Executive summary





1.0 Introduction

Sir James Dyson announced three years ago that the company is working on the project of an electric vehicle. A well known manufacturer of premium quality hoovers and hand dryers had a vision of producing phenomenal cars with the best performance in the industry. With fabolous workforce they were planning to change the portfolio of Dyson’s company and change the vision of electric vehicles. The wealthiest man in the UK decided to invest his own money into the new project. Wide range of opportunities and willingness to provide high quality products were the main aims for the company. Unfortunately, lack of experience in the automotive industry was the main reason for failure in the upcoming change. The company financed by James Dyson lost around £500 million in the venture. Additionally many employees lost their jobs after the failure was announced. Although the electric car venture was cancelled saying it was not commercially viable, Dyson continued work on batteries, artificial intelligence and new systems for environmental studying. Some talented engineers recruited to this venture stayed in the company and have joined other departments in the organization. Analysis shows that it could be possible to predict the failure although failures are an important part of organizational development according to James Dyson. “Failure is interesting, it's part of making progress. You never learn from success, but you do learn from failure” he says (Goodman, 2012).


2.1 Background

Sir James Dyson, a British engineer, designer and graduate student of the Royal College of Art, founded Dyson Appliances Ltd. in 1991. He financed his venture with the income from a licence he was paid by the Japanese company Apex in 1985 to use the design of his innovative bagless hoover. The product called G-Force became popular in Japan and won the International Design Fair award in 1991 (BBC, 2002).
The bagless hoover design came shortly after James Dyson's hoover broke down in 1974 and stopped working properly. This inspired him to develop a product without the unlucky component which in its final form after years of testing became Dyson's first official product. The DA 001, first Dyson’s vacuum cleaner went on sale in 1993 and was produced by the American company Philips Plastics at the Wrexham factory in Wales. The DA 001 was soon replaced by the similar DC01 which became the most selling bagless vacuum cleaner in Great Britain in only 18 months (Earl, Wakeley, 2005).
In 2002 Dyson announced that it would move its factories out of the UK to Malaysia as the location for the new production plants. The aim of this decision was to increase production capacity to meet growing demand for the company products. Production of Dyson appliances began in Malaysia in August 2003 (Gribben, 2003). Ten years later in 2013, Dyson opened another manufacturing facility in the Southeast Asian region although this time in Singapore (Nussey, 2016).
Work on another famous Dyson appliance began in 2009 when James Dyson came up with the first design for the Dyson’s Airblade Hand Dryer. Today, Dyson Ltd manufactures products such as hair care products, air treatment appliances, lamps and smart home devices (Dyson, 2021). All of these products are well known for their high standards and reliable quality.
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Chart 1 Dyson’s revenue in billion British pounds

Dyson Ltd has reported a total yearly revenue of 4.4 billion GBP in 2018. In 2019 it has been increased by 23 per cent to £5.4 billion. Growing market of middle class customers was an important part of increased revenue. Asia-pacific region accounted for more than a half of overall product sales which reflects decisions to move the headquarters to Singapore (Holst, 2020).
In September 2017 Dyson announced plans to develop the company's first ever electric vehicle. The project involved 523 people with plans to develop a production-ready vehicle in 2021. According to plans in February 2018 the company planned to introduce a line of three electric cars manufactured in Singapore. However in November 2019, James Dyson abandoned the electric car project and withdrew from further development due to underestimation of costs and competitive market landscape (BBC, 2019). 




2.2 The Reason for change

Today's world is dynamic and everything changes from fashion to technological solutions. People do not like to be bored and are constantly looking for new experiences. This is the reason why companies have to adapt to the new requirements of their customers. The businesses are trying to achieve these goals in numerous ways. Becoming a competitive company on the market is an ongoing process and different solutions are needed depending on the situation. It might be new software, new employees or a new management style. The list of changes might be endless. One thing is certain, the company cannot be afraid of change (McCullough, 2019).
The electric car market has grown rapidly after the Volkswagen emissions scandal, which showed the true pollution of diesel cars. Currently there are more than 215 000 pure electric cars (EV) on the British roads in 2021 and over 455 000 plug-in vehicles if including hybrids (PHEVs)(Lilly, 2021). According to the latest data from the IEA (International Energy Agency) there were over 4,79 million electric vehicles on the streets of all countries in the world combined in 2019 compared to 0.02 million in 2010. The clear leader is China where as many as 2.58 million cars run on electricity only (Wagner, 2020). Sir James Dyson desired to create something revolutionary and the electric car industry was an opportunity for the company to build the best performing electric vehicles.
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Chart 2 Number of electric vehicles in the world in millions (2012 - 2019)

Electric vehicles are not only an alternative to other types of engines. Currently these vehicles are the direction in the automotive industry. Since the 1990s the production of hybrid cars equipped with an electric motor and supporting petrol engine has begun and now companies are developing fully electric cars. EVs have become popular in recent years and each reputable car manufacturer in the world has electric vehicles in its offer (Blink, 2020).
James Dyson has been thinking about an electric car since 2014. The richest man in the UK has been affected by the failure of his own project and he does not hide it at all. What hurts Dyson the most is that the car was almost finished. The weight of the vehicle was around 2.6 tonnes because of an unusually large number of lithium-ion cells placed in a specially designed chassis. The car could have an impressive range of 600 miles and was powered by two electric motors. Each developed 268 hp. It allowed the car to accelerate to 120mph and reach 60 mph in 4.8 seconds. Unfortunately, it was not worth producing because of high production costs. Sir James Dyson was lost in the company perfectionism. The car was too good and therefore too expensive. With a price of £150k the company would not make a profit on it. Comparing Dyson's main electric car rival the Tesla X costs less than £90k on the UK market. Dyson would have to be almost twice as expensive as the company competitor (Arlidge, 2020).


SWOT analysis

	Strengths:

· Highly innovative company
· One of the best quality products at the moment on the market
· Dyson foundation - enhances young engineers to develop extraordinary solutions.
· Excellent workforce - 523 employees in the project
· Excellent product designs 
· Strong influence in the UK market due to good company name.
· Massive investment in research and development sector
· Perfectionism 
· Leadership

	Weaknesses:
· No experience in automotive industry
· High price products overall
· Perfectionism 
· Little knowledge of the Singapore labour market
· Lack of investors
· Leadership

	Opportunities:
· Introducing the world one of the best electric vehicles in automotive industry
· Competitiveness with the best companies in the industry (BMW, Tesla, Volkswagen etc.)
· Development of new technologies that could provide spectacular vehicle’s performance
· Automotive industry needs change to sustainable energy 
· Opening up a new segment in its portfolio
	Threads:
· Competitive market landscape
· Huge investments costs
· Market size
· Fossil fuel cars
· Change of culture



PESTLE Analysis

Political:
● In current times the government is expected to go through unstable conditions that might affect Dyson company by affecting their sales and supply chains.
Economic:
● Expected inflation rate could possibly reduce sales of Dyson.
Social:
● In countries where people’s lifestyle matches what Dyson provides, the sales are expected and vice versa.
Technological:
● The company needs to invest in research and development to adapt to the latest technological trends and even become an inventor in particular cases.
Environmental:
● People are more aware than never to save the environment therefore Dyson has to provide transparent pollution breakdown
Legal:
● Different legal factors in the international market require Dyson to follow laws such as employment laws, safety laws and other patent requirements.


EV from Dyson was an unusual start-up because only the owner invested in this venture. As a result the company was not dependent on anyone and the car looked exactly how they imagined it. In numerous ways it was unique and innovative therefore, the product became too expensive and according to the owner's assessment it would not have a chance on the market (Cropley, 2020).
Similar situation almost happened to Tesla. The pursuit of perfection significantly increased costs that on the stage of testing and improving prototypes the Californian startup was on the verge of bankruptcy. Unlike Dyson, Tesla had investors therefore Elon Musk (Tesla’s CEO) forced his team to do the impossible and thanks to efforts from shareholders and employees restored the project to profitability (Dean, 2020).
James Dyson preferred to close the startup. The company hoovers, hand dryers and other inventions were always better than the competition appliances. It had to be the same with the electric car. Unlike the car owners, hoover buyers find it easier to accept a price twice as high as a competitor’s products. “This is not a product failure, or a failure of the team, for whom this news will be hard to hear and digest” Sir James wrote. The project employed around 520 people, 500 of whom were in the UK and the company owner appreciated their enormous achievement (BBC, 2019). According to James Dyson the cost of batteries and battery cooling systems is the biggest problem facing the electric car industry. Battery quality makes a significant difference to the final price of the product and for this reason it is unprofitable to produce electric cars. Currently most companies do not make a profit from the sale of electric vehicles. In fact, these vehicles often cost £10k more to produce than comparable petrol vehicles. Apart from several premium quality cars, companies are going to lose funds on almost every electric vehicle they sell which is not sustainable for the business (Baik, 2019).


2.3 Change model benefits


The literature describes several ways of change in an organisation. It is mostly considered as a transition from one state to another. Changes that might take place in organisations are strategic, organisational or related to the company growth and its development. The organisational change taking place at Dyson was based on a development and growth of the company. Perhaps if the right organisational change model had been applied to this change, the change would never have happened.

Kurt Lewin, german psychologist proposed a model of organisational change, emphasising the human aspect (employees, leaders and the organisation itself). According to this model every change process to be effective must consist three essential stages:

· Unfreeze - in this state the old structures had to be unfreezed. The feelings of the members of the organisation in this phase are ambivalent. On the one hand they feel fear of change and on the other they see the need for change to protect themselves from failure in the future. 
· Change - its effectiveness depends on the accuracy of the plan and employee involvement . The specifics of the business, the culture of the organisation have to be considered. 
· Refreeze - employees get used to the new status and accept it as a natural process (Mindtools, 2020)

According to Lewin’s model of change Dyson made several mistakes in implementing the change in organisation. The most important issue was the fact that the cost of the car production had been miscalculated. As a result, the change could not be implemented. However Sir James Dyson is not tragically concerned about this and says "this is not the first project which has changed direction and it will not be the last" (BBC, 2020). 
Sir James Dyson invested £500 million of his own money in the project of entrance to the EV industry. The entire project which at one point employed 600 people could cost over £2 billion. The owner wanted to build a factory in Singapore. Part of this money was used to prepare a test centre on the site in Hullavington. In the renovated hangars the company's development department was built and a small production facility where the first car was made (Partington, 2018). The employee team was well prepared and motivated to achieve success. Ian Minards the manager of the electric vehicle division at Dyson was absolutely astonished when he saw the company which had no experience in the automotive industry was able to build a high performance car in only 4 years time (Walker, 2019).
Dyson cars will not be produced and the ambitious project has suffered an unexpected and spectacular failure although not everything has been lost. Many of the talented engineers recruited to the project have moved to other company departments and the effects of this venture will be visible in other industries.

John Kotter the professor of leadership has developed 8 steps to manage a change in the organisation

· Create a sense of urgency
· Build a guiding coalition
· Form a strategic vision and initiatives
· Enlist a volunteer army
· Enable action by removing barriers
· Generate short-term wins
· Sustain acceleration
· Institute change (Kotter, 2020).

According to this model the company was not able to overcome the barriers it has faced on its way. Sir James Dyson generally will do anything to succeed although this time he could not conquer the financial barrier.


2.4 Leadership in relation to change

The role of leadership in change management is to find and ensure that the conditions are in place to make a change smoothly and effectively. In other words employees expect from their leaders clarity, accountability and good connection. Changes are an inseparable part of organisations. The process requires careful analysis and detailed planning of the next steps. Leaders are expected to have interpersonal skills which will allow them to guide employees through all stages of organisational change in the smoothest possible way. This is an important factor because every change provokes resistance (Deshler, 2021).
James Dyson and his leadership style is based on innovation. As a leader he is known as a person who praises employees and motivates them to find a more difficult way to achieve success rather than obvious one. He is involved in every innovation process in the company. Dyson has more than 12 000 employees worldwide and employees see the company leader as an authority and guiding light (AIB, 2015).
Dyson's engineers are people with past experience at Tesla, Jaguar-Land Rover and BMW. Supervising everything is former Aston Martin director Ian Minards. The developers approached the task innovatively and openly because they had to design the car from a  blank sheet of paper (Dyson, 2021). The employees followed James Dyson's imaginary vision but the owner had decided to abandon the electric car venture after realising it would not be commercially viable. 
In many cases, especially in the initial phases of implementation of change it is common to encounter negative emotions in the team, such as pretensions, fear or even rebellion. At this point the psychological process of change begins. That is why it is so important to have leaders whose skills will allow for actions not only connected with monitoring processes in the company but also to actions that influence employee behaviour (MyMG, 2010).
Sir James Dyson is a good example of a leader whose vision of development is taken into consideration by every employee in the company. Employees are following ideas for future improvement and the Dyson success is based on innovative technology. Thanks to that the company achieved strong influence in the UK market due to good company name. Its portfolio is one of the best in the industry.


2.5 Change agents


Traditionally the definition of change agent has been used to describe the active leading role in the organisational change process and might be defined as an employee or team. Change agent is responsible for creating good conditions for the implementation of change, supporting the implementation of change itself, and finally assessing its effectiveness. It has also the ability to guide human behaviour. Change agents have the responsibility to look at the organisation from a different perspective to see the change situation or to create it. They should identify adaptive challenges, discover potential sources of conflict and understand their people as well as themselves. When implementing certain changes they need to reduce the discomfort of the other members. It is important not to remove it completely, because stress is a mobilising force and its absence might have a negative impact (Govindarajan, 2020).
A change agent who is incompetent can lead a company into a dead end. The implementation period will be longer and getting back on track will be more difficult. In addition to this, achieving the desired results will become much more difficult and more costly. That is why every organisation should hire a competent change agent with experience who will motivate other participants in the organisation with enthusiasm (Kirby, 2011).
Managing change at Dyson was a completely new project for the company. Ian Minards moved to the company in 2016 showing that the electronics giant well known for its vacuum cleaners and hand dryers is secretly developing something new, a high performance electric car. At the beginning Dyson did not comment on this move saying only that they have a great history of hiring experts from various backgrounds which helped the company to develop new innovative technologies (Martin, 2016).
Ian Minards has a wide experience in the automotive industry. He joined Aston Martin, luxury British sports cars, in 1997. Since then he has gathered important data and experience about the automotive market. In 2006 Minards became product development director. Since that time Aston Martin has created many fantastic vehicles (Beckwith, 2016).
Managing change at Dyson proved to be a difficult task and was unsuccessful. The knowledge possessed by Dyson's automotive boss was not high enough and the whole project became a failure. If the calculations had been made correctly before the project started probably the project would not see the daylight. The person responsible for this crucial element is also responsible for the company's losses, which were noted to £500 million and could have been even higher. James Dyson never blamed his employees for this failure. Fortunately for the company, they decided to quit the project before they spend £2.5 billion on future car and factory development (Burgess, 2017).
A change agent is described as a specialist in planning and implementing change in organisations. It works very closely with strategists and change inventors, who are responsible for its effective implementation. Close cooperation between Ian Minards and James Dyson was not good enough to predict unexpected circumstances. On the other hand the company’s failure helped to develop new unique components which will be used in the future products. 


2.6 Culture of Organization

It is impossible to find two exactly the same companies, service providers or two identical start ups even in situations when offered products are very similar. Organisational culture is precisely the factor that differentiates a company from its competitors. Charles Handy an Irish philosopher was born in 1932 and specialized in organization culture. According to the model he has presented there are four different types of culture that might exist in the organization:

· Power
· Task Culture
· Person Culture
· Role Culture (Handy, 1993)

Dyson as a company provides mostly Role Culture in its structures. Each employee in the organisation has responsibilities and delegated roles in a specialized work field. To achieve the best from them they are allocated on the basis of educational qualifications and their own interests. In this kind of organizational culture the employee decides what might be done in the best way and they are happy to accept the challenge. Power comes with responsibility  in organizational role culture (MSG, 2021).

Organisational culture is one of the most important elements in the company operations. Creating a company's characteristic, taking care of internal values and understanding a common goal is a simple way to create a team of employees with whom the company might achieve anything. The simplest way to describe a company's culture is to recognise it as everything that makes an employee a part of a company to feel special. It's the norms of behaviour, values, the interior designs, the shared goals and rules that employees might not find at any other company (Watkins, 2013).

The unbelievable company success is strictly connected to the corporate culture which comes from the owner's personality. Problem solving through innovations and creativity, good research development and endless desire of product improvement are the spirit of Dyson’s evolution. James Dyson’s ability to create unique design products with high performance quality is reflected in the company's successful stories. The open culture in the organisation shows that mistakes are not punished but rather are an important factor in future company development. James Dyson is a highly respected entrepreneur not only at the workplace but also in business environments worldwide.  


3.0 Conclusion

Sir James Dyson is a British inventor whose name is associated with innovative home appliances. He decided to move into the automotive industry. Unfortunately the company project was cancelled in 2019 causing £500 million loss. The main reason for the failure was underestimation of production costs, perfectionism and market competitive landscape. Organisational change has not been successfully implemented although according to James Dyson failure is a great teacher for upcoming events. Large organizations tend not to take risks, so there's an opportunity for businesses to take them and benefit from it. Business is constantly evolving and constantly changing therefore companies have to try new ways to meet expectations from consumers. Organizational change is an important factor in every company. Employees retire, new employees are recruited, new teams are created and new departments become open. Business has to adapt to new technologies and rules to stay ahead of their competitors. The successful key to achieve desired outcome is based on the way a change agent manages the change in the organization. It is crucial to keep employees informed and make a deep research and analysis to protect the company against unwanted results. In Dyson’s case the analysis was not good enough and the company lost a huge investment. Perhaps if the correct analysis of the balance of profits and losses would be provided before the change took place, the attempt to change might never happen. Dyson is a responsible company and knows how to turn the failure into success and not exactly abandoned the project. The company still works on batteries and other mechanisms which were produced to the car that left the factory as the only one of many planned. Maybe the whole process was just a big unknown for the company because in the beginning Dyson kept in secret this innovative vehicle project.


4.0 Recommendations

Why the company failed its project and what could have been done differently. Why the change management process was unsuccessful. The company might have done several operations in different ways. On the other hand Sir James Dyson is a successful entrepreneur with tremendous knowledge in the business industry. Recommendations for unsuccessful project are as follows:

· Clear definition of the change in the organization and alignment it to business goals - Electric Vehicle industry is a difficult market where sales profits are very difficult to achieve but of course are not impossible. Many people expected this car although not many could afford it. Less expensive and not the best car in the industry could be an option to rescue the project.
· Determination of impacts and those affected - the failure caused many employees to lose a job and they have been affected by the change. Investment in the company which already has experience in the automotive market might help to find better solutions to finalize the project. On the other hand it will not be completely Dyson’s product.
· Development of communication strategy - good communication between engineers and CEO could avoid extra costs in the early stages of production. If engineers could provide relevant data about high costs the project might be cancelled earlier.
· Implementing a support structure - not enough back up from experienced automotive companies could cause the failure. Aston Martin former director Ian Minards probably had not enough experience in the electric car industry because Aston Martin is planning to run its first EV in the UK in 2025. More experienced director could be a good move.
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