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[bookmark: _Toc98238717]Executive Summary
The purpose of this report is to provide an analysis and critical evaluation of a major change at Dyson LTD. The report has been compiled at the request of University of Wales Trinity Saint David, for the module Leading and Implementing Workplace Change. The following report is structured on four main section as follows:
The first part of the report introduces Dyson Ltd organisation highlighting the products that the company is producing, Dyson’s competitors and how effective management of change is essential to any business to continue and thrive in the present, well competitive and constantly changing business environment. Moving forward, the report presents the major organisational change of Dyson Ltd, that, of moving its HQ in Singapore, which is associated with the business culture and vision of resolving challenges through science and engineering and build fundamental technologies which empowers the business to create improved performing products.
The second part of the report presents the main findings. In this section is evaluated and analysed how successful management of change is crucial to any organisation to survive and succeed in the present highly competitive and continuously evolving business environment and applied to Dyson Ltd. It has been found that according to James Dyson, year 2020 was the most difficult year for the company, facing significant change of plans and fundamentally reshaped the business which led to the company’s major change of relocating its HQ in Asia, Singapore, decision backed up by Dyson’s Ltd history and previous contact with the Asian Region. The main findings present the forces for change, Dyson’s organisational structure and culture. Furthermore, a PESTLE and SWOT analysis is conducted upon the company, which analysed key external and internal factors and will demonstrate where the main influences came for the change in the company. Throughout the report will be analysed and applied to Dyson Ltd theories, that would demonstrate how the company applied Lewin’s Force-Field Analysis, and how they managed to maintain an equilibrium between forces that drive change and others that resist change. It is important to analyse both how Dyson applied Lewin Three-Step Change Model and the involvement of leaders and leadership in the process of change, demonstrating how Dyson Ltd managed to implement the change, without affecting any of the company staff or employees, due to the company decision of using the Asian intellectual property and hiring staff from Singapore, making sure that the major change will not intervene in the process of development and manufacturing in UK. The final part of the main finding analyses the change agents in Dyson Ltd that brought different perspective to the situation and challenge the status quo, approaches to deal with the resistance of change, applied on Dyson Ltd.
The third part of the report present a conclusion, based on the main findings, stating that Dyson’s organisational change was made for the purpose of becoming a global company.
The last part of the report presents the application of Lewin’s Force-Field Analysis to Dyson Ltd and a development plan which possibly aid improvements in future planning and implementation of a change process within Dyson Ltd.
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[bookmark: _Toc98238718]1.0 Introduction

[bookmark: _Toc98238719]1.1 Introduction of Dyson LTD
Dyson Ltd is a British technology business that creates and fabricates vacuum cleaners, heaters, bladeless fans, hair dryers, hand dryers and lights. It was established in 1978 by James Dyson and has developed to be a successful company (Graham, 2015). Today, Dyson is a global technology company with engineering, research, development and testing operations in the UK, US, China, Malaysia, Singapore, and the Philippines. Looking on its global research and development network, Dyson is realising large-scale projects to develop new technologies with worldwide teams attentive on solid-state battery cells, high-speed electric motors, vision systems, machine learning technologies, and Artificial Intelligence Investment (BBC, 2020).
According to Statista Research Department (2021) Dyson is the most widespread name. In 2020, an approximate twelve million customers used their products, more than three times the amount of Hoover consumers, positioning the company on third place, under Bosch and Philips who are highly popular domestic appliance labels generally (Statista, 2021). 
It can be discussed that the effective management of change is essential to any business to continue and thrive in the current well competitive and constantly changing business environment. Change management has been described as the method of persistently restoring a company's objective, formation and resources to assist the continually moving demands of external and internal buyers (Moran and Brightman, 2001). According to Burnes (2004) change is an omnipresent element of organisational existence, mutually at an operative and tactical stage. Therefore, there should be no uncertainty about the significance to any company of its power to recognize the future possibilities and how to deal with the adjustments required by the change.  Dyson’s organisational change, of moving its headquarters to Singapore, is associated with the business culture and vision of resolving challenges through science and engineering and build fundamental technologies which empowers the business to create improved performing products. Dyson’s culture permits to be accessible and willing to confront any organisational changes, due to their uninterrupted research and innovations inside the business (Dyson, 2020). 









[bookmark: _Toc98238720]2.0 Main Findings

[bookmark: _Toc98238721]2.1 Dyson’s Organisational Change
The effective management of change is essential to any business, however, models and methods to change management presently existing are frequently inconsistent, typically missing pragmatic indication and reinforced by unopposed suppositions regarding the nature of modern organisational change management (Todnem, 2005). 
Organizational change is described as a method in which organisation strive to progress its position and performance or culture by redesigning its structure as well as its strategy or working techniques (Kotter, 2014). Likewise, Lewis (2011) also, expresses that organizational change is a noticeable feature and at the same time an appealing factor of businesses. Lewis also observed that organizational change arises in different dimensions for example, from small administrative changes in a unit, to far-reaching change. Besides, a company planning to transform itself is usually seen as a tactic to make progress. In the long run, organizational changes can affect the entire company and disturb the working culture. Moreover, for an organization to adapt to the changes around, it is crucial for it to embrace an effective leadership approach as well as being structured and making organisational preparations (Tunçer, 2011). 
According to Proactive (2021), Dyson, J. stated that year 2020 was the most difficult year for the company, facing significant change of plans and fundamentally reshaped the business. The significant organisational change started in 2019, when the decision of relocating it headquarter in Singapore was taken by Dyson Ltd. James Dyson has been steering operations towards Asia for a long time, and for that reason Dyson Ltd is not strange to organisational change: back in 2002, he shifted all manufacturing from Britain to Malaysia and Singapore, mentioning access to supply chains, customers, and talent and highly skilled workforce as the key reasons, but also the free trade agreement between Singapore and China, which will allow Dyson to export its products from Singapore to China tariff-free (Garcia and Frynas, 2022).
Neate (2019) reported that Dyson’s chief executive, Jim Rowan, indicated that the shift from Wiltshire to Singapore was not triggered by Brexit, but because Dyson's British suppliers did not want to invest in innovation with them (BBC, 2021). Dyson, J. is one of the best business leaders to have encouraged Brexit, declaring that leaving EU, had given UK back its autonomy and increased innovation. Further, Rowan specified that the location change is part of the growth of the company and the expectation that Dyson Ltd would not be described as UK’s most successful business, but also, be described to as a worldwide technology organisation (Neate, 2019). A further reason for moving to Singapore, was to boost Dyson’s research and development capabilities and increasing its engineering brand in the Republic (Dyson, 2022). As result to the major change of moving its HQ in Singapore, Dyson Ltd. registered incomes of 5.4 billion British pounds. With a flourishing market, the Asia-Pacific territory was central to the boosted revenue and indicates the importance of the Asia-Pacific area for the business's expectation (See, 2021). The nature of change seems not to be related to taxes, as the standard corporation tax rate in Singapore is 17%, compared with 19% in the UK (Garcia and Frynas, 2022). 

[bookmark: _Toc98238722]2.2 Organizational Structure and Culture 
Dyson has a flat organizational structure where even executives do not have offices of their own and all staff work in one large space. An innovative aspect regarding staff structure in the Dyson organization is the absence of differentiation between designers and engineers. Realization of such business processes at Dyson is achieved by practitioners at every management level including James Dyson. The organisation of Dyson differs from the organisation chart, with few barriers that divide the company and has an established organisation culture that all employees share information concerning different issues and customer needs, and work in unison for resolving problems and issues, while ordinary routine business is undertaken by the functional organisations (Kodama, 2017). 
James Dyson treats his employees as leaders and infuse entrepreneurship in the work environment, where the employees feel free to express themselves and are not afraid of taking up new ideas and trying it. He motivates his employees to take up responsibility and work in an unconventional fashion without having any fear of failure (Agarwal, 2016), which is part of the company culture, mission and vision, where Dyson solves problems, through science and engineering. Dyson vision is to develop core technologies (such as motors, batteries, robotics) which enable it to develop better performing products (Dyson, 2020).

[bookmark: _Toc98238723]2.3 Forces for Change
[bookmark: _Hlk98157085]Overall, organisations are exposed to numerous external forces and internal pressures, and they ought to obtain suitable answers to continue and succeed (Chakravarty, 2014). The methods and concepts to organisational change management proposed that companies might not be efficient or enhance performing if they were continuously shifting (Rieley and Clarkson, 2001). Luecke (2003) contended that individuals require routines to be efficient and capable to increase performance, while currently is asserted of fundamental importance to businesses that employees embrace and deal with constant change (Burnes, 2004 and Rieley and Clarkson, 2001). While Luecke (2003) indicates that constant change can develop into a routine, Leifer (1989) sees change as a natural reaction to internal and environmental conditions. James Dyson’s had the ambition to grow and expand the business in Singapore, based on good business reasons. However, the time chosen for the organisational change, just before Brexit, attracted considerable criticisms from UK Government, suppliers and competitors (Garcia and Frynas, 2022).
In an increasingly complex and dynamic business environment, organizations are continually striving to change and adapt their operations to circumstances as they evolve. Organizations are, therefore, required to make significant investments for implementing various changes to adapt to the changing context. However, managing change is a complex process and risky endeavour. Hence, many companies struggle with organizational change projects and fail to realize expected outcomes (Errida and Lofti, 2021).
Sir James Dyson’s decision to move his company’s global headquarters to Singapore has been seen by many as a hypocritical move. Critics were quick to point out the apparent hypocrisy arising from the prominent Brexiter’s decision to move Dyson’s headquarters abroad shortly before the date of the UK’s exit from the EU, leaving everyone in a confused situation, not knowing if the decision was made for the best of the company,  due to Brexit or as a warning for the UK Government- one of the resistors to change, for their lack of involvement and investment in innovative, financial and technology companies (Hogg, 2022).
Dyson’s Ltd forces for change were lower manufacturing costs and greater access to the growing Asian markets, though Singapore’s recent free trade deal with the EU and the risks of relying on UK supply chains in the event of a disorderly Brexit, are also thought to be dominant factors. The news of Dyson manufacturing overseas was not a surprise, as Dyson ceased manufacturing in the UK in 2003 but retained its research and development base in Wiltshire (Hogg, 2022). 
Although there are not sufficient evidence demonstrating the exact reason behind the organisational change of Dyson’s moving its HQ to Singapore and Brexit, the existing factors, which can be considered as forces for change, can provide an insight on the decision made by James Dyson of moving the HQ in Singapore, Asia:
· Compared with other global cities, Singapore has some of the highest average salaries in the world after tax;
· [bookmark: _Hlk97714470]Singapore offers generous incentive schemes (tax breaks for five years, grants), skilled engineers and scientists;
· Dyson’s history with Singapore- Dyson produces 21 million digital electric motors a year, has manufacturing hubs in Malaysia and the Philippines;
· Singapore does have an extensive free trade agreement with China;
· Experts say Singapore has strong policies regarding intellectual property rights, compared with China;
· Singapore is well placed to source components from across Southeast Asia: a large English-speaking talented workforce, skilled workforce, has a very large port, creating benefits in shipping cars from the factory to its market (Geddie and Aravindan, 2018).
To support the critical analysis of the nature of the change undertaken by Dyson LTD, a Pestel and Swot analysis, will highlight the key external and internal factors and will demonstrate where the main influences came for the change in the company (CIPD, 2021). 
[bookmark: _Toc98238724]2.4 PESTEL Analysis
A PESTLE analysis of Dyson Ltd, studies the key external factors that influence an organisation, tool used to guide people professionals and senior managers in strategic decision-making (CIPD, 2021).
	Political	

	· Government regulations can impact how the business operates and the cost of production 
· Tariffs by countries will increase costs and affect sales
· Political instability and Terrorism considerations and how to mitigate the risk
· Stricter Environmental laws and standards 
· Brexit and Covid pandemic

	Economic

	· Increase in Interest rates and Inflation 
· Covid 19 pandemic resulted in people losing jobs may not be able to afford buying Dyson products. 

	Social	

	· Covid 19 Pandemic has changed how people shop and customer behaviour.

	Technological

	· Artificial Intelligence may change the way customers clean 
· Dyson’s technologies could mature and become obsolete.

	Environmental

	· Environmental policies and changing world views on sustainability and climate change which will affect Dyson’s corporate social responsibility and products: projects that use less packaging, use less energy and are recyclable

	Legal	

	· Country specific legislation and laws such as labour laws and health & safety regulations.
· Ethical sourcing laws (Myers, Hulks and Wiggins, 2012).
· Intellectual Property









[bookmark: _Toc98238725]2.5 SWOT Analysis
A SWOT analysis, is a planning tool used to understand key factors involved in Dyson Ltd. It involves stating the objective of the organisation and identifying the internal and external factors that are either supportive or unfavourable to achieving that objective (CIPD, 2021):
	Strengths

	· The company provides innovative products, designed and manufactured by Dyson;
· All Dyson products are meticulously designed and manufactured;
· Owns James Dyson Foundation, encouraging young people to pursue careers in engineering;
· Huge Workforce-Around 12,000 Dyson employees work for the company all over the world. Each of their employees plays a role in the product’s success.
· Research and Development- Dyson’s success is largely due to its research and development efforts. Dyson headquarters conduct the initial research, design, and development of Dyson technologies. 
· Great Designs- For each product, Dyson creates new and fantastic designs. 
· A Strong Team – The Dyson team is driven, and its members possess a wide range of skills.
· Strong UK Awareness-Dyson has a strong presence in the UK market, as its products are well-liked by the locals.
· Great Technology Usage – The Dyson team is enthusiastic about digital and mobile markets (Shastri, 2022).

	Weaknesses

	· High prices compared with its competitors;
· Lawsuits and controversies –lawsuits with Amway, Qualtex, Vax, Samsung, and Excel Dryer (Shastri, 2022).

	Opportunities

	· Global expansion 
· Enhancing product features to meet customer requirements
· Create a patent for its products globally
· Online Presence – Dyson has allowed customers to shop from a variety of retailers (Shastri, 2022).

	Threats

	· Market fluctuation in UK causing a significant risk to the business
· High prices- customers are more likely to purchase lower-cost products, that could harm Dyson Company
· Strong competitors- Competitors have a strong brand and can pose a serious threat to their business.
· Delay in product launch- When a product is delayed in being released, it poses a significant risk because competitors may release a similar product at the same time (Shastri, 2022).



[bookmark: _Toc98238726]2.6 Force-Field Analysis
In present times, organizations need to be able to adapt to different market conditions and customer needs. When an organization isn’t flexible, another business will swoop in and take those customers and those profits away. Therefore, change management is seen as a behaviour, in which people must be opened to change and not the organizations. Organizational change is the transformation or adjustment to the way an organization functions. Organizations adjust to small changes all the time, possibly looking to improve productivity, responding to a new regulation or hiring a new employee. In Dyson’s Ltd case, the change of moving their GQ to Singapore could have been caused by:
1. External forces: social (intellectual property rights), political (Brexit), economic (lower taxes) and technological;
2. Business environment: industry and competition (Tesla);
3. Internal Forces; new mission (electric cars), conflict (lawsuits), (Graduate Studies, 2019). 
Therefore, Dyson’s decision to move to Singapore seemed to be caused both by internal forces of change: productivity improvement, cost minimization and development, but also determined by the external factors, for the company to develop new technologies, satisfy customer preferences, emerging markets, decrease costs of raw materials, labour, and avoid distractions such as lawsuits or the deficiency of support from the UK government (Chakravarty, 2014).
The Force Field Analysis is a theory created by Kurt Lewin in the 1940s. The idea behind Force Field Analysis is that situations are maintained by an equilibrium between forces that drive change and others that resist change. For change to happen, the driving forces must be strengthened, or the resisting forces weakened. Lewin’s Force Field Analysis is predominantly used in organisational strategy and change management as a tool to distinguish the factors which contribute to an equilibrium point and what factors will contribute or restrict the organisational change (Swanson and Creed, 2014). In Dyson’s case, a Force Field Analysis, will map and analyse the different factors which were influencing the company’s change initiative of moving its HQ to Singapore (See Appendix, Fig. 1)
[bookmark: _Toc98238727]2.7 The involvement of leaders and leadership in the process of change
The globalization has transformed the world into a global village where organizations are always antagonistic and compete. As a result, organization must create new beneficial operational ways in conducting their businesses. In this situation, leadership has become an essential component for a successful change in any organization to face the ever-contentious competition in the global market. As, leaders in organisations are recognized as “Champions of Change,” it is therefore, the responsibilities of top management of any organization to keep the process of change on going to sustain the operational trustworthiness of the organization (Mansaray, 2019).  
Leadership has become an essential component for a successful change in any organization in facing the ever-contentious market competitiveness. In view of that leaders in organisations are recognized as supporters of change. Since one of their duties as top management is to keep the process of change on going in their organisations to sustain the organization’s operational credibility. Moreover, the role of leaders should be to guide their employees towards the achievement of organizational goals. It is, therefore, fundamental for the leadership to always try to communicate and motivate employees to get an acceptable outcomes that can increase workers commitment and loyalty to the organization (Mansaray, 2019).
[bookmark: _Toc98238728]2.8 Lewin Three-Step Change Model
Kotter and Schlesinger micro-level model of causes of resistance to change are connected to Kurt Lewin research, which focused on factors that influence people to change, and the three stages needed to make change successful: unfreezing moving and refreezing (Burnes, 2004), model followed by Dyson Ltd, in their organisational change of moving their HQ to Singapore:

Following Lewin’s three step model of change, Dyson Ltd managed to implement the change, without affecting any of the company staff or employees, due to the company decision of using the Asian intellectual property and hiring staff from Singapore, making sure that the major change will not intervene in the process of development and manufacturing in UK. The firm also repeated that although its main base would change, it would not be relocating its entire operations abroad and no jobs would be lost in the move (Schaverien, 2019).
[bookmark: _Toc98238729]2.9 Change Agents 
Every organizational change, whether large or small, requires one or more change agents. A change agent is anyone who has the skill and power to stimulate, facilitate, and coordinate the change effort. Change agents may be either external or internal. The success of any change effort depends heavily on the quality and workability of the relationship between the change agent and the key decision makers within the organization. For major organization-wide changes, companies frequently will hire external change agents. Because these consultants are from the outside, they are not bound by the firm's culture, politics, or traditions. Therefore, they can bring a different perspective to the situation and challenge the status quo. This can be a disadvantage, however, because external change agents lack an understanding of the company's history, operating procedures, and personnel (Lunenburg, 2010). 
Harvard Business Review identified five key competencies for change management: demonstrating flexibility and resilience, recognising growth opportunities, striding for results, leading courageously, gaining buy-in, qualities possessed and demonstrated by both James Dyson and the management team. They show their effectiveness through knowing the benefits of moving to Singapore and how the plans for change fit with the company, they remain visible and listen to their research and development team, they use their authority, embody the change, brainstorming with the rest of the team and being opened to incorporating their knowledge and manage continuity and valuing stability for the company, management and employees (Investors in People, 2022). 
[bookmark: _Toc98238730]2.9 Resistors to change
One of the main reason for Dyson LTD organisational change, was to expand the business name and their products globally. The Brexit-supporting billionaire faced accusations of hypocrisy after the announcement, due to the timing, just weeks ahead of Brexit. However, Dyson stated that the change was simply for commercial reasons because most of the company’s customers and all its manufacturing operations are in Asia (Pooler, et. al. 2019), a change that might brought in evidence some causes for resistance. 
According to White and Saunders (2017), Kotter and Schlesinger developed a micro-level model which focuses on the causes of resistance to change and offered a systematic approach in selecting appropriate strategies to deal with the change, identifying four reasons for resisting change: the desire not to lose something of value, the misunderstanding of the change and its implications, the belief that the change does not make sense for the organisation, low tolerance to change. Further, the theorists suggested six approaches to deal with the resistance of change: 
	Education and communication
	The Dyson Institute uses an innovative 
teaching model in their programme, which seeks to ensure their graduates have the skills the engineering sector needs in the future (AdvanceHE, 2020).

	Participation
	Every year, Dyson lets its engineers form teams and then gives them just 24 hours to invent something new (Tamblyn,2017).

	Facilitation and support
	The James Dyson Foundation provides
the mentorship, materials and money that budding inventors need, so they can get hands-on with problems, think laterally and find solutions- in 2020 the foundation helped inspire almost 650,000 students across the world about engineering through free educational resources
based on Dyson’s approach to engineering (The James Dyson Foundation, 2020).

	Negotiation and agreement
	The Group at Dyson ensures that all employees are kept up to date by regular meetings, briefings and newsletters communicating major developments and changes within the
Organisation (Dyson, 2020).

	Manipulation and co-option
	Dyson’s employees are constantly brought into the change planning initiative (Tang, 2017)

	Explicit and implicit coercion (Banhegyi and Banhegyi, 2007)
	There are not evidence demonstrating that Dyson Ltd uses this approach, forcing employees into accepting change by making clear that resistance to change can lead to job losses, transfers or elimination of promotions (Tang, 2017). 



[bookmark: _Toc98238731]3.0 Conclusion
Organizational change and development are an extremely complex subject that can be a difficult task for many companies. From small organizations to large organizations, they all are going to have to make changes at some point, is believed that the best way to conquer the transitions is through strong management, good attitudes and being able to follow a model to change. As seen, Dyson’s decision to move to Singapore was predominant based on external factors, but also internal factors. The fact that the decision was taken, just before Brexit, James Dyson was accused of hypocrisy due to his advocacy for Brexit, which did not match with the organisational change, creating confusion amongst the customers, UK Government, suppliers and even employees, bringing lots of critics to the company. Nevertheless, the organisational change, was made for the best interest of the company’s strategy in research, development and brand awareness. As noted previously in the main finding of the report, Dyson’s organisational change was made for the purpose of becoming a global company. Lewin’s Force Field analysis highlighted Dyson’s forces for change: minimum involvement on innovation from UK Government and suppliers, capitalise the growing market in Asia, access to highly skilled workforce, decrease costs of raw materials, the benefits of free trading agreement between Singapore and China, initiative schemes and global expansion, but also the forces resisting change such as: loss of status and security within the company, non-reinforcing reward systems, fear of unknown, competition and even failure. Therefore, is concluded that a company like Dyson Ltd, that regularly engages in change management will have more modern change management practices, while the most important reasons to manage organizational change is improved outcomes and better organizational performance.
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Fig. 1 Force-Field Analysis on Dyson LTD 
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Fig. 2 Change and Development Plan for Dyson Ltd
The organisational development plan outlines how the organisation will support the development of a culture of innovation, increase job satisfaction, develop positive relationships and foster greater participation in creating plans and defining organisation goals. The following proposed two areas of development at Dyson Ltd, possibly will improve overall business performance and productivity within the company, based on the company assessment, goals and strategies (Evans, 2021).
	Area of Development 
	Actions to be undertaken
	Priority and Why?
Low/Medium/High
	Support and development
	Review dated
	It is necessary to set ‘interim’ review dates and why might they be necessary?

	1. Global expansion for Dyson business
	1.Conduct a market segmentation
2. Perform a Swot analysis against competition
3. Develop policies, procedures, and handbooks that comply with local requirements (Evans, 2015)

	Medium-High priority due to increased number of
competitors on the market
	-Research
-Training
-Continuous communication between management team and HR
-Develop competitive benefits programs to attract qualified local employees.
-Develop competitive compensation packages based on local standards and customs (Evans, 2015)
	Monthly
	Yes- weekly, due to possible changes on laws, regulations, culture or economical changes

	2. Increased number of Patents
	1.File separate patent applications in all the countries in which Dyson would like to protect their inventions
2. Conduct a search to confirm the company's name and brand are available for use in the new country
3. Seek local trademark registration for all brands
4. Extending U.S. trademark registrations to foreign countries (Partridge, 2012)
	High priority, because cheaper companies may copy Dyson’s products and sell them on the market at cheaper prices and not at the same quality, damaging Dyson’s reputation.

	-Research
-Money investment
	Monthly
	Yes- weekly, due to the possibility of new patents appearance, which will interfere in Dyson’s process of obtaining their patent.
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Creates awarness through communication:
Dyson's staff is announced of the new project of electric cars and of the new location.





Implementation of the change:
The new HQ in Singapore and manufacturing/research and development area is established.





The changes made are accepted and refrozen as the new norm:
The prcess or research and development begins in the new location in Singapore.
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