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[bookmark: _Toc98339003]Executive Summary
The purpose of this report is to investigate the management of a major change at a high-profile company, in this case Tesla. Potential usage of models of change management will be examined, as will the benefits and drawbacks of their use by the executive board, line managers, and other agents in the field of Change Management.  
This report concludes that the use of change management models at Tesla is limited, and while there is room for improvement, the current theoretical models for change management are also limited, and not necessarily applicable to an innovative company like Tesla, which has a leadership style and leadership structure built around and strongly identified with their celebrity CEO Elon Musk. The report finds Tesla must take action to improve culture, to burnish the appearance of corporate social responsibility, and update tactics to achieve the revolutionary industrial changes they aim to bring about. Economic, social, and environmental aspects will be considered. This report finds increased likelihood of organisational success following the correct implementation of flexible and agile change management, including succession planning, trade union recognition, and international partnerships. Appropriate recommendations are included, covering actions, priorities, timescales, and reviews. This report need not be circulated beyond the immediate superior of the author.
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1.0 [bookmark: _Toc98339004]Introduction
1.1 [bookmark: _Toc98339005]Terms of Reference
This report was commissioned by Brynach Heffernan, and the request received on 10th January 2022. Gareth Rhys Lewis compiled this report and submitted on 18th March 2022. The secondary research comprised of academic textbooks; industry journals; biographies, credible news outlet publications; and various websites, including those of Tesla and its competitors. No primary research was initiated for this report. The purpose of this report is to: critically evaluate the nature and benefits of changes undertaken at Tesla over the last two years. The report will analyse the sources of influence for the change, and discuss the involvement of leaders and leadership in the process and their effect on the organisational culture. Conclusions are to be drawn from these findings, and recommendations for improvements contained within. Rational and creative decision-making methods will generate a relevant and appropriate selection of actions.
1.2 [bookmark: _Toc98339006]The Management of Change
Armstrong (2016) describes change as ‘the only constant thing that happens in organisations’. While this has not changed, organisations today operate in an atmosphere of constant major change in what Ridderstrale and Nordstrom (2002) describe as ‘a business world changing at the speed of light’. In the late 1980s, Mullins (1989) was already challenging organisations to become ‘readily-adaptable’ and ‘responsive to change’. Detailing at length intervention strategies within the field of Organisation Development, Mullins identifies Organisation Development as a necessary ‘long-range’ response to change. But is this then-forward-thinking theory already being eclipsed into obsoletion by the scintillating rate of current change? Is it perhaps an example of insufficiency, evidencing De Bono’s (1994) assertion that ‘Western thinking is failing because it was not designed for change’? Perhaps this paradigm is also in a state of flux.
For this report, the organisation of Tesla has been selected for analysis. Tesla is a trend-setting automotive company founded in the 21st Century, known for its innovation (Visual Capitalist, 2021), its radicalism in operations, and which describes its own mission as ‘accelerating the advent’ of sustainable transport, rather than necessarily delivering the advent themselves (Musk, 2013).


2.0 [bookmark: _Toc98339007]Findings
2.1 [bookmark: _Toc98339008]Organisational Background
The organisation selected for this report is Tesla Inc. An automotive company, founded in 2003, it manufactures and sells high-profile status-symbol electric powered automobiles (Marketline, 2022). It also designs and develops batteries and solar power systems. It is the current market leader in the growing market for Electric Vehicles (EV) despite it currently losing EV market share (from 80% in 2020 to 66% in 2021). Its revenue is up 70% from 2021 to $53.8 Billion. Its net income is $5.5 Billion. It employs 70,000 staff worldwide, and is currently planning to transfer its headquarters from California to Texas. It enjoys celebrity leadership in the form of CEO Elon Musk, a high-profile billionaire oligarch. Musk exerts massive influence in his role, publicly and ostentatiously promoting Tesla, and his intertwined own personal brand of brash oligarchical identity.
[bookmark: _Hlk97306958]Bachrach (2012) explains his view of the importance of mental agility, and how it ‘makes creativity happen’, driving the ability to change. A similar view could be taken of the agile organisation, allowing itself to escape fatal stagnation. Tesla’s pre-emption of the overwhelming forces of change encountered by all organisations in recent years, by taking steps to stay agile and flexible has been vital in terms of the organisation’s continuous growth.
2.2 [bookmark: _Toc98339009]The Influences of Change
2.2.1 [bookmark: _Toc98339010]Change of Chip Source
During 2021, Tesla implemented a change in the procedure of sourcing and manufacturing the computer chips commonly used in most modern automobiles, and indispensable for Tesla’s entirely electrical fleet. Supply chain problems caused shortages for all automobile manufacturers, with many factories left idle, showrooms left empty, and the prices of chips and their components soaring (NY Times, 2022). In this awkward financial situation, Tesla swiftly took action to source alternative chips, whether made from cheaper components, or also pre-used. Tesla’s in-house software capabilities were then utilised to re-write these alternative chips with Tesla’s own software. The use of computer chips in vehicles has become ubiquitous (Forbes, 2022; BBC, 2022), and increasingly so since the introduction of Advanced Driver-Assistance Systems (ADAS) to industrial fleet vehicles. These new forms of technology, which can include lane-recognition, assisted braking, and video and/or radar-style collision avoidance systems, are not only an exciting innovation in themselves, but also contribute to the ambition of fully autonomous ‘self-driving’ cars as patchwork elements of potential new systems (NY Times, 2022). Musk foresees this leap as insipient and ground-breaking (Reuters, 2022). Forbes (2022) compares this opportunity to the dawn of the internet, and to Henry Ford’s production line in terms of the potential revolution it could bring to society.
2.2.2 [bookmark: _Toc98339011]SWOT and PESTEL Analysis
A PESTEL analysis (illustrated in Appendix 1) reveals several influences on this change, and a SWOT analysis (illustrated in appendix 2) shows some of the internal dynamics at Tesla affecting its response. The obvious main influences were the economic and social aspects of the coronavirus pandemic. No industry was left untouched by the effects of Covid, with knock-on effects from supply chain delays leading to ports being snarled, shipping containers unable to be docked, warehouses lying empty, and manufacturing workers forced to obey emergency legislation to isolate or distance themselves from other workers. Every global industry was affected, and the foundations of large multi-national corporations shaken to breaking point. Tesla, smaller than its bulky lumbering competitors like Ford and GM, with a narrower market and a nimbler ability to focus managed to shine in the difficult circumstances. Tesla sold 986,000 vehicles in 2021, an increase of 87% on 2020, whereas its cumbersome competitors Ford and GM each sold less than the previous year (BBC, 2022).
In addition to the effects of Covid, the influence of environmental issues has risen the corporate agenda consistently and increasingly speedily (The Guardian, 2021). The positioning of Tesla as an environmentally friendly carmaker has resounded with the social consciences of many sections of the public. Increasingly extreme weather in many parts of the USA and further afield have brought this issue into ever sharper focus. These facts, coupled with the situation of many middle-class Americans being confined to their houses with little opportunity for spending disposable income led to an explosion in both Tesla orders and the purchase of Tesla stock (The Telegraph, 2020).
2.3 [bookmark: _Toc98339012]Implementation and Models
2.3.1 [bookmark: _Toc98339013]Implementation
Tesla’s CEO’s leadership style has a large influence over the implementation of changes at Tesla. A choice of various models exists for the management of change, including Handy (1993), Lewin and Kubler-Ross (Rye, 2001). Tesla’s leadership is an archetypal Power Culture, according to Handy’s model. Power is concentrated among very few individuals, allowing for swift decision making. Musk’s leadership style of stubborn whimsy had drawn criticism and ire prior to the pandemic, but the developing circumstances appeared to vindicate his foresight. Lewin’s 3-step model of change (King and Anderson, 1995) was not utilised. The adolescent Tesla company never reached a stage of equilibrium from which to ‘unfreeze’. Nor did they seek to ‘re-freeze’ into a new state of stability. Tesla’s entire lifetime has been one of constant change and lurching growth. Some earlier elements of Kotter’s (1996) 8-stage model are in evidence, such as establishment of urgency, and creation and communication of vision (Musk, 2013) Others, such as the empowerment of others, do not appear to be observable. The transparency of company culture has reduced with the disbandment of Tesla’s media relations team (The Guardian, 2022). The model of Kubler-Ross is not evidenced in Tesla’s workings but could be present while shielded by organisational opaqueness. Rye (2001) lists three components constituting corporate culture with which Change Management must interface: the company’s historical and political evolution, the management and organisation, and the people working for the company. Tesla’s performance deals with each of the components in turn, with an apparent drop in priority at each step. The supposed benefits of change model utilisation, such as organisational effectiveness and employee acceptance are limited at Tesla, with less efficient sections being outsourced (CNBC, 2018).
2.3.2 [bookmark: _Toc98339014]Preparation and Agility
Tesla do not recognise trade unions at their workplaces, and made no attempt to involve them before, during or after the change in question. Tesla’s leadership has shown dismissiveness of trade unions in general, and has attacked them publicly (CNBC, 2021). In the years prior to the pandemic and its associated effects, Tesla had re-structured its organisation, flattening the structure, reduced its workforce and outsourced inefficient departments. It held on to its in-house team of software engineers, all of which left it in a flexible, agile and efficient position to implement necessary pandemic-driven changes. All too aware of resistance to change, Tesla’s policy has been to ignore, rather than engage. Many Tesla employees will have found out by memo that their jobs were being discarded, seemingly at the whim of a dictatorial authoritarian, happy to play fast and loose with the livelihoods of lesser followers (CNBC, 2018). The likelihood of models such as Lewin’s force-field analysis (King and Anderson, 1995) having been utilised appears very low in this scenario. There is logic to this policy, as most unions, especially the heavyweight and powerful USA automaker unions, would have shown strong resistance to most of Tesla’s employment policies over the years. It seems clear that Musk’s vision of leadership was never going to include a prioritisation of working conditions or social mobility. It is possible that Musk believes the important of his end ambition justifies whichever means of production. Many within the trade union movement might be inclined to believe that most societal issues are meaningless to Musk if they do not involve power or finance moving in his direction. Mullins (1989) cautions against this tactic, asserting that it is preferable to plan changes in consultation with all affected units. Yet Mullins also cautions on the over-reliance on models of change, noting how even well-intentioned projects can overlook the nature of organisations.
2.4 [bookmark: _Toc98339015]Leadership through Change
Mullins (1989) lists five broad headings incorporating what he calls ‘the forces of change’: Changing Technology, Knowledge Explosion, Rapid Product Obsolescence, Changing Nature of Workforce, and Quality of Working Life. There are innumerable examples of Musk discussing aspects of the first three items on the list, with changing technology, knowledge, and product obsolescence, being his areas of expertise, and subjects seemingly close to his heart. Examples of Musk’s musings on the changing nature of the workforce and quality of working life are more difficult to evidence. Vance’s (2015) biography supports this observation, with the only references to quality of working life coming in references to his own work life balance, and those of his now divorced first wife and children.
Barratt-Pugh et al (2013) and Mullins (1989) underline the usefulness of identifying champions of change at multiple levels of the organisation. Tesla have taken a different path, by flattening the structure and outsourcing potential resistance (CNBC, 2018).
Armstrong (2016) defines leadership as ‘the process of developing and communicating a vision for the future, motivating and guiding people and securing their engagement’. What better example could there be of such a leader than Elon Musk? His renown is global, and his vision has inspired dreams of colonising Mars, of traffic-free, emission free transport, and to persuade corporations, private individuals and governments to part with huge amounts of financial resources, while enriching himself in a glaringly obvious way. Furr and Dyer (2020) detail Musk’s eye-watering fund-raising abilities in Tesla’s early years, and his curious talent for financially engaging the rich and dazzling the poor has been immortalised in meme form (see appendix 3). Musk has his detractors naturally, as Machiavelli (Drucker, 1999) warned, those seeking change encounter huge resistance and lukewarm support. His long-term negative attitude to organised labour is possibly what saw Tesla frozen out of White House discussions on the EV industry with the Biden administration. Some legal experts have wondered aloud if his brand of blatant resource-accumulation might lead to future legal redress (Lina Khan – US lawyer, 2021) and regional governments have recently started to pay more attention to supposedly questionable practices employed by his firms (The Guardian, 2022). 
2.5 [bookmark: _Hlk89968504][bookmark: _Toc98339016]Culture and Climate
2.5.1 [bookmark: _Toc98339017]Cultural Influence
Vance (2015) gives detailed accounts of Musk’s supposedly authoritarian style, including colourful bust-ups with fellow co-founders, and vitriolic outbursts following perceived corporate failures. With Musk’s attention latterly increasingly focussed on his other companies (SpaceX and The Boring Company), moments of delegative intention have been shown, albeit with some measure of reluctance (Washington Post, 2020). Many instances of toxic culture have been revealed, only to be met with dismissive or denialist responses from the company (The Guardian, 2022). Torrington et al (1989) argue for the necessity of understanding the culture at an organisation, asserting that ‘a mismatch of action and culture can produce ineffective action’. Mullins makes a similar point regarding what he termed ‘Organisational Climate’. There is little evidence for Musk seeking to understand the culture of the organisation, with devolved units developing their own cultures, highlighting an aspect of delegation, or Handy’s ‘Task Culture’ but just as easily spun off and outsourced as it would be with which to engage, and effect change in the internal working culture.
A basic model for organisational operations is the Triple Bottom Line (Elkington, 1994). The model shows an overlapping trio of circles representing the common ‘bottom lines’ of environmental, economic and social restraints shared in one form or another by most companies. They are alternatively known as planet, profit and people. Social and environmental concerns are placed on an even footing with economic priorities in this model, and the implication being that success in each circle can help achieve success in the others. Consideration of this outlook can be incorporated into the decision-making process. Tesla’s organisation does not appear to subscribe to the view of equality across the three fields, but does attempt to exploit the apparent altruism of its planetary outlook to drive acceptance and normalisation of its scant regard for social obligations. An external observer could be tempted to characterise their vaguely green-washed strategy as lip service to environmental considerations, using them as cover for poor working conditions and toxic culture, using them to maximise profits, which are justified cyclically by their rosy portrayal of organisational environmental concern.
2.5.2 [bookmark: _Toc98339018]Power and Politics
Buchanan and Badham (2008) claim that the importance of a single change champion, or small band of actors has been ‘widely accepted’, but underline the additional importance of internally and externally distributed change agents. As has been described earlier, Tesla’s funding has been sourced from several external enthusiastic followers of Musk, happy to pursue his singular vision. Internally, attitudes below that of the executive board have negligible influence, and resistance to change within can prove to be a pre-cursor to removal from the organisation. Musk’s Tesla seemingly has no qualms about tearing up the rhetorical rule-book in its pursuit of its aims. Buchanan and Badham (2008) discuss the inextricable links between power, change and politics. The political aspect to Musk’s businesses and Tesla’s policies are impossible to ignore. Musk’s politics, whether in influencing state governments or the power with which he wields the axe of restructuring, fill the gap left by the absence of change agents. While Buchanan and Badham consider how little rather than how much politics is appropriate in change agency, if indeed it shouldn’t be altogether excluded, whereas Tesla’s policy appears to maximise political reasoning with regards to change agency. Tesla’s intention to relocate their headquarters from California to Texas has been viewed as an attempt to cosy up to the more hospitable, politically-friendlier right-wing administration there. No attempt has been made to veil the political motivation, on the contrary, it has been publicly celebrated. Musk has seemingly straddled divisive political times by strident criticisms of the political classes while maintaining equivocality in his statements regarding former USA President Trump. Buchanan and Badham discuss how the increase in magnitude of the change and its implications can demand a relative increase in political involvement from agents of change. Tesla and Musk, it would appear, have taken note of this.
2.5.3 [bookmark: _Toc98339019]Other Models
When comparing Musk’s leadership to the model of Deal and Kennedy (Senior and Fleming, 2006) it is difficult to place Tesla anywhere other than the Tough Guy/ Macho quadrant bringing high risk and fast feedback according to the model. Musk seems to revel in this image, commonly using what some would describe as ‘bullying’ tactics on twitter against various international politicians (including heads of state) and others. While Tesla tends to operate an open innovation model, there are examples of aberrations where external innovations have been eschewed in favour of internal alternatives which appear in cases to flatter to deceive (Bloomberg, 2019). Tesla (2021) have continued to transition to their ‘Tesla Vision’ software which enables assisted driving. Tesla’s policy of eschewing lidar laser is a surprising sign of closed innovation, contrasting with other examples of open innovation. Tesla appear to have a ’pick-and-choose’ attitude to innovation models, in common with their context-driven choices of leadership style.
2.6 [bookmark: _Toc98339020]Leadership Style
Musk has not apparently clung to a single style of leadership. Discussions of individual leadership styles often use Lewin’s early models of three distinct styles; authoritarian, democratic and laissez-faire. Mullins (2016) views democratic and authoritarian styles as opposing each other on a spectrum. While Vance (2015) opines that Musk has transcended models of leadership, depending on the various contexts he has faced as leader, models such as Tannenbaum and Schmidt’s (1973) Continuum theory or Nicholls’ (1985) situational leadership (Nicholls, 1985) can be applied. While the depth of Musk’s charisma and personal qualities are highly debatable, it is indisputable that his vision, through ruthless exploitation and risk, has transformed attitudes to electric vehicles globally, while attempting to re-shape the relationships between leaders, organisations, and employees, and aggressively defending his billionaire status.
Kotter (1973) makes a fascinating point while comparing management and leadership, and whether the context calls for managing stability or the leadership through change. It may well be the case that Musk’s bellicose outward image is a calculated attempt to maximise the change he desires to implement. If and when he succeeds, this style will be lauded as a contributing factor.


3.0 [bookmark: _Toc98339021]Conclusion
Given the recent success of Elon Musk’s businesses in general, and Tesla in particular, it must be concluded that their strategies for the management of change are also successful too, at least some degree, in that they haven’t prevented themselves from leading the market, nor have they lost prestige or innovation capital. The pertinent question is therefore more to do with their unrealised potential had they employed different methods. Part of Tesla’s success is their instant identification with Musk. If it wasn’t viewed as something of a vanity project by some, it would possibly lose its appeal for multitudes of others. Tesla’s whimsical policy of shooting from Musk’s hip has paid dividends, and the suggestion that an ill-fitting, dated and cliched model might improve it is probably an uninspiring safety-first approach which would do little other than attempt to consolidate the current status quo. This is not and would not be an appropriate method for change management at Tesla. Nevertheless, improvements are possible, and some are low-hanging fruit. Recommendations are discussed in the next section.
4.0 [bookmark: _Toc98339022]Recommendations
Research has identified the following recommendations as optimal methods of reversing shortcomings, enhancing processes, and pressing advantages.
· A working group must be established to prepare for the succession of leadership, once CEO Elon Musk’s time at the helm comes to a close. Potential leaders should be mentored and prepared for seismic and accelerating change. As time passes, the novelty of Musk’s leadership will have waned and when the inevitable happens, Tesla must be prepared, flexible and agile enough to respond to the circumstances. The current organisational model does not have such a programme of response in place.
· Seek partnerships, up to and including part-nationalisation, with multiple nation states. This can cause an explosion in world-wide innovation using Tesla technology, promoting Tesla’s mission of advancing technological change, while installing Tesla as leaders of said change, and consolidating its position as market leader. Multiple national bases can also provide potential retreats from overseas legal issues which could intensify in future.
· Licence Tesla software to other automakers, while insisting on reciprocal actions, including the provision of engine/driver data collection and negotiating deals with third parties to allow data capture use in additional locations.
· A Tesla Media Relations team must be re-established. Attempts must be made to re-cast Tesla’s opposition to trade unions as opposition only to the resistance they bring with them. An analysis of the best way to achieve this must be conducted. The analysis should consider the possibilities of ‘buying out’ one of the smaller automaker unions, the creation of a new (vassal) trade union, or of an in-house organisation, an arm of management, but dressed in trade union clothing. The organisation will then be able to claim recognition and understanding of workers’ issues, while continuing to ignore them, while holding a fig leaf of social defence.
These recommendations should be implemented by the end of the 2022-23 financial year, and progress reported at the following Annual General Meeting and in the subsequent annual report for board members and shareholders. Full details are listed in the following table.
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Pestel Analysis
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SWOT matrix analysis
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One of the multiple variations of a meme of Musk being protected by oddball defenders of his right to oligarchy.
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