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Executive Summary 

Twitter is a modern technological machine that allows users to communicate openly on any subject. It is a popular social media platform that allows you to post short posts called tweets. Although the platform had its opponents, the real milestone in the history of Twitter was Elon Musk's purchase of the platform in October 2022. This news and its aftermath greatly influenced what the platform looks like today.
After taking over the business, the owner of companies such as Tesla and SpaceX decided on drastic organizational changes that affected over 6,000 employees of the company. All because he wanted to save the company from further financial problems.
Introducing organizational changes, Musk did not think about how it should look like, but simply did what he thought was right.
By implementing the correct change management process, Musk could not only improve the company's image but save many jobs.
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1.0 Introduction
This report is going to analyse the change that happened at Twitter in October 2022 when Elon Musk has acquired the company and re-modelled the organisation from day one. It will also critically evaluate how change can be explained by using different types of change management models. At the end of this report a several recommendations will be provided to Twitter, to help the organisation go through the process of change in the future.
Twitter was founded in 2006 by Jack Dorsey, Noah Glass, Biz Stone and Evan Williams (Vanian,2022). The four youngers came up with an idea that the world needs current and live news and they have invented Twitter, which was supposed to connect and keep people informed. In the first years of Twitter’s existence, it did not have a great popularity and the number of users did not exceed ten thousand. Currently, at least 350 million people in the world recognise the ‘blue bird’ logo, as this is the number of active Twitter users in 2023 (Iwbal,2023). The “Tweet monster” is the 6th most visited social media platform in the world (Dixon, 2023). 
1.1 Change Management
Change management refers to many different processes and operational strategies implemented to transition individual employees, teams, and organisations from the current state to the desired state. To successfully execute a change within an organisation, it requires prior preparation, planning, executing, and monitoring the change to reduce disruption and to make sure the change is successful (Recklies,2001). According to John Kotter (2014) change management “…refers to a set of basic tools or structures intended to keep any change effort under control. The goal is often to minimize the distractions and impacts of the change.”
1.2 Change at Twitter 
On 27th of October 2022, Elon Musk has purchased Twitter for the enormous amount of 44 billion dollars (Dang, 2022). On his first week as an owner, Musk has introduced many changes to the overall structure of the business and one of them was laying off over 6000 employees in one day, including the board of directors, making himself CEO, and bringing his own team to the business (Kolodny,2022). The remaining Twitter employees have received an ultimatum from the new boss, to prepare themselves to be ‘extremely hardcore’, meaning working long hours at very high intensity or quit (Wagner,2022). The Twitter employees did not receive this announcement very well, and hundreds more have resigned the same day (Hess,2022).
Elon Musk is not only the wealthiest person on the planet, but he is also one of the best entrepreneurs, running many businesses such as Tesla or SpaceX (Garn,2021). In the ‘Tucher Carlson Today’ interview on Fox News on 18th April 2023, Elon Musk has stated that the idea of purchasing Twitter was to ‘protect it from sinking’ as it was ‘bleeding more than $4m a day’ (YouTube,2023a) The question that comes to mind is, which approach has Elon Musk chosen and was it a correct one (Clayton, 2022).
2.0 Types of change
Changes can be divided into two main categories such as planned, or emergent (Hayes, 2014). These two types are the most important ones as they define how the business is operating in the given time. There are also other types of organisational changes such as incremental, punctuated equilibrium and continuous transformation change (Burnes,2017) This report will only evaluate planned and emergent change.
2.1 Planned Change
Planned change refers to intentional and deliberate efforts by an organisation to initiate and implement specific changes. It involves a structured approach, where the organisation identifies the need for a change, sets objectives and develops detailed plan to achieve those objectives. Planned change is usually driven by a strategic goal or identified areas for improvement (Gill, 2002).
2.2 Force Field Analysis
The best model that is suitable for the planned change is the Force Field analysis which was invented by Kurt Lewin in 1940s (Thomas, 1985). It is designed to show the positive and negative factors of the analysed problem and improve on the decision-making quality. Each factor has an individual score that shows how good or bad the change is. The total score is then added up to see whether the driving or resisting forces are higher. If the total number of driving forces is equal to the restraining forces, there is an equilibrium, and the change is not possible (Nicholas, 1989). Figure 1. shows the Force Field analysis model for Twitter, where the change is identified as ‘taking over of the company by Elon Musk’ and the driving forces supporting the change and the factors that have a negative impact on the change. From the conducted model, it can be seen that there the total score of driving forces is greater than restraining forces, which may indicate that the change may be successful.
Force Field analysis has a couple of disadvantages, one of them is that the analysis is only good as its inputs. The forces total scores are assigned based on individual or group opinions and cannot be fully accurate. The model should be adjusted in case there are any changes in the circumstances of the organisation (Freeman, 2019). 
Overlooking hidden forces can be classed as a disadvantage of this model, because some of the situations may have a significant impact on the situation. Without a comprehensive understanding of all relevant factors, the analysis may miss crucial information.
Twitter after the take over is a dynamic type of organisation where forces can change rapidly. Force field analysis provides a snapshot of the forces a specific point of time. This tool may not account for shifts in forces that occur during the course of a change initiative.
Despite these disadvantages, Force Field Analysis can still be a valuable tool for gaining insights into the forces at play in a given situation. However, it should be used in conjunction with other decision-making methods and not relied upon as the sole approach to understanding complex situations (Freeman, 2019).
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Figure 1. Force Field Analysis for Twitter
By looking at the above analysis model it can be seen that there are as many driving as resisting forces. The first driving force that was important for the change was to increase the workforce productivity (Sengupta,2023). Musk has suggested that nine of ten Twitter employees prior to the change have dropped companies’ productivity, not allowing to move things forward. He has also accused the ex-management of running Twitter like a non-profit organisation allowing employees to work from home without any supervision or control (Bunyan, 2022).
High staff expense against low revenue is shown on the model as a driving force. According to Elon Musk during an interview for the BBC on 12th April 2023, Musk explained that when he firstly looked at purchasing Twitter and analysed the numbers, within a period of time, the revenue has dropped from $4.5b to $3b and expenses increased form $4.5b to $6b leaving the company with a $3b negative cashflow situation, where the only safest option was to layoff high volume of workforce in order to bring the company back to life (YouTube, 2023b).
The last driving force for the change was to ‘start from scratch’ and increase the talent pool within the time when the organisation was further developing (Thakkar, 2022). This way Twitter could minimise their expenses to minimum and still continue the operations. The complete re-organisation allows companies like Twitter to determine strengths and weaknesses of the current workforce and increase the capability over the time if there is a need for it.
The Force Field analysis has also the same number of restraining forces which should make Elon Musk think before implementing the change.  The employees itself can be considered as a restraining force for the change. As laying off this many people looks great on the paper, it may have a negative impact on the company’s image as the employees have a legal right to sue the company for unlawful dismissal. This situation happened in Twitter where thousands of UK former employees have proceeded into a legal action against the tech giant because an immediate contract termination and without a required warning or consultation period (Duffy, 2023a).
The analysis of the model presents the ‘social pressure’ as the next restraining force, because due to such a big change, as it is to layoff a large number of employees, many influential users may feel ‘lack of morality’ from the company and stop or reduce the usage of services or applications. When Elon Musk implemented the change many celebrities such as Whoopi Goldberg, Elton John or Jim Carey have left Twitter explaining their actions by not supporting Elon Musks’ decision on massive layoffs (Hart,2022).
The last restraining force which is included in the analysis is ‘loss of advertisers’. Twitter highly relies on advertisers as it was responsible for a significant part of their revenue. Since Musk became a Twitter owner over 500 advertisers have stopped their spending which accounted a 40% drop in revenue (Milmo, 2023). Musk seemed not too concerned about the major loss and as he stated on the VivaTech 2023 conference in Paris, ‘…almost all of the advertisers have said that they will come back’ (Scanlon,2023). According to Mac (2023) some of the Twitter advertisers made the return but Twitter still seen a 59% drop difference in revenue comparing to 2022.
As the analysis has shown that the change can be positive, there are many details that can change the fate of Twitter in the coming years.



2.3 Emergent Change
The emergent change refers to change that happens organically or spontaneously within an organisation without being explicitly planned or anticipated (Bamford et al, 2003). It is often a response to external or internal dynamic and can occur at any level within the organisation.
2.4 Kotter’s Eight Step Model
The model that is usually used for the emergent change is the eight-step model created by Dr. John P. Kotter in 1996. Model allows unexperienced leaders and managers to create a step-by-step plan in order to implement the change on an urgent basis. This type of model is known as a top-down model which means that the decisions are usually made by the highest hierarchy management (Aldemir, 2010). Figure 2. below illustrates the model. The model is divided into three groups to help better understand the idea of the model structure. As this model is known as a top-down approach, this can be considered as a disadvantage because it means that the organisation can miss the potential opportunities as not everyone is involved in the vision creation (Jain, 2019). This model is good for initiating the change, but it doesn’t help the businesses when it comes to sustaining change (Galli, 2018). Another limitation of this model can be the flexibility. Kotter’s model may not accommodate the unique needs and characteristics of different organisations. Organisations nowadays have diverse cultures, structures and resources and a rigit adherence to the eight steps may not be suitable for all situations (Tang, 2019).
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Figure 2. Kotter’s Eight Step Model
Elon Musk has not followed this model step-by-step when implementing the major changes in his newly owned company. The reason behind this, is that before making the changes in the organisation and laying off thousands of people, he has not created a sense urgency. This means that Elon Musk did not communicate with the internal stakeholders on why Twitter needs to change the way it operates prior to announcing a massive layoff (Oremus, 2022). The reason and the urgency were announced and communicated by Elon Musk after the fact, although only to the employees which ‘saved’ their job. The remaining staff found out that they became ‘unemployed’ once they have tried to log in to the internal Twitter system and received a message of ‘denied access’ (Kay,2023). According to the second step of the model, Twitter owner has not created a coalition and acted on his own, which means that he did not create a team of respected and trusted employees to act as the ‘change agents’ from different parts of the business to help him pass on the information of Twitters’ future plans.
By looking at ‘creating a vision’ which is the third step of the model. Musk has created a vision of the new Twitter and how the organisation will look like, after the purchase. On his Twitter account he has shared a tweet with the Twitter 2.0 vision on the company slides. This tweet has been posted on 27th November 2022, which is a month after the acquisition (Hutchinson, 2022). As per previous steps, this was not communicated prior to the change and therefore was not easily understood by the people which were affected. 
For a random company that followed each step accurately, after creating the need and vision for the change, the next step it to get it communicated effectively with everyone in order to win people’s hearts and to get everyone pulling in the same direction. In Twitters example, this step has completely failed causing confusion and incomprehensibility within the organisation.
The fifth step on the model is ‘empowering others’. This means that during the process of change, the ‘change coalition’ needs to remove the barriers so that the team can implement the vision effectively (Tracey, 2008). Elon Musk has not created a coalition at Twitter in the first place and acted the change by himself. Although Twitter had no change agents, Elon Musk has managed to remove the obstacles in order to get the change going. It was, reducing the overall company headcount.
The sixth step is described as ‘creating quick wins’, this means that after implementing a change, the organisation should receive a visible and rapid benefit from it. Using Twitter as an example, massive layoffs have given Elon Musk a ‘quick win’ in the form of saving money on employee’s salaries as also improving the company’s cash flow (Rushe et al, 2022). In this example, Twitters’ ‘quick win’ has transformed into a ‘quick lose’ as after the announcement of massive layoffs, the main advertisers such as Coca-Cola, Unilever or Wells Fargo have informed of stopping and suspending business with Twitter (Duffy, 2023b). It had also a negative impact on the Twitter employees because since the team has shrunk by more than a half, they were expected to work much longer hours and take over other peoples’ tasks (Dean, 2022).
The seventh step of the Kotter’s model is referring to building on the change. As ‘quick wins’ only give the organisation a short-term satisfaction that the change is going in the right direction, the real change takes a long time and there is a very high risk that people will revert to the old style of working. One of the reasons why people returning to the old habits is usually because they did not feel the urgency for a change (Gallo, 2010). To successfully work on the change, organisations need to repeat steps four to six of the model which includes communication, empowering and creating quick wins. Twitter has not followed previous steps whilst implementing the changes therefore, further building on the change can be very complicated.
The last step of this model is known as ‘embed the change’ which means that at this point, organisations should make the change stick and embed it into the organisational systems and processes (Creasey,2020). There is no evidence that Twitter has successfully embedded and sustained the change due to the short time since the change was implemented. 




3.0 Conclusion 
Twitter as a company, experienced a massive shock when Elon Musk became an owner. The extraordinary sum that he bought Twitter for, is impressive, but the change he made by laying off more than six thousand employees is much greater shock. The report shows that Musk was not interested in implementing the change correctly from the first place. In his interest was to improve the financial position of the company. The Force Field analysis accepts the change, but the difference in score between driving and resisting forces is minimal, which may not give a 100% guarantee that the change will be a success for the company in the later years.
The Kotter’s eight steps analysis shows that Musk acted alone and did not consult the organisational change with other stakeholders. The analysis also shows that the change not only lacked communication, but also lacked understanding and creating urgency, which resulted in a negligible willingness to cooperate.
It can be said that Elon Musk has taken a little bit of the ‘planned approach’ whilst becoming the owner and making the changes to the company. Elon Musk had very closely analysed the Twitter situation, both financially and organisationally prior to the Twitter acquisition. As an owner of Tesla, which is known as a successful and lean company, he has decided to take the same business model and transfer it to Twitter (Sen, 2022). It can be argued that Elon musk has identified the need for a change but hasn’t made a structural plan to implement it.



4.0 Recommendations
Organisations that effectively manage change understand the importance of balancing planned and emergent change to remain agile and responsive in a dynamic business environment. As a part of this report, there are several recommendations to help Twitter manage change more effectively in the future.
It is suggested to Twitter that prior to conducting a major changer within the organisation, the communication at all levels is crucial at all levels of the company prior to announcing the change, this will allow to not only prepare those affected, but also help to understand the reason behind it. 
Twitter for the next change should need to seek trust of the stakeholders and need to provide a trusted senior leadership team which knows what they are doing to make sure the change gets implemented correctly and without concerns. 
As a last recommendation for Twitter which plays a huge role in change management is the empathy. Empathy is a crucial aspect of change management as it involves understanding and addressing the emotions, concerns and challenges that individuals and teams may experience during a period of change. Change can be unsettling and disruptive for people, as it often involves uncertainty, fear of unknown and potential resistance to new ways of doing things. Empathy should help Twitter to build a supportive and compassionate environment to help individuals and teams navigate the process more effectively.
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