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Brief introduction/ background to the organisation and the reason for change
The Covid 19 (C19) pandemic (WHO 2020) created extraordinary circumstances of uncertainty for many businesses globally. (Amah et al 2020) Strict social distancing measures. restricted worldwide international, domestic and commercial freight led to carbon dioxide (C02) emissions being reduced by 10%. (Sharmina et al 2021).                 
This created renewed interest in the global climate emergency. (Madanedo and Manning 2020). The Transport automotive & energy sectors have long since been the least diversified sector for energy use as over 95% of it relies on fossil fuels. (IEA 2018).   
Honda is a world leading Japanese manufacturer of automobiles and motorcycles (Enani 2015) selling cars to 150 markets in the world (Honda 2022). It has a legacy of diversification and has also produce everything from trucks, scooters, to garden equipment, electric generators, and jet engines (NWE 2022). 
During C19 Honda halted manufacturing across many sites globally (Kang 2020) Coupled with Brexit this led to permanent closure of the main UK research and development (R & D) site in Swindon after 36 years leading to mass redundancies of thousands of workers (Harvey 2021). 






The ripple effect of these C19 led to an entire organisational restructure (Honda 2020) prompting Honda to create a new eco conscious vision 2050 to reduce their worldwide fleet of car C02 emissions by 50%, a reduction in 90% C02 compared with their 2001 models. (Honda 2020).     
This case study report will examine planned and emergent change management Honda experienced during the C19 pandemic. It will critique key change management models of planned and emergent, incremental (small scale) and largescale change experienced and their usage. It will discuss how change could be identified at Honda, and resistance factors that occurred and how they could be dealt by Honda. Finally, it will discuss how Honda could know a change management programme is complete and ways for assessing its effectiveness. 











Critique key change management models of planned & emergent change usage
Balogun et al’s (201623:20) Change Management Model
The first change management critiqued and applied to Honda during the C19 pandemic will be Balogun's model figure 1 below. 
	
	Realignment
	Transformation

	Incremental
	Adaptation 
	Revolution 

	Big Bang
	Reconstruction
	Evolution 



Figure: Source Balogun et al (2016:23:20) 
During the C19 pandemic Honda experienced all aspects of Balogun et al 2016 model of types of change; Adaptation, reconstruction, revolution and evolution. 








Adaptation
Honda experienced ‘Adaptation’ early pandemic involving ‘small incremental change and realignment’ when it began manufacturing face masks and plastic screen for inside patient carrier vehicles that had specially designed filtration systems for local administrations to prevent the spread of C19.(Honda 2020) .


The way multinationals like Honda responded to the crisis and corporate social responsibility (CSR) action and how they treated employees during C19 became an era defining moment for many businesses. (Kramer 2020) Positive and negative brand identity as result of CRS and employer actions during C19 played a crucial role in purchase decisions (Siddiqui et al 2020).

Reconstruction
Although restructures can negatively impact on employee wellbeing (Harney et al 2017) Honda experienced a ‘reconstruction’ restructure (Balogun 2016:23) after production was halted during C19. Whereby Honda realigned organisational structure, operations and consolidated its strategy planning and business operations division for its automobiles and motorcycle and lifecycle products reducing autonomy and individual creative projects (Honda 2020).




Evolution
Honda also experienced gradual ‘evolutionary’ transformational change as it moves towards future sustainability goals and a more localised supply and production. This was set in motion when C19 caused international supply chain issues with certain parts and a world shortage of semi-conductors (Polly 2021). 

Exposing Hondas vulnerability due heavy reliance on overseas supply chain, manufacturing, distribution and logistics (Lund et al 2020) Coupled with Brexit (Karasvirta & Teerikangas 2022) this led to Honda changing and shortening its supply chain and closing sites in Europe and the US (Belhadi 2020). 
Honda shifted standard operating procedures (SOPS) from its business-as-usual approach of ‘Just in Time Manufacturing’ (Ticket et al 2020) to a ‘Just in Case’ operations to ensure resilience so production could continue amidst C19 even when prior to vaccines, and new mutant strains uncertainty impacted Honda globally (Shefffi 2021). 



Revolution 
In March 2020 Honda made notable strides towards ‘revolution’ and largescale disruptive change during C19 when it announced future electrification goals to reduce carbon footprint and tackle future global bans on fossil fuel vehicles (Morfelt et al 2021) A strong step in support of UN goals on future carbon neutrality (United Nations 2021) 
Competitive pressure to innovate and improve electric vehicle (EV) battery efficiency and the need to develop capabilities and partnerships for success. (Zhao et al 2022) also led Honda to create a separate division to maximise engagement with renewable energy partners.

 This new division will allow Honda to carry our R&D, & innovation functions and help create their next generation of electric and hybrid vehicles. (Honda 2020) 
However, Honda are still markedly behind some of their main competitors such as first mover advantage E-vehicle specialist Tesla. (Suarez and Lanzola 2005) In support, since 2008 Tesla has led a green automobile revolution with their only electric vehicle cars.


A key to Tesla’s success was its ability to innovate first, engineer entirely electrified vehicles and develop charging infrastructure allowing Tesla to scale to 438+ outlets,30,000 charging portals in over than 3100 locations (Wu 2019) Although Honda are a key competitor of Tesla with their hybrid range, they are still only the cusp of vehicle electrification that will see them by 2025 making 100% of their European sales electrified as result of their electric powertrain innovation. (Honda 2022). They also aim to bring a fleet of 30 new electric models out by 2030 positioning them as a global leader in the electric vehicle market. (Bellan 2022) Unlike Tesla they are not there yet though. 













Model Critique 
Strengths of Balogun's et al’s (2016:23:20) model applied to Honda during C19 are that the model highlights not only speed of change for instance Hondas reactive small-scale temporal early changes such as making facemasks and carrying out CSR missions. It also acknowledges the magnitude and size of change Honda experienced from the planning and restructuring to enable long term largescale transformational change (Pedersen and Ritter 2022) Acknowledging this kind of change can involve adapting business model, company mission, vision, and structure. For instance, this restructure will give Honda stronger partnerships and R & D focus on areas of future green mobility including robotics, green energy, autonomous driving experience and intelligence. It will also allow them to continue diversifying (Muniandi et al 2020) into new areas such as new power units for both road and air vehicles including a business jet engine (Honda 2020) 










Another benefit of Bagoluns et als (2016) model is that it recognises some of Hondas stimuli for change e.g., largescale transformational occurring as result external competitive and market pressures during C19 causing widescale disruptive emergent innovative change (Vega 2021) Limitations of Balogun's (2016:23:20) model applied to Honda’s C19 changes, is that it fails to quantify numerically change and relies upon qualitative rationale to justify types of emergent and planned change. (Yang et al 2021) 

Another limitation of the model is that it fails to specify exactly which part of the business the change management will focus upon, with no mention of whether the change will have technological, people change or process, supply chain or environmental impact. (Kraus et al 2021). 











Figure 2 Source: Own model applying (Kurt Lewins 1951 Forcefield Analysis in Douglas and Dick 2013:1:9) applied to Honda’s changes during C19 
[image: ]
                      Outcome – Change 
Kurt Lewins (1951) Forcefield analysis in Douglas and Dick (2013:1:9) can be used to critique contexts and factors influencing change management in corporations like Honda. 
The model is useful as it supports organizations to analyse internal and external driving forces driving change and resistance to maintain status quo (Capatina et al 2017). It also allows businesses to examine the extent to which these competing forces can influence change, helping organisations like Honda prioritise key change management decisions to drive innovation using budget and resources.



Driving Forces for change
C19 forced organisational changes that this generation has never seen before (Nyamunda 2022) Political forces during C19 affecting Honda include the banning of fossil fuel vehicles in Europe by 2035 (EEEC 2022) and the UK by 2030 (Department of Trade 2021) Global regulatory pressure to transform transport, Electric vehicles, and infrastructure policy (Zimm 2021) and subsidy programs encouraging electric vehicle purchases (Shelden and Dua 2020) were all key driving forces promoting Hondas of largescale transformational change towards electrification. Hondas aim is to make all their vehicles Zero emissions by 2040 (Honda 2020).
Political and environmental factors have also created a significant impetus to change for Honda during C19 that help them meet political environmental climate emergency goals. E.g., after many nations declared a climate emergency (Gill 2019) there was a huge focus on the environmental ethics of companies (Patterson et al 2021). This and EU ambitions for net zero in all sectors by 2050 (European Commission 2021) contributed to Honda to making an electrification target of creating a 30 fleet of new electric vehicles that will be available globally by 2030 (Honda 2020).
Honda also faces competitive pressure to create innovate efficient, and affordable electric vehicles (EVs) from Tesla and Ford (Salman 2019) With global sales of EV experiencing a 75% rise compared to 2021 and strong future predictions of rises (IEA 2022) this has created additional economic pressure for Honda to increase its market share of EV’s global market. 


Restraining Forces 
Restraining forces negatively impacting Honda during C19 are high costs of EV innovation and risk associated with innovation (Baik et al) In addition to the global shortage of semi-conductor chips (Stewart et al 2022) Global customer concerns also exist relating to the cost of EV’s in comparison to fossil fuel counterparts and affordability for many target segments (Woodward 2019). Innovation challenges also face engineers due to low performance and productivity of EV battery vehicles (Giamperi 2020) and lack of charging infrastructure that has left Honda exposed prompting organisational restructure and the creation of a partnership division to enable Honda to make new Electric vehicle partnerships. This will hopefully bring new capability and expertise to innovate with a range of partners that will help Honda build their new electric vehicle fleet. For example, Moixa with expertise in smart batteries (Honda 2022), Sony that will help with Ultium batteries and autonomous driving technology (Chavez and Campbell 2022) Ubitricity that will help develop Infrastructure charging units for Honda e-vehicles (Honda 2022) as well as key competitor General Motors it will co-develop some e-vehicles with (Honda 2022).






Workforce restructure and engineer challenges have also occurred historically impacted Honda with increasing regional variation of models being manufactured impacting workforce morale and productivity e.g., having 13 different Sedans 3 hybrid versions (Perian 2019) So Honda must ensure it works with staff and partners effectively to innovate leveraging existing and new expertise to achieve ambitious electrification goals. 

Model Critique 
[bookmark: _Int_2MOuUGiU]A key strength of Lewins (1951) forcefield model is that it is a useful tool for Honda to comparatively and quantitively analyse dominant forces positively influencing change and resistant forces acting against change that can inform growth strategy (Yang et al 2021)
A key limitation of this model is that the scoring system used is subjective and arbitrary forcing Honda to use bias and judge the extent to which the forces have the potential to influence change at a given snapshot in time. So, whomever fills in the grid will have subjective bias (Shafaghat et al 2021) influencing the choice of driving forces selected, unless evidence-based data is used to substantiate categorisation. 





[bookmark: _Int_StoSokWi]Another limitation of this model is that it shows forces at a quasi-equilibrium, but forces can be variable (Cheishvili et al 2017), and time is not mentioned. However, it does acknowledge a force imbalance is possible if drivers are increased or restraining factors reduced which will in turn accelerate change. It is useful for examining largescale transformational forces but less useful in examining small, incremental reactive temporal change which in turn can add together to influence large-scale change. (Maslen 1994).

















Figure 3 Source – Medelow Stakeholder Analysis (1991) (Mints & Kamyshynkova 2019:448:17) applied to Honda during C19
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Medelows (1991) Matrix is a useful model allowing organisations like Honda to carry out a comprehensive stakeholder mapping analysis during times of change like C19 to help prioritise how and with whom they should invest their time. Fobbe and Hilltooth (2021) suggests when adapting to a sustainable business model stakeholders can be critical during value proposition, value creation and value capture. All of which are essential for Hondas electrification ambitions
Medelows (1991) matrix uses an instrumental approach focusing on how stakeholder can be engaged to achieve profit or growth (Gregory et al 2020). Suggesting high power high interest stakeholders should be engaged closely as they can have significant influence on the business growth.





[bookmark: _Int_CgUJcQRh] During the pandemic these include key investors, EV partners will play an integral role in battery, vehicle, and infrastructure innovation. So will key suppliers of parts and raw materials. Keeping them regularly engaged strengthens relationships and could lead to effective innovation (Shams et al 2020). Workforce engagement is also critical as staff will not only manufacture but sell the new electric vehicles and make the company a future success. 
The model suggests partners with high power low interest should actively be consulted as they have the potential to become interested. For Honda this includes trade and industry organisations, and national organisation such as the governments. E.g. The Japanese Business Federation Keidanren (2020). It suggests Low Power Low Interest partners should be given Minimal Effort during C19. However, Honda did the opposite and pivoted to make face mask and car filters. Corporate Social Responsibility acts favoured businesses during the pandemic and positively impact brand reputation. (Mahmood and Bashir 2020) Hondas e-car won a coveted Red Dot Award for its design the same year (Honda 2020). 







[bookmark: _Int_JHe9LaZ0][bookmark: _Int_HpmyCMb9]A limitation of the model is that it does not recognize how these small reactive changes can create larger intangible impact e.g., positive brand reputation can increase sales. (He and Harris 2020) Low power high interest also needs to be kept informed as they could influence the high-power high influence segments. E.g., National press can influence Honda investor or partnership opportunities. The model also fails to acknowledge stakeholders are context specific, time dependent and views of stakeholders may differ within a stakeholder group and groups may have explicit, or hidden agendas (Pouloudi et al 2016).
Model Critique 
This is a useful longstanding tool that helps Honda analyze current and future stakeholder power and interest which can help Honda prioritise engagement (Ginigne et al 2018) This is especially important to for Honda as engagement with EV automotive manufacturers is critical for meeting their economic, environmental, technological, and political electric vehicle goals (Jakinski et al 2021).A key limitation of this model is the models inherent bias and subjectivity, and that power relations are assumed as static however relationships can be fluid and variable over time and influenced by the strength of relationships, market volatility and may not be representative of power relations in organisational charts (Bernstein et al 2020). 



Source: Kurt Lewins 1947 Three Step Model of Change in (Ogochi 2018:3:9) applied to Honda in C19
Kurt Lewins 
[image: ]
Kurt Lewins 3 step classical (Cummings et al 2015) based model of change applied to Honda during C19 is a simple metaphorical model that see’s incremental or planned change in three distinctive phases Unfreezing, change and refreezing. (Hussain et al 2018) This can be seen as preparation, implementation and follow through (Stobierski’s 2020)
The first stage of this model ‘Unfreezing’ happens as result of feedback, a stimulus or driving force of change. This stage involves problem identification, planning and seeking appropriate approvals for change to take place. (Bugubayeva et al 2017) For Honda, a key stimulus for change during C19 as mentioned was halting of vehicle production (Koresec 2020), reduction in sales (Tajitsu 2020), and environmental reduction of carbon emissions result of less fossil fuels being used in air and on roads during the pandemic stimulating global interest in sustainable e-vehicles. (Sharmina et al 2021). 




The second ‘change’ phase is the action or moving phase whereby Honda restructured creating an EV partner division to enable innovation (Honda 2020) with leading electrification experts that will help them to create an entirely new fleet of electric vehicles (Yamamitzu 2021) in attempt to tackle the global climate emergency and satisfy economic, political and customer needs. In this transitionary phase new behavioural norms, strategy and operating systems and structures are established. (Pawar & Charak 2017).

The third ‘refreeze’ stage is an iterative stage whereby standard procedures of change undergo a refinement process, get refined and become stable which creates norms and ways of doing. (Ogochi 2018)
For Honda during the pandemic this means creation of a new fleet of 30 e-vehicles that aim to meet high brand quality comfort, environment and safety quality control standards (Honda 2020). To have success at this stage, requires investment of Honda in training effective working with partners and staff to develop technologies, support, two-way communication to discuss barriers to innovation and how these can be collaboratively overcome (Mullholland 2021). Success also requires the sharing of best practice and success celebrated to reinforce collaborative innovation success. (Stremersche et al 2021).









Model Critique
The benefit of Honda using this model to examine change is that it provides a simplified model of change that’s been created as a basis from other models, and it acknowledges how group dynamics, relationships and collaboration and communication (Pregmark 2022) can ultimately influence change at Honda.
Limitations of this model is that due oversimplification, the model it assumes change is linear (Burns 2004) However, change can be complex, punctuated, episodic, continuous and emergent (Hanelt at al 2020), a mall change, a big bang, transformation or evolutionary change (Nyamunda 2022) as we have seen in Balogun's 2016 model discussion. 


Another limitation of Lewins 3 step model is that it fails to recognise the complexity of change in multinationals like Honda. For example, although Honda has a track record of innovation success, regional manufacturing differences at different manufacturing sites have influenced both staff motivation and profit. (Perian 2019).and the model only accounts for change of the workforce overall. 




Ways of identifying and dealing with resistance factor to the change & assessing effectiveness of change programmes
Resistance to change can occur in a multitude of circumstances. Resistance can be either covert or overt (Smollen 2011). Different employees will respond differently to change based on internal and external factors (Khaw et al 2022). Damawan and Azizah (2020) suggests resistance occurs as result of poor organisational culture E.g., Poor communication by senior leaders or HR managers.  Psychological reasons E.g., low self-efficacy, fear of failure and self-confidence. E.g., Honda engineers feeling out of their depth in creating electrified components of e-vehicles. Lastly as result of change in job status, salary or that leads to job insecurity E.g., Honda engineers have undergone a restructure in 2020 Honda (2020).
Honda employees may find motivation in change or be demotivated by Hondas electrification e-vehicles ambitions or create resistance to this change (Furxhi 2020). 









During the C19 Honda cultural challenges became a problem for their workforce. Despite daily scans and obligatory facemask wearing. (Pfleger 2020). Staff shortages due to staff quarantining and social distancing concerns meant there was limited staff on the assembly lines before production was halted, which led to some administrative staff to work untrained on the production line with little training coupled with reports of poor ventilation in some sites (Goldstein 2020). 

A way resistance to change could and was identified was by communicating with staff informally and formally. E.g. During C19 Honda customers and staff could complete satisfaction survey to assess c19 Honda change perceptions. This data can be triangulated to examine resistance at customer, stakeholder, workforce level. This feedback can then be used to overcome perceived challenges or problems reported and change solutions which can inform successful change (Diebner et al 2020) E.g., An anonymous global survey of Honda staff across sites during C19 in 2020 found 51% of staff did not approve of leadership during the pandemic. (Indeed 2020). After which a new CEO of Honda Motors was announced in 2021 (Honda 2021)






[bookmark: _Int_Ld5PblnJ]In this instance an external impartial anonymous follow up survey or external consultancy could also be used to investigate staff insights and help inform Honda of resistance and use ‘Nudge’s when further change needed. Schmidt and Engelen (2020) ‘Iceberg theory’ suggest this is useful as up to 90% of what happens at Honda can appear deep under the cultural surface as result of workforce attitudes, assumptions, and perceptions difficult to perceive. Highlighting the importance of open climates where all feel empowered to talk authentically to discuss concerns and overcome challenges to maximize progress towards company goals. 
Workforce insights can also inform about training, support and restructure needed to improve likelihood of success of Hondas change management strategy(Errida and Lofti 2021).
Halls (1976) suggests good communication, support, positive staff engagement and relationship as well as job a commitment to improve working conditions during uncertainty during restructures or transformational change like the Electrification program at Honda. Which in turn could help overcome resistance, aid retention & improve staff satisfaction (Eksan et al 2022).







Training and the development of workplace leaders and staff can also improve workplace skills, creating a  positive culture of change, which can positively influence how staff perceive change. As well as how safe and confident staff feel in their ability to enact and achieve change (Kjellström et al 2020).    
To assess the effectiveness of a change programme Honda can examine how effectively it can operate as a learning organisation and its ability transform itself, achieve strategic goals, and for its workforce to learn and unlearn and continually adapt using a growth mindset (Yeager and Dweck 2020) Zainol et al (2020) suggests that organisation change is effective when a company is able to advance from their current state to a future improved state which increased their effectiveness and performance. To be effective at achieving goals though vision and mission and change management goals need to be clear. (Junjeja 2019).Employee attitude, and their buy in or empowerment after having achieved goals short term quick wins and long-term goals could also give insight into effectiveness of change programmes (Kotter 2022).
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