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[bookmark: _Toc98457225]EXECUTIVE SUMMARY
The report is an examination of the level of changes of a medium size organisation. Organisational leaders have tried to recognise and use different methods. As a result, the resources that are offered these days regarding leadership and management have progressed to indicate this. The director, management, and employees of an organisation who can identify and adapt to changes in the environment with expertise and strength of an operation are highly valued at present. In their strategy and decision-making environments, firms have grown used to the transitional phase. The strategic and tactical changes that have been planned and implemented, on the other hand, have mainly been due to SWOT or PESTLE analysis of those organisations. These techniques have been responsible for the recognition and planning of the organisation. As a worldwide outbreak, Covid-19 has had an impact on the operations, strategies, and policies of many international organisations. The requirement for excellent communication, knowledge and IT are an ideal combination that has never such a highly desired requirement.
The goal of this report is to closely break down the progressions made by DRL Partitions Limited in the past two years. This critical appraisal should look at each stage of the transformation process and come to a judgment on its outcome. The study will also provide a plan for resolving or improving the aspects that have been discovered as unsatisfactory.
[bookmark: _Toc98457226]INTRODUCTION
Thousands of years ago, the philosopher Heraclitus wrote, “The only thing that is constant is change”. This sentence remains just as true today as it was back then. However, businesses still cannot reach their stated goals and they seem to fail at managing change (ww.forbes.com).
It is hard to successfully lead and implement changes within a workplace.  For Kotter (1995), successful organisational change is achieved when the company obtains a competitive advantage from its growth. For Lewin (1997) change must unfreeze a current situation, move to a new situation and refreeze this new situation to be successful. 
In order to find out if the organisational change was a win or lose for the company. The researcher established and conducted a variety of different findings and analysis using a case study within a manufacturing company. The case study company went through organisational change which involved structural and human change.  This report will demonstrate areas of change based on internal and external analysis (Appendix 1).
The researcher was able to recognise adopted methods and difficulties that arose during the change. A further part of this paper critically analysed whether the change was implemented correctly and how well it was leaded in terms of models applied, leadership, culture, and people within the organisation. In conclusion, the researcher prepared an outline of all findings and analysis and suggested recommendations for future company success.

[bookmark: _Toc98457227]1.0 Terms of Reference
This report was requested on 10th of January 2022 by UWTSD and it includes organisational changes implemented within the chosen company. The deadline for delivering this report is 18th of March 2022.

[bookmark: _Toc98457228]2.0 Procedure
All information in this report has been collected and prepared by Beata Beck at UWTSD.

The report was compiled using an assortment of resources obtained through the internal case study of company information and this information was supported by books, journals, and variety of websites.

[bookmark: _Toc98457229]2.1 COMPANY BACKGROUND
The case study is based on a manufacturing company – DRL partitions Limited. The company is based in South Wales and is established in the market for over 30 years.  The company employs 25 people including 2 directors and is very well known in the UK market and overseas, for high-quality products, best value for money and most important, environmentally friendly. 
The company offers a large variety of moveable partitions including glass walls, folding operable walls and bi-fold doors. DRL actively assist from concept to completion which involves custom design, manufacture, installation, service, and repair. (www.div-mw.com)
The structure of the company is not complex. There are four departments: financial, production, technical and material. Each department is operated by well experienced and skilled managers, who are responsible for their own team members. Once a week the director and managers meet and discuss business capabilities, production goals, and employee issues.  It is important to point out that the company prides itself on loyal employees who have been working for the company for over 20 years. Most of the employees are males who set up their own ways of working. All departments work as a team and there are no major issues with their work. The company mainly operates in UK market but also has a variety of customers based in Europe, mainly in France and Ireland. The company never strengthened their finance department. Instead, it used the services of a tax office based in Swansea.  As the company’s turnover was increasing significantly. The organisational change was very much needed to stay successful and grow in the market. 
Two years ago, the company made a big step forward and opened and created an independent financial department within the company and employed a qualified female accountant. This decision-making process completely changed the way the company operates. Professional knowledge, finance background and experience of a new employee helped the company improve financial capabilities, production efficiency and meet customer’s demand.  
[bookmark: _Toc98457230]2.2 Area of Change
"The world as we have created it is a process of our thinking. It cannot be changed without changing our thinking." Albert Einstein
DRL Partitions Limited culture is built on teamwork, managers trust and loyalty with employees. There was no limitation on who had access to the company system. The company had a well-engaged accountancy software Sage 50, however managers were not trained correctly on how to use the system.  There were no employees who had bookkeeping or finance knowledge or background. The managers are very well skilled in designing, managing productions, and what materials are needed to produce good quality products, however no experience in financial processes. The director and managers were inputting sales invoices and purchase orders to the system without a delivery despatch check. The company was effectively paying for materials which were not delivered. At the end of the month one of the managers was sending reports from the software to the tax office. The tax office was preparing VAT calculations and simple management accounts. There was no internal check in terms of sales, purchase orders or stock valuation. Bank accounts were never reconciled to the system. The biggest advantage of the company was an invoice discount facility. This system maintained a healthy cash flow and was giving more flexibility in the company funding. For example, a company never had to wait 60 days to receive money from its customers. Discount facility offered 85% on weekly sales declared upfront. DRL was still charged in their own credit control processes. The company was managing cash well and had lots of savings. Rapid increase in new door design orders meant that the company focused on new design, production, and customer demands. This caused disorganisation in sales and an enormous growth in overdue invoices to suppliers. Poor credit check, resulted in the company being denied the right to pay suppliers within 30 days, instead suppliers asked to pay in cash before shipping the ordered goods.  Poor credit management affected 85% upfront cash from discount facility provider. DRL’s cash flow was unstable because the company reached over 120 days in aged debtors. The discount facility became challenging, credit control process was not placed correctly, and the company was at risk to getting in bad debt. Disorganisation in finance matters, poor maintained accountancy software and structural disorder created the first problems within the company. DRL Partitions Limited was crying out for organisational change in human resources and financial aspects. 
The decision of forming an independent finance department “in house” was made by the director who planned and implemented the “change” by recognising internal and external factors. 
(Appendix 1).  SWOT analysis helped to understand that the finance department is a competitive advantage for the company. As the company is simply structured and the problem is situated inside the company therefore external factors would not influence the company directly. However, the researcher mentioned before that DRL Partitions is expanding to the Irish market and sells their products to Europe. PESTLE analysis helped to understand that some of the factors will affect the business if the internal changes are not implemented successfully. 
Firstly, creating a position for a finance manager improves financial planning. It helps the company effectively utilise and allocate funds received or spent. The finance manager assists in critical financial decisions like loans, investment, buying or selling assets.  Forming the finance department encourages to develop better perspective for business, innovations and improves employees’ health in work. The finance manager will take over duties, which were dealt by other managers. Without a properly adopted financial controller, DRL would face serious difficulties in receiving cash and won’t be able to undo poor credit check. 
Secondly, financial, and human changes are one of the most important elements in an organisational change. It affects not only one part of the company but other implemented changes too.  Successfully applied financial and human change can improve a whole company purpose. Those changes can be a costly activity. For example: a new managerial position will require financial control tools like stock valuation on monthly basis, new tools of measuring, for example: purchase invoices need to be matched with despatch notes. This leads to be time consuming and sometimes various financial control tools face several complications. These financial methods can be easily applied at the starting of the process, but its implication becomes difficult during operation of the process.
Analysing further, a new management position and a new employee at the same time can have mixed feelings among others. The researcher mentioned before that in this report, the director created a position for a female accountant. Most of the employees in DRL are male. A new female employee may experience barriers and blockage due to established employees being gender stereotypes, sexism, lack of female leadership or just workplace culture. It’s just human nature and any resistance can be overcome; it just needs to involve a planned change model.
[bookmark: _Toc98457231]2.3 Change Model
“Stagnation means decline” is a famous saying in many dynamic organisations. Therefore restructuring, adjustments and other changes take place within the organisation.  It is important that organisations have the capability to adopt and respond correctly.  There is numerous force field analysis that companies use to help adopt changes.  This analysis provides an additional view of problems that need to be tackled, by identifying forces for and against the change.  The researcher focused on Lewin’s theory because the change applies to the structural and organisational change. The Kubler -Ross change curve model will help to understand implemented changes in terms of company director leadership and employee’s behaviour.


2.3.1 Kurt Lewin
Kurt Lewin’s model is based on three easy steps: Unfreeze, Freeze and Refreeze. (Appendix 2). Each step is dependent of itself. The biggest advantage of this model is an easy analysis of all forces that affect the change. The forces can be divided into driving and restrain forces. One – driving force, encourages changes and have a positive result whereas restrain make the change problematic and difficult. 
Encourage to change is an important aspect and mainly depends on the company’s director of leadership. According to Cummings and Worley (2003) there are five leadership activities in the change process. Motivating change, creating a vision, developing support, managing the change, and sustaining implemented change. These activities are achieved through effective communication, learning, and developing operations and right measurements which involve a review of the company’s opportunities in SWOT analysis (Appendix 1). 
The DRL director used Lewin’s change model because it is easy and simple to follow. This model creates perception of change needed (unfreeze). In this case:  opening an independent finance department” in house”, also involved the analysis of available resources for this change.  Next stage is based on leadership techniques. The researcher mentioned before that the company has very loyal employees. The effective communication was vital and the most important aspect. This includes knowledge sharing, focus on employee’s behaviour and company culture. This stage exposed issues with collaboration within the employees. For example, the finance manager took over all duties which were before spread between five employees.  Only one person had access to the system, in this case, some of the employees were not happy with limitations that were applied during the change. This divided employees and caused conflicts. During this stage the emotions and feelings for a new change is seen and felt. To move forward to the next stage, the director needs to focus on resolving those issues. This involves human feelings and resistance in human changes. People will tend to hold on to existing ways of doing things and existing beliefs about what makes sense, therefore for this purpose, the director used the Kubler-Ross change curve (appendix 3). This model helped to manage the emotional reactions of an employee. 
Lewin’s model was great for planning the change. It helped the company’s leaders to understand organisational change. However, human changes are more complex and should be investigated additionally. Lewin’s model is not considering human emotions. Lack of this analysis can have negative consequences within the company. For example, negative emotions can create stress, frustration, and resentment. Therefore, force field analysis requires a full contribution of everyone involved to provide their truthful opinions. 

2.3.2 The Kubler - Ross change curve
This model is based on five stages of grief and describes the internal emotional journey that people experience within change and transition. The five stages are as follow: denial, anger, bargaining, depression, and acceptance (Appendix 3). Employees can inhibit different stages at different times, and they can even move back to previous stages. It would be great if all employees would move to the acceptance stage but unfortunately some people get stuck in the stages and find it difficult to move on. This model requires an excellent knowledge of different leadership styles. Also, a clear direction to motivate the employees is vital. Different leadership styles suit different personalities. The researcher will expand this topic further when analysing the role of a leader in implementing the change.  Kubler – Ross change curve shows that through managing feelings, educating, and communicating effectively with employees will make the change journey smoother and successful. In many cases, insight employees’ attitude and positive enthusiasm helps to overcome the barriers.  There are different types of people who can affect the employee’s feelings and make the transition easier to accept. Referring to the case study; most of the employees within DRL are mature and have worked for the company for a very long time. The advantage of such an independent team gave the director a good understanding of employee’s personalities.  Approaching the change curve model, the company director adopted knowledge and information to process the change without a negative impact on employees. 
Both models were very helpful and well adopted during the change. Lewin’s model reported unexpected factors and resistance to change, whereas the Kubler – Ross curve helped to overcome the resistance which mainly was based on employees’ feelings. 
[bookmark: _Toc98457232]2.4 Leadership – Management of Complex Area
In most organisations, the change is complex and continuous. The complexity in structure and human change is often linked to the change in company culture. It is a challenging task, demanding the abilities to cope with uncertainty, to demonstrate flexibility, insight, and sensitivity to a strategic framework. It relates to others and manage change whilst achieving the performance. A good leader must adopt a different approach to different changes. In DRL Partitions Limited the director focused on personal responsibility for future company prospects and development of overall organisation and structure. 
Another approach is based on developing people within areas of expertise that will be a good source of competitive advantage (the human asset approach), this will also focus on company values and beliefs, and it will support company culture that mirrors those values. There are two different types of leadership methods.  Advocates and incubators. According to Jeanene LaMarsh at kellogg.northwestern.edu advocates play a very important role within organisational change. Sharing skills, knowledge and experience is an important factor to implement successful change. Advocate’s approach comes from experience and those leaders are strong believers in a positive impact of change. Advocates present a “Help” leadership style and mainly focus on constant support and ensure that the organisation and people continue productivity, motivation and not left in hard times. Whereas an incubator leadership method is based on thinking rather than acting. Those leaders are neutral, and they don’t believe in the implementation concept, therefore this approach will most likely fail in implementation of change. It is important to note that employees play a significant role in a change. Therefore, communication is a crucial element that must be used in the two-way process. (Appendix 5)
[bookmark: _Toc98457233]2.5 Culture Handy or Hofstede
Culture can be expressed in a variety of ways. "Culture is the collective programming of the mind that distinguishes the members of one group or category of people from others" (whatisculture.org). These are often represented as tiers, with the top layer being the simplest to view and influence. Basic expectations are the most fundamental. These are about the environment, reality, and cultural topics like human nature and behaviour. The company and its workers' values and beliefs are the next levels. Values are the beliefs that individuals have about how a company should be run. These beliefs might be moral or environmental, but they may also be business, such as focusing on core skills. A strong company culture draws better talent and more importantly, retains that talent (www.forbes.com). When people feel like they belong to the company they are more likely to stay within for a long time. 
According to Charles Handy there are four types of culture: Power, Task, Role and Personal. His model of culture is based on the way in which organisations are structured (Appendix 6). Each type of culture represents a different trait or set of company values. DRL Partitions Limited employees decide what is the best solution and happily accept the challenge. Every employee is accountable of the work allocated to him or her. For example, the materials manager is responsible for stock and purchases. Therefore, the company is more likely recognised as the company with role culture.  Power appears with obligation in such a work culture. The company’s employees know their position within the organisation hierarchy pyramid. The job position for all managers within the company is secured and stable. However, the disadvantages of role culture may lead to ‘silo’ mentality where employees and departments do not communicate effectively or contribute to share the information. This behaviour can slow down productivity, create structural disfunction and weaken company’s trust leadership.
On the other hand, “More and more the scientific community and managers are realizing that culture is a key factor when developing and applying management techniques”. Hofstede (1984). Hofstede model of culture is presented in six dimensions in terms of national culture (Appendix 7).
This model offers a perspective how the company culture affects communication styles, behaviour, and attitudes between other issues. For example, working more effectively in the environment where balance between female employees and male is set. The researcher mentioned before that the chosen company environment is male only, therefore a new female employee had a big impact on the company change in culture. 
“As the dominant gender in most cultures for thousands of years, it is hard for males to reflect on themselves” (Martin Daubney at www.guardian.com). Masculinity environment can create negative culture and can lead to dominance and sexism, which can lead to poor customer service, decreased problem solving and effectively reduce financial performance. Whereas environment mix with both sexes creates a more balanced workforce especially in higher-level positions (www.insperity.com).   According to Peterson Institute for International Economics organisations with female gender in at least 30 percent of leadership positions improved profits by 6 percent over competitors with fewer or no women in leadership (www.piie.com). A new female finance manager in DRL positively impacted the male culture. Better financial performance, bilingual skills improved international customer base and soften communication within the employees.  
Above analysis provided a good understanding about the action pattern that happened in the company.  Understanding the organisation in terms of culture, values and beliefs give an additional support to the managed change.

[bookmark: _Toc98457234]2.6 Change Agent
Change agent is a very important during the transformation.
Professor Fred C. Lunenburg says it best: 
“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 organisation.” 
A DRL change agent role was allocated to the director of the company. It was stated before that most of the managers have been working for a very long time for the firm, therefore the relationship between change agent and managers was strong and respectful. Transformation within departments was easier to adopt for managers due to well-known and supportive teams. Firstly, the change agent was not an outsider, therefore resist to change, ignorance and criticism were prevented. Secondly, bringing in change agent can be costly, and the company was already in financial difficulties. However, men tend to a use “report” communication style, for example they use language that includes facts, data and seeks to solve problems. Lack of feedbacks, masculine atmosphere and focus on tasks instead of people that could lead to issues in an effective communication.



[bookmark: _Toc98457235]CONCLUSION
From the detailed report of the DRL Partitions limited, it can be concluded that the organisation has undertaken various changes in accordance with human and company structured activities. The change was well adopted. It showed that employing an opposite gender human could positively affect the company in terms of performance, attitude, customer service and company culture. However, the above analysis presented showed that the change is never done alone. Every aspect of the firm required to take part in this change. For instance, a great leadership presented by the director and his years of experience. Advocate management approach and positive attitude showed an understanding the company needs within the managers. Whereas loyal employees shown low resistance to change. Additionally supporting tools for example culture and behaviour models helped to implement a change effectively and successful.
It seems like the company have it all, however continuous monitoring of the processes guarantees that there are no other obstacles in transformation. 
Only businesses with excellent communication, open minded and diversity can survive and flourish. 
[bookmark: _Toc98457236]RECOMMENDATIONS
As mentioned above, DRL Partitions Limited implemented and manage an internal change successfully, however the following points were recommended to consider: 
1. The company employs so far only one woman, the researcher pointed out that the gender diversity certainly increased company performance in many aspects. Employing more women could help other departments overcome communication issues that sometimes might arise due to male only workers. Also, DRL plans to expand to EU, India and Middle East so this area should definitely consider expanding a diverse gender of people for customer service. 
2. Despite of Brexit challenges, DRL trades in France and Ireland, therefore it should consider employing apprenticeship employees that can shadow workers so that they are able to cover work if employees are on annual leave of sick. This is a very important task considering there are many loyal employees that have been there for a considerably long time. This also includes employees creating job specification manuals, so the company doesn’t have gaps in production.
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Appendix 1
SWOT ANALYSIS DRL Partitions Limited
[image: Logo

Description automatically generated]INTERNAL DRIVES
STRENGHT
· Provides stability
· Increase in company value
· Invoice discount facility will keep healthy cash flow
· Monthly and quarterly reporting is being meet - correct VAT, accurate turnover, and expenses
· Company focuses on quality over the product quantity which leads to loyal customers – turnover high
· Well established accounting software – easy to maintain company
WEEKNESSES 
· Poor accountancy skills within employees
· Undeclared sales caused problems in cash flow consistency, HMRC issues, penalties
· Trade receivables paid too slow or doubled transaction
· Overload stock – high wastage, 
· Influenced by external factors - Brexit – poor knowledge about new regulations for export and import. Higher materials prices, customs duties regulations and Import VAT 
· Costly – wages, training, 
· Masculine environment
OPPORTUNITIES
· Developing opportunities to improve decision making
· Influenced by external factors – opportunity to expand to other markets for example: Middle East or India
TREATS
· The company can face penalties for wrong information on financial statements
· Underdeclared sales can cause HMRC VAT investigation
· No budget can lead to over costing
· Mature employees don’t like changes





PESTLE ANALYSIS 
EXTERNAL DRIVERS
POLITICAL
· Changes in import tax due to Brexit. DRL Partitions buys materials from Europe, also sells to Europe. It is important to apply new regulations on both. 
ENVIRONMENTAL
· New changes in environmental law after Brexit caused higher costs in waste disposal for aluminium. The company never analysed the paid bills which caused in overpaid invoices.
SOCIAL
· Covid -19 completely changed lifestyle, attitude to work and decrease in consumerism. The company have not idea how to analyse decrease in sales, which was caused by lockdowns, shutting down construction sites
TECHNOLOGY
· During the lockdown, company focused on new adaptive technologies (Anti-Covid Tarian screens) This idea boost sales and recover cash within company.


Appendix 2 
LEWIN’S CHANGE MANAGEMENT MODEL
Three Easy Steps
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Appendix 3

Kubler-Ross change curve
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Appendix 4
KOTTER’S 8 STEP MODEL OF CHANGE
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Appendix 5
Two-way process of communication.
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Appendix 6
Charles  Handy’s Model of Organisational Culture
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Appendix 7
Hofstede’s Cultural Dimensions
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