
ACMA5007 - Management, Innovation and Sustainability 


Executive Summary
The purpose of this report is to analyse the effects of an important organisational change that occurred following the sale of a family-owned business to the founder's three sons. This report utilises three key change models - Lewin's Force Field Analysis, Kotter's 8-Step Change Model, and Herzberg's motivational model - Two-Factor Theory to analyse the change process from multiple views, with the main focus on the perspective of the employees and the feelings evoked through change. Through analysis, comparison, and recommendations, this report offers a broad, panoramic view of organisational change, Highlighting the use of successful strategies and important shortcomings in the implementation process.
The findings of this report reveal that while the new leadership team appeared to have a legitimate reason for implementing changes, their actions failed to account for human factors as and the long-held culture established within R-Tech Materials. This report demonstrates how the lack of transparency - focusing on poor communication, lack of employee involvement and cultural sensitivity, led to resistance, effecting quality, and decreasing employee motivation. Contrasting Lewin's diagnostic approach with Kotter's prescriptive model, this analysis provides insights into the complementary nature of these frameworks in change management practice.
This report concludes with evidence-based recommendations for facilitating, managing and ultimately improving potential future and necessary change situations, making transitions smoother and more effective. This report emphasises the importance of fair and clear leadership, engaging with employees, and the importance of cultural alignment. These recommendations are supported by contemporary change management literature and practical examples from R-Tech.
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Introduction  

Organisational change is a critical aspect of business, often driven by (but not limited to) significant events such as changes in ownership, management/leadership, or operational changes/strategies. This report examines a specific change experienced by all at R-Tech Materials: the transition of ownership in a small materials testing laboratory following the retirement of the original owner and founder after the conclusion of the COVID-19 pandemic. The company was put up for sale and bought by the owner’s three sons. This started a large organisational change when they appointed a board of directors from the existing senior management team along with several external board members. The new board are younger, have more ambition and are more ‘business’ focused. The new management introduced 'lean' and 5S techniques to improve efficiency and help the company’s rapid growth, which saw staff numbers double. However, the change process was poorly managed, with employees discovering the ownership transition accidentally through a document was printed and left at the workshop printer. The document listed a five-year plan. Outlining sensitive financial information, as well as the importance of certain members of staff to the future growth and direction of the company. Only a few members of staff were highlighted in the document leading to companywide concern regarding job security.
Defining Change
Change in an organisational context refers to the process of transitioning from a current state to a desired future state to achieve specific objectives. It can involve changes in ownership, leadership, processes, or culture. Effective change management requires careful planning, communication, and employee engagement to ensure successful implementation and adoption .
The change initiative involved the transition of ownership of R-Tech Materials. A family run materials testing laboratory that focussed predominately on quality. Providing accurate results to customers. The ownership change was from the original owner to his sons, who appointed new directors from the existing senior management team, along with other board member who came from a manufacturing background. The new leadership introduced 'lean' and 5S techniques to improve operational efficiency and accommodate the company’s rapid growth, which saw staff numbers increase by approximately 100%. However, the change process was poorly communicated, with employees discovering the ownership transition accidentally through a leaked document. This lack of transparency led to widespread anxiety about job security and is part of the reason behind the resistance to the new operational methods.


Main Findings
Viewing the change that was experienced at R-Tech from the employees’ perspective, several large changes were introduced simultaneously, severely altering how the company operated and the internal interaction between all level of the hierarchy. R-Tech transformed overnight from an informal, close knit and interactive culture to a more regimented, and almost cooperate environment. The change management process during transition was flawed due to several critically important shortcomings that undermined its effectiveness. Firstly, the secretiveness and lack of transparency created instant problems when employees found out about the impending change. This breach of trust caused anxiety and suspicion among staff, who naturally feared for their job security amidst such significant changes. Secondly, this issue was compounded regarding the purpose and benefits of implementing lean and 5S techniques, leaving employees confused about why these changes were necessary and how they would benefit the company or themselves. The process suffered from lack of employee involvement, as staff were neither consulted about the changes nor given opportunities to contribute to the planning or implementation, resulting in a lack of ownership and buy-in. While the new directors were predominately promoted from within the organisation's senior management ranks, they failed to effectively align the team with the new vision and direction, creating a disconnect between management intentions and workforce views. These failures were systematic in the change management approach, illustrating what happens when neglecting Kotter's principles of structured organisational change, particularly with his emphasis on creating urgency, building guiding coalitions, and empowering broad-based . The impact of these failures stacking up, created significant barriers to successful change implementation and highlighted how poor planning and execution can change what should be positive organisational change into disruption and unhappiness. These issues highlight the importance of a structured approach to change management, as outlined by Kotter . 
The introduction of new directors appointed from outside the previous regime did bring positive attributes. They introduced a clear chain of command along with ideas adopted from different , non-engineering-based environments.
Lewin’s Forcefield Analysis
Lewin’s Forcefield Analysis model (Figure 1 ) identifies the driving and restraining forces that influence change. The theory suggests that the current state of a given situation is a direct result of a ‘balance’ between driving forces, which a pushing towards the change and restraining forces, which are actively resisting the change process. The forces experienced by R-Tech materials are as follow:

Figure 1.	Lewin’s Force Field Analysis , with forces included.
Lewin’s Forcefield Analysis provides a framework for understanding change within organisations by identifying the competing forces that either facilitate or hinder transformation . On the driving side, several positive forces supported the change initiative . The new leadership brought a clear vision for modernisation, looking to enhance operational efficiency through structural improvements. Additionally, the company’s rapid growth created a requirement for updated processes and scalable systems. The introduction of lean and 5S methodologies further reinforced this, offering tangible benefits such as waste reduction and streamlined workflows. However, these driving forces were counterbalanced by significant restraining forces that impeded progress . Employee resistance emerged as a major barrier, driven by anxieties over job security and scepticism toward new methods. This resistance was increased by poor communication, as the lack of clear, timely information about the ownership transition and operational changes grew mistrust and uncertainty. Cultural inertia posed a challenge as employees, accustomed to previous ways of working, were reluctant to abandon established practices for unproven methods that required time and training to adjust to that was not really given. For the change to succeed, the organization needed to strategically increase its driving forces, using leadership vision and growth imperatives, whilst simultaneously reducing restraining forces . This could have been achieved through transparency and clear, honest communication to rebuild trust, employee involvement to gain buy-in, and stronger leadership alignment to ensure cohesive direction . By addressing these opposing forces, the company could have created a more balanced and sustainable path toward transformation 

Kotter’s 8-Step Change Model
Kotter’s model provides a structured framework for managing change ( ). R-Tech’s approach is evaluated against each step below:


Figure 2.	Kotter’s 8 Step Change Model .

Kotter’s 8-Step Change Model, Figure 2,  offers a clear step by step framework for assessing the company’s approach to managing the transition. The process began with a critical failure at the first step: creating a sense of urgency. Management did not effectively convey why change was necessary, leaving employees unconvinced of its importance and reluctance to engage. Whilst new directors were appointed to drive the transformation (step two: build a guiding coalition), they struggled to unify the team around a shared vision, resulting in disjointedness. This was exacerbated by the lack of a clear strategy (step three: develop a vision), which left employees uncertain about the purpose and goals of implementing new techniques such as lean and 5S.
Lack of communication also undermined the change (step four: communicate the vision), as management failed to address employee concerns or clarify expectations moving forward. Without proper training and/or resources (step five: empower broad-based action), staff were ill-equipped to adopt new methods, fostering frustration rather than progress. The lack of early, visible successes (step six: generate short-term wins) deprived the changes of building momentum, making it harder to sustain enthusiasm. Ultimately, attempts to consolidate gains (step seven) and embed new practices into the culture (step eight) failed, as the changes never gained sufficient traction 
This highlights fundamental gaps in the change management strategy, particularly in leadership alignment, clear and transparent communication, and employee engagement and buy in. Had Kotter’s steps been followed systematically, with clear vision-setting, robust support, and incremental wins, the organisation might have navigated the transition more smoothly more effectively and set out solid foundations for future growth . Instead, employees resistant and confused, underlining the importance of a structured, inclusive change process.
Motivation and Support During Change
Herzberg came up with a theory that employee satisfaction has two dimensions . These dimensions are denoted as ‘hygiene’ and ‘motivation’ respectively. Hygiene issues can include wages and supervision, which can decrease employees’ dissatisfaction within the workplace . Motivators can be used the reduce the resultant hygiene effects. These are outlined as tools such as recognition of achievement, used to increase employee motivation, increasing productivity.
Herzberg's Two-Factor Theory, Figure 3,  can be applied to outline how the organisation mishandled both hygiene factors such as job security and communication. As well as motivators like recognition and development, during the transition . Failure to address basic employee concerns about stability and inclusion in the change process created dissatisfaction, while neglecting to recognize adapting employees or offer growth opportunities compounded disengagement.
To improve motivation, three key actions are needed: Transparent communication about job security and change rationale. Employee involvement in decision-making to build ownership. Recognition programs for those embracing new methods . Addressing both hygiene factors and motivators would convert resistance into engagement, strengthening organisational culture for current and potential future changes.

Figure 3.	Image showing Herzberg's Two-Factor Theory .
Conclusion 
The resultant change ownership following the sale of R-Tech Materials and subsequent introduction of lean and 5S techniques in the laboratory represent a significant organisational transformation that, while appearing well-intentioned, can be considered poorly executed. The transition from a family-owned business to the new leadership structure of the board, combined with the rapid growth currently being experienced along with substantial operational change has unknowingly created a perfect storm of uncertainty and high levels of resistance amongst employees. The accidental disclosure of the impending ownership changes via a leaked document that was accidently left on a printer, epitomised the lack of transparency felt throughout the entire process, affecting trust and causing extreme levels of anxiety surrounding job security. This report underlines the importance of effective change management - particularly in a small organisation where personal relationships and workplace culture plays such a key role in the success and comradery of the company.
Applying Lewin’s force field analysis  revealed that although the driving forces - such as the new leadership group vision for efficiency and ultimately, the company’s growth - were strong, but they were severely undermined by the opposing powerful restraining forces, including resistance of the employees, inadequate communication, and cultural inertia of R-Tech Materials. Kotter’s 8-Step Change Model  further highlights systemic failures, particularly creating urgency, communicating vision, and empowering the workforce. The absence of any early wins and the failure to successfully anchor changes within the organisational culture left the transformation incomplete. Herzberg’s two factor theory further  highlighted how the neglecting of hygiene factors increased employee disengagement.
To move forward, R-Tech Materials must prioritise transparent communication to aid in rebuilding lost trust, actively involving R-Tech Materials employees in change initiatives to foster ownership and provide targeted training to ease the implementation of change. Management must align at all levels to show a clear vision and recognise contributions made by all employees to keep/increase motivation. Balancing lean principles with cultural sensitivities will be key to ensuring that any efficiency gains are not made at the expense of quality or morale. This report shows successful change is not just about structural or operational changes of direction but about managing the human factors. In addressing these, R-Tech Materials can hopefully turn an awkward transition into a strong foundation for future sustainable growth, ensuring longevity and ultimately, protecting the futures of all R-Tech employees.
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