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[bookmark: _Toc5827670]Executive Summary
In December 2016 all production ceased in the Crown Food site situated in Neath. The plant employed two hundred and forty-five people at the time the closure was announced. The reasons stated was falling volume and over capacity within the European market. This report will examine how the change was managed, which theories or models were used and how motivation was maintained. The key model in this report is Lewin’s force field analysis and change model, which states that by examining the forces driving and resisting change, organisations can take steps in order to destabilise these which initiates change. The change brought about by Crown seems to be classes as reorientation, figure 4, as Crown anticipated a need to change their European operations and strategic as it affects the entire organisation. The change curve, which could be used as an alternative change model to Lewin’s, focuses on the states that an individual goes through and how to move through these states quicker. By looking at the resisting factors to change a link can be made to Lewin’s theory. Removing or adding incentives, these factors or forces that resist change can reduce. The culture or managerial style within Crown Neath at the time was deemed to be a mixture of power and role cultures, this was found to have a negative impact between the change agent and the workforce. If the management adopted a culture such as person or support culture, Crown could have reduced this friction. motivation and performance can decrease if a change is not managed correctly. Expectation theory seemed to have played a part during the closure. By offering rewards such as monthly bonuses and an enhanced redundancy motivation to keep operational performance was maintained. Maslow’s and Herzberg’s motivational theories seemed to have little influence during the change.
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[bookmark: _Toc5827671]Introduction
In order to move forward within an organisation change is essential, organisations change or adapt their ways of thinking or adjust their targets (Cole & Kelly 2011). At the start of the change process, an appreciation of the need to change is needed. By analysing the situation as well as the factors or forces around the need for change, several courses of action could be identified and assessed (Armstrong 2012). According to Hayes (2014 p4), “up to 60% of change programmes fail to achieve targeted outcomes”, managing the change correctly and getting it right is imperative. Crown Holding is one of the largest packaging companies in the world, with operations in 36 countries around the world. In 1996 Crown acquired CarnaudMetalbox, which meant that they purchased the site that was situated in Neath. In 2015 Crown announced the closure of the Neath plant. This report will look at different change models, how Crown managed the change, the forces resisting change and the motivational issues around ceasing operations at the Neath plant. By looking at these changes models and how the change was managed, an indication of what models were potential used and if any alternatives were available. 
 

















[bookmark: _Toc5827672]Main Findings
In October 2015 Crown Food Europe called a plant brief to announce the potential closure of their Neath site. The reason stated was falling volume and over capacity within the European market. After a strategic review of its operations within the United Kingdom and Europe, Crown proposed to cease operations in the Neath plant. This meant that two hundred and forty-five jobs were put at risk of redundancy. 
[bookmark: _Toc5827673]Change Models
[image: Image result for nadler and tushman organizational change]Several different change models exist in order to assist organisations to gauge what change is needed in changing environments (Cole & Kelly 2011). Hayes (2014) suggests that those who can foresee the required change may be better placed in order to introduce the change. The Nadler – Tushman model, figure 1, identifies different types of change, there are four different types of change that an organisation can make, these are: tuning, adaptation, reorientation and re-creation (Cassidy and Kreitner 2012). Figure 1 – Source: Nadler & Tushman (1989 p196)

Crown stated that they had recently conducted a strategic review of its operations due to overcapacity in the European market. This led to the proposed closure of the Neath site. This change, by using this model, was reorientation. Reorientation is a strategic change made when the organisation can no longer be effective in the future. As described by Nadler and Tushman (1989 p196), “fundamental redirection of the organisation” are involved.  
[image: ]Reorientation can be referred to as an intense change, figure 2, due to the level of disturbance and disruption involved (Hayes 2014). By using Lewin’s theory and by looking at and reducing the restraining forces, the intensity of this change would reduce and limit the (Hayes 2014 p60) “burden of change management”.Figure 2 – Source: Nadler & Tushman (1989 p196)

[bookmark: _Toc5827674]Lewin’s Force Field Analysis and Change Model
[image: ]It was argued by Lewin (1951) cited by Hayes (2014) that change is not always successful in the long term but can be short lived. It is not enough to just focus on the ending, consideration must be given to sustaining the change. As part of the force field analysis Lewin suggested that analysis of both the driving and the restraining forces, figure 3, is needed as this could affect the change to the coming state. By analysing these forces an organisation can take steps in either, or by both, increasing the driving forces or reducing the restraining forces. However, as suggested by Hayes (2014), increasing the driving forces could create tension between the work force and the change agent and create poor levels of productive behaviours.Figure 3 – Source: Mindtools (2019)

Lewin’s model of change seems to be one of the best known (Armstrong 2012). For change to be successful Lewin suggested that a three-step method is required (Hayes 2014):
· Unfreeze. To alter the balance between forces driving and restraining change. Kotter (1995) cited by Hayes (2014) states that to strengthen the forces driving change then an organisation would need to provide information about the benefits of the change, and that this action can increase motivation. However, Armstrong (2012) argues that heed must be given to the threat that this change presents and the need to motivate an individual/workforce to reach equilibrium when the change is accepted.
· Change. To implement the change and adjusting attitudes. The forces that affect the change typically tend to be the behaviours that can disturb performance, changing attitudes and beliefs and adjusting the procedures can modify that behaviour (Ford & Greer 2006 cited by Hayes 2014).
· Refreeze. To stabilise the change and increase performance. To reinforce the behaviours following the change to sustain higher performance by, for example Hayes (2014 p23), “incentives that reward new levels of performance”. 
While looking at the reasons Crown gave to cease operations at the Neath plant, it could be argued that the forces for change from the organisations point of view greatly outweigh the resisting forces. But, as Armstrong (2012) pointed out, they still needed to motivate the workforce and maintain performance levels as not to affect their customers. Crown tried to remove some of the restraining forces by offering an increased redundancy package, monthly bonuses, regular communication in forms of union meetings and plant briefs and by supplying a recruitment team to assist in finding new employment. These actions affected both the change and refreeze process by modifying the negative behaviours and attitudes that crept in during the consultation period.  
[bookmark: _Toc5827675]Change Curve
[image: ][image: ]This theory, sometimes known as The Kubler-Ross Change Curve, suggests that everyone going through change goes through the same process. The Change Curve shows these states of change, with the goal being to reach commitment or integration as fast as possible. The Change curve, based on Kubler-Ross (1973) research into grief and understanding bereavement has identified five stages of grief, these are denial, anger, bargaining, depression and acceptance. This can be transferred to business’ as shown in Scott and Jaffe (1988) who adapted the Change Curve to from the Change Grid, Figure 4, and shown in MindTools (2019), Figure 5.Figure 5 – Source: Mindtools (2019)
Figure 4 – Source: Scott & Jaffe (1988 p26) 

Through the first and second stages, shock or denial and resist or anger, communication and support is key (Mindtools 2019). As Crown did when the potential closure announcement was made, with a plant brief and a letter explaining what was happening and why sent to each employees’ house. Regular updates were issued thereafter in the form of notices and plant briefs, as well as a one to one session with a senior manager to address any concerns or issues and potential redeployment. The third stage, explore or acceptance, can mean that the employees accept the change and (Scott and Jaffe 1988 p27) “focus their attention to the future”. Making sure people are well trained can assist in this stage. Crown had additional one to one meetings with all employees to again go through any concerns and to highlight any training or courses that could prove valuable in the future. These courses were organised and paid for by the company while allowing employees to attend during normal working hours. The final stage of the Change Curve or Change Grid is commitment or rebuild.
This theory could offer as an alternate to Lewin’s, even though there are some similarities to both theories the Change Curve focuses on the way people adapt to the change and the change is only beneficial when the employees have made their personal transition (Mindtools2019). Whereas, Lewin concentrates more on the forces of the change and reacting to them (Cole and Kelly 2011).





[bookmark: _Toc5827676]Resistance to Change
People can resist change for various reasons, according to Armstrong (2012) and Hayes (2014) these reasons could be, lack of trust, economic fears, uncertainty or competency fears. To over come these resistances Armstrong (2012) suggests that analysis of how the potential change could affect people working within the organisation. This is what Lewin suggested in force field analysis. Once the organisation knows what the restraining factors are, they can plan to overcome them. Hayes (2014) suggests other ways of overcoming resistance. These include, education, support, negotiation and goal setting. These seem to focus more on motivating to maintain operational performance during the change. Also suggested by Hayes (2014) is that expectancy theory can be used to motivate and help to reduce resistance.
[bookmark: _Toc5827677]Organisational Culture
Culture within an organisation is described by Cole & Kelly (2011 p143) as a “set of values, beliefs, goals, norms and rituals” that exists within an organisation. Four types of cultures can be classified, according to Harrison (1972) cited by Hayes (2014) and Mullins (2016), these are power, role, task and person cultures. Within Crown at the time of the change there was a mixture of power and role cultures, Hayes (2014 p416) describes power culture as the employee must “do what they are told”, there was a lot of oppression before and during the change.
[bookmark: _Toc5827678]Motivation
Motivation and performance can decrease if an organisational change is not managed correctly. Organisations or employers need to motivate employees in order to pursue the objectives or goals set out by the company (Cassidy and Kreitner 2012).
Mullins (2016) states that in times of uncertainty or rapid change, money and job security are the main motivators. In the case of Crown Neath, when the statement was released about the potential closure, job security as a motivator is non-existent. Crown needed to keep the employees motivated to keep performing as the plant still needed supply its customers. 
[bookmark: _Toc5827679]Expectancy Theory
[image: ]According to Armstrong (2012) and Cassidy and Kretiner (2012), expectancy theory is the theory that increased work effort or motivation is based on the perceived rewards that an employee might receive and the value that the employee places on said rewards. The expectations of effort-performance-reward can determine whether an individuals motivation will be high or low. This theory is described in Mullins (2016) as Vroom’s Expectancy Theory, as it is based Victor Vroom’s work in the 1960s. Further work on this theory, as described in Armstrong (2012) and Mullins (2016), states that effort on its own is not enough to attain high performance. It is stated that two other factors affect performance these are ability and role perception, figure 6. Figure 6 – Source: Armstrong (2012 p163)

Lewin (1951) cited by Hayes (2014) suggests that organisations should focus on reducing resisting force of change, which will create a state of low tension and increase commitment. The management in Crown Neath implemented a monthly reward or bonus system to encourage the work force to keep performance levels up, this changed during the phased closure to keep the criteria within reach. They also offered an enhanced redundancy package and recruitment workshops to aid in the search of new employment. These actions could be seen, by using Lewin’s change model, as reducing the forces resisting change. Even though increasing commitment might not have been achievable during this change, maintaining current levels of commitment could have been a realistic target.

[bookmark: _Toc5827680]Maslow’s Hierarchy of Needs
Maslow’s theory of motivation is observed in a succession of steps, figure 7. As described in Cassidy and Kretiner (2012) and Mullins (2016), Maslow’s theory rest basically on the assumption that human needs or requirements are sorted in to layers or levels that form a (Mullins 2016 p228), “hierarchy of importance”. This hierarchy includes:
· Physiological needs – such as the need of water and food.
· Safety needs – the need to keep humans free from harm, for job tenure or security or for money/savings.
· Love needs – also known as social needs. Can be the need for friendship, affection or belonging.
· Esteem needs – self-respect and/or the esteem of others. 
· Self-actualisation needs – the top of the hierarchy, the desire to become everything they are capable of or to reach their potential.  This need is described as, Cassidy and Kretiner (2012 p316), “open ended” as once a need is met or fulfilled it can no longer be used as a motivator. Maslow (1943 p395) states, “gratified needs are not active motivators”.
[image: ]It could be argued when Crown Neath announced the potential closure and subsequent closure of the plant, this could have affected all the stages on the hierarchy. In the work of both Cassidy and Kretiner (2012) and Mullins (2016), they both question the relevance of the hierarchy in work situations. As the values someone places on a particular need may not be the same as someone else or as someone being satisfied does not guarantee enhanced work performance.Figure 7 – Source: Mullins (2016 p229)


[bookmark: _Toc5827681]Herzberg’s Two-Factor Theory
[image: ]Herzberg’s theory consists of not just looking at what motivates, but also looks at what satisfies and dissatisfies and how these could relate to motivation. As described in both Cassidy and Kretiner (2012) and Mullins (2016), Herzberg interviewed over two hundred accountants and engineers, asking them to describe work-based situations in which they felt both exceptionally good and bad. With these results, which were generally consistent, Herzberg observed that there are two different factors that can influence work and motivation. These were hygiene factors and motivators, figure 8. By reducing these hygiene factors, using Lewin’s change model, an organisation could motivate its workforce (Hayes 2014). However, as the change directly affects job security and working conditions this might not be possible and may not be relevant to Lewin’s theory.Figure 8– Source: Mullins (2016 p233)

As with Maslow’s theory, Herzberg’s theory has also been criticised. As pointed out by Armstrong (2012) and Cassidy and Kretiner (2012), Herzberg assumed that there was a direct and positive relationship between job performance and satisfaction. This theory has also been noted to apply less to lower skilled or manual workers, Mullins (2016). Even though the majority of the workforce in Crown at the time were classed as skilled jobs, they were still manual or hands on jobs. 






[bookmark: _Toc5827682]Conclusion
In conclusion, the approach that Crown took during the phased closure of the plant seem to mimic Lewin’s theory. Lewin’s approach to change involves analysing the force that drive and resist change (Hayes 2014). By analysing these forces, the change agent can assess which of these forces are critical and will need addressing. Part of Lewin’s change model is to unfreeze, this means to modify the equilibrium between the driving and resisting forces (Hayes 2014). By the management team offering bonuses and other rewards they managed to reduce the resisting forces against this change, as suggested by Hayes (2014) this method decreases the chance of tension being created and operational performance being maintained. Using Expectancy theory, these financial rewards where used to influence motivation. As proposed by Armstrong (2012) and Cassidy and Kreitner (2012), increased or maintained performance could be gained by offering these rewards that the workforce valued. According to Hayes (2014), this theory could assist an organisation in reducing resistance, which could link to Lewin’s theory about analysing and reducing resisting forces. Maintaining motivation during this change might not have been successful if Crown followed Maslow’s or Herzberg’s theories. Cassidy and Kretiner (2012) and Mullins (2016) seems to question the relevance of these theories in work situations. The change curve could be used as a suitable alternative change model to Lewin’s. According to Mindtools (2019) this model assesses the states an individual goes through during the change, with the goal being to reach the commitment stages as soon as possible. Focusing on communication and support early on can speed up the change process. This is something that Crown concentrated on during the change.

















[bookmark: _Toc5827683]Recommendation
During the change period, the managerial style adopted by company was a mix of power and role. Hayes (2014) suggests that in a power culture, employees must do as told, and decisions get made by the (Hayes 2014 p416) “central power source”. Role cultures are very hierarchical, Mullins (2016) suggests that in role cultures, emphasis is placed more on job method or description than on an individual. By adopting a different managerial style such as person or support culture, Crown could have reduced the friction between the change agent and the work force. This management style, as described by Hayes (2014), focuses on trust and valuing employees.
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