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Introduction  

Organisational change is a key process in the lifecycle of any successful business, and often a company’s ability to adapt is often what leads to it standing the test of time. During recent years the global economy has seen some very tumultuous times, which has led to companies needing to assess their structures and think outside of the box somewhat when it comes to diversity in business.
R-tech materials, an engineering company specialising in materials testing has recently undergone some significant changes to how it operates its business, and how it structures its management. 
The company has developed from being a small family run type business, into a far larger and versatile company that works under a board of directors. This process brought with it leadership changes, personnel and structural changes, and brought in a more corporate culture. This was well received by the majority of staff, however other personnel did not see the change as a positive process.
Changes were made gradually, and as an employee involved in this transition one can offer a valid insight to what occurrences come to a business that is going through this process. Throughout this discussion we will be outlining and analysing the transformation, employing theories such as Kurt Lewins Force Field analysis and John Kotter’s 8 Step Change Model. 











Main Findings

From the perspective of an employee at R Tech Materials, the transformation was easily visible and impacted nearly every aspect of how the business operates and interacts. The previous culture was more informal and highly collaborative, as you may expect from a small company of just a few staff members. Decision making was swift and personal during this time, and often through having a close kinit team, issues and ideas could happen through casual conversation. The somewhat equal hierarchy allowed everyone in the company to be valued and listened to. Loyalty at this time came from personal relationships as opposed to formal roles. 
However, as the company grew in earnings and in personnel, it eventually stemmed into a more corporate organisation. 
From Family Business to Corporate Entity
One change made was the introduction of a board of directors, marking the shift from an owner lead model to that of one driven by corporate governance. This then brought the introduction of formal roles such as directors and technical managers, to create a chain of responsibility and command. 

As is natural in a growing company, a surge in hiring brought in professionals from outside of the original team. This is seen as positive as it introduces fresh perspectives and expertise, contrastingly however it also diluted the familial atmosphere and created a more segmented workplace. 


Another example of change here was seen with the adoption of lean principles, which seeks to create stricter workflows and use key performances indicators to create a streamlined business model and workplace. Though some take this positively, others sometimes perceived these as rigid and impersonal. 


Kurt Lewin’s Force Field Analysis 

Psychologist Kurt Lewin developed a strategic tool used to analyse the forces that drive and restrain change within a workplace. The theory of force field analysis suggests that a situation's current state is a result of a balance between driving forces (forces that push towards change) and restraining forces (forces that resist change).

Driving Forces
Employee Support for Change: Employees at R-Tech Materials were eager for change, feeling constrained by the previous ownership's reluctance to innovate and invest in growth.​

Leadership Advocacy: The company's manager played a crucial role in advocating for the sale, even threatening to resign if the change did not occur, highlighting the urgency and necessity for transformation.​
Restraining Forces
Ownership Resistance: The former owners were initially resistant to selling the company, creating tension between management and ownership.​

Potential Operational Disruptions: Concerns existed regarding the potential disruptions that a change in ownership and management could cause to daily operations.​
Force Field Analysis claims that any situation is a balance of two things: forces that push for change and forces that resist it (Burnes, 2004). Lewins theory is particularly valuable due to its simplicity and clarity. However, some may argue that it is over simplistic, and may not capture the complexities of modern organisations. . 
This leads innovation pioneers to look to more closely at motivation as a driving factor to positive change in the workplace.





Keeping People Motivated During Change
Keeping staff motivated during big changes is very important. R-Tech Materials used several ways to keep people on board and feeling positive in the workplace
One way the leadership team motivated employees was through open communication and being honest about what was happening. The director made sure to keep everyone updated on the changes taking place behind the scenes.
 According to Lister (2016), “Transparency goes a long way toward assuaging employee doubts about an organisational change and allows workers to feel more involved with your company's new initiatives.” This openness helped employees feel included and respected the fact that the new owners trusted the director to be so upfront. As a result, staff stayed motivated and continued performing well—just what the new management wanted.

Training and Development
Another big motivator was the introduction of external training. Because the new owners also owned other companies, employees had the chance to learn new skills at those businesses. This was something they hadn’t been able to do before. As Lister (2016) puts it, “Focusing on the development of employees in terms of emotional maturity, integrity and compassion allows employees to feel personally invested in the organizational changes.” Staff were excited to build on their own skills and felt encouraged to do better work as a result.
By analysing these forces, R-Tech Materials was able to strategize effectively, ensuring that the driving forces outweighed the restraining ones, facilitating a smoother transition.
Motivational Strategies During Change
Maintaining employee motivation during organisational change is vital for successful implementation. R-Tech Materials employed several strategies to keep employees engaged and committed.​
Transparency and Communication
Open communication channels were established, with the new leadership ensuring that employees were informed about changes and developments. This transparency helped build trust and reduce uncertainty among staff.​
Training and Development Opportunities
Post-change, employees were given access to training programs within R-techs network, enhancing their skills and career development prospects. This investment in employee growth fostered a sense of value and motivation among the workforces.​



Adair Model 
Following from the benefits seen here, leadership theorist John Adair offers a further analysis of change and innovation. Adair approached leadership from a more practical angle whereby describing what leaders must do and the actions they need to take, known as action centred leadership.
This is where the leader of a workforce will be conscious of balancing three overlapping circles of thought. These represent the Team needs, the Task needs, and the Individual needs of the person. The model of action centred leadership seems to endure well, probably because it is the fundamental model in describing what leaders should do to be effective. For Adair, these needs should overlap like as is following. 
Achieving a goal or a task builds up the team and satisfies the individuals. If the team’s needs are not met, the team will lack cohesiveness, then performance will be impaired, and satisfaction not gained. If the individuals’ needs are not met, then performance will also be affected by the same measures. 

Here Adair suggests that the balance of all needs is essential as a leader, and in the case of R-Tech Materials, change also occurred here. As the company gained momentum this came with it the opportunity for needs to be more deeply assessed. Training opportunities and streamlined process for team building and sharing were introduced to mitigate any concerns.





Mullis Management and Organisational Behaviour
Mullins theory of management and organisational behaviour is a foundational text that explores the relationship between management practices and human behaviour within organisations. One key theme of Mullins text is the various motivational theories that are included. Mullins discusses how understanding these theories can help managers motivate employees effectively by addressing their individual needs and aspirations. 
Human Centric Management Philosophy is where Mullins emphasises the importance of treating employees with consideration, trust and respect. He advocates for the recognition of individual achievements, involving employees in decision making, and focusing on both staff and customer satisfaction. ………….




















Applying Kotter’s 8-Step Change Model to R-Tech Materials
Organisational change can often feel overwhelming, especially for companies going through a change in ownership or structure. One popular way to manage this process is using John Kotter’s 8-Step Change Model, which helps organisations guide people through change effectively. This model, first introduced in the mid-1990s, lays out a step-by-step plan for making change stick (Kotter, 1996). In this piece, we’ll look at how this model can be applied to R-Tech Materials.
Step 1: Create a Sense of Urgency
The need for change at R-Tech Materials became clear when staff were unhappy with the previous owners, and the company manager was threatening to leave. His departure would have left a major gap, as he played a key role in keeping the business running. This created a real sense of urgency and pushed the previous owners to sell the company. According to Kotter, creating urgency helps people understand why change is necessary and gets them moving in the right direction (Kotter, 1996).
Step 2: Build a Guiding Coalition
Once the new ownership took over, R-Tech Materials promoted three employees into leadership roles: warehouse manager, finance manager, and director. These were trusted, experienced team members who could lead the rest of the staff through the transition. Kotter’s model stresses the importance of having a strong team that supports and drives change (Appelbaum et al., 2012).
Step 3: Form a Clear Vision
The company then set out a new vision focused on independence and growth. Having a clear direction helped staff understand what the future of the company could look like and how they could contribute to it (Kotter, 1996). This included more access to training and opportunities to develop within the business.
Step 4: Communicate the Vision
Open and honest communication played a big part in the success of this change. The new director made sure that everyone was kept in the loop, which helped build trust. Staff appreciated the transparency, and it made them feel like they were part of the process. Kotter highlights that communicating clearly and often is key to gaining support and reducing resistance (Gill, 2003).
Step 5: Remove Obstacles
With the new structure, R-Tech Materials worked on removing barriers that might slow things down. This included improving internal processes and giving staff more freedom in how they worked. Employees also had access to external training through a new  network, which helped them grow professionally and feel more confident about the changes (Lines, 2004).
Step 6: Generate Short-Term Wins
To keep motivation high, R-Tech Materials introduced performance-based quarterly bonuses. These rewards were linked to company sales and helped encourage people to work toward clear goals. The business also entered industry awards, like the “Made in Wales” awards, which gave staff a sense of pride and achievement. According to Kotter, celebrating short-term wins keeps the momentum going 
Step 7: Sustain the Change
Rather than slowing down after early wins, R-Tech Materials kept pushing forward. New roles were added, and more training was provided to keep improving how things ran. Kotter’s model emphasises the importance of keeping the energy up and not letting things slip back to the old ways (Kotter, 2012).


Step 8: Anchor the Changes in Culture
Finally, for the change to last, new ways of working need to become part of the company’s culture. R-Tech Materials made good progress with this, but there were still a few challenges—like not having a dedicated HR department or middle managers to help deal with day-to-day issues. Addressing these areas would help make the change permanent and more effective in the long run (Burnes, 2004).


Conclusion 
By using Kotter’s 8-Step Model, R-Tech Materials was able to manage a major organisational transition effectively, ensuring that the staff remained engaged, motivated, and aligned with the company’s new direction.
One of the first ways the company applied the model was by creating a sense of urgency, which was crucial in helping the staff recognise the need for change. By doing so, R-Tech was able to get employees on board early in the process, reducing initial resistance and fostering a more cooperative atmosphere. This was followed by the formation of a guiding coalition made up of trusted leaders within the organisation. These individuals played a key role in advocating for the changes, helping to maintain a sense of unity and direction.
As part of their strategy, R-Tech focused on building trust through clear and transparent communication. The new leadership kept staff informed about what was happening at every stage of the transition, which not only helped alleviate anxiety but also fostered a sense of inclusion. Employees felt that they were part of the process and that their input and concerns were valued, which is essential for maintaining morale during times of change.
The company also placed a strong emphasis on employee development, offering training opportunities that had not been available before. This not only helped employees grow their skills but also demonstrated the company’s commitment to their personal and professional growth. 
Furthermore, R-Tech introduced motivational incentives, such as performance-based bonuses, to maintain energy and enthusiasm throughout the transition. Recognising and rewarding employee efforts helped to keep morale high and encouraged staff to continue performing at a high level. These rewards, combined with other small wins like entering industry awards, helped reinforce the progress being made and built momentum for the ongoing changes.
Kotter’s model provided a structured approach, there are still areas for improvement, such as further development of internal processes and deeper integration of the new culture. However, the approach R-Tech took was effective in guiding the company through a potentially disruptive period, and the structured methodology helped the business move forward with confidence. By maintaining focus on transparency, development, and motivation, R-Tech set the foundation for continued growth and adaptability in the future.
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