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[bookmark: _Toc5986906]Executive Summary 

The objective was to identify a change within my organisation and examine how the change was managed.  The report focuses on two areas in particular: (1) change models; change models are tools used to assist in the decision making process of a change, it identifies the forces for the change and the restraining forces. Management can then take the necessary action to move forward. (2)  Motivational strategies; organisations use various motivational techniques to motivate a workforce to get them support the change, motivational strategies are also used to give incentives to employees to work harder, resulting in a positive outcome for the organisation and the persons involved.    

[bookmark: _Toc5986907]Introduction 

Managing a change process can be difficult for many organisations, it requires careful planning and various tools and techniques to ensure it’s a success. First an organisation must identify the need for change, state the problems they may encounter and come up with a strategic plan to follow during the change process. There are many failed change process attempts because of people’s resistance to change; it’s natural for people to resist for many reasons see Lewin’s force field analysis section for a better understanding. The organisation and managers must identify the reasons people are resisting to the change and try and lessen the forces using incentives and motivational theories. 
This report is about a relocation and introduction of shift patterns in FSG, it contains change process tools to identify possible risks and motivational techniques the managers used to give incentives for the employees to accept and take the change on board. 


[bookmark: _Toc5986908]Main Body

FSG announced the business was going to be relocated and shifts were to be introduced. This wasn’t a shock to the employees as it was part of the organisations 3 year business plan, to expand and increase productivity. Implementing such a big change within the organisation could prove to be difficult, one of the most common ways of overcoming resistance to change is to inform people about it in advance. (PhD Cand. Rezarta Hasanaj, 2017) 

[bookmark: _Toc5986909]Change Models 

[bookmark: _Toc5986910]Lewin’s Force Field Analysis 

Lewin’s Force Field Analysis tool is widely used by organisations around the world to assist in the decision making process. It identifies the forces for change and also the resisting forces (see Figure 1), Lewin suggest the change can be made by adding forces for change in the desired direction or by diminishing the opposite or resisting forces. (Hayes, 2010)  
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Figure 1 
Although both can result in change there are secondary effects. Increasing forces pushing for change will result in an increased tension, adopting this method can result in high aggressiveness and low levels of constructive behaviour. On the other hand when the resisting forces are decreased the effect will have relatively low tension. (Hayes, 2010)  


Using lewin’s Force Field Analysis tool to analyse the change within my organisation I was able to identify some of the forces driving the change and also what forces were resisting, the results of the analysis show equal forces for and against, the organisation had to push the driving forces forward and slowly lessen the resisting forces in order for the change to be implemented, they did this using various motivational techniques.  
The forces driving the change include; 
· Bigger premises
· Increased capacity 
· New machinery 
· More productivity 
· Job security 
· Better location 
The forces resisting the change include; 
· Loss of production 
· Cost 
· Disruption to the business 
· Culture
· Risk of losing customers
· Use of outside organisations 

[bookmark: _Toc5986911]The Beckhard-Harris Change Equation
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Figure 2 

The Beckhard-Harris change equation consists of a three step model which include; 
· Having set goals and to define the future state of the organisation. 
· Evaluate the current situation in relation to the desired goals.
·  Identify the transition state and commitments required to meet the future state, and to develop strategies and action plans to assist in managing the transition.
 (Armstrong, 2012) 
The tool is very similar to Lewins Force Field Analysis, it’s used to analyse the driving forces and restricting forces for a change initiative. 
FSG were dissatisfied with the current situation, we couldn’t meet customer demands due to our capacity. The organisations were then worried we would lose our customer base because we could not fulfil they’re demands. This was enough fuel to drive the change, the organisation decided relocation to a bigger unit was the best option for the company and the persons involved. 
Then comes the vision, this step is usually conducted with higher management. It’s they’re duty to convince those involved that the changes are desirable and best for the organisation, this was included in the organisations 3 year business plan. Meetings were held to present the companies visions and plans, holding meetings reassures all persons involved and keeps good communication between all parties. 
Next is taking the first steps in implementing the change, it’s very important that the change is realistic and achievable. The first steps include introducing the plan to employees, stakeholders and customers to try and get everyone on board for the change. This is a difficult and crucial time during the change. Individuals will lose interest and motivation if the change process appears to an unrealistic project.
[bookmark: _GoBack]FSG were then faced with the resistant to change faze, where employees disliked the changed for different reasons. Armstrong  states that “people resist change because it is seen as a threat to familiar patterns of behaviour as well as to status and financial rewards”. 
The organisation needed to overcome the resistance to change in order for the change process to be adopted and for it to be a success, they done this using various motivational techniques and using incentives to lessen the restrictions and push forwards the driving forces.  

[bookmark: _Toc5986912]Motivation

Motivation is seen to be internal and external factors which influence a person’s choices and the way in which they act. “The aim of motivation is to engage people with the work they are doing, in order to achieve the best possible outcomes for individuals and the organisation as a whole”. (Motivating your employees in a time of change checklist)


[bookmark: _Toc5986913]Motivation Theories 


Maslow’s hierarchy of needs theory

Maslow’s theory consists of five main levels arranged in a hierarchy (see Figure 2), starting at the lowest level with basic physiological needs of an individual, through safety, love, esteem and self-actualisation needs. The lower needs have to be met and satisfied before a person can attend needs higher up. Maslow (Mullins, 2013, p. 253) claims that “only unsatisfied needs motivate a person”. 


[image: Image result for maslow's hierarchy of needs]
Figure 3 



Applying Maslow’s theory to work situations can be difficult because people tend to satisfy these needs outside the working environment. Although the organisation can contribute to these needs by means of providing a liveable salary, stability, safe working practices and equal opportunities. (McLeod, 2018)
 This links into the change within my organisation, before the relocation took place all renovation was done in the new building to satisfy some of these needs for example new toilets, new offices’, air conditioning, canteen and new machinery.   

Vroom’s expectancy theory 
[image: Image result for vrooms expectancy theory]The expectancy theory focuses on how motivation effects performance and how people make decisions based on desired goals it consists of three models, valence which is how important the individual believes the expected outcome is, for it to be positive the person must prefer to achieve the outcome rather than not.  Instrumentality is when a person believes if they perform well the valued expected outcome will be received, its often split into two levels; a first level outcome is the result of the effort and performance put in by the person for example, if a person put a lot of effort in and performs well it results in high productivity and satisfaction. The second level outcome is a result of the first level outcome, these are need related for example increased wages, praise, and promotion.


Figure 4 shows Vroom’s Expectancy Theory.
Figure 4

Vroom’s expectancy theory highlights the motivational techniques FSG used during and after the change was implemented. With the promise that new machinery was to be installed in the new building, employees expected to be trained to use the equipment. This also links into Lewin’s force field analysis, by the organisation providing new machinery and training to employees they also push some of the driving forces forward for example; new machinery will result in more productivity also the employee having additional skills and knowledge provides job security because the person is more valuable to the company.

Customers also expected they’re work not to be disrupted and still receive products on time, for FSG to be able to deliver on this they planned to move the business in sections to minimise down time and disruptions. By moving the business in sections it allowed the company to stay open and continue production throughout the moving process.  This reduces almost all of the restraining forces against the move, keeping the business open reduces down time and loss of production, keeping customers happy means the company reduce the risk of losing them. 

Herzberg’s two-factor theory
There are two  factors which affect motivation and job satisfaction, first being the hygiene  factor;  these factors are what attracts employees to the job for example pay, working conditions, safety, and job security. If these factors are not met they will dissatisfy the person which will result in no motivation.  The second factor in this theory are the motivators, these factors will bring job satisfaction. 
Mullins  suggest that the “hygiene factors can be related roughly to Maslow’s lower-level needs and the motivators to Maslow’s higher-level needs.” See Figure 5 for a diagram of Herzberg’s two factor theory. 

FSG motivated employees with a 30% pay bonus when on shifts; this was enough motivation for most employees to accept the change. For most people money can be a huge motivator, although Premizic states that “scientific evidence indicates that the link between compensation, motivation and performance is much more complex. In fact, research suggests that even if we let people decide how much they should earn, they would probably not enjoy their job more”.
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Figure 5
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Organisation culture is the expectations, experience of the organization, culture is based on attitudes, believes, routines, written and un-written rules which have developed over time. It’s a key driver for success or failure of an organisation.  Simply put organisation culture is  “the way things are done around here” 
When shifts were introduced people were very reluctant and resisting the change, they had they routine which they enjoyed. They didn’t want the disruption of shifts, people finished work at 2:30 every day and they enjoyed the consistency. Also people had responsibility which this changed would jeopardise for example; picking the children up from school. FSG had to try and change this culture, as stated above they done this using the 30% shift allowance for the employees on shift.    

[bookmark: _Toc5986915]Conclusion 

From my analysis using various change model techniques I feel FSG managed the change very well, they planned for the change in well in advance which was presented to the employees and shareholders. They put strategies in place to ensure the change was a success, initially there were lots of restraining forces against the change, which the organisation addressed and acted on before implementing the change. They used multiple motivation techniques to motivate the employees in return for high productivity. 
All aspects of the business benefited from the change and there was little disruption to productivity and our customers. After the change was implemented to organization also continued to motivate the workforce by providing training courses and annual pay reviews.   
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