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[bookmark: _Toc197273538]Executive Summary
This report critically examines the organisational change undertaken by Biotage, a global life sciences company, which involved closing its San Jose, California site and relocating select business functions to Cardiff, Wales. The transition aimed to achieve operational efficiency, cost savings, and improved access to skilled talent. The report evaluates how this change was managed using established change management frameworks, including Lewin’s Forcefield Model, Kotter’s 8-Step Change Model, and Herzberg’s Two-Factor Theory.
Key drivers of change included financial pressures, the desire for centralised management, and strategic positioning within a dynamic European market. However, the transition also faced resistance stemming from employee concerns, knowledge loss, and operational disruption. The leadership effectively promoted existing staff into new roles and recruited local talent but encountered challenges in communication consistency, employee involvement, and cultural integration.
The application of Kotter’s model highlighted areas for improvement, particularly in creating urgency, empowering employees, and consolidating gains. A more structured approach could have enhanced clarity and reduced resistance. Lewin’s Forcefield Analysis identified both the driving and resisting forces, providing insights into the dynamics that shaped the change process. Herzberg’s theory revealed that while hygiene factors such as job security were addressed, motivators like recognition and growth opportunities were less systematically implemented.
The report concludes that although Biotage managed the operational aspects of the change effectively, greater emphasis on communication, employee engagement, and structured feedback mechanisms would have improved outcomes. Recommendations include adopting comprehensive change management practices to enhance organisational resilience and adaptability in future initiatives.
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[bookmark: _Toc197273539]Introduction
Biotage is a global life sciences company headquartered in Sweden, specialising in solutions for analytical chemistry, medicinal chemistry, and industrial purification. With a significant international footprint, including operations in Europe, North America, and Asia, Biotage supports advancements in pharmaceutical, biotechnology, and academic research (Biotage, 2024). In response to evolving market conditions and the need for operational efficiency, Biotage recently initiated a major organisational change: the closure of its San Jose, California site, with the relocation of select business functions to its Cardiff, Wales facility. 
Managing change effectively is essential for organisational resilience and long-term success. Leadership and management practices play a pivotal role in navigating transitions, maintaining employee engagement, and embedding new operational models (Kotter, 1996; Cameron & Green, 2019). 
The purpose of this report is to critically evaluate how this transition was managed, using relevant management and change theories. The analysis is guided by Lewin’s Forcefield Model, a foundational framework in change management that identifies the forces that drive and resist change (Mullins & McLean, 2019). Furthermore, the report incorporates Kotter’s 8-Step Change Model (Kotter, 1996, cited in Maylor & Turner, 2022) to develop recommendations for improved change implementation. To understand employee experience and engagement during this process, Herzberg’s Two-Factor Theory is used to evaluate motivational strategies.



[bookmark: _Toc197273540]Main Findings
Organisational change is a structured approach aimed at shifting individuals, teams, and organisations from a current state to a future desired state. It encompasses adjustments to business processes, organisational structures, or corporate culture, often driven by internal or external factors such as technological advancements, market pressures, or strategic realignment. Successful change management involves clear communication, leadership commitment, and fostering employee participation to reduce resistance and increase the likelihood of achieving intended outcomes (Hayes, 2022) 
The organisational change at Biotage was primarily driven by strategic and financial considerations. Relocating operations from California to Cardiff offered substantial cost savings, a more profound pool of talent in key job roles, and opportunities for centralised management around production with the Cardiff site already holding 70% of the business’ production. These align with (Maylor, 2010) assertion that operational efficiency and cost-effectiveness are common motivators for structural changes in multinational organisations.
[bookmark: _Toc197273541]Evaluation of the Change Management Process
The change management process undertaken by Biotage demonstrated both strengths and limitations. From a positive standpoint, the leadership took proactive steps to minimise disruption by promoting existing staff into management roles and recruiting new talent locally. This approach aligns with (Maylor, 2022) emphasis on leveraging internal capabilities and ensuring knowledge continuity during periods of transition. However, despite these efforts, there were several areas where the change management process could have been improved.
Communication, a foundation of effective change management, was inconsistent. While the leadership communicated the fundamental reasons for the relocation, the depth, clarity, and frequency of these communications varied. (Hayes, 2022) emphasises that change initiatives often falter when leaders underestimate the need for repeated and transparent communication that addresses both the business case for change and the emotional concerns of employees. In Biotage’s case, insufficient two-way communication channels may have led to uncertainty and anxiety among staff, particularly those directly affected by the move.
Another critical area was employee involvement and participation. Research by (Burnes, 2019) and (Mullins, 2019) highlights that involving employees early in the planning and execution stages fosters a sense of ownership and reduces resistance. Although Biotage did engage key personnel in decision-making, broader involvement especially from the affected San Jose staff was limited. This likely weakened employee buy-in and may have heightened feelings of disempowerment and uncertainty.
In preparing employees for new roles and cultural expectations, Biotage facilitated some knowledge transfer and offered training for new recruits. However, there was little evidence of a comprehensive change readiness assessment or a structured, organisation-wide training programme. Kotter 1996, cited in (Maylor, 2022) stresses the importance of equipping employees with the necessary skills and knowledge to operate effectively in a changed environment, and this appears to have been an area where Biotage’s efforts could have been strengthened.
Furthermore, the psychological and emotional dimensions of change were not fully addressed. While hygiene factors such as job security were considered, motivators identified by Herzberg’s Two-Factor Theory such as recognition, growth opportunities, and ongoing support were less systematically applied (Mullins, 2019). The lack of formal support systems, including counselling services, peer mentorship, or relocation assistance, may have increased stress and reduced morale among employees during the transition.
Finally, the absence of a structured post-transition review or feedback loop represented a critical weakness in the process. As noted by (Maylor, 2010) and (Cassidy, 2012), best practices recommend implementing mechanisms to gather employee feedback, assess successes and challenges, and identify areas for improvement. Without this, Biotage missed an opportunity for organisational learning and refining future change initiatives.


[bookmark: _Toc197273542]Application of Kotter’s 8-Step Change Model
To enhance the effectiveness of future change initiatives, Biotage could benefit significantly from applying Kotter’s 8-Step Change Model, a structured and widely recognised framework for leading organisational change. Each stage of the model provides a clear roadmap for managing the human and operational challenges that accompany major transformations.
1. Create urgency – Use data to show the need for change.
2. Build a coalition – Form a team of influential change leaders.
3. Create a vision – Develop and communicate a compelling future state.
4. Communicate the vision – Reinforce through multiple channels.
5. Empower action – Remove obstacles and encourage initiative.
6. Generate short-term wins – Celebrate early successes.
7. Consolidate gains – Keep momentum going.
8. Anchor the change – Embed into the organisational culture.
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[bookmark: _Toc197273535]Figure 1 - Kotter's 8 Step process organised into 3 Phases (Engmann, et al., 2024)
The first step, creating a sense of urgency, involves convincing employees and stakeholders of the need for change by presenting compelling evidence of the risks of maintaining the status quo. In Biotage’s case, although leadership communicated some financial and strategic drivers, a more robust approach - such as sharing detailed cost-benefit analyses and competitor comparisons could have fostered greater urgency and reduced initial resistance. As (Hayes, 2022) notes, establishing urgency is essential to overcoming organisational inertia.
The second step, building a guiding coalition, requires assembling a team of influential leaders and employees who can champion the change. While some internal leaders were promoted and involved, forming a cross-functional team that included respected staff from both San Jose and Cardiff could have strengthened legitimacy and trust. (Burnes, 2019) emphasises the importance of such coalitions in securing widespread organisational support.
The third and fourth steps, developing and communicating the vision for change, are critical for aligning the workforce around a shared goal. Biotage articulated a basic vision centred on operational efficiency and growth. However, the vision could have been expanded to include employee-centred outcomes, such as career development opportunities and improved work-life balance in the new location. According to Mullins and McLean (Mullins, 2019) a compelling vision that resonates with employees’ personal and professional values increases engagement and commitment.
Empowering broad-based action, the fifth step, involves removing obstacles that might prevent employees from embracing the change. Biotage’s leadership mitigated some operational obstacles by promoting experienced staff and recruiting locally. Nevertheless, barriers related to cultural differences and insufficient training persisted. Providing cultural adaptation workshops and comprehensive role-specific training could have empowered employees to adapt more confidently to their new environment (Maylor, 2022).
The sixth step, generating short-term wins, is often overlooked but is essential for maintaining momentum. Biotage achieved operational continuity after the transition, but formal recognition of early achievements, such as successful knowledge transfers, early project completions, or positive customer feedback would have reinforced morale and demonstrated the tangible benefits of the change. Herzberg’s motivation theory supports the value of recognising employee achievements to sustain motivation (Mullins, 2019)
Consolidating gains and producing more change, the seventh step, involves leveraging early successes to drive deeper organisational improvements. This was an area where Biotage could have improved. Establishing a continuous improvement team or employee feedback forum would have allowed the organisation to address lingering challenges and build on initial successes.
Finally, anchoring new approaches in the corporate culture is critical to preventing regression. While Biotage established new teams and processes, more deliberate efforts to integrate the new culture such as revised performance management systems, team-building activities, and leadership development aligned with the new organisational values would have solidified the change.
In summary, while Biotage addressed some aspects of Kotter’s model informally, a more systematic application of all eight steps would have provided a clearer structure, reduced resistance, and improved both the efficiency and the human experience of the transition. Embedding these principles into future change initiatives could greatly enhance Biotage’s organisational resilience and adaptability.


[bookmark: _Toc197273543]Application of Lewin’s Forcefield Analysis
Lewin’s Forcefield Analysis, developed by social psychologist Kurt Lewin in 1951, is a widely used model for analysing the factors that influence change within organisations. The model views change as a dynamic equilibrium between two opposing sets of forces, driving forces that push for change & Resisting forces that hinder change. Demonstrated in the below (Figure 1).
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[bookmark: _Toc197273536]Figure 2 - Lewin's Forcefield (destination innovation)


According to (Mullins, 2019), successful change requires either strengthening the driving forces, weakening the resisting forces, or both. This analytical tool helps managers understand not just what needs to change, but why employees or systems may resist the change and how those barriers can be overcome.
In practical terms, the model involves:
· Identifying the desired change
· Listing all driving and resisting forces
· Assessing the strength of each force
· Developing strategies to strengthen drivers or reduce resistance
This simple yet powerful framework is often used in project management, organisational development, and change management scenarios (Maylor, 2010) (Cassidy, 2012).

In the case of Biotage’s relocation from San Jose, California to Cardiff, Wales, the Forcefield Analysis reveals a complex interplay of strategic and human factors.
Cost Efficiency
Talent Access
Centralised management
Employee Concerns
Lack of Communication
Operational Disruption









Driving Forces
· Cost Efficiency - Cardiff offered significant reductions in operational costs, including facilities and salaries.
· Talent Access - Cardiff offer a large pool of higher skilled professionals.
· Centralised Management - Consolidating operations enhanced communication and alignment across teams.
Resisting Forces
· Employee Concerns / Resistance - Staff in California faced job insecurity and uncertainty about relocation or redundancy.
· Lack of Communication / Knowledge Loss - Risk of losing experienced employees along with knowledge not documented on key products / processes.
· Operational Disruption - Potential temporary loss of productivity during the transition.
As (Mullins, 2019) highlight, resistance is often rooted in fear of the unknown and loss of control which are both evident in this scenario.


[bookmark: _Toc196398227][bookmark: _Toc197273544]Support and Motivation of Employees
Employee engagement and motivation were partially addressed through role transitions and the creation of new opportunities in Cardiff. This aligns with Herzberg’s Two-Factor Theory, which suggests that while hygiene factors (e.g., salary, job security) prevent dissatisfaction, motivation requires deeper engagement, such as:
· Recognition of achievements
· Opportunities for personal development
· [image: A diagram of a diagram of a company
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The absence of formal motivational strategies limited the potential for long-term employee commitment and cultural cohesion. Enhanced onboarding processes, mentorship systems, and regular feedback loops would have provided stronger support (Mullins, 2019)
Motivational factors were addressed through:
· Role Promotions: Recognising and rewarding existing staff.
· Career Development: Opportunities for growth in Cardiff.
· New Team Integration: Although partly successful, cultural integration could have been strengthened.
Applying Herzberg’s Two-Factor Theory shows that while hygiene factors (pay, working conditions) were maintained, more effort was needed to provide motivators such as recognition and personal growth (Mullins, 2019)
[bookmark: _Toc197273545]Conclusions
The organisational change undertaken by Biotage represents a significant case of structural and strategic transformation. Through the application of Lewin’s Forcefield Analysis, it is evident that the change was driven by valid operational and financial factors but encountered predictable resistance due to cultural, emotional, and logistical challenges.
While the change was largely successful in terms of implementation and continuity, the process revealed areas for improvement, particularly around communication, employee engagement, and long-term cultural integration. Although internal promotions and local recruitment were positive steps, the absence of a comprehensive change framework limited the overall effectiveness.
The application of Kotter’s 8-Step Change Model presents a valuable opportunity for Biotage to enhance its change capability in the future. Additionally, integrating Herzberg’s motivational principles into employee support strategies would help maintain morale and ensure a smoother adjustment for all stakeholders.
This report underscores the importance of not only planning and executing operational changes but also addressing the human factors that underpin successful transformation. As Biotage continues to evolve, embedding structured change management practices will be essential in navigating future transitions with greater efficiency, empathy, and effectiveness.
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