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[bookmark: _Toc5976700]Executive Summary
This report looks at The Magstim Company and the organisational change to discontinue selling and supplying to the research market and attempt to break into the clinical market. The detrimental effects this caused the company. How the change caused damage to the company’s reputation and effected the relationship with previous customers. How moral hit an all-time low and how this became counterproductive to the company. How the change may have put the company in deep water and may never recover.
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[bookmark: _Toc5976701]Introduction
The Magstim Co Ltd, Whitland. ‘The Brains Behind TMS’, ‘Made by Pioneers, for Pioneers’. “With over 25 year’s experience, we believe in delivering high-performance, versatile TMS solutions with tailored packages for researchers and medical professionals”.

TMS – As Adam P. Stern, MD (2018) explains, Transcranial Magnetic Stimulation, this is a non-invasive treatment that utilises a magnetic field to stimulate any desired part of the brain to treat many conditions, but mainly drug resistant depression and/or anxiety. 

The Magstim Co Ltd are no longer market leaders in their field and are struggling to compete with the current products from competitors. The company is currently undergoing difficult times with various changes being implemented in an   attempted to allow the company to rise again. 

The company was planning to grow and increase their presence in the market, and changes were put in place to do this. It is important to examine and investigate how this change affected the company, and the causes of the implementations put in place in an attempt to produce growth.

To analyse the ramifications of a company, change this report will use strategic tool such as:
Lewin’s Force Field Model – Kurt Lewin, 1940’s, created the force field analysis. Now used by businesses and corporations to help make decision on change. Looking at the Forces for change (driving forces) these are forces that help and strengthen the change. Then forces against the change (resisting forces) these are issues that are against the change. All forces must be weighted in regard to their importance, a total for each force is then given, this gives the user a guided perception as to if the change is beneficial or not. - Lewin K. (1951)

Maslow’s Hierarchy of Needs – Abraham Maslow, 1940-50s, his theory was developed in an attempt to understand psychologically the motivations of the human race. This is used to date in business to provide a motivational and self-actualisation work environment. The Hierarchy of Needs are often viewed as a pyramid (See appendix.) with the foundation of the pyramid being the initial need and without this cannot continue up the pyramid. It is the fundamental need. This is applied throughout the hierarchy, it is not until we have reached all needs and the top of the hierarchy, we feel our happiest, motivated and sense of accomplishment – McGuire. K (2011)

[bookmark: _Toc5976702]The Organisational Change
The decision was made to stop catering and providing products dedicated to the research market due to regulatory difficulties, and start to compete in the clinical market, applying for a 510(k) (Emergo (2019) explains “A 510(k) is the technical dossier required by the US Food and Drug Administration (FDA) to sell a medium-risk medical device or IVD in the United States”.) and to participate in the race against some well-established American competitors, whom already dominate the American market to win contracts for new clinical ventures.


[bookmark: _Toc5976703]Main Findings/Development

[bookmark: _Toc5976704]Lewin’s Force Field Model Analysis
The model of Lewin’s force field model below has been customised to view the forces for and against this organisational change. Each change has been weighted and corresponds to its colour.
[image: ]
Source: Created in Excel, influenced by Lewin K. (1951)

[bookmark: _Toc5976705]Forces for Change (Driving Forces) -Analysis
More customers in the clinical market – Weight 2
In 2015 the medical electronic market was worth an estimate $94 billion and only forecast to increase.
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Source: Grand View Research (2016)

Mark up for medical equipment in the clinical sector is much larger - Weight 2
It is well known that medical devices have some of the largest mark-up percentages in the market. For example, some companies produce a Laryngoscope with a four thousand plus percentage mark-up. – Staff. Q (2013).

Potential to grow the company for £5 million to £50 million - Weight 4
If the change was to be successful this driving force is more than possible, with companies such as Medtronic with a net worth of over one hundred billion dollars according to Macrotrends (2019).

Employ more members of staff and help the local economy - Weight 1
This new venture and the prospect of growing the business, vastly meant new employment as an extra resource was needed. BBC News informed the public that in October 2015, fifty new jobs were created to help with the extra work load. This did in fact double the size of the employees, with many of these being members of the local community.

Obtain government grants and extra funding - Weight 2
The decision to expand Magstim and its work force was backed by £2.7 millions of Welsh government funding over a planned three-year expansion. With media headline Tivy-Side (2015) confirming “Welsh Government funding of £2.7m supports Magstim”

[bookmark: _Toc5976706]Forces Against Change (Resisting Force) - Analysis
Very competitive market - Weight 2
With the technology and treatment being relatively new the market is growing rapidly and so are the companies/competitors. There are sixteen major companies competing in the US currently and many other start-up companies. The major companies are promoted by the MedicalExpo group (2019).

Rather large start-up cost - Weight 2
Kaydian (2018) explains that an FDA submission could cost anywhere from $2000 - $40,000+ for a single medical item, and other fees may often occur during the process. So, after years of preparation and costs, on 8th May 2015, and the first time in the company’s history– The Magstim Co Ltd are approved by the FDA to sell their ‘rTMS Rapid2 Therapy System’ into the clinical psychiatry market.

Clinical market requires more stringent regulations to satisfy - Weight 3
As stated by the British Standards Institution (2019) - All medical equipment in the clinical market has many regulations they have to abide by, BSi 60601 – Medical Electrical Equipment & Systems for a CE mark and certifies the sale of a product in Europe for example. There are very few regulations that are more difficult than medical equipment and because of this, the testing and development costs are extremely high and very time consuming.

Lose the majority of our long term & current research customers - Weight 3
A drastic restructure was needed to cease cash out going and increase income. It was realised that the closure of the innovation department was a systemic failure and needed to be resurrected. Although this was true, the damage had already occurred, previous customers of the innovations department were still in need of the products, and during the time of closure had made relationship with competitors whom agreed to meet their needs. These customers had lost faith in the company and were unwilling to return.

New company hubs required in the US - Weight 1
This could be considered a force for the change with regards to creating new jobs, but as a business this is an additional cost. Especially when a medical company requires many audits and inspections before opening an active hub/manufacturing site. The FDA as of Medtech Dive (2018) consider the moving of a manufacturing site to affect the safety and effectiveness of the product and requires a new submission. 

Failure will place the company into difficult times - Weight 4
Redundancies and bad publicity – As the company had been successful in securing £2.7 millions of Welsh government funding and then months later had to make redundancies the media revelled at this. With headlines such as “Job losses at Whitland company Magstim that secured £2.7m from Welsh Government” from the Western Telegraph (2017).

This became apparent to current, and new customers considering Magstim products. Current customers became increasingly concerned due to this, questioning the future of the company, and the service of products that they have invested in. Potential customers put off by the unknown future of the company, decided to purchase competitors’ products to guarantee a longer service life.

This is visually represented with a graph of the Financial Timeline 2012-2017. The graph shows how the change had a detrimental effect on the company’s finances.
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Source: Global Database



[bookmark: _Toc5976707]Maslow’s Hierarchy of Needs
The Maslow’s Hierarchy of Needs has been adapted and applied to this report/change to examine the cause this change may have had on the employees.

[bookmark: _Toc5976708]Self-actualisation – Achievement Concerns
· Autonomy - Progressing in a company or a career is essential for esteem, to better ourselves and the sense of progression and not stuck in a dead end job. Smith. E (2018) explains that an employee with autonomy will “work harder and invest more energy into each project”.

The company was forced to restructure and with limited cash flow capped all jobs. No new job roles to be created and this included promotional changes.

· Subject matter expert – This allows employees to make their own decisions and use their own initiative to set their own direction.

Before the change was put in place, employees were encouraged to show initiative and attempt to put their own ideas into projects. This unfortunately changed and all ideas from purchasing new designs or to experimentation had to be approved by multiple people in the senior management team.

[bookmark: _Toc5976709]Esteem – Respect & Recognition
· [bookmark: _GoBack]Perks – Companies offer bonus schemes and additional perks such as company cars and travel expenses. To support the claim that perks are a need within the hierarchy “More than half (53%) of those who do have employee perks say that those perks give them a better quality of life, meaning that employees value their perks”. Elizabeth, B (2018).

The decision was made not to just cut back bonus amounts but to abolish all bonus schemes. When company car contracts ended, they were not renewed. All travel expensive were reduced, from flights being limited to economy class and very basis hotels provided.

· Job titles – A job title issued to an employee can give the feeling of recognition and respect for the work they are carrying out. For example, when an employee is doing above and beyond what their job description requires them to do, employers will award a new title to reflect this, give the employee a sense of recognition and respect for their hard work. To support the importance of an employee’s job title “In a recent survey of office workers, a shocking 70% said they would take a better job title over an increase in salary”. Kitchin, J (2018).

Job loses put pressure on employees, as they had to absorb the work load within their department. Certain staff having more daily tasks than possible and doing far above the job role but with no incentive.

[bookmark: _Toc5976710]Belongingness – Social Concerns
· Cooperative peers – Its essential for a company and employees to work and feel part of a team, all working together. As John C Maxwell famously quoted “Teamwork makes the dream work, but a vision becomes a nightmare when the leader has a big dream and a bad team”. Zeeman, A. (2017).

Employees who had made friendships and described as a ‘close family’, split up due to the redundancies. The company working as a unit decreased and departments lost faith in other departments and relationships broke down. The company was no longer functioning as a team. 

· Good boss – "Everyone talks about building a relationship with your customer. I think you build one with your employees first." Quoted by Angela Ahrendts the senior Vice President of Apple. D’Onfro, D (2014)

Employees lost faith and relationships with their bosses and against the senior management team for making what they believed was the wrong decisions and putting the company in jeopardy.

[bookmark: _Toc5976711]Security – Stable work environment
· Benefits - According to Rebecca. R (2010) of SHRM in 2010 employees ranked benefits as the second most important value in the work place. Many jobs offer benefits and can save employees a substantial amount of money.

With a shortage of company money, team bonding summer parties were cancelled, private health care contributions that the company offered were cut back.

[bookmark: _Toc5976712]Physiological – Survival Issues
These needs could be seen as the most important needs, as without these needs the additional needs cannot be met.
· Salary – When breaking down the essentials for employment, the majority reason to work is to gain money to survive. Do we earn enough money to survive/live. A, Stahl (2016) tells us that “It’s all about the Benjamin’s. Survey after survey indicates that the number one most important thing to employees about a job is salary”. Mullins L.J (2010) made a valid point that “Where there is little pleasure in the work itself or the job offers little opportunity for career advancement, personal challenge or growth, many people may appear to be motivated primarily, if not exclusively, by money”.

Although salaries were not directly affected and progressive salaries or potential progress to increase a salary was stopped. No employee was to receive a pay increase under any circumstance.

· Stable Employment – According to Rebecca. R (2010) of SHRM in 2010 employees ranked job security as the most important value in the work place.

For the first time in the company’s history redundancies were issued to twenty people. All departments were affected. The company admitted its growth plan was too aggressive and the work force had increased more rapidly than the company’s growth, redundancies were necessary to cut costs and streamline the workforce. 



[bookmark: _Toc5976713]Conclusion
Due to the aftermath of this change and how it had a detrimental effect to the company it can be said that it was a poor business decision, although using the theories in this report, I believe the change could have functioned and benefited the company. The issue was the change had been managed and implemented, poorly. For such a well-established business that had been manufacturing and trading for a substantial amount of time I find it difficult to believe that the company didn’t used management and organisation change strategies but due to the result of the change, this gives fairly good evidence to substitute this.

Management has since changed and their predecessors no longer working for the company. The company will now have to work through this hard time and fixes issues this change may have caused and hopefully pull through and learn from their mistakes and in the future changes are looked at correctly and implemented well. 
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Maslow's Hierarchy of Needs:

Source: Created in excel, literature (McLeod. S, (2019)).
Physiological
 these are biological requirements for human survival, e.g. air, food, drink, shelter, clothing, warmth, sex, sleep. 
If these needs are not satisfied the human body cannot function optimally. Maslow considered physiological needs the most important as all the other needs become secondary until these needs are met.


Safety
 protection from elements, security, order, law, stability, freedom from fear.


Love and belongingness
after physiological and safety needs have been fulfilled, the third level of human needs is social and involves feelings of belongingness. The need for interpersonal relationships motivates behavior
Examples include friendship, intimacy, trust, and acceptance, receiving and giving affection and love. Affiliating, being part of a group (family, friends, work).


Esteem
 - which Maslow classified into two categories: (i) esteem for oneself (dignity, achievement, mastery, independence) and (ii) the desire for reputation or respect from others (e.g., status, prestige). 





Self-actualization
 - realizing personal potential, self-
fulfillment, seeking personal growth and 
peak experiences. A desire “to become 
everything one is capable of 
becoming”(Maslow, 1987, p. 64).
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