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Executive Summary

This report examines a departmental reassignment within a large oil refinery, in which an individual was transferred from the Integrity Maintenance Planning team to the Turnaround Planning team. The change introduced a significant increase in responsibility, system complexity and scrutiny coinciding with the preparation and execution of a high-value Turnaround event. The reassignment took place with limited consultation or structured support, presenting challenges in adaptation and performance delivery.
The analysis explores the organisational, leadership and motivational challenges experienced during this transition, using established management and change theories to assess the effectiveness of the change implementation.
Kotter’s (2016) Eight-Step Change Model is used to structure the evaluation of the change process. The analysis reveals that, while the reassignment was operationally urgent and aligned with business needs, key stages of the change model, particularly around communication, support and employee involvement were neglected. Lewin’s (1951) Forcefield Analysis is used to examine the driving and restraining forces, highlighting the lack of transitional training and consultation as significant barriers to employee engagement.
Herzberg’s (2017) Two-Factor Theory provides insight into the motivational impacts of the reassignment. While basic working conditions (hygiene factors) were maintained, the lack of intrinsic motivators such as recognition, development and autonomy limited job satisfaction and engagement. The Path-Goal Theory  further highlights the narrow leadership approach used during the change. Leadership behaviours were overly directive and failed to adapt to the individual’s situational needs, resulting in missed opportunities to build confidence and commitment.
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Introduction  

In modern industrial environments, organisational change is a continuous and often essential response to evolving operational demands, technological innovation and global market pressures . This is particularly true in high-risk, asset-intensive sectors such as the oil and gas industry where maintaining safety, efficiency and competitive performance depends on the organisation’s ability to adapt swiftly and effectively . 
Organisational change can take many forms, including structural realignment, leadership transitions and process or system innovation. These changes often influence not only procedures and tools but also the people responsible for implementing them and delivering outcomes . Engineering professionals are frequently exposed to these dynamics during capital intensive projects such as site turnarounds. These large complex events which require meticulous planning, strict regulatory compliance and high levels of coordination across teams .
Such initiatives create not only technical challenges but also human ones. Successful change management in these contexts depends on strong leadership, clearly defined roles and motivational strategies that support employee engagement and reduce resistance. This report explores a real-world example of organisational change during a departmental reassignment, examining how leadership, management style and employee motivation influenced both the process and outcomes of the change. 



Main Findings

Organisational change involves guiding a company or institution from its existing operation towards a new and more effective structure or way of working. This shift typically occurs in response to strategic goals or external and internal pressures that demand adaptation .
It may involve changes in structure, technology, people or processes and can range from minor operational adjustments to major strategic shifts. Mullins (2016,) defines change as “a continuous process of adaptation to internal and external conditions”. This definition highlights the dynamic nature of modern businesses environments, particularly in sectors such as the oil and gas industry where operational flexibility and responsiveness are crucial.
Change can be either planned or emergent. Planned change is structured and often managed using a formal model, such as Lewin’s Three-Step Model or Kotter’s Eight Steps. Where emergent change evolves more organically, often without formal initiation . In all cases, successful change management depends heavily on leadership, communication and employee engagement.

Overview of the Change

A departmental reassignment took place within a large-scale oil refinery involving an individual who was originally part of the Integrity Maintenance Planning team. Their responsibilities included planning reactive maintenance tasks using software tools such as SAP, Excel and structured documentation to coordinate labour, organise material and manage third-party contractors to ensure that urgent repair work was delivered efficiently and within budget.
However, a top-down decision was made to reassign the individual to the Turnaround Planning team. This transition marked a significant organisation shift, as it involved new systems, increased responsibilities, stricter process checks and a higher level of technical scrutiny from inspection and engineering departments, along with regular management meetings for updates on progression. The role demanded deeper involvement in planning high value, high risk projects associated with a site wide turnaround event costing over millions of US Dollars, not including the production losses incurred during the downtime. Responsibilities included planning high-risk mechanical repairs in accordance with stringent requirements set by the engineering and inspection departments. This involved the preparation of isometric drawings, the application of pressure test waivers and the completion of QA documentation which was to be issued to the external contractors. During the turnaround event, the individual also served as a coordinator for external mechanical contractors, overseeing the execution of the planned works and managing key high-value projects which were identified as critical path elements essential for the restart of the refinery.
Although the change offered significant opportunities for learning and skill development, its implementation revealed notable deficiencies in the organisation's management practices. Particularly the absence of prior consultation, structured support and transitional training. Effective training is essential during periods of organisational change, as it enables employees to adapt to new systems, roles and expectations reducing resistance and improving performance . Following the completion of the turnaround event, the individual returned to the Integrity Planning Department with a significantly enhanced understanding of operational execution and interdepartmental collaboration. Exposure to the practical application of work packs, strict QA/QC standards and documentation and high-pressure project coordination deepened their appreciation for the execution phase of refinery operations. This experience reinforced the importance of detailed and well-structured repair plans and developed a more practical approach to planning, improving their ability to anticipate constraints and aligned their planning practices more effectively with operational realities.

Assessment of the change process

Lewin’s Forcefield Analysis

Kurt Lewin’s Forcefield Analysis, as interpreted by , is a widely used tool for examining organisational change. The model proposes that successful change occurs when the forces driving the change outweigh the forces resisting it. These opposing forces represent the factors pushing an organisation toward transformation versus those maintaining the current state. Originally developed by , the model helps identify and assess these competing dynamics to inform effective change strategies.
As part of the organisational change, an individual was reassigned from the Integrity Planning department to the Turnaround Planning team within a major oil refinery. The change introduced unfamiliar systems, greater responsibilities and increased scrutiny under high stakes and time sensitive conditions. Using Lewin’s model, the forces influencing the change can be outlines as follows: 

Driving Forces:
Organisational need for additional planning resources during a high-value turnaround event.
Strategic priority of completing critical path repairs to enable the refinery’s restart.
Opportunity for cross-functional development and skill growth.
Pressure to maintain schedule and mitigate production losses.
Restraining Forces
Lack of training on new planning systems and protocols.
Resistance to leaving a familiar, well-understood role.
Elevated stress and performance expectations without transitional support.
Inadequate communication or explanation for the reassignment.

According to Lewin’s model, reducing restraining forces is key to enabling successful change. In this case, management could have mitigated resistance by providing early communication, targeted technical training and access to mentoring. These support mechanisms not only ease the transition but also improve employee readiness and engagement during organisational change .

Kotter’s 8 Step Model

John Kotter’s 8 Step Model provides a structured approach to managing change by emphasising the importance of urgency, vision, leadership and reinforcement . A retrospective application of this model highlights key gaps in how the change was introduced and managed.

Create a sense of urgency.
The first step according to Kotter (2016), is to create a sense of urgency. This is because urgency drives people out of complacency and motivates them to engage with the change process. When individuals perceive a situation as urgent, they are more likely to act decisively and support transformation efforts from the beginning.
In this case, while the reassignment was operationally urgent due to the upcoming turnaround, the urgency was not effectively communicated to the individual. The absence of clear reasoning or context for the sudden transfer led to initial confusion and resistance. Without understanding the critical need for immediate support, the individual was less prepared to engage positively to the change.

Build a guiding coalition
The second step according to Kotter (2016), is to build a guiding coalition, as this helps generate support and momentum for the change by involving influential individuals who can champion an initiative. A strong coalition brings credibility, shared commitment and the ability to address resistance across the organisation.
In this instance, no guiding coalition was established to support or oversea the reassignment. The decision appeared to have been made in isolation with no clear involvement from leadership figures, line managers or peers who could provide guidance or reassurance. As a result, the individual experienced the transition without any structured support network, increasing uncertainty and limiting engagement with the change.

Form a strategic vision and initiatives.
Kotter (2016) then suggests that organisations should form a strategic vision and initiatives to clarify the direction of the change and guide decision making throughout the process. A well-defined vision helps align team efforts and allows individuals to understand how their roles contribute to the broader organisational objectives.
During this transition, no strategic vision was communicated to support the reassignment. Although the change was operationally driven, there was no shared understanding of how the individual’s new role aligned with the wider turnaround strategy. This lack of vision contributed to confusion and a missed opportunity to motivate and engage the individual through a sense of purpose.

Communicate the vision.
Communicating a vision, according to Kotter (2016), is essential as it ensures that employees understand the purpose of the change and feel engaged in the process. Clear and consistent communication helps reinforce the strategic direction, reduce uncertainty and build trust across the organisation.
In this instance, there was little effort to communicate the purpose of the reassignment. The individual received minimal information about the strategic goals of the turnaround or how their role contributed to the wider objectives. As a result, the lack of communication heightened resistance and made it more difficult to adjust to the change effectively.

Empower employees for action.
Empowering employees for broad-based action according to Kotter (2016) involves removing obstacles that prevent individuals from contributing effectively to the change effort. This included addressing skill gaps, providing the necessary tools and creating environments where staff feel confident to take ownership of their roles.
As experienced in this case, the individual was selected for reassignment based on prior planning experience. However, they had not previously operated at the scale or intensity required during a major turnaround. Despite being seen as capable, no structured support or transitional guidance was provided to close the knowledge gap. Barriers such as unfamiliar systems, unclear procedures and limited access to mentoring remained unaddressed. This lack of empowerment made it difficult for the individual to fully engage with the role during the early stages of transition.

Generate short-term wins.
Kotter (2016) also emphasises that generating short-term wins is important for maintaining momentum and demonstrating that progress is being made. These early achievements help validate the change effort, reinforce motivation and provide evidence that the strategy is working.
In the given scenario, the individual successfully delivered several high-value planning packages and coordinated the execution of critical-path repairs. These contributions were not formally acknowledged. The absence of recognition for this early success limited opportunity to build confidence and secure broader support for the change. Acknowledging short-term achievements would have helped reinforce commitment and provided a foundation for sustained progress.

Sustain acceleration.
Sustaining acceleration according to Kotter (2016) involves building on initial successes to drive deeper change and maintain progress. It requires continuous effort, leadership visibility and a focus on maintaining urgency.
From an operational perspective, there was no ongoing effort to sustain momentum or evaluate the effectiveness of the change after the turnaround. Once the immediate operational objectives were met, the organisation did not build on lessons learned or apply them to future planning processes. As a result, the reassignment remained a one-off solution rather than part of a broader, sustained improvement strategy.

Institute change.
The final step according to Kotter (2016), is to institutional change by embedding it into organisational culture and practice. This ensures that new behaviours and processes are maintained over the long term and not abandoned after the initial implementation.
Following the completion of the turnaround, the knowledge and improvements gained from the individual’s reassignment were not formally integrated into the wider organisation. There was no feedback process, structured debrief or mechanism for capturing insights that could inform future planning efforts. Consequently, the change was not fully institutionalised, limiting its long-term impact.
Leadership and Management Styles

The leadership and management style document during the change reflected a predominantly transactional approach, characterised by a focus on performance, task completion and operational efficiency. Transactional leadership is often effective in high pressure environments where short-term goals are critical, but it can neglect individual needs and long-term development . In this case, the emphasis on outcomes meant that emotional support, feedback and guidance were limited. As a result, the individual was expected to adapt independently, which negatively impacted morale and engagement. According to Goleman (2017), leadership that fails to address emotional intelligence and employee support often leads to reduced motivation and organisational commitment during periods of change.

Path-Goal Theory

Path-Goal Theory as reformulated by House (1996), argues that effective leaders adapt their behaviour to fit the needs of their team members and the demands of the task. The theory outlines four primary leadership styles. Directive, Supportive, Participative and Achievement orientated. Each suited to difference contexts with the aim of improving motivation, satisfaction and performance.
In this case, leadership predominantly aligned with a directive style, characterised by close guidance, structured tasks and strict adherence to deadlines. This was appropriate given the high risk and time sensitive nature of the turnaround. However, the absence of support leadership, which involves addressing emotional needs and reducing work related stress left the individual without transitional guidance or encouragement. This was particularly challenging as they were placed into a high-pressure environment with unfamiliar systems.
The participative style which involves employees in decision making and planning was also lacking. The reassignment was top down with no prior consultation or opportunity for input, contributing to feelings of exclusion and uncertainty.
The achievement-oriented style focused on challenging goals and fostering high standards, which was partially visible as the individual was tasked with high-value planning and responsibilities. However, without formal targets, structured feedback or developmental support, the motivational potential of this style was not fully realised.
The limited application of leadership styles reduced the overall effectiveness of the change. As  emphasises, leaders must adjust their approach based on the situation and the needs of their followers to ensure positive outcomes in dynamic environments.

Employee Motivation and Support

Motivating and supporting employees is essential to the successful implementation of organisational change. When individuals are provided with both structural and emotional resources they need, they are more likely to engage with their roles, adapt to new challenges and sustain performance  and . During transitional periods, such as reassignments or departmental restructuring. Motivation and support become even more critical as uncertainty can diminish morale and reduce commitment if not properly addressed.

Herzberg’s Two-Factor Theory

Herzberg’s Two-Factor Theory (1959) provides useful framework for analysing the impact of change on employee motivation. According to the theory, job satisfaction and dissatisfaction are influenced by two distinct sets of factors.

Motivator factors
Intrinsic factors such as achievement, recognition, responsibility and personal growth.
Hygiene factors
Extrinsic conditions such as salary, policies, supervision and working conditions.

Herzberg argues that while hygiene factors can prevent dissatisfaction, only motivators can actively enhance job satisfaction and performance.
In the case of the reassignment, several hygiene factors such as pay, working hours and job security remained stable. However, motivators were largely absent. The individual received little recognition for successfully managing high-value planning tasks, had minimal autonomy in how the work was approached and was not provided with clear pathways for development. This aligns with Herzberg’s findings that without intrinsic rewards, even well-paid roles can lead to disengagement.
Furthermore, the lack of feedback and structured communication reduced the opportunity for the individual to experience achievement and growth, both of which are central to Herzberg’s motivators. While the reassignment offered potential for skill development, the absence of supportive mechanisms such as mentoring or formal recognition meant that these opportunities were not fully realised. This highlights a critical gap in the organisation’s change management strategy: The failure to foster internal motivation during periods of operational upheaval.
Integrating Herzberg’s principles into future transitions could help improve outcomes. By focusing not only on external conditions but also intrinsic motivators, through recognition and development planning. The organisation could better sustain engagement and reduce resistance during changes.



Conclusion

The reassignment examined in this report highlights both the operational necessity and human complexity of organisational change within high-pressure engineering environments. Although the change was justified by the strategic demands of a large-scale turnaround, its implementation revealed significant shortcomings in leadership, communication and employee support.
Kotter’s (2016) Eight-Step model demonstrated that while urgency and task clarity existed, critical elements such as building a guiding coalition, communicated a shared vision and empowering employees were not effectively addressed. This contributed to early resistance, confusion and reduced engagement during the transition.
Similarly, Herzberg’s (2017) Two-Factor Theory offered valuable insight into how the absence of intrinsic motivators, such as recognition, autonomy and personal development impacted morale. While hygiene factors remained intact, the lack of motivators limited job satisfaction and professional growth. The case also reinforced Lewin’s (1951) view that reducing restraining forces, such as inadequate communication and lack of training, essential for facilitating lasting change.
Overall, the findings suggest that technical competence alone is insufficient for successful change execution. As Mullins (2016) and Yuki (2013) argue, effective change management requires a balance of task-focused leadership and people-centred support. Future changes of this nature would benefit from greater strategic communication, structured onboarding and efforts to integrate motivational and emotional support into planning processes.
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