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Executive Summary

The purpose of this report is to carry out an analysis of a digital asset management system known as “The Shyre” within Hydro Aluminium maintenance department, that came to replace a paper-based system. This organisational change was introduced to improve the data management, efficiency and machine maintenance and inspections record keeping within the maintenance department.

This report shows that although the system had clear benefits such as improved data quality, traceability, and productivity the management of change process was not managed correctly. Issues such as lack of employee training, fast system implementation and lack of communication heavily contributed towards staff resistance to this change. This report also highlights the lack of risk considerations and reliability during a company wide cyber attack that disrupted the maintenance system for an extended period of time.

A application of the Lewis forcefield and three step model demonstrates some of the driving and resisting forces for the change and how this wasn’t a person focused driven process.
Leadership and motivation are also identified as critical factors in this report, were the lack of structure leadership and employee support contributed to the increase of resistant forces to this change decreasing morale and departmental efficiency.

This report resumes that organisational change is not solely reliant on new technologies being ruled out into working environment but on how they are ruled out. It also shows that some of the management strategies such as employee involvement, training and risk management planning can conclude that a more structure people focused approach can improve the long term efficiency and sustainability of The Shyre system,
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Introduction  

In this report I will carry out an analysis of an organisational change inside Hydro Alluminium maintenance department, focusing on the implementation of a digital maintenance management system known as “Shyre Systems”. 
In today’s engineering environments that are highly driven by lean manufacturing methodology’s, maintenance activities such as pre-emptive maintenance, reactive maintenance and routine inspections play a critical role in ensuring equipment reliability and operational efficiency. This data is often traditionally recorded manually in fillable forms or written reports and stored in physical folders, which creates limitations in terms of data access, accuracy and analysis.

The company to address these issues decided to introduce a digital management system with the aim to improve breakdown tracking, traceability of pre-emptive maintenance activities and centralizing of all maintenance activities information to support department funding and decision making. This change highlighted the need of many companies shift towards digital implementation to enhance employee productivity and process performance. However many companies fail to acknowledge human factor has a critical component to ensure efficiency of these systems, such as employee capabilities and overall working environment.

This report aims to critically evaluate how the transition from a paper based system to ‘The Shyre’ was managed, highlighting some of the benefits and areas that could have been improved during this implementation. Key issues that arose during this implementation were employee’s resistance due to limited digital skills, high pace working environment, time availability to set up the digital system and a company wide cyber attack that prevented access to the system for several months. The effectiveness of the change process is analysed using a Lewins Forcefield Analysis and three step model alongside some leadership and employee motivational theories.











Main Findings
Overview of the change 

While working in Hydro’s the maintenance department often relied on paper-based systems to record all types of activities such as reactive maintenance, pre-emptive maintenance and site inspections. These records were often filled by hand on paper and stored in large physical folders. While this system had been in place for a large period of time it presented several limitations that has the site grew in size started to become more apparent such as, traceability of pre-emptive maintenance activities, breakdown data and employee’s workflow history. Hydro Alluminium actively promoted lean manufacturing on a daily basis, therefore data analysis and locating specific machine records became a time-consuming activity in what already was a high pace environment.
“Drastic changes in manufacturing industry highlight the importance of manufacturing organizations in the current competitive environment” (Ahuja et al. 2006; Miyake 1999; George 2002).

As a response to the highlighted challenges higher management introduced a digital maintenance system known as “The Shyre”. The aim of the system was to improve tracking of breakdowns to determine key problem areas, traceability of pre-emptive maintenance activities and inspections and provide management with employee workflow history throughout the working week. The system also aimed to support departmental funding in the form of extra maintenance staff to support with the ongoing work and machine repairs to resolve key problem areas.


The Shyre system that was bought by Hydro due to its versatility and amount of data being able to be inputted into the software. However “The Shyre” required “ setting up” by the end user in order to be able to provide data such as: list of all machinery, list of all maintenance activities performed per machine and how often they should be performed, list of parts per machine, with the end goal being having all machines broken into segments providing full traceability of output, parts wear, maintenance, and downtime.

Implementation of the Shyre system was carried out across the whole of the maintenance department fully replacing the paper based system over a period of 24h. During the implementation no formal training of the digital system was provided to the end users. As a result, many maintenance staff members specially those with limited digital skills or limited machine knowledge found the transition challenging. Although management was supportive of the change, the lack of preparation, guidance and consideration of the biggest variable (People) heavily impacted the team morale, workflow and effectiveness of the system implementation.

“Organizational changes often fail because employees don’t understand the importance of getting on board the change or how to successfully make the change. They simply understand that a change is happening. And leaders are often not equipped to engage individuals effectively during the change and to manage any potential resistance.” (Prosci)
Critical analysis of the change 

The pivotal change from paper based to the Shyre system presented both advantages and disadvantages for the maintenance department. From an operational perspective The Shyre system greatly improved amount of data being collected but also the quality which subsequently would improve the efficiency of the maintenance department.  In theory this system could present a great asset to the maintenance department enhancing staff productivity by providing staff with structured days and reducing time spent searching for information and identifying recurring problems.

“Data performs multiple roles. On the one hand, it serves to benchmark what currently exists, which allows you to better understand the impact that any decision you make will have on your business.” (Stobierski)
However, despite the potential of this change, key issues limited the effectiveness of the maintenance system. The main challenge of the system was the lack of training prior and after the implementation period considering this was a product that had to be customised by the end user. As a result of this many staff members struggled to adapt to the digital system due to the complex platform. This led to large staff frustrations, poor confidence on the system, poor data being collected and resistance to the change. 

“Resistance to change is a common human reaction and attitude in any organization. Often, employees are comfortable with their routines, and any disruption can generate uncertainty and fear. Ignoring this resistance can have negative consequences, such as decreased productivity and increased absenteeism.” (Plaza)

Further challenges arose due to the 24h timeframe that the system was implemented in. This approach increased the pressure on the maintenance employee’s as they were expected to not only develop this system but also continue their daily responsibilities in a fast pace working environment. This increased staff stress levels leading to decrease of morale and even more resistance to the change. This highlights a lack of strategic planning, with a phased implementation pressure could have been reduced and allowed employees time to adapt.

“Recognition of increased organizational stress and its possible correlates with mental health has stimulated many investigations of the adverse effects of stress at the workplace and how much of the stress might be caused by organizational change (e.g., Hansen, 2001).” (Tavakoli)

Other significant landmarks that contributed to the resistance of this change was a companywide cyber-attack that occurred 8 months after the system implementation which not only prevented access to the system for extended periods of time but also forced the maintenance department to revert to a paper-based system. This exposed an over dependence on the digital system and a lack of back up alternatives would this system fail causing departmental chaos that further demonstrates that risk management was not fully considered during the MoC process.

Although the change had clear long-term benefits, poor risk management approach reinforced that without considering the full scope of the implementation ie. People, training and cyber dependence would only harm the implementation of the change in the long term.
Lewin’s Forcefield Analysis 
Lewin’s Forcefield analysis is a MoC tool that is widely used to assess and identify what the driving and resisting forces are that impact organisational change. When implementing a change and using the Lewin’s model the success of implementation heavily relies on how the driving forces are strengthened and supported and most critically how resisting forces are reduced or erased.

“Lewin (1936a) originally referred to moving as locomotion, which he defined as “a change of position within a field” (p. 216) and is accomplished through action research (Lewin, 1946a, 1947b). Moving occurs when the forces pressing for change are greater than those resisting change (Lewin, 1944a, 1946a). The outcome of the moving process is usually difficult to predict due to the complexity of the forces involved, hence the iterative, exploratory nature of action research (Benne, 1976; Lewin, 1946a, 1947b).” (Burnes)


When implementing the Shyre system there were several driving forces for the organisational change on to the digital platform. There was a clear need of improvement in how data was collected, stored and analysed to then be converted into plant improvements and efficiency. The existing paper-based system required staff to spend time analysing existing past records to create machine trends which then eventually supporting decision making and funding at higher management level. Another major driving force was how the system could be utilised to provide more working structure around inspection and pre emptive maintenance activities, this would increased departmental efficiency and allow for better planning and resource allocation.
However there were also opposing forces that constrained the success of the project. Such forces like the lack of training provided to employees and limited digital skills. This major resisting forces would also raise staff stress levels causing them to feel like the change wasn’t implemented correctly and in some cases it wasn’t a good change. Furthermore after the change was implemented and the cyber attack occurred it created high levels of hesitance which reinforced negative perceptions of the change.

Overall during the change implementation it was evident that although there were strong driving forces, the lack of poor management of resistance forces cause reduced effectiveness and a longer implementation term, suggesting that considering People at the base of the project should have been one of the major driving and resisting factors for change.

“Based on the findings, HSs’ managers can focus to reduce RFs and promote DFs for implementing EBDM strategies, so they can provide better services by making more efficient decisions.” (Shafaghat et al.)

Lewin’s 3-step Model 

Once the forcefield analysis is carried out the Lewin’s three step model can be used. This model outlines the process the company will undertake through the change and its divided into 3 stages: unfreezing, changing and refreezing. This part of the model highlights the importance of individuals for change and how the change is implemented effectively.


The first step of the change when implementing the Shyre was by preparing the employees and creating awareness to this change which subsequently would reduce the weight of opposing forces, which in this case was not effectively managed. Although upper management was supportive during this change, the department was left with the underlying issue of lack of formal training and structured communication while this change was being implemented. As a result, most staff felt uncertain during this change and unprepared for when the transition was to take place.

“Communicating the change is one of the most important ways of shaping reactions. In a change context, organizations might use communication to enhance employees' understanding of the change (Endrejat et al., 2021; Garcia-Carbonell et al., 2016).” (Scheuer and Thaler)
The second stage focuses on the implementation of the change. The Shyre system was introduced over a period of 24h completely super seeding the previous paper based system, such a rapid and rushed approached increased pressure on end users to setup the shyre system and quickly adapt on to the new report method. This lack of gradual implementation reduced the learning capabilities from the maintenance staff which had direct impact on system efficiency and productivity of the department further creating resistance forces against the change.

“One of the major pitfalls when starting a change initiative is to push too hard, for too much, and too quickly. Rushing through a change increases the risk of mistakes and removes the opportunity to respond appropriately to changing events. And moving too fast can quickly burn out both your team and your organization. Change fatigue can quickly undermine even the most enthusiastic team.” (Emerson)
The last step of this model focuses on making sure that the implemented change becomes part of the organisational practise. This was a particular challenge during the implementation of the Shyre that derived from personnel who refused to adapt the new practises, the abrupt implementation but also the cyber attack that forced the company to revert into a paper focus process. This reduced confidence in the system and highlighted that the change had not been fully embedded in the company.

In the big perspective the change did not align with the Lewin model specifically in the first and final change. A enhanced approach on employee support, continued communication on the introduction and implementation of the change and control measures to reduce risks after it was embedded into the company would have greatly increased the success of the implementation.

“In order to successfully negotiate change, managers need to understand some theoretical perspectives about change management or they are likely to be unsuccessful.” (Ellis)

Leadership styles and Employee motivation 
Leadership styles and employee motivation are critical factors when driving the success of organisational change. Throughout the implementation management demonstrated superficial staff support while still ignoring critical issues such as the lack of structure leadership and feedback to the maintenance staff on what was the aim and expectations of this change. This highlighted the lack of a clear plan to guide the employees through the change which only increased the gap in expectations.

“Every leader communicates — but not every leader communicates well. How you speak, listen, and respond shapes your influence, your team’s culture, and your organization’s outcomes.” (Ebert)
A participative leadership style where employees are actively involved in the change process proves to be more effective and successful in the long run. This type of leadership encourages employee communication, feedback and collaboration all of which can help reduce resistance factors and increase awareness and acceptance of the change to come.  In the case of The Shyre system, employee engagement would have greatly improved confidence with set up challenges and report filling but could have also given the employees a chance to voice any concerns that weren’t highlighted in the 3 step model.

“These actions show members that the leader is invested in them and the company. Participative leadership is collaborative, emphasizing interactions between leaders and followers, and communication is a crucial element of this leadership style.
Since the entire group makes decisions in the participative leadership style, discussion among members and the leader is important to make decisions quickly and effectively.” (Myers)
Employee motivation plays a critical role in how a team of individuals responds to change, specifically in high pace / high stress environments. Considering the Herzberg’s two factor theory, employee motivation can be divided into two factors: hygiene and motivators.

“Factors related to job satisfaction are motivational factors and are intrinsic in nature, and factors related to job dissatisfaction are hygiene factors and are extrinsic in nature.” (GeeksforGeeks)
In the case of the Shyre system the lack of training and preparation of system delivery to the maintenance staff can be seen as a failure of a hygiene factor since the employees were not given the necessary support to feel comfortable in their roles which led to increased employee stress and high dissatisfaction across multiple members of the department. Furthermore the rapid implementation of the systema and fast paced environment limited employee opportunities to feel a sense of achievement and competence when using the new system leaving no space to celebrate small goals.
As a result, departmental divides were created between staff who could use the system and those who could not, reduced motivational levels, lack of engagement and resistance to change.

“Herzberg's theory is considered valuable because it sheds light on the problem of motivation by highlighting factors in the workplace which go more often unnoticed. Thus, Herzberg's theory has provided managers with the answers to their questions about why their policies didn't effectively motivate their workforce” (GeeksforGeeks)
What could have been done differently 

Would this change be done again a different more structured approach to the management of change system could improve the success rate of the implementation. A key area of improvement was the lack of employee awareness and preparation prior to the implementation, if the 3 step process was followed closely and Hydro should have focused on employees to reduce resistance to the change process.

“For an organization to successfully pursue and implement change, it must be prepared both logistically and culturally. Before delving into logistics, cultural preparation must first take place to achieve the best business outcome.” (Miller)

In addition to this a phased implementation where participative leadership was encouraged would have yielded more employee confidence breaching the gap between those with less IT skills when operating and setting up the system which would have boosted staff efficiency and productivity.
“For organisations, research has repeatedly shown that measures of engagement go together with higher performance.” (CIPD)

For last risk management, Hydro failed to consider the dependency on this system in their forcefield analysis. When the cyber-attack occurred, it exposed the organisation dependence on digital systems and lack of contingency planning. Using cloud-based alternatives or incorporating other backup systems would have reduced the cyber attack impact to the maintenance department.

Conclusion 
This report has provided a critical analysis of the transition of a paper-based system to a digital asset management system within the maintenance department. While the change was clearly driven to improve process and departmental efficiency, data centralization and decision making, its overall implementation effectiveness fell short of expectations. This reports findings highlight that although the system had full potential to address and enhance the maintenance operations, key aspects of the MoC were not fully considered.

The lack of employee preparation, lack of formal training, and fast turn around implementation contributed to the increase resistance factors in the forcefield model and reduced confidence from the staff. The Lewin’s 3 step model also shows that the freezing and refreezing model were also not applied correctly which had a direct impact on how the change was imbedded into the company.

It is clear that with the fast moving industry and new emerging technologies that the success of organisational change is not just dependent on introducing new technology but on how it is introduced into the working environment. This report highlights the importance of considering both technical and human factors when ruling out organisational change. A more structure people focused approach would have increased the likelihood of long-term implementation and sustainability of this change within the organisation.
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Kotter’s 8 Steps for Leading Change

Anchor the change in corporate culture: To make any change stick it should become part of the
core of your organisation. Your corporate culture often determines what gets done, so the values 8
behind your vision must show in day-to-day work.

Build on the change: Many change projects il because vitory s deciared 100 early
Real change runs deep. Quick wins are only the beginning of what needs to be done 7/ U
to achieve long-term change.

Create short-term wins: Give people a taste of success early in the
change process. Within a short time frame, you need results that your
staff can see.

Remove obstacles: Is anyone resisting the change? Are IS T
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"

Are the right systems in place to supportthe change?

Communicate the vision: Communicate your vision
4 frequently and powerfully and embed It within everything
{ that you do

Create a vision for change: Link everyone's diverse ideas and
g solutions for change to one overall vision that people can grasp easily
and remember.

1't§1 41414, Form a powertul coalition: Convince people that change s necessary. This needs

2 ! visible support from key people within your organisation. Involve leaders who buy in

44T 1S tothe change and ook for ways to win over any who may not

o Create a sense of urgency: For change to happen, it helps if the whole company really wants it

1% Kotter's first step is to develop a sense of urgency around the need for change. This may help to
spark the initial motivation to get things moving





