The high chances of not continually improving after the change procedures are finished.
Opportunities- Real chances to expand after the change process is finished successfully. Promoting the company abroad. Increase the selling of recycled products and gain customer loyalty. Recruiting new experienced employees so they can help the company to grow after each ear. Employee's income starts to grow. Helping the national economy.
Threats- Other Romanian Waste management companies can adopt the same change model, and they can become e real competitors for Rosal Group. Continuous changing EU and Romanian policy and laws regarding environments protection. Changing customer attitudes towards the company.

[bookmark: _Toc29135399]Organizational culture and Change
· Culture is the main core of the organization,the values and beliefs, and how they behave. And the culture is what brings them together, unite , sharing the same values to reach the final scope or goal. Culture it’s build in time based on company or employee behavior and values. (coursehero,2019)
– Culture is shared.
            – Culture helps members solve problems.
            – Culture is taught to newcomers. 
           – Culture strongly influences behavior
Rosal Group belongs to the Adhocracy culture type dynamic and willing to learn new things, and McGrath Group belongs to the Hierarchy Culture type (artsfwd,2019),focusing on efficiency and stability.During the change process, these two cultures will blend. Being an adhocracy culture, the employees will accept faster the idea of change and improvement. The good facts from both cultures will be taken and mixed, resulting in an open-minded , innovative, dynamic, efficient, and stable company at the end of the change process.
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