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Introduction  
Dragon LNG is an LNG import, storage and regasification terminal which is situated in South-West Wales in Milford Haven (Dragon LNG, 2024). The terminal consists of 4 technical departments which are Mechanical, Electrical, Instrumentation and Operations. 
The operations are tasked with the safe running of plant; offloading LNG from tankers, storing the LNG and then once nominated by customers (capacity owners of the LNG) to export the LNG after it has been transitioned into a gas by the operations team into the national grid under strict compliance regulations. The operations department run on a five-shift team 12hr pattern as the plant must be always manned stated by the COMAH regulations. This consists of 2-day shifts followed by 2-night shifts and then 5 rest days, 2-day shifts and then 3-night shifts followed by 4 rest days. The final set is then 3 days then 2-night shifts followed by 12 rest days.
Organisational change is critical to ensuring long-term sustainability of buisnesses, particularly in the oil and gas industry where many external factors can influence the path the buisness takes. This report examines a recent change at Dragon LNG which involved the formation of a ‘Days Team’ that was assembled by removing 5 employees off a shift pattern from the operations department to a standard 5 day working week with flexibility to work night hours to cover shipping offloads of LNG tankers.
To analyse the changes two theoretical frameworks known as Lewin’s force field analysis to assess the driving and restraining forces of the change and Kotter’s 8-step change model to evulate the change process and to propose improvements. Through these anaylsis frameworks the report aims to provide a comprehensive understanding of the change’s effectiveness and lessons for change in the LNG sector.



Main Findings
Management science aims to improve the effectiveness of an organisation by utilising persuasion while targeting managers to use the conclusion of rigorous quantitative analyses to allocate the resources of the company effectively and to make policy decisions to ultimately improve the business (Zand and Sorensen, 1975). 
Overview of Change
The organisational change that has been implemented at Dragon LNG is one that affects the operations department. The original operations department before the proposed change consisted of five shift teams and each shift instilled six positions. These positions were a ‘Shift Supervisor’ followed by a ‘Stand in Shift Supervisor’, two ‘Control Room Operators’ and finally two ‘Process Operators’. 

Figure 1. Current Shift Allocation of Employees.
The shift supervisor is responsible for their shift team and reports to the operations manager who represents the operations department as a collective.
The proposed changes included the creation of a ‘days team’ by reducing the number of employees per shift from six down to five per shift and reallocating the chosen personnel to formulate a ‘days team’.

Figure 2. Revised Structure of the Operations Department.
Rationale for the Change
The suggested reasons for change are as follows. Firstly, due to Dragon LNG remaining committed to ensuring the efficient allocation and utilisations of resources. The new formulated ‘Day Team’ is to focus on projects and shipping rather than previously having to identify an operational volunteer to run with projects and shipping which generates overtime and operational expenditures. Secondly, the company wanted to remain competitive in the LNG market as capacity marketing approaches in 2029; which is a bidding process to obtain a contract of owning the stored liquified natural gas (LNG) on the terminal, which if not secured would lead to closure of the site. Subsequently, this led to aligning with UK and European LNG industry organisational standards which is of the ‘revised’ structure which can be seen in Figure 2. Due to capacity marketing, an emphasis on achieving ‘North Stars’ (Strategic goals) has been highlighted by senior management who believe the day team can help deliver. Finally, due to inflation, increased costs on carbon credits and electricity prices the operational expenditure was deemed too high hence the changes to ensure a sustainable business model to assist remaining competitive.
Examination of the Change Management Process
Change management is the process of guiding an organisational change to fruition, from the planning stages of conception and preparation to implementation and finally to resolution (Miller, 2020). At Dragon LNG an internal review was conducted in March 2024 by the senior management team and the shareholders representatives. However, the start of change is documented as phase 1 which was a review of organisational change for operations, maintenance and engineering which occurred in 2021. This led to phase 2 where benchmarking comparisons with other organisations took place for the operation functions. Phase 3 consisted of implementing the recommendations from phase 2 and peer assistance review by Shell Operations excellence and asset support team.
The organisational review with the leadership team and shareholders demonstrates planning of the change took place as there was market research and consultations with industry experts such as Shell and VTTI who own multiple LNG assets. The change was communicated to employees via face-to-face presentation with all operations team invited along with senior management. This presentation was a top-down style as management suggested any questions and interactions during the presentation would slow and confuse the communication process. However, Dragon wanted feedback from the shift teams, so a question-and-answer spreadsheet was populated by each shift which was to be answered by the operations manager. 
The change was to be rolled out on the 3rd of March 2025, the presentation to the operation employees took place on 18th of December 2024 which immediately led to the applications for the days team roles to be opened allowing for a month of applications and then subsequently interviews and promotions within the department.



Application of Lewin’s Force Field Analysis
Lewin (1947) popularised a useful tool for analysing change which was known as a “Force Field Analysis” this concept was then applied to business by Thomas (1985). Lewin theorised that in all change there are driving and resisting forces that act against one and another. Driving forces are the reasons that support the identified change, while the resisting forces are the reasons that oppose the identified change and would rather status quo. Lewin suggests the outcome of the change is dictated by the magnitude of these forces which are quantified and dictate whether the change will be successful or not.

Figure 3. Lewins Force Field Analysis
The driving forces for the change at Dragon LNG start with economic pressure, rising OPEX since 2021 necessitated cost optimisation, Stern and Oxford Institute for Energy Studies, (2019) confirm that LNG terminals globally face cost pressures due to market volatility and rising operational expenses. This drives the need for more streamlined workforce, the days team can be utilised to reduce overtime and to cover shipping which instigated overtime costs as well without introducing redundancies. With the increase in LNG terminals and floating storage and regasification units being commissioned and developed stated by the Global LNG Outlook (Institute for Energy Economics and Financial Analysis, 2024), which compete with Dragon a recommendation of aligning with the industry standards regarding manning philosophies was suggested by shareholders (Shell UK Limited, 2015). With the market capacity approaching in 2029 for new customers to bid to own the storage of gas, the company wants to look as streamlined and efficient as possible regarding financial figures and achieving strategic company goals to make the business as attractive as possible to new customers due to a projected increase of 54% LNG supply by 2030 creating an oversaturated market (International Gas Union, 2024). The days team are additional capacity and resource flexibility to achieve these goals. Finally, Dragon Emphasised the opportunities that being on the days team will enhance employee development as it allows growth outside of a shift structure due to additional training and flexibility to progress new skills this claim can be enforced by (Noe, 2012) who highlights job role changes can enhance employee development through exposure of new tasks.
The driving forces against start with employee resistance. Many shift operators were concerned about if the ‘days team’ was not successful and disbanded like in previous years at Dragon, that there is risk of redundancy due to the job role not supporting core business needs opposed to the shift operators. (Herzberg, 1966) suggests in his two-factor theory that job security is a hygiene factor meaning it’s essential to prevent dissatisfaction of the job role. Fear of increased workload also was highlighted as a concern by the shift operating collective due to no framework of the job role being specified. It was also highlighted that the change affects the shift day to day roles as the workload will increase for them due to reduction in manning.  (Karasek, 1979) demonstrates that increased workloads, can reduce productivity by causing mental strain without sufficient workload management support. However, (Herzberg, 1966) counters this by suggesting that reasonable increased responsibilities can enhance productivity by acting as a motivator. The change in job role could also highlight skill gaps of the individual moving to the ‘days team’ without sufficient training due to restrained budgets would negatively affect the change. Connected to the reduction in manning is the team ethos and morale which could be reduced due to shift changes and efficient working partners being separated, (Oreg, et al 2011) studies portray that organisational changes offer lower morale and disrupt team cohesion.

Figure 4. Forcefield Analysis Applied to Dragon LNG and proposed change.

Analysis of Lewin’s Force Field Changes
The driving forces for the change – economic pressures, competitive needs, industry alignments, strategic goals and employee development – collectively exerted a greater pull than the restraining forces. The economic and competitive pressures were particularly strong which were exacerbated with the 2029 market capacity looming as the company looks to complete a deal.
The restraining forces, including employee resistance, reduced team cohesion, skill gaps, uncertainty with job role and security and finally morale were significant barriers, supported by relevant sources of their impact on performance and engagement of the job role.
The driving forces alignment with the terminals long term survival and competitiveness ultimately outweigh the restraining forces, leading to the change implementation. However, addressing the restraining forces structured support could have enhanced the changes effectiveness as Lewin (1951) emphasises managing both sides of the force filed to achieve sustainable outcomes.
Recommendations Using a Change Management Model
Kotter’s 8-Step change model which was developed by John Kotter, is a widely recognised framework when managing and implementing organisational change. The 8-step model was designed to ensure successful application and sustainability of the change initiatives. The model was theorised in his seminal work ‘Leading Change’ (1996). Kotter (1996) argues that successful change requires addressing both the technical and sociological elements of change to overcome resistance and to embed the change successfully.

Figure 5. Kotter's 8-Step Model
The first step of Kotter’s model is to create a sense of urgency. Dragon LNG applied this sense of urgency by highlighting the fact that the economic pressures due to rising operating costs since 2021 and competitive needs to secure a new deal for capacity of LNG which expires with current customers in 2029. Kotter (1996) emphasises that the urgency must be genuine and communicated clearly to motivate action. However, the urgency if seen as created unnecessarily can be perceived as imposed in turn increasing resistance of the employees (Oreg, Vakola and Armenakis, 2011).
The second step of Kotter’s model is to form a powerful coalition. Dragon started a coalition with shareholders and other industry experts utilising their expertise and experience in having a day’s team. Once a general concept was formed the shift supervisors were involved in finalising the finer details and manning philosophy.  Kotter (1996) relays that coalition of influential leaders right down to the involved employees is key for credibility and empowerment of those who affected by the change. Dragon failed to involve the affected employees when designing the days team which could leave the collective feeling disconnected.
The third step of Kotter’s model is creating a vision for change. Dragon articulated the vision which focused on cost optimisation, remaining competitive and employee development opportunities that were linked to innovative technology projects in the ‘North Star’ projects. Kotter (1996) states that clear vision provides direction and reflects intent to the employees. The interpretation of the vision is important to employees as a vision lacking clarity can fail to inspire contributing to uncertainty about the new day team roles (Stouten, Rousseau and De Cremer, 2018).
The fourth step of Kotter’s model is communicating the vision to enlist a volunteering army which Kotter (1996) emphasises frequent two-way communication is critical for buy in of the vision from employees. With there only being one presentation with the operations department presented by the senior management team in a top down style may have affected morale and team cohesion (Hardy, Alcock and Malpass, 2016).
The next step in Kotter’s model is enabling the change by empowering the employees, (Noe, 2017) highlights that role changes require training and support to empower the employees by instilling confidence and legitmate skills. Various training and courses have been supplied to the employees to support them in the job role changes. This step also includes removing barriers that may interfere with the change.
The sixth step in Kotters model is generating short term wins which in this context is an organisational improvement that the company can implement typically in 6 to 18 months. The criteria for a short term win is its success must be unambigious, cleary visible thorughout the organisation and cleary related to the change effort (Tanner, 2019). Due to change being implemented so recently the short term wins are yet to be clear but the team has been assembled and is working towards these short term wins.
The seventh step of Kotters model is to sustain and consildate the change, the short term goals applied in step six and additonal feedback mechanisms should be leveraged to address the remaining challenges to prevent complacency by maintaining the high sense of urgency. Kotter (1996) stated that “Whenever you let up before the job is done, critical momentum can be lost and regression may follow.” 
Finally the eighth step of Kotter’s model is to institute the change this includes embedding new behavoiurs, practives and processse into the organisation to ensure the change is permanent part of how the organisation operates. Kotter (1996) stresses that cutural anchoring is the most difficult step as culture is “powerful and inertial”  which requires a sustained effort from the organisation to allow for this shift.
Dragon’s change management process partially alligned with Kotter’s 8 step model, particularly in creating urgency and defining a vision which was driven by economic and competive pressures. However, Dragon missed crucial steps such as communicating the vision as the job role was not specified which had a knock on affect on other steps such as empowering employees highligted in the lack of applications for the job role. Some of Kotter’s steps are yet to be seen  if successful or not due to recent nature of change but to improve on future changes a more rigid approach to a change model may benefit the success of the change.
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