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Abstract. The aim of the article is to analyze the internal environment
and offer solutions to identified problems of one of the domestic companies that
functions in the diary sector of our economy in the Republic of Kazakhstan. The
objectives of the study are: to conduct the literature review and carry out the
organizational analysis by means of diagrams like “SIPOC”, “Affinity diagram”
and the “Interrelationship diagram” which in turn help to analyze the whole
company (AMIL LLP). The Force Field Analysis Model of Kurt Lewin has been
taken as a theoretical basis of the study. This model gives an understanding of
individual and group behavior as determined by motivation and expectation. The
literature review was conducted in order to clarify the concepts of change
management. The theoretical contribution is in the fact that some attempts have
been done to determine the importance of change management activities in
production companies like AMIL LLP.

Keywords: Change management, Force field analysis, driving forces,
restraining forces, SIPOC, Affinity diagram, Interrelationship diagram.
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Anparna. MakamanelH Makcatel - Kaszakcran PecmyOnmukacesinma
9KOHOMHUKAMBI3JIBIH CYT OHEpKaciOi CEKTOPBIHAA KYMBIC ICTEWTIH OTaHMABIK
KOMITAHMSUTAPABIH ~ OlpiHAe mpolOsieManapAbl Taljgay KoHE aHBIKTaJFaH
npobiemanapAbl  LIEIy OSKOJJApblH  YCBIHY. 3epTTeyIiH MakcaTTapbl:
onebuerrepre oy kacay koHe Mbicanbl, «SIPOCy», «Addunutn
quarpaMmach»  JkoHe  «O3apa  OailaHbIC  MArpaMMachl»  apKbLIbl
YHBIMIACTHIPYIIBUIBIK ~— @3repicTepre  tamgay  kyprizy. Ocel  Tanmay
UHCTPYMEHTTEpl, ©3 Ke3eriHjae OYyKil KOMIaHMSHBI TanjgayFa KeMeEKTece.l
(“Omunp” JKUIC). 3eprreyain teopusiblk Herisi perinae Kypt JleBunHig
KYIUTIK ©picTi Tajaay MoJelNi anblHAbl. Byl Mojens MOTHBalMsS MEH KYTyre
OalJTaHBICTHl AHBIKTAIFAH JKEKEe JKOHE TOINTHIK MIiHE3-KYJIBIKTH TYCIHyTE
MYMKIHJIK Oepeni. ©nebu 1mony e3repicrepi 0ackapy TYXKbIpbIMIaMallapblH
HaKThIay MakcaThlHIA Kypri3uiai. bynm 3eprrey e3repictepal Oackapy
caJlaChIHAarbl OUTIM KOpBIHA yiec KOocyFa OaFbITTaynfaH. TeopHsUIbIK yJiec -
“Ovuns”  XKHIIC xomMmaHusChl CHUSKTBI  OHMAIPICTIK  KOMIAHMSIIAPJIAFbl
e3repicrepai Oackapy KbI3METIHIH MaHbBI3JbUIBIFBIH aHbIKTayFa OipHelle peT
JKacaJFaH/IbIFbIH/IA.
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Tyiiin ce3nep: O3repicrepai 6ackapy, Kymrik epicti Tannay, KO3Faymibl
Kymrep, Texeyim kymrep, SIPOC, coiikecTik Auarpammacsl, ©3apa OaiiaHbIC
JarpaMMachl.

**k*k

AHHoTauus. Llenp maHHON CTAaThU - MPOAHAIM3UPOBATH MPOOIEMBI U
NPEJIOKUTh PELICHUS BBISBICHHBIX MPOOJIEM OIHOW W3 OTEYECTBEHHBIX
KOMIaHUH, (YHKIIMOHUPYIOMIEH B MOJOYHOM CEKTOpE Hallel SKOHOMHKH B
PecnyOnuke Kazaxcran. Llenu uccienoBanusi: mpoBectu 0030p JIUTEPaTyphl, a
TaK)Ke MPOBECTU OPraHU3aLUOHHBIN aHAK3 ¢ TOMOIIBI0 TAKUX JUarpaMM Kak
«SIPOCy, «/luarpamma cxoacTBa» u «JlparpamMMa B3auMOCBSI3H», KOTOpPHIE, B
CBOIO OYepesib, IOMOTYT MPOaHaIu3upoBath Bcio komnanuo (TOO “Omuns”).
Mopnens ananu3a cunoBoro moiisi Kypra JleBuna Obuia B3dTa B KadecTBe
TEOPETHUYECKOM OCHOBBI HCCIEAOBaHUS. OJTa MOJENIb JaeT IOHUMaHUe
WHAMBUAYAIBHOTO U TPYIIOBOTO MOBEACHUS, ONPEILIIeMOr0 MOTUBAIUEH U
oxuganusmMu. O030p JuUTepaTyphl OBLI MPOBEICH C IEIBI0 Pa3bICHEHUS
KOHIEMNIINK yIPABICHHUS U3MEHEHUSIMU. JTO UCCIIeOBaHNE ObUIO HAMpPaBICHO
Ha TOIOJIHEHUE COBOKYITHOCTH 3HAHWK B 00JIACTH yIPaBICHUS U3MCHCHHSIMH.
TeopeTnueckuii BKJIa/1 3aKI0YAETCS B TOM, UTO OBUIH IPEAIPUHATH HEKOTOPBIE
MONBITKU OMPEIETUTh BAXKHOCTD JICSITEIIBHOCTH 110 YIIPABICHUIO U3MEHEHUSIMHU
B IPOW3BOJICTBEHHBIX KOMITAHUX, TaKUX Kak kommanus TOO “Omuns”.

KuiroueBble ciaoBa: VYrmpaBieHue H3MEHEHMSIMH, AHAIU3 CHUIIOBOIO
MOJIsA, IBIDKYIIME CUITBI, ciepkuBaromue cuibl, SIPOC, nuarpamma cpojctsa,
JuarpaMma B3auMOCBSI3HU.

Introduction

The business of AMIL LLP began with a workshop where it produced
gozinaki. Gozinaki is a traditional Georgian confection made of caramelized
nuts, usually walnuts, fried in honey, and served exclusively on New Year's Eve
and other holidays. The company AMIL LLP is one of the largest companies in
the Republic of Kazakhstan in the industry of milk processing and the production
of dairy products. The company was founded in 1993. Milk processing at the
enterprise began in 1997. Since that time, the company has begun to develop
more dynamically. The development of dairy products began in 1999. Noting
the importance of Kazakhstan production in the dairy sector and the compliance
of AMIL LLP products with international standards, it is important to study the
company and identify challenges in its functioning. Today the company
produces more than 120 types of dairy products and more than 100 types of ice
creams.

Being a major partner, it enables stable development of such peasant
farms of the region as: “Kamyshinskoe”, “Experimental farm of oilseed crops”,
“Vorobyov and Co.”, “Shemonaikhinskoe”, “Shipulin”, “Glubochanka”,
“Dorodnitsa” and “Sredigornenskoye”. These partners appear to be the major
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suppliers of raw materials (milk). Consumers of products are local population
that consumes its products daily.

The company’s products are divided into 8 categories:

1. “Amil” milk production;

. “Amil” ice-cream;

. “Amil” semi-finished products;

. Meat table;

. Yo-ho-ho-kids oriented production;
. Le-vital;

. Cosmo ice-cream;

. World collection.

The company’s main competitor in East Kazakhstan is “Vostok-Moloko”
corporation, because their main market place is situated there. Their products are
analogous to each other and they compete in different spheres.

The company is not found in doing charity work. But the company
clearly helps the community by hiring workers and helping locals with
employment.

The enterprise has carried out equipment modernization, this allowed to
improve the technological processes and to increase the range of products. New
workshops were launched, the staff was selected, and new technologies were
mastered. Following modern trends, an automated butter filling line was
installed at the AMIL LLP. For the convenience of consumers, the company was
one of the first in East Kazakhstan to begin selling products in convenient
packaging - pure-pack. Also, the company has entered the Russian Federation
market.

The mission of the AMIL LLP is providing high quality milk and dairy
products which would be suitable for local tastes. The company’s main goal is
to expand its sales to the national level. The customers are attracted to products
in packaging with a modern design and most importantly - with a short shelf life.

AMIL LLP is a limited liability partnership. AMIL LLP as a production
enterprise that provides a decent work to over 800 people, giving them the
opportunity not only to work, but also to develop, grow professionally and
realize themselves as professionals and individuals [1].

We strive to identify the challenges in the organizational functioning and
the state of the AMIL LLP and offer changes through analysis. After identifying
driving and restraining forces we will use analysis tools like “SIPOC”, “Affinity
diagram” and the “Interrelationship Diagram”.

Research methods and results

As stated earlier, the force field analysis model of Kurt Lewin has been
taken as a theoretical basis of the study. Kurt Lewin (1890-1947) was one of the
main psychologists of his generation [2]. In the course of his life, Lewin was
most popular for the development of force field analysis (or topological
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psychology as he additionally called it), which gave the theoretical support of all
his applied work [3].

Lewin’s operational framework for change is his Force Field Analysis
Model. This model gives an understanding of individual and group behavior as
determined by motivation and expectation. Lewin states that all change is the
result of certain forces in a field or particular environment. Lewin identified two
dynamic, opposing forces that have an impact on the change process [4].

Driving forces mean simply the desire to improve the situation and
restraining forces that can prevent a change from occuring barriers. For example,
if one thinks that a project will fail, a past negative experience with unsuccessful
change are typical restraining forces. Driving forces need to outweigh the
restraining forces enabling the actual shift toward the optimal. For making
change successfully, the driving forces must be strengthened in favor of the
change while restraining forces are weakened [5].

By analyzing AMIL LLP according to Force Field Theory, we could see
opposite forces inside of organization: driving and restraining forces. Further, by
applying practical analysis in AMIL LLP we would see clearly what to change
which is the problem point, how to change and the most important parts of it.

Table 1 is the “SIPOC” analysis the purpose of which is to identify the
output and potential customers of the “AMIL LLP” through defining its suppliers
and their inputs.

Table 1: SIPOC analysis of AMIL LLP

Suppliers Input Process Output Customers
# Peasant farms like | » Raw materials | Milking = Not ¥ Regular
Kamyshinskoye, of milk (e.g. machine # qualified customers
Vorobyev&Co, milk, cream Refrigeration milk (External)
Shemonaihinskove milk serum, etc) | storage » products ¥ Shops,
(External) [1] Delivery ta [1] resellers,
Companies that ¥ Instruction for | dairy 3 ¥ Trained distributors
sell dairy using Dairy enough (External)
equipment, equipment produces W employees | » Market
refrigerators ¥ Qualified Milk 2] itself
(External) employees [2] pasteurized | ® Less using (External)
Universities ¥ Petplastic for | & packaged®¥|  plastic ¥ Companies
releasing qualified packaging [3] | Supermarket company[3] that use
employees ¥ Technological | &shops milk as raw
(External) Process materials
Companies issuing established by (e.g. cake
pet plastic Sanitary production)
(External) Epidemiclogical (External)
Station and ¥ Amil itself
other using milk
requirements products
1] for another
# Chemicals to production
keep products processes
for longer (Internal)
period of time
[1]

Note: complied by the authors based on internal data of the company

Table 1 illustrates the production process which starts from milk cows
(milk collected from the peasant farms), following refrigeration storage and
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delivering milk where they produce dairy products. It is noteworthy to say that
ready milk products are pasteurized and packaged. Here one can observe a
problem with pasteurization. It is obvious that the more chemical one uses, the
longer period of time products stay at shelfs. By requirements from SES
(Sanitary and Epidemiological Service), there is a norm to keep the chemical
rate and the way of pasteurization. From complaints out of previous tasks we
have noticed that there was an excess of chemicals or maybe at the norm rate but
more than before. This exact process forms some problems. Further pasteurized
and packaged products are transported to supermarket shelves.

As “AMIL LLP” is one of the largest companies in the Republic of
Kazakhstan for milk processing and production of dairy products, this is
important to sustain its reputation. One decision is to decrease the level of
chemicals which in its turn creates more expenses. One way out could be to
change the image of the company. Create a new image that is based on
convenience and long storage rather than on their previous organic image. Here
we can see no process change, only expenses on marketing. The most promising
one would be to find another way of pasteurizing which is more organic and
allows keeping the products for longer time.

The figure shown below is the “Interrelationship diagram” the purpose of
which is to identify interrelationships between problems and defining driving
and enabling problems and provide recommendations.

In2
Outof 3

INAPPROPRIATE
STUFF
INSIDE(PLASTIC)

BY EFFECT
(ALREADY
REACTION)

In3
Out of 2

INCREASED
SHELF TIME

DISCREPANCY A
PROMISED

QUALITY&PRICE In1

In4
" Outof 4

Out of 1

Figure 1. Interrelationship Diagram analysis of AMIL LLP
Source: carried out by authors based on the company materials

After carrying out this analysis, we have come to the conclusion that the
company has many problems related to the production and sale of products.
Firstly, we recommend improving the quality of production and using only
natural ingredients in production since the company’s products are consumed by
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children as well. If the quality is at the highest level and the composition of the
product is natural, then consumers will be satisfied with any product cost.

Secondly, people always notice the price and its changes. If the price
increases the quality should change accordingly. We recommend the following
structure (price=quality) to the AMIL LLP because people do not understand
price policies and are not satisfied with the product quality.

Thirdly, companies have to analyze all client’s dissatisfaction and work
on it. Also, we think that it is very important to communicate with customers
and show all changes step by step.

On the figure 2 we have analyzed AMIL LLP through the caterpillar
analysis. Caterpillar analysis includes the easy way to conduct and find problems
in a company.

@ driving problem
Bad )quality
_—

staff inside

inappropgriate stuff inside
e

By-effect) (allergy reaction) __J

shelf-time = enabling problems

of quality and price

Figure 2. Caterpillar analysis of AMIL LLP
Source: carried out by authors based on the company materials

By analyzing all reviews from previous tasks as one can see in figure 2,
we have found eight problems, but interrelated problems are six. As we have
supposed, the driving problem is bad quality. This bad quality goes around
chemical stuff, inappropriate stuff, by-effect and others. Also it is seen that by-
effect is least influencing, it is the outcome of other issues. We think that using
chemical stuff inside of dairy products is not good and not acceptable by society,
because these products are consumed even by children. Also, the lack of control
during the production processes might create problems with inappropriate stuff
inside such as glass, thread and cellophane. We suppose that this is essential for
clients to not find any things inside of their consumed products. Increased shelf
time and chemical stuff inside are closely interrelated. Increased shelf-time may
be derived from adding chemical stuff inside of the product. Apparently,

20



SDU Bulletin: Social Sciences 2021/1 (54)

inconsistency between quality and price proceed from our main problem - bad
quality.

Firstly, we recommend increasing the quality of production and using
only natural ingredients because these products would be consumed by children.
If the quality will be on a high level and compositions will be natural, customers
might be less price sensitive.

The affinity diagram’s main goal is to identify main problems of
organization and by making managerial analysis it is important to give
innovative recommendations. On figure 3 below the Affinity diagram of AMIL
LLP is presented.

UNAPPROPRIATE
STUFF INSIDE

DISCREPANCY OF

BY-EFFECT 4
(ALLERGY REACTION) @ QUALIY VS PRICE
(4) : ()]
INCREASED
soquaury | < AMIL LLP oo INCREASED
19) _ . (2)
BAD SERVICE CHEMICAL ""G"(',",’)R'CE
(5) STUFF INSIDE
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Figure 3. Affinity Diagram of AMIL LLP
Source: compile by authors

After analyzing 40 reviews, we have found out that the main problem of
AMIL LLP is decreasing quality of products over time. People respected AMIL
LLP for high quality and short shelf-time, but through making effort in
expanding the market place they lost their quality. That bad quality could be
derived from chemicals inside their products or other factors. By using
chemicals, they increased their products shelf-time. Everything is related. The
discrepancy of promised quality and price could create some problems.

Discussion and recommendation

As the company is one of the largest companies in the Republic of
Kazakhstan of milk processing and production of dairy products, this is
important to sustain its authority. One decision is to decrease the level of
chemicals which in its order creates more expenses. One way out could be to
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change the image of the company. Create a new image that is based on
convenience and long storage rather than their previous organic image. Here we
can see no process change, only expenses on marketing. The most compromising
one would be to find another way of pasteurizing which could combine organic
and longer period of holding.

If they would like to sustain their previous authority, they should return
to high quality standards. This could be reached through some steps: by
decreasing the level of chemicals or following the recommended norms,
decreasing the products’ shelf-time. Less time to save product — the better
quality. That is the truth about perishable food.

Also, the company should hold checking procedures in order to minimize
accidents related to inappropriate stuff inside the product.

Compliance with high prices is little. So, as managers, we would not
recommend to decrease the price. Because we are pretty sure about the justified
price to cost. We suppose that there are weak HR practices in the company. So,
they should give some attention to their employees (training, motivating, etc.)
We think in order to find out the reason for the by-effects, they have to test the
product. Solution while dealing with promised quality and price conformity
could be to promise less or decrease the price of weak products. If all
recommendations observed above are kept, the products® quality will
simultaneously increase.

Conclusion

Analysis of internal environment of one of the companies in the diary
sector of our country was the aim of this study. We have reached this aim through
following objectives: the literature review was conducted and an organizational
analysis by means of diagrams like “SIPOC”, “Affinity diagram” and the
“Interrelationship diagram” was carried out. The Force Field Analysis Model of
Kurt Lewin was taken as a theoretical basis of the study [6]. As a result, it was
found out that the company should pay attention to the chemical structure of its
products, improve the quality of its dairy products and justify for themselves the
pricing policy. A close attention to the quality management and change
management practices will allow the company solve issues identified through
the analytical tools like “SIPOC”, “Affinity diagram” and the “Interrelationship
diagram”. The issues as inappropriate stuff inside, increased shelf time,
discrepancies between the quality and price and allergies after the product
consumption appear to be solvable if the company reconsiders its production
processes and improves its HR practices in terms of staff hiring practices.
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