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INTRODUCTION
Cadbury’s Bournville site in Birmingham is experiencing significant changes as part of Mondelēz International’s efforts to modernise manufacturing, enhance operational efficiency and maintain competitiveness. Early indicators from the HR department show a noticeable rise in employee grievances, largely connected to three interrelated areas: organisational transformation, increased digital technology adoption and evolving flexible working arrangements. Literature suggests that transitions of this nature often prompt employee anxiety, uncertainty and resistance when communication and engagement are lacking (Morgan et al., 2024).
Given Cadbury’s long-standing heritage and sizeable workforce, it is critical to manage these changes in a considered, inclusive manner. This report examines the internal factors contributing to the grievances, evaluates relevant modern HR practices to address them, assesses how departmental managers can drive effective implementation, and concludes with recommendations aimed at strengthening employee relations and operational resilience.
1. FACTORS RELATED TO BUSINESS TRANSFORMATION, DIGITAL TECHNOLOGY TRENDS AND FLEXIBLE WORKING
Cadbury is currently reshaping its production and support processes to respond to global pressures such as sustainability targets, increasingly competitive markets, and the imperatives of lean manufacturing. This transformation necessitates restructuring teams, redefining roles, and revising process flows—changes that are characteristic of UK manufacturing under modernisation agendas (Bryan & Sevilla, 2017). While such organisational change is intended to enhance efficiency and competitiveness, it can also create considerable uncertainty among employees, particularly when well-established routines and practices are disrupted. The disruption of familiar workflows can make staff feel unsettled, as longstanding habits are replaced by new methods and expectations. Employees may experience anxiety not only about their immediate tasks but also about their broader career security within the company, particularly when the scope of their responsibilities is unclear.
Research highlights that employees tend to interpret organisational change in highly personal terms, with potential impacts on job security, role clarity, and perceptions of fairness (Tsai & Harrison, 2019). At Cadbury’s Bourneville site, employee grievances have often centered on unclear communication regarding role redesign, limited consultation, and ambiguity around new expectations. When employees feel excluded from decision-making or insufficiently informed, resistance, frustration, and disengagement are more likely to emerge (Morgan et al., 2024). In workplaces where roles have been long established and cultural norms deeply ingrained; these reactions are even more pronounced. Employees may also perceive that decision-making is top-down, leading to a sense that their experience and input are undervalued, which can further diminish morale and trust.
Digital transformation is another major element of Cadbury’s ongoing changes, encompassing automated production machinery, cloud-based collaboration tools, and advanced HR systems. Although these developments are designed to improve efficiency and streamline processes, they also reveal differences in digital confidence and capability among employees. Research indicates that successful implementation of digital initiatives requires alignment between technological advancements and the workforce’s skills and experience (Akter et al., 2023). Without sufficient training and support, employees may struggle to use new tools effectively, which can create frustration and slow the adoption of technology.
At Bourneville, some employees have expressed concerns regarding the reliability of new systems, the implications of digital monitoring, and the long-term effects of automation on their roles. Those engaged in hybrid working report additional challenges, such as digital fatigue caused by prolonged screen time and the demands of navigating multiple online platforms. These experiences mirror broader trends in modern workplaces, where continuous digital engagement can impact employee wellbeing, concentration, and productivity (López-Gómez & Leal-Ayala, 2019). Staff may feel constant pressure to remain visible online, which can blur boundaries between work and personal life and contribute to increased stress levels.
Flexible working arrangements at Cadbury are applied inconsistently across different roles. Office-based staff often benefit from hybrid schedules, whereas production employees remain constrained by the rigid demands of shift-based manufacturing. This uneven application fosters perceptions of unfairness and unequal treatment, potentially reducing morale among employees who feel disadvantaged (Bryan & Sevilla, 2017). Common grievances highlight inconsistent managerial expectations for remote work, unequal visibility of employees across teams, and limited access to communication channels for those on shift patterns. Shift-based workers frequently worry about missing essential updates or announcements when communications are primarily digital. Research emphasises that equitable communication channels are crucial for maintaining trust, inclusion, and a sense of fairness in organisations undergoing change (Morgan et al., 2024). Employees are more likely to remain engaged and committed when they feel informed, valued, and treated fairly, regardless of their role or working pattern.
2. EVALUATION OF CONTEMPORARY HR PRACTICES
Adopting structured change management models is essential in helping employees navigate both the emotional and practical implications of organisational change (Bridges, 2009). These models provide a clear framework for understanding what is changing, why it is necessary, and how it will affect individual roles, which can be especially valuable in complex or long-standing organisations. When combined with clear, consistent, and transparent communication—through briefings, web-links, interactive Q&A sessions, and regular updates, employees are better able to anticipate changes, reducing uncertainty and fostering trust in management. Clear communication also signals that employee understanding is valued, which strengthens credibility, mitigates fear, and reduces anxiety often associated with periods of organisational transformation.
Involving employees directly in consultation groups, feedback forums, and process redesign initiatives can significantly improve engagement and reduce resistance to change (Tsai & Harrison, 2019). When staff feel that their opinions are genuinely considered, they develop a sense of ownership over the changes, rather than perceiving them as imposed by management. Alongside engagement, skills audits and structured reskilling pathways are critical. These initiatives assess gaps between existing competencies and the requirements of new roles, ensuring employees are equipped to succeed. Providing comprehensive training and career development opportunities not only enhances capability but also reinforces a sense of fairness and organisational support during transitions. Employees who feel supported are more likely to engage constructively with change, rather than resist it.
Tailored digital training programs are particularly important in organisations undergoing technological transformation, such as Cadbury. Programs that combine modular learning, peer mentoring, departmental “digital champions,” and interactive workshops enable employees to develop confidence gradually, accommodating different levels of digital literacy (Akter et al., 2023). Recognising that employees have diverse skills and comfort with technology prevents a uniform approach that can alienate or overwhelm staff. These programs create opportunities for learning at multiple levels, ensuring that technological advancements are accessible, reducing anxiety, and fostering inclusion across the workforce.
Transparency around digital monitoring and the use of employee data is equally crucial. Policies should be clear, easily accessible, and designed with employee input, promoting trust and mitigating concerns over surveillance (López-Gómez & Leal-Ayala, 2019). Complementary digital wellbeing initiatives—such as scheduled screen breaks, workload reviews, supportive check-ins, and guidance on managing online time—can alleviate fatigue and stress, particularly in hybrid teams where digital demands are high. Encouraging staff to take regular breaks and maintain a balance between online work and offline recovery protects wellbeing, helping maintain productivity and morale over time.
A unified hybrid working policy, consistently applied across all roles, also promotes fairness and inclusion. Clearly communicated guidelines on expectations, availability, and methods of collaboration ensure employees understand their responsibilities and rights. Performance management focused on outcomes rather than physical presence supports modern work models and helps prevent perceptions of inequity between office-based staff and those working remotely or on shift patterns (Bryan & Sevilla, 2017).
Finally, managers must be trained to lead hybrid and dispersed teams effectively. Developing skills in communication, empathy, and remote performance support ensures that leaders can engage, motivate, and monitor employees appropriately (Morgan et al., 2024). For shift-based employees, communication channels must be diversified: pre-shift briefings, noticeboards, mobile alerts, and informal updates help ensure inclusion. Additionally, wellbeing support tailored to non-standard hours—such as predictable rotas, access to health services, and opportunities for rest—promotes equity and reinforces the organisation’s commitment to fairness and employee wellbeing
3. CRITICAL EVALUATION OF MANAGERIAL IMPLEMENTATION
Departmental managers play a crucial role in bridging HR policies and the day-to-day experiences of employees, acting as the vital link between organisational strategy and workforce engagement. Transformational leadership theory emphasises that staff respond positively when leaders clearly articulate a compelling vision, demonstrate commitment to change, and model desired behaviours (Bass & Riggio, 2006). At Cadbury, this means that managers must act as visible advocates for transformation initiatives, digital adoption, and fairness in flexible working arrangements. Their ability to communicate the rationale behind changes, demonstrate confidence in new processes, and personally engage with employees can significantly influence how staff perceive and respond to organisational initiatives.
Managerial capability is therefore of critical importance. Without adequate training, guidance, and support, managers may struggle to apply policies consistently or fail to provide sufficient support to employees navigating digital and organisational transitions (Purcell & Hutchinson, 2007). Such inconsistencies can exacerbate perceptions of unfairness, create confusion, and lead to an increase in grievances. For example, if one manager enforces flexible working strictly according to policy while another interprets it more leniently, employees may perceive inequitable treatment, which can undermine trust in leadership. Similarly, without digital training, managers may be unable to guide staff effectively through new technologies, resulting in frustration and a lack of engagement.
Employee involvement is recognised as a key factor in the successful implementation of change. Managers can facilitate focus groups, feedback sessions, and pilot schemes to ensure staff have a voice in shaping organisational initiatives (Tsai & Harrison, 2019). Encouraging participation not only helps managers identify potential issues early but also fosters a sense of ownership and accountability among employees, reducing resistance and increasing the likelihood of successful adoption. For instance, including employees in the design of digital workflows or hybrid work schedules can reveal practical challenges and generate solutions that might otherwise be overlooked by management.
Equitable communication is another critical responsibility of managers. In organisations such as Cadbury, where teams work across hybrid, on-site, and shift-based arrangements, ensuring all employees are kept informed is essential. Failure to communicate effectively can lead to perceptions of favoritism, exclusion, or neglect (Morgan et al., 2024). Managers must therefore proactively employ a variety of communication channels—including briefings, digital updates, noticeboards, and one-to-one conversations—to ensure that no group is disadvantaged. Tailoring communication to different work patterns, such as providing pre-shift briefings for production employees, can help maintain inclusion and ensure consistent information flow throughout the organisation.
Holding managers accountable through clear performance indicators is vital to reinforce responsibility and drive behavioral change. KPIs linked to communication effectiveness, training delivery, engagement levels, and grievance reduction ensure that managers are both responsible for and evaluated on their ability to support employees effectively. Beyond these measurable outcomes, creating psychological safety within teams is equally important. When employees feel safe to raise concerns or offer suggestions without fear of negative consequences, open dialogue is encouraged, and potential issues can be addressed before escalating (Edmondson, 2018). Managers who actively foster such an environment promote trust, collaboration, and employee wellbeing, which are essential for navigating organisational change successfully.
In summary, departmental managers act as both implementers and interpreters of policy, with a critical role in shaping employees’ experience of organisational change. Their leadership, communication, and ability to involve employees in meaningful ways directly influence perceptions of fairness, engagement, and readiness for transformation. Investing in managerial development, establishing clear accountability mechanisms, and promoting psychological safety are therefore fundamental to achieving successful and sustainable organisational change.
4. CONCLUSION AND RECOMMENDATIONS
The recent rise in grievances at Cadbury’s Bourneville site reflects the complex challenges associated with organisational transformation, digital technology adoption, and changing flexible working arrangements. The issue does not lie in the change itself, but in how it is implemented, communicated, and experienced by employees. Uncertainty about roles, gaps in digital skills, and perceived inconsistencies in hybrid and shift-based working patterns have contributed to frustration, disengagement, and a sense of inequity among staff. Employees often view change through a personal lens; when they feel under-informed or unsupported, anxiety and resistance naturally increase.
To manage these challenges effectively, Cadbury needs a coordinated, people-focused approach. Human resource practices, managerial capability, and communication strategies must work together to support employees during transformation. Clear HR policies, transparent procedures, and systematic consultation mechanisms can help reduce confusion and foster fairness. Managers play a critical role: when equipped with strong leadership, communication, and digital skills, they can guide teams, maintain trust, and create an inclusive environment that addresses concerns proactively. Consistent and accessible communication is essential so that all employees, including those on shifts or working remotely, receive the same information and updates.
Practical measures include creating a comprehensive communication strategy for organisational change, delivering digital training tailored to different roles and levels of confidence, and establishing departmental digital champions to support peer learning. A standardised hybrid working policy applied across all functions will promote fairness, while enhanced communication for shift-based staff through briefings, noticeboards, and mobile alerts will ensure no group is excluded. Strengthening consultation through forums and focus groups encourages employee participation, and managerial KPIs linked to engagement, communication, and grievance resolution reinforce accountability. Expanding wellbeing initiatives to address digital fatigue and the demands of shift work will further support staff health and morale.
By adopting these approaches, Cadbury can reduce conflict, improve engagement, and foster a culture of fairness, inclusion, and resilience, ensuring that organisational change benefits both the business and its workforce.
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