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Executive Summary

This report analyses the introduction of a voluntary redundancy scheme within Weartech, an engineering manufacturing organisation specialising in foundry and machining operations. The change was implemented in response to a significant decline in customer orders, creating financial pressure and the need to reduce operational costs. This report evaluates how effectively the change was managed, focusing on communication, employee involvement, implementation, and the impact on employees. It applies Lewin’s Forcefield Analysis and three-step change model to analyse the strengths and weaknesses of the process, alongside Herzberg’s Two-Factor Theory to examine the impact on employee motivation.
The findings show that the organisation demonstrated good practice in the early stages, particularly through clear communication of the need for change and attempts to involve employees by inviting cost-saving suggestions. However, despite this involvement, there is limited evidence that employee input significantly influenced decision-making, with management in the end  choosing to proceed with a voluntary redundancy scheme. This change achieved short-term cost reduction, but created challenges including loss of skilled workers, increased workload, reduced morale, and potential safety risks. The analysis highlights that while the organisation effectively initiated and implemented change, it failed to support employees or stabilise operations afterwards. The report concludes that a more employee-focused approach is required. An improvement would include improving the communication, enhancing genuine employee involvement, implementing better workforce planning, and providing stronger support to the remaining employees during and after the change.
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Introduction  


Weartech International is a subsidiary of Lincoln Electric, specializing in hard-facing and wear-resistant alloys, including cobalt, nickel, and iron-based alloys. Weartech manufacturers hard facing components and welding rod used for specialty applications where wear and shock resistance are paramount. They employ around 150 people, with most of the labour workforce being foundry workers. (Lincolnelectric.com, 2026)
Organisational change is inevitable in modern industrial organisations, particularly within engineering and manufacturing sectors where organisations must respond to fluctuating demand, raw material costs, economic uncertainty, and competitive pressures. These changes often are altercations to processes, structures, or workforce scaling to maintain efficiency and financial sustainability.	
In 2025 Weartech made an organizational change, which was to introduce a voluntary redundancy scheme.  In May 2025 management communicated via email that the business was experiencing a “significant reduction in customer orders across all areas of the business.” This created financial pressure forcing the business to make a change and make cost cutting measures. Communicated in the email, employees were encouraged to submit suggestions that would reduce operational costs, suggestions made were reduced working hours, restructuring and energy saving related measures. Along side many suggestions a voluntary redundancy scheme was suggested. By July 2025 the voluntary redundancy scheme was selected this choice was made to reduce the workforce therefore reducing costs and avoiding compulsory redundancies. Following the voluntary redundancy offerings seven employees left the organisation. While this achieved cost savings it also had effects on operational performance, employee morale and the stability of the company.






Main Findings
Organisational Change is a process where organisations change structures, strategies or operations in response to internal or external pressures (Burnes, 2020). In this case the introduction of a voluntary redundancy scheme represents a change which is in reaction to declining customer orders. Organisational change is common within modern organisations as businesses must continually adapt to competitive environments, economic pressures, and changing customer demands, particularly within engineering and manufacturing sectors where organisations must respond to fluctuations in demand, raw materials, rising operational costs, and competitive pressures. Workforce reduction is considered a necessary strategy to maintain financial stability (By, 2005; Burnes, 2020).
Lewins Forcefield Analysis
Lewins forcefield analysis is a framework for analysing organisational change by identifying the forces that drive change and the forces that resist it. Lewin states that successful change occurs when driving forces outweigh the resisting forces, or when restraining forces are reduced (Burnes, 2020). 
With regards to voluntary redundancy in an engineering organisation both forces were significant and had a direct impact on the change.	
Driving Forces
Declining customer orders
Rising operational costs
Need to maintain competitiveness
Desire to avoid compulsory redundancies 
Restraining Forces
Loss of skilled machinists and foundry workers
Employee uncertainty and resistance
Increased workload
Potential safety risks
 According to Lewin (1951), successful change requires reducing resistance to change rather than simply increasing pressure for change. Greater attention should therefore have been given to reducing the negative impacts of workforce reduction, such as redistributing workloads more effectively and providing support to employees. Although the organisation attempted to involve employees through the submission of cost-saving suggestions, there is no evidence that these suggestions influenced the final decision. This may have weakened employee willingness to support the change. Kotter (2012) states that successful organisational change depends on creating employee commitment and maintaining clear communication throughout the change process. In this case, limited evidence of genuine employee influence may have reduced trust in management and increased resistance to change. Dent and Goldberg (1999) argue that employees often resist the negative consequences linked to organisational change, such as uncertainty, increased workload, and loss of control, rather than resisting change itself.
Lewin’s Three step model
According to Lewin (1951) a successful organizational change occurs in three stages Unfreeze, Change and Refreeze. This model highlights the importance of preparing the organisation for the change, implementing it efficiently and stabilizing the organization afterwards (Burnes ,2020). Using this model on the voluntary redundancy process should highlight the strengths and  limitations in how the change was managed.
The unfreeze stage
This stage involves preparing the organisation for a change by creating an awareness of the need for change and reducing the resistance (Burnes 2020).The organisation showed some effective unfreezing. Management communicated that there was a decline in customer orders and that they needed to reduce the costs. This highlighted the reasoning for a change. This aligns with Kotter, (2012) , who emphasised the importance of communicating the reason for change.  The organisation also encouraged employee involvement by inviting cost cutting suggestions. Employees proposed a range of alternatives, including reduced working hours, restructuring, and cost reductions. This represents an attempt to engage employees and reduce resistance by giving them a voice in the process. Despite being initially positive the unfreezing stage was only partially successful in my opinion. Even though employees were well informed there isn’t any evidence to say that the employee’s suggestions were actually considered. Also, the communication focus primarily on the financial challenges. Not much attention was given to the emotional and psychological impact on employees. According to Armenakis & Harris (2009) effective unfreezing requires addressing rational and emotional responses to change. In this case I believe that there was insufficient emotional support. And this could have contributed to increased resistance and added anxiety to employees. Maslow (1943) suggests that feelings of security and stability are fundamental employee needs, and uncertainty surrounding redundancies may therefore have increased employee anxiety and resistance.
The change stage
This stage involves the implementation of the new process, behaviour or structure. In this case the new change was the introduction and execution of a voluntary redundancy scheme (Burnes 2020). The organisation showed effectiveness in this stage. Employees were provided with clear information of the process. This included a timeframe and how to express the suggestions in the plans. This shows there was a structured approach system and that it was organized reasonably well. Even though this was effective, the wider management of the change wasn’t as effective. The organisation looked at other cost cutting measures through employee suggestions but decided on a workforce reduction. This shows perhaps that they decided on a management led decision rather than any employee suggestions. A big limitation of the change stage was the lack of workforce planning. The departure of the employees resulted in the loss of valuable skill and experience. In the foundry and machine shop highly, skilled workers are needed to for maintaining operational efficiency and safety. This aligns with the CIPD (2026), who stated poor workforce planning can create skills gaps and operational difficulties when organisations fail to retain or replace experienced employees effectively. The organisation did not offer enough support to remaining employees during this transition. McGregor (1960) argues that employees are more motivated and committed when management adopts a supportive and participative management style rather than relying solely on top-down decision-making. An increased workload and uncertainty are likely to create stress and then reduce performance. Hayes, (2018) states that effective change management requires ongoing support and adaptation during implementation, and this seems lacking.
The refreeze stage
The refreezing stage involves stabilising the organisation after change has been implemented. This includes reinforcing new behaviours, rebuilding morale, and ensuring that the organisation operates effectively under the new change. (Burnes, 2020). The refreezing stage is the weakest aspect of change process. In the final email sent to employees after the voluntary redundancies process was completed the fact that seven employees had left was stated and an appreciation was expressed. While it shows recognition, they failed to state any future plans on how the company will move forward. They also failed to state any plans on workload distribution or any support for the remaining employees. This aligns with Dent and Goldberg (1999), who argue that employees often react negatively to the uncertainty and insecurity associated with organisational change. The lack of these in turn reduced employee morale and trust. The employee suggestions were also never mentioned in the final communication which shows that the employee involvement might not have been valued, which also has a negative effect on trust and motivation. 
Using this model has highlighted that the organisation was effective in the initial stages of the change but not as successful in the later stages. The unfreeze was partially effective with good communication. The change stage was efficient but failed to have any workforce planning. The refreeze stage was poor as they also failed offer any support and weren’t very stable. This shows that the organization opted for a short term, cost cutting approach rather than a long-term business strategy.
Herzberg’s two factor theory 
The impact of the change on the employee’s motivation can be analysed by using Herzberg’s two factor theory, which distinguishes between hygiene factors and motivators. Herzberg, (1968). Several hygiene factors were affected in this case. Job security has decreased due to the uncertainty if there will be any future redundancies. Working conditions became more demanding as seven employees left the business which increased workload and stress. Motivating factors were also affected. Employees were expected to take up the extra workload and responsibility, no additional recognition to the remaining employees were given. Responsibility itself isn’t sufficient to motivate employees unless it’s accompanied by recognition and opportunities to grow (Mullins, 2016). Both hygiene and motivators were negatively affected, this resulted in reduced morale and engagement. This supports that poorly managed organisational change can affect employee motivation and performance (Cascio, 2010).

How the change was managed
Management demonstrated positive intentions during the early stages of the change process by communicating the decline in customer orders and the potential need to reduce the workforce. This aligns with Kotter (2012), who argues that successful organisational change requires management to establish and communicate a clear reasoning for change. Management and HR also maintained communication throughout the process and encouraged employee participation by inviting cost-saving suggestions, demonstrating an attempt to involve employees in identifying solutions. Hayes (2018) suggests that effective communication can reduce uncertainty, improve trust, and increase employee commitment during periods of organisational change. However, although the final email acknowledged the departure of seven employees and thanked them for their contribution, it failed to address concerns relating to workload distribution, operational pressures, and the organisation’s long-term direction. Bridges (2009) argues that employees require reassurance and support during transition periods, particularly following workforce reductions, to maintain morale and engagement. 
They also demonstrated willingness to involve employees by requesting employees cost saving suggestions. Employees suggested several alternatives including reducing working hours, removal of bonuses, restructuring and other energy saving and cost cutting measures. This shows participative management and aligns with Lines,(2004), who said that employee involvement can reduce the resistance to change. Even though these suggestions were submitted, there’s not sufficient evidence to prove that they were even considered to be implemented. Kanter (2003) suggests that employees are more likely to support organisational change when they believe their contributions are valued and that they have meaningful involvement in the process. The organization chose the voluntary redundancy scheme themselves. This raises the possibility that employee participation was more symbolic than genuine, reflecting what Arnstein (1969) describes as tokenism, where employees are consulted but have little real influence over decision-making. According to Schein (2010), ineffective participation can reduce employee trust and weaken commitment to organisational change. Management acted as the primary change agents during the change. Their role involved communicating with employees. By doing this they attempted to help employees understand and accept the need for change.
The voluntary redundancy scheme was implemented successfully and efficiently, with a clear process and timelines communicated to employees through internal emails. With the departure of seven employees, the organisation achieved its short-term objective of reducing labour costs. However, the organisation did not fully consider the wider operational impact of losing skilled workers. The employees who departed were machinists and foundry workers with specialised skills, knowledge, and experience that are difficult to replace. According to the Chartered Institute of Personnel and Development CIPD (2026), workforce reduction strategies can create significant organisational risks when experienced employees leave, including loss of knowledge, reduced productivity, increased workload pressures, and difficulties maintaining operational performance. Also, Cascio (2010) argues that downsizing can negatively affect organisational effectiveness when businesses fail to consider the long-term impact of losing skilled and experienced employees. The loss of experienced machinists and foundry workers will increase pressure on remaining employees and reduced operational efficiency.
The impact of the voluntary redundancy stretched beyond the immediate reduction in workers. The remaining employees were required to maintain the same production expectation with fewer resources, which creates increased workload pressure.  In a foundry environment, where operators are involved with high temperatures, heavy machinery and hazardous environment, the increased workload can have serious safety consequences. According to the Health and Safety Executive (2026), fatigue can lead to errors, accidents, injuries, and reduced productivity, particularly within high-risk industrial environments. The HSE also states that excessive workplace pressure and stress can negatively affect employee wellbeing and performance. Fatigue and stress are likely to increase the risk of accidents significantly. This is sometimes called “survivor syndrome”, where employees experience increased stress, anxiety, and reduced morale following downsizing (Appelbaum et al. 1997). The CIPD (2026) suggests that redundancy processes can lower staff morale, reduce productivity, and negatively affect employee wellbeing when remaining employees face uncertainty and increased workloads. In this case, employees were required to take on additional responsibilities, operate more machinery, or work longer hours to compensate for the reduced workforce. The lack of clarity in the employee communication regarding future job security as well as the increased workload can lead to a loss of motivation and employee engagement. 




Conclusion 
The introduction of voluntary redundancy at Weartech was clearly driven by a significant decline in customer demand and the need to reduce operational costs. The organisation showed good practice in its initial transparency and its attempt to involve employees through cost-saving suggestions which reflects Kotter’s (2012) argument that effective communication is essential during organisational change. This shows an awareness of the importance of communication and engagement in managing organisational change. However, the overall effectiveness of the change process was limited by some key weaknesses. While employees were encouraged to contribute suggestions, there isn’t any proof that these suggestions influenced the final decision, suggesting that employee participation was limited and potentially symbolic, which Arnstein (1969) describes as tokenism. The organisation in the end adopted a management led approach, prioritising workforce reduction over alternative cost-saving measures.
The implementation of voluntary redundancy achieved short-term financial objectives but created longer term problems. The loss of skilled machinists and foundry workers reduced operational capability, while remaining employees experienced increased workload, stress, and reduced morale. According to the CIPD (2026), workforce reduction can create skills shortages, operational pressures, and reduced employee wellbeing when organisations fail to effectively manage the impact on remaining employees. In a high-risk industrial environment, these factors also raise concerns regarding health and safety.
The application of Lewin’s models highlights that the organisation was most effective during the initial stages of change but failed to adequately manage the later stages.  In particular, the refreezing stage was weak, with limited communication regarding future plans and insufficient support for employees. Bridges (2009) argues that employees require reassurance and support during transition periods to maintain morale and engagement. This lack of stabilisation increased uncertainty and reduced trust in management.
Using the application of Herzberg’s Two-Factor Theory demonstrates that both hygiene factors and motivators were negatively affected (Herzberg 1968). This resulted in reduced employee motivation and engagement. This supports that poorly managed organisational change can affect employee motivation and performance (Cascio, 2010).
Overall, the organisation adopted a short-term, cost-focused approach to change, rather than a balanced strategy that considers both financial and emotional factors. For future organisational change, greater emphasis should be placed on meaningful employee involvement, workforce planning, and ongoing support to ensure a sustainable and an effective outcome.
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