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[bookmark: _Toc5977578]Executive Summary
The following report looks at the sustainability of managerial roles and challenges they may possibly face, focusing mainly on management change within a modern organization (Company X). The report expands on what organizational change is and why it is required. Followed by a brief overview of Frederick Taylors scientific management theory. This leads onto an insight into Kurt Lewin’s management change model which plays a massive part for management changes made by many major organizations.   The main body reviews a current management change that Company X is currently processing and how it links into Lewin’s model along with his Force Field analysis. Finally, the report is tied up with a conclusion which touches on the future processes for Company X. References will be found after the conclusion. These were used and citied within the report. 

[bookmark: _Toc5977579]Introduction
[bookmark: _Toc5977580]What is Organisational Change?
Modern day organisations are constantly fighting with change within their industry. To enable organisations to have a fighting chance against any competitors, an organizational change is required. Organisational change, can be defined as, the changes required by management to respond to the forever changing environment that their organisations lie within. This can be overcome by modernising/improving organisational processes, culture and structures. (Halkos, 2012)
[bookmark: _Toc5977581]Why do organisations implement change?
According to D’Ortenzio (2012), many organizations would operate in a long-standing condition by using traditional management techniques. This is no longer the case due to the ever changing demands of the modern world. Tetenbaum (1998) stated there were 6 contributing factors that can motivate organisations to adapt and make changes to their organization, as follows:
1. New technologies that have transformed communications, electronics, consumer markets and speeded up industries;
2. Globalisation, which has resulted in a world that is evermore connected and interdependent as information, money and goods move around the planet; 
3. Globalisation and new technologies, which together have sharpened competition and precipitated the rise and fall of market leaders;
4. New change processes and practices, which are now happening faster than ever before in our known history;
5. Speed – an incredible increase in technological speed is matched in business (product life cycles are measured in months not years) and in people’s lives (most of us feel we are running as fast as we can merely to stay in place);  
6. Complexity and paradox which are increasing as a result of all these changes and are making more and more difficult demands on managers used to seeking certainties and ‘either/or’ type solutions in order to bring about the ideals of stability and order.
Although the above factors can trigger a need for change in an organization. It was argued by Harris (1997) that political factors can also influence the need for change. E.g. Brexit, which is a major issue for many UK organisations at the present time.
[bookmark: _Toc5977582]Scientific management (Frederick Taylor 1856-1917)
The conventional type of management was referred to as ‘initiative and incentive’. This type of management worked on the idea that to enable a manager to extract the best possible initiative from his work force there needed to be an incentive, this could have been any of the following:
· Rapid Promotion
· Higher Wages
· Bonus’
· Better working conditions
(Fischer, 1994: 47)
This was believed to be the best possible method for management to gain the highest outcome from their workforce. 
Taylor felt this was not the most efficient way to manage an organization. Taylor believed in four principles that would result in better management. These principles are as follows:
“First. They develop a science for each element of a man’s work, which replaces the old rule-of” thumb method.
Second. They scientifically select and then train, teach, and develop the workman, whereas in the past he chose his own work and trained himself as best he could.
Third. They heartily cooperate with the men so as to insure all of the work being done in accordance with the principles of the science which has been developed.
Fourth. There is an almost equal division of the work and the responsibility between the management and the workmen. The management take over all work for which they are better fitted than the workmen, while in the past almost all of the work and the greater part of the responsibility were thrown upon the men.”
(Fischer, 1994: 48)
These four principles lead to a more scientific approach over the traditional “incentive and initiative” method. This method led to allowing management to plan the job whereas his work force would then implement the plan. This is stems from the fourth principle of equal division of work.
[bookmark: _Toc5977583]Lewin’s Change Management Model (Kurt Lewin 1980-1947)
Kurt Lewin’s change management model has played a massive role in management change with his “Unfreezing > Changing > Freezing” steps. Also known as change in three steps (CATS), Lewin’s model has been used globally and is seen as one of the most traditional process’ used for managing change, according to Cummings, Bridgman, & Brown (2016). Bilig (2014), suggested that many say Lewin is the founding father of experimental social psychology, and that he was a genius whose life was unfortunately ended too soon.
Burnes and Bargal (2017) explained five of the six principles that Lewin discussed those being the following:
· The Psychological approach
· Emphasis on the total situation 
· Classificatory versus the constructive approach
· Present time versus historical causation
· Dynamic approach
According to Burnes and Bargal (2017), Lewin felt that social habits was one of the main reasons for the prevention of change. He referred to this as inner resistance to change. This is where the force field analysis came into play. To allow for change, a force is desired to enable the ‘unfreeze’ stage to take place. Allport, (1948) described Lewin’s unfreezing method as ‘Catharsis’. Which according to Cambridge University (2019), is “The process of releasing strong emotions through a particular activity or experience, such as writing or theatre, in a way that helps you to understand those emotions.” The second step (changing) of Lewin’s CATS is the actual change that occurs due to the unfreezing process. Finally, with regards to the ‘refreezing’ stage, Robbins (1991) proposed that ‘refreezing’ the change is the step taken to implement the change permanently.
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This section of the report will evaluate a change happening with in ‘Company X’. Company X is an automotive manufacturing company which operates globally and was said to have generated $160.3 billion in 2018 (Company, Ford Motor, 2018). 
Company X was founded in 1903 by an American industrialist named Henry Ford. According to Williamson, H (2019) Company X was the leading manufacturer in the U.S. automotive industry up until 1925, when General Motors surpassed it in relation to revenue. They were then in competition with Chrysler for 2nd place. Company X needed to make changes in order to be the better out of the three organisations.
According to Wilkins, M (2004), Henry Ford II was seen as having the  main management role of Company X between 1945 to the early 1980’s. During this time, he managed to transform it into a modern corporation. Ford II had adopted GM’s strategical policies by hiring GM executives, in attempt to gain advantage over their competition. This allowed Company X to move into 2nd place. This was however deemed detrimental and not a forward moving change.
“Ford could no longer move forward simply by copying the GM model"
(Brinkley, D 2003)
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[bookmark: _GoBack]By change of management, Henry Ford II was able to take the company from 3rd in the US industry to 2nd. This is an ongoing challenge for all companies such as the one run by himself. As discussed in the introduction, there is a constant need for change in management to keep up with the competition. Company X had showed major losses between 1980 and 1982, but had recovered due to managers which had large involvement with the European operations side of the company. Very much like the challenging 3-year period, Company X are experiencing major losses and change is needed.
According to Carey and Klayman (2019) Company X made a loss based on figures for the fourth-quarter results.
“Company X posted a fourth-quarter net loss of $116 million, or 3 cents a share, down from a net profit of $2.5 billion, or 63 cents a share, in the same quarter in 2017, largely because of one-time pension costs and other charges.”
[bookmark: _Toc5977587]Unfreezing
Due to these losses, Company X are currently in the process of making change, under the name of “Smart Redesign” as suggested by ABC12 News Team, (2019). The plan is to reorganize the company at the cost of $11 billion. To enable them to succeed in doing so, the company has implemented job cuts. This part of the change process is seen as the unfreeze stage. The force that caused the desired change was the net loss of $116 million. The job cuts are essentially  
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Lewin used an analysis method named Force Field Analysis with regards to change management. He wrote, “To bring about any change, the balance between the forces which maintain the social self-regulation at a given level has to be upset” Lewin, K (1948). According to Connely, M (2017), Lewin resembled culture as being in a state of equilibrium. The force field consists of driving forces (forces for change) and restraining forces (forces against change. When both forces are equal, there is equilibrium. Once the driving forces exceed the restraining forces Lewin believed a change was needed. In this case, company X’s driving force for change is their net loss. Connely, M (2017) uses the following 7 steps to use Force Field Analysis:
1. Define the change you want to see. Write down the goal or vision of a future desired state. Or you might prefer to understand the present status quo or equilibrium.
2. Brainstorm or Mind Map the Driving Forces - those that are favourable to change. Record these on a force field diagram.
3. Brainstorm or Mind Map the Restraining Forces - those that are unfavourable to, or oppose change. Record these on the force field diagram.
4. Evaluate the Driving and Restraining forces. You can do this by rating each force, from 1 (weak) to 5 (strong), and total each side. Or you can leave the numbers out completely and focus holistically on the impact each has
5. Review the forces. Decide which of the forces have some flexibility for change or which can be influenced.
6. Strategize! Create a strategy to strengthen the driving forces or weaken the restraining forces, or both. If you've rated each force how can you raise the scores of the Driving Forces or lower the scores of the Restraining Forces, or both?
7. Prioritize action steps. What action steps can you take that will achieve the greatest impact? Identify the resources you will need and decide how to implement the action steps. Hint: Sometimes it's easier to reduce the impact of restraining forces than it is to strengthen driving forces.
An example of the use of Lewin’s Force Field Analysis can be seen in figure 1
[image: https://www.mindtools.com/media/Diagrams/Forces_for_change_v2.png]
Figure 1
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Due to Company X carrying out job cuts, there is much of the older culture being removed from the organization. Concurring with Mullins (2010), Lewin stated ‘development of new attitudes or behaviour and the implementation of change’. With the use of job cuts as part of the restructure of the organization, the company enables themselves to start fresh using new attitudes or behavior. With regards to the name of restructure being called ‘Smart Redesign’ this gives the impression management are looking to create a new organization to the one that currently stands. 
It appears that there is not a clear understanding as to what change is actually happening between management and employees lower down in the organization. According to Martinz M, (2018) the CEO of Company X has acknowledged this and had said, "At the highest levels of the company, the temperature's much better. As you go down in the organization, there's still angst and lack of understanding, which is a test for how effective I can be in communicating and leading. I know that gestation period takes longer." 
With regards to Lewin’s statement involving attitude and behavior. The changing process can have a massive impact on employees, not only positively, but negatively. This was the case with one of Company X’s engine plants in Bridgend. As discovered by Kelsey C, (2017), employees at the plant had voted in favour of striking in the hope they would receive some clarity in relation to the change that was on going within the organization. 
Due to the change in the organization still ongoing, it is undetermined when the ‘refreeze’ stage will take place. Although it can be estimated that this will likely take place once the company has restarted making profits as a substitute to losses.
[bookmark: _Toc5977590]Conclusion
Company X’s organization change is still a current process. It is unknown to the public and to many employees, the exact outcome of the organizational change. Lewin’s change theory appears to have been adopted for the process. Unfortunately for many employees there will be job losses as part of Company X’s change, but this would have been due to forces for change being larger than forces resisting change. 
Finally, this is not the first time Company X has had to make sacrifices to enable their company to become a more modern, stable and profitable organization. It is also very unlikely this will be the last. The ongoing management challenge for organizations will continue to occur due to the needs of society.
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