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Abstract:

At the plant strategic level it must be take into consideration the factors that can generate certain dimensions of organizational change, such as: the amplitude (low or big, or intermediate one), the spread (the dimension: local, inside the studied plant or general, influencing the whole parent company and its subsidiaries), the continuity (connected with the present/past or discontinue), phasing (gradually or suddenly), the frequency (single or repeated), time (short or long), the initiator (me, we, others), the perception (negative or positive), the surprise factor (expected or unexpected change).

Thus, it is very important to identify the release forces for the change, because it is possible to support and enhance the forces favorable for change on the one side and to reduce change opponent forces on the other side, only if there is good information about releaser forces. These release forces can be: external (the extern environment) and internal (inside the company) too.

In conclusion the organizational change is imposed in the regional company, but the question is what kind of changes it needs: development change (to improve what exists), transitional change (to implement a new known state) or transformational state (the most radical change). Also, the decision makers have to decide the field the change is imposed (strategic change, technologic change, structural change, employee change).
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1. Identification, analysis and solutions for extern forces generating change necessity
The extern forces that influence plant change strategy, depending on features and nature of the release forces, can be grouped in:

1. Economic factors: internal, European and international markets, society purchasing power, financial potential, economic and financial mechanisms from society, bank and assurance system, stock exchange, investments regime, economy growth rhythm, transport and telecommunication means, economy infrastructure. In the framework of these economic factors, very important is the market, even domestic (national market) or international market. Thus, the plant has a proper marketing system in its competing environment, what means progress for the plant itself. As it is showed in one of below chapter, the plant is very present in the national and international market with automotive products. Also, this plant has a great capacity for innovation process and realizes new products that are searched in the automotive market. It is engaging the necessity for change plant strategy (in terms of financial and economic strategies and especially marketing strategy for competition intensification through the legal settlement because the progress can be obtained only by open competition between firms). In the frame of marketing strategy, the market study is necessary in order to find the products or groups of products that need to be relinquished, the products or groups of products that need to be increased (product diversification) and be oriented towards products requested on the market in conditions of quality and efficiency that can lead to plant development. 

Other extern economic factor for the plant is the consumers’ purchasing power that influences the price and quantity of the production. A decrease in purchasing power leads normally to a decrease of the weight of exclusive products in total demand.

Also, the trend of imports has great influence on the plant. On a one side the imports of raw and certain materials can lead to an increasing in product quality and cost. On the other side, the imports can lead to the decrease of market quote.

The domestic strategy changes have influence on the structure and volume of products’ plant.

Very important for the plant are: the financial potential, financial and economic mechanisms acting inside the society, bank system, assurance system, stock exchange, investment regime, the rhythm of economy development, transportation and telecommunication possibilities, economy infrastructure. For instance, the inflation rate and reference debt rate had known a decreasing trend (table 1.), so the possibility to develop the plant activity decreased. The plant has an acute necessity for funds and the increasing of cost for borrow money requests major changes in plant policies.

Table 1. Inflation rate and debt rate

	Date
	Yearly Inflation Rate (IPC)
	Average Yearly Inflation Rate 
	Reference Debt Rate

	Jun 2005
	9.30
	8.9
	8.00

	Dec 2005
	8.60
	9.01
	7.50

	Jun 2006
	7.11
	8.24
	8.50

	Dec 2006
	4.87
	6.56
	8.75

	Jun 2007
	3.80
	4.56
	7.25

	Dec 2007
	6.57
	4.81
	7.50

	Ian 2008
	7.26
	5.11
	7.50

	Feb 2008
	7.97
	5.46
	8.00

	Mar 2008
	8.63
	5.88
	9.00

	Apr 2008
	8.62
	6.28
	9.03

	May 2008
	8.46
	6.67
	9.50

	Jun 2008
	8.61
	7.07
	9.75


Furthermore, any economic settlement at national and European level (Single European Market) has a great influence on the plant activity, such as: accountability system modification, earnings and profits taxation modification, wages taxation modification, added value tax, price and tariff modification, assets amortization modification and so an.

2. Management factors come under economy organization system, national economic strategy, the mechanism of control and coordination the firms, the methods and techniques offer by management science. A very important place is taken by the decision decentralization process. Very important are the institutions with control responsibilities of the firms: Financial Guard, Court of Accounts, and Room of Accounts.
The achievements in the field of management science (represented by the methods, techniques and proceeding of efficient managing process) represent a major source of changes, sometimes radically for the whole plant. In order to achieve the change is necessary for managers to understand and perceive the advantages the new methods, techniques and managing proceedings can bring for the plant and to be proactive and sustain quickly implementation of them (for instance, the Blue Ocean Strategy implementation, the Porter Model in shape strategy the instrument from game theory, bargain theory in competition field, Lean Manufacturing method, Just-in –Time Manufacturing method etc.).

3. Technical and technological factors: the technique level of equipment offered to be bought, the quality of the technologies that can be bought, the capacity of innovation and creation that can be offered (licenses, know-how). Using performance equipments and top techniques in manufacturing process, the manufacturing cost can be reduced, and implicitly the price can be reduced. The technique and technological factors generate competitiveness.
4. Politic factors have great influence on economics by the normative framework, because every governmental team tries to impose its policy. Romanian policy had encouraged the foreign investments in order to increase the competition, but the political instability has a major impact on even aboriginal or abroad firms. Governmental “come-next-after” process of political systems with different orientation generates negative influences over the plant functioning.
5. Juridical factors can determine major changes inside the plant: the avalanche of laws, decrees, resolutions, decisions, governmental ordinance and other juridical acts have an overwhelming effect. The lack of legislative stability has a negative impact for the plant, because became more difficult to use modern planning instruments (it is very difficult to make objective foresees inside the plant in condition of normative framework fluctuation in a such quick rhythm).
6. Demographic factors that influence the plant are: the number of population, the structure of professions, occupied population weight, active population, life duration average, birth rate and death rate, the structure of education (economist vs. engineering).
7. Ecological factors regard the measures for protect the environment: water, soil, climate, vegetation, natural resources. 
8. Social-cultural factors that are direct influence for the plant are: population social structure, educational system, health care, culture, science, mentality etc. The multiple changes in Romanian economy, especially by possessions low, generate changes in employees-work attitude, their reactions to different factors, and changes in human mentality. It is very clear that human mentality is the most difficult change that needs the most time and very skilled persons to manage them. A great contribution in this field has the educational system. Thus, it is imposed on increase the weight of higher educated people work in production system, qualified labor and specialists in the plant structure.
2. Identification, analysis and solutions for intern forces show resistance to change necessity
From inside the plant, the change necessity can be determined by the employees and some processes.

1. The employees can represents forces impose the change inside the plant through their ideas, knowledge, information they stock. Also, their attitude towards change, new and work.

The creative and innovative capacity of the employees generates many changes. Knowledge stock and experience in certain activity field associated with a permanent improvement spirit, with promotion of some efficient management methods and techniques, represent favoring forces of changes. In a permanent connection with macroeconomic factors is the employees’ behavior and requests: wage increase, work conditions improvement, health assistance, social protection, work discontent, absenteeism rate that can lead to labor fluctuation.

2. The processes that determine changes need in this plant are: the plant strategy and policy, the management methods and techniques, the managerial used style, the type of organizational structure, informational system quality, decision making process, plant organizational culture, and conflict situation.

Plant strategy and policy depend on top management (modification in plant’s products structure, the weight of a business in total plant activity, the market strategy, modification in technologies used etc.). Top management factors need responsibility, competence and mastership in their actions. Also, the annual strategic plan and strategic plan for long and medium run made by top management are very important for the plant and for plant decision makers.

Decision making process must be decentralized inside the plant, because the best decisions are made by the nearest persons by that problem, as they have the best knowledge and information than anyone else about the existent problem and way it can be solved and quality of decision is increased.

Informational system is vital for managers. The information must be complete, according to reality, accurate, to allow a more accurate picture of the problem. The quality of information, communication inside the plant depends on the informational system quality and the type of organizational structure. Any problem regarding the decisional process, the communications and the networks between departments or inside them represents factors determine change necessity. As measure for ensure the shortening of informational circuit and the rise of informatics degree we can mention: the enlargement of activities of electronic data processing, the endowment with efficient informatics equipments and with specialists.

Regarding the type of organizational structure the decision must take into account the plant size, the activity field, the manufacture technology, the strategy, activity complexity, product diversity, decision decentralization degree, the intensity and complexity influence of environment on the plant. Taking into account our plant acts on a very dynamic market (automotive), it is closer to an organic structure: job responsibility is general and can change according to the plant necessity; the communications mean advices and information more than orders and instructions; the making decision is more decentralized and informal; the experience is high evaluated; the employees acts basing on more reasoning than rules; the obedience is less important than objectives achievement; the employees depend one each other and the links are informal.

Organizational culture represents emotional, intangibles part of the firm: values, attitudes, rules, symbols, legends of the firm, rituals and ceremonies with special meaning for employees. It influences the cooperation, the decisions making, control, communication, implication and perception.

The conflict will appear in the case the change necessity is not discovered in proper time: strikes, very qualitative employees leave, the serious deviance of synthetic indicators of the plant. On the other side, the conflict existence promotes the needed change inside the plant.

The action intensity of presented forces, so identifying the change necessity, are based and released by the financial results situation, products quality, sales level, turnover trend in a period, the level and structure of the cost per unit, the weight of waste and scrape in total costs, labor fluctuation, the degree of the client satisfaction, the evolution of the clients complains and notifications, the evolution of employees complains etc. The deviance of the synthetic indicators of the plant activity (turnover, profitableness rate, labor productivity, product quality, market quotation, liability rate, liquidity rate etc) has determined the change necessity.

In our study, we indentified that the extern factors have a great influence to the change decision and the intern factors are appreciated to be less generators for change necessity.
3. Inner strategies of the enterprise
At management level, in order to ensure a proper activity, the strategy regarding meeting and reports is:

1. Meetings/Conf Calls:
· OPS-Review - weekly

· ESC – Meetings - weekly

· Weekly Operations Call-Review - weekly

· Weekly CSE Quality Update- weekly

· Health&Safety - STOP Review - every 2nd week

· Staff Meeting „Plant-Level“ - weekly

· Employee Communication Meetings - monthly

· Quarterly Reviews „CSE“ - quarterly

· Regular Plant Visits / Reviews - minim once per Quarter

2. Reports:

· Business Reports (monthly): Engineering report, Cost Savings Report, Paynter Charts, DOS-Summary, Headcount

· Plant Reports (monthly / quarterly): Plant - Targets, Monthly Reporting Package (Controlling), Plant Visitation Matrix, Monthly P&L (Controlling), PEP CIP (R / Y / G)

· Business Reports (annual): Annual Business Report

For 2009, the Manufacturing/Operations Strategy Global is presented in figure 1 and the Global Quality Strategic Plan in figure 2:

1. Reduction of Warranty / Customer Claim costs compared to 2008
2. Standardization of Quality Training Materials / Forms in CSE plus Europewide training program to ensure better root cause analysis and efficient claim solving without repeated issues

3. Implementation of a strong and efficiently used Lessons Learnt Tool
In human resources strategic plan of the company, it had defined its vision, key strategic issues and key actions (figure 3 and table 2).


Figure 3. Human resources strategic plan overview
Table 2. Human Resources Strategy – Global
	STRATEGIES
	OBJECTIVES
	ACTIONS
	ISSUES

	One Company/One System/One PLANT
	· Improve efficiency, consistency, and effectiveness of HR globally

· Lower costs

· Optimize systems that span the organization

· Create a “PLANT Best in Class and Cost” HR organization

· Increase ability to change quickly
	· Evaluate HR Shared Services and evaluate outsourcing opportunities

· Look at internal and external best practices target 2007

· Assess and realign HR function and plant coverage utilizing Subject Matter Experts and adopting Best Practices
	· Will require close partnership with IT and BUs

	Obtain, identify, develop, manage and retain talent and leadership within PLANT
	· Maintain and improve employee satisfaction

· Build a capable workforce

· Increase bench strength

· Provide greater flexibility to respond to growth and changing markets

· Increase the continuity of the business

· Promote diversity and innovation
	· Implement Leadership Development and Succession Management (LDSM) Plan

· Determine best practices; modify the SPER program to European requirements; implement vulnerability grid and improve Employee satisfaction questionnaire
	· Team needed to finalize and roll out LDSM program

· Neet IT support to develop LDSM database

· Team needs to evaluate use of PLANT Learning Online

	Lead the organization in developing HR strategies to support low cost producer strategy
	· Create an operating environment free to locate talent where best suited for the business

· Enable employee productivity gains to lower cost in existing operations

· Facilitate and support movement of work to new locations or hiring/ramp-up/training of facilities in lower cost environments
	· Develop strategies and plan to leverage low-cost countries for Manufacturing, Tech Centers and Shared Services

· Develop PLANT Labor Strategy including negotiations, union-free platform, benefits, and pay negotiations
	· Need to work in close collaboration with BUs

· Depth of talent in HR organization to support all business needs in this area

	Build the process to effectively execute communications
	· Enable effective and consistent employee communications throughout PLANT
	· Utilize employee communications plan to achieve effective communication at all levels in the organization

· Develop plan to promote innovation
	· Overlap with Marketing/ Communications group

	Build PLANT organizational capability to manage in a global and virtual environment
	· Create a company culture and talent base that is adept at working in a global business environment

· Manage talent to incorporate the global nature of PLANT 
	· Evaluate a global HRIS system

· Identify, recruit or develop HR resources with global experience

· Be proactive in breaking down barriers across businesses, functional groups, and regional groups
	· Inability to attract and retain global talent in HR


Now more than ever, extraordinary leadership is an increasingly important element of PLANT’s success.

The research reveals that companies with active Leadership Development and Succession Planning programs have:

· Less Turnover

· More satisfied employees

· Deeper bench strength

· Less impact when changes occurs
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Figure 4. Strategic Positive Employee Relations Plan (N.A.)
4. Conclusions and proposals
For the plant studied in this paper, the authors identified the following propositions:
- Business Acumen (internal training): knows Competition, familiar with strategies and tactics, manages by fact, demonstrates knowledge / interest / aptitude for business.

- Customer Focus (internal, external training): focuses work process on customer satisfaction, meets internal/external expectations, promotes and maintains strong customer relationships/partnerships, demonstrates that meeting customer needs is a priority.
- Strategic Impact (external training):drives change / innovation, understands the larger picture, rethinks / re-conceptualizes the business, analytical thinking.

- Vision and Purpose (external training): sees possibilities, optimistic, creates/communicates compelling vision/direction, inspires and motivates, aligns the organization.

- Values and Ethics (internal training): lives by team values, adheres business ethics, ensures compliance with laws and rules.

- Bias For Action (external training): demonstrates a sense of urgency to achieve important goals, focuses on speed, sets priorities, seizes opportunities, high energy, reduces cycle time and bureaucracy, eliminates waste and unnecessary work, establishes process for continuous improvement, problem solving.

- Commitment (external training): widely trusted, takes ownership, candid and forthcoming, delivers on commitments.

- Teamwork (external training): initiates and supports meaningful projects, demonstrates trust in team members, serves on teams.

- Leadership (external training): assembles strong teams, attracts, selects and develops talented people, stretches, empowers and trains people, provides feedback and recognition, demonstrates/stimulates passion and commitment, leverages and motivates resources, professional attitude, accountability.
According to the studies above, we conclude that the organizational change is imposed in the regional company, but the question is what kind of changes it needs: development change (to improve what exists), transitional change (to implement a new known state) or transformational state (the most radical change). Also, the decision makers have to decide the field the change is imposed (strategic change, technologic change, structural change, employee change). There is no prescription of change, but it has to be adapted to the own situation.
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Business Description / Vision


PLANT HR Vision


Develop and implement people strategies leading to One PLANT culture focused on supporting growth objectives, best in cost producer strategy.





Key Strategic Issues


Weak bench


Retention 


Resources to support shift to low-cost facilities 


Communicating globally


Improve process efficiency





Strategic Thrusts / Key Actions


One Company/One System/One PLANT


Identify, develop, manage and retain talent and leadership within PLANT


Lead the organization in developing HR strategies to support the low cost producer strategy


Build the process to effectively execute communications


Build PLANT organizational capability to manage in a global and virtual environment








