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Executive Summary
The purpose of this report is to analyse a major change that has taken place within a large organisation over the last two years. The organisation chosen is Dyson. The analysis is done through the perspective of Change Management. Change Management is implemented through many models and processes and considers the internal, external, environmental and social factors of the change to name a few.
Within this report all of this is analysed with the situation of Dyson’s decision to relocate its business Head Quarters to Singapore. Dyson is a company that produces household electrical products that started in the UK in 1993, (LinkedIn, 2022). The report explains Dyson’s reasons for the change and the benefits seen from their point of view. It also looks into the criticisms that Dyson faced from the decision to relocate. 
The report defines change management and its processes and models. It clarifies all the factors involved in the process of change management and how it effects the outcome. 
A PESTEL and SWOT analysis is done to further clarify the position of Dyson with the decision. The analysis shows that it is a very strong business move from Dyson to relocate at the time that they did. 
The report then analyses the Driving Forces and the Resisting Forces to the change. This is done using Lewin’s Force Field Theory (1951).
The report concludes with a Change Development Plan for Dyson to consider certain methods to help facilitate future change within the organisation. 
The report is supported with academic and relevant sources throughout. These include books, journals and relevant online news articles. 
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Introduction

Change is inevitable within business as it is with all aspects of life in general. Attempting to stop a change can in-itself be considered a change, wherein lies the paradox. Organisational change is when a business organisation transforms and updates its processes, plans, aims and objectives, (Waddell et al, 2019).  According to Mullins and McLean (2019), “most planned organisation change is triggered by the need to respond to new challenges or opportunities presented by the external environment”. Mullins and McLean (2019) also state that “an underlying feature of the successful organisation is the ability to adapt to change”. 
With Brexit the European business market had to consider the necessary changes they needed to make. This was especially the case for UK businesses that dealt with other European businesses. The uncertainty regarding the eventual outcome forced them to make plans for the most likely outcomes. The consequences and complications will be felt for many years, (Thomas-Bryant, 2021).
The world of business was forced into unprecedented change two years ago with the coronavirus pandemic. Businesses were forced to adapt to challenges such as people working from home, how to hire new employees, using video conferencing software to attend meetings, rely on couriers for sustainability, cash flow, marketing and much more, (Donthu and Gustafsson, 2020). 
Business leaders and managers must deal with this on a lesser scale all the time. Changes on issues regarding environment, culture, technology and politics, to name a few, are always analysed by organisations if they want to stay relevant and in business. 
“Studying change management is important because factors such as the availability of credit, technological advances, changing patterns of demand, increasing competitive pressures, changes in the boundaries of organizations, the development of new organizational forms, regulatory reforms and globalization are creating opportunities and threats that organizations need to address if they are to survive and prosper”
(Hayes, 2018 p. xiii). 

Dyson announced in January of 2019 that their HQ will be relocated to Singapore, Malaysia. The reason given was to ensure “future proofing” of the business (Neate, 2019). This would have presented Dyson with challenges related to Change Management. 





Main Findings

Dyson is a private company wholly owned by Sir James Dyson. It specialises in household electrical appliances such as vacuum cleaners, fans, heaters etc. After graduating from The Royal College of Art (London) in Industrial Design (Dyson, 2021), he started the company with his first successful design being the Ballbarrow.

Furthermore, Sir James Dyson had a major success through the invention of the bagless vacuum cleaner, (ITV.com, 2021). From this Dyson went on to become the No.1 vacuum brand in the UK, having more than double the market share of its nearest competitor Vax, (Statista.com, 2021). In 2018 Dyson announced plans for a research and development facility in Singapore for an electric vehicle. Dyson had already moved their production to Malaysia in 2002, but the HQ had remained in the UK in Wiltshire.

Dyson has had a production facility in Singapore since 2012, (Today Online, 2014). James Dyson had also moved to Singapore and purchased a very expensive apartment there. However, in 2021 he had decided to return to the UK, (Chapman, 2021).

After the announcement, Sir James Dyson received much backlash and was accused of hypocrisy by the British media and MP Layla Moran. This was due to his outspoken stance on Brexit. Sir James Dyson has claimed many times that Brexit would be good for the United Kingdom and British business, (Neate, 2019).

The announcement led to uncertainty for the facilities and employees based in the United Kingdom. However, the relocation did not lead to any job losses at the time and Dyson had promised as much. It was mainly just the formal relocation of the official HQ to Singapore. In July of 2020, the company did announce that they would let go of 900 employees due to Covid-19 related reasons, (Davies, 2020). 

Dyson has a tight nit organisational culture within the United Kingdom. Departments are generally told not to communicate with other departments to promote healthy competition. Everyone at Dyson had high regards for Sir James Dyson. That is until the covid crisis started. Dyson did not take any funds from government to pay its employees, (Reuters, 2020). But it angered employees by requesting them to return to work and in the office at a time when the government guidelines were to work from home, if possible, (Davies, 2020). This caused a backlash from the employees and forced Dyson to reverse the decision. 

Dyson provided the following reasons for their decision to relocate: 
Future proofing – Dyson believe that there is a huge potential for the business to grow in the Asian market, (BBC, 2019). This could allow the company brand to become competitive in a new and growing market. It is also convenient for a business with strong British roots as “Singapore is the UK’s largest trading partner in South East Asia, with total trade amounting to £15.5 billion in the year to the end of Q3 2020”, (Gov.uk, 2022).
Easy access to Asian market: Singapore sits in a very convenient geographic location for business with the rest of Asia. Singapore also has a very strong business culture and high GDP, (Gov.uk, 2022). 
Lack of skilled workers in the UK: Dyson claim is that the skills they require for their workforce is not in sufficient supply in the UK. Brexit may have also caused them concern as at the time a deal was not finalised and they could not determine how foreigners would react, especially in terms of students and highly skilled workers. “Universities in Singapore, Hong Kong and China are among the best 25 in the world for engineering degrees, directly competing with rivals in the US, UK, Sweden and the Netherlands”, (Minsky, 2015).

Moskvitch (2019) states that other benefits to the organisation may be determined based on the following:
Tax: UK corporation tax is 19% whereas in Singapore it is 17%. This may not seem like much of a difference but when hundreds of millions of pounds are involved, then it can make a significant difference to the net profit. Dyson would most likely have a host of specialists and techniques to reduce the tax even that further.
EU: at the time of the announcement of the move, the UK had not finalised a trade deal with the EU. However, months before the Dyson announcement, the EU had signed a free trade deal with Singapore. This would have made it easier for Dyson to plan their move. The reason being is that they could still supply their products to the EU through Singapore without manoeuvring through any potentially complicated trade deal. 
They can avoid any potential Brexit growing pains - Of course the UK did end up with a deal with the EU, however there were consequences due to Brexit – more recently with the shortage of LGV drivers causing fuel supply problems, retailers running out of supplies and miles of lorries with goods bound for the UK waiting to get paperwork done, (Fraser, 2021).

The PESTLE and SWOT analysis shows Dyson’s current business standing.

PESTLE Analysis
Political – Dyson has already been producing goods in Singapore for many years. They will have a good understanding of any political influences of their relocation. The most likely impact was from UK politics with Europe. Singapore is a good choice as it has a high GDP and welcomes foreign business. 
Economic – Average salary in Singapore is on par with the UK. Therefore, saving money on employee wages was not a factor in the decision to relocate. It was more likely that through Singapore, the rest of Europe could be reached easily. It’s not coincidental that months before Dyson’s announcement to relocate, the EU signed a free trade deal with Singapore. Dyson has also seen substantial sales growth in Asia, (Midgley, 2019).  
Social – More skilled Asian workers may look to apply with Dyson hoping to have a prosperous and varied career. However, employees in the UK may decide to look for other organisations to work for due to job uncertainties such as future company goals, loss of jobs in 2019 and more attention given to expansion in Singapore. Some UK employees may use the opportunity to stimulate innovation and creativity so that they stay relevant. 
Technological – During the initial stages of the global pandemic, Dyson offered to sell the UK government ventilators which it developed in under two weeks, called the CoVent, to help with the shortage in the NHS. After initially showing interest, by placing an order for 10,000 on principle, the government eventually rejected Dyson’s ventilators, (Davies, 2020). This seems to be because of governmental inadequacy by underestimating the extent of the consequences of the pandemic. However, it shows technological acumen and Dyson clearly believes it can continue this in Singapore.
Legal – There were no legal obstacles to the relocation. Dyson legal experts would have scoured all aspects for months before making a final decision. However, international law is ever changing and challenging. Dyson will need to keep close attention to how its business practices are judged by its target market and foreign governments. 
Environmental – There would be not much greater impact to the environment from the relocation. Dyson did build a new facility to focus on an Electric Vehicle. The failure of this project would provide other opportunities. One of the reasons it failed could be that Dyson was unwilling to spend more on the R&D. This is compared to Volkswagen who is spending £50 Billion on its own project, (Stokel-Walker, 2019).

SWOT Analysis

Strengths	Weaknesses
World renowned brand	Already have facilities in Singapore	Highly skilled workers	Failure of EV and washing machine	Tarnished image with British consumers	Lower morale from UK staff
Opportunities	Threats
Expand business to new markets	New business ventures	Ease of access to skilled workers	Other Asian competitors – Panasonic and LG	Need time to establish in Asia as a brand


Organisations may adopt models of change to help with the process. These are guidelines in how to approach the dynamics of change. Organisation executives must decide whether to prioritise leadership strategies or prioritise management strategies to implement the changes, (Cameron and Green, 2020). Both have their strengths and weaknesses. Dyson would have investigated these to facilitate the relocation. 
Analysis with both models show that Dyson is in a strong foundation with the relocation. Dyson can further use two Change Management models to facilitate the relocation.  
Lewin and Kotter’s models of change are two ways that organisations facilitate the change process. “According to Lewin, 3 steps are essential to make change successful”, (Bridges, 2019). These steps are:
Unfreeze – this stage covers processes such as preparations, the need, the potential, the strategies and factoring resistance. 
Change – this is the implementation phase where all processes are performed. Encouragement, motivation and evaluation is key to this stage. 
Refreeze – the organisation now continues in its new processes whilst improving and providing support where necessary. 
This model is certainly not perfect. It seems very archaic. It may be expected as the model was proposed in 1947. In the three-step process there is a framework, however it simply lacks detail and clear guidance. Organisations have become something else entirely since the 1940’s and 1950’s. Organisations may find it difficult to realise what exactly to freeze and how to go about it. This would especially be the case when considering any change with technology as it is a vast field of expertise and knowledge. As such Dyson would not really benefit from following this model closely.
Kotter’s 8 step model (1996) of change is more suitable for the modern organisation. This model is more appropriate for Dyson simply because it has more guiding steps to follow and achieve the goals, (managestudyguide.com, 2022):
Create a sense of urgency – the leadership and management need to inspire the by communicating the message and importance on the change. This can be done by explaining the potential loss of business if no change takes place and the potential successes if the change takes place.
Build a guiding coalition – form a team of change leaders and agents to pursue the change and influence others. Involve those who are not convinced of the change and look for other weak areas of change.
Form a strategic vision and initiatives – formulate plans for the change and the overall, how to get staff on board and explain the ideas and aims behind the change.
Enlist a volunteer army – all those who are persuaded can then communicate with others and relay any concerns back to management.
Enable action by removing barriers – the organisation needs to make sure that the new vision aligns with their culture, ethics and beliefs. Can offer certain rewards for employees with no resistance. 
Generate short-term wins – have clear time specific targets to show that success id being achieved. This will help with morale and change of attitudes. 
Sustain acceleration – aim to continue improvement with training, facilities and updates on the change. 
Institute change – consolidate the changes so that it becomes embedded within the organisation structure and culture. This can be done with group meetings with top executives, success stories, information about the potential growth and opportunities for both business and individuals.
The disadvantage of this model for Dyson is that there are many steps, and it may take a long time to implement. This may also prove to be very costly for the organisation. Some employees may become frustrated with the whole process, thereby losing morale. The organisation really needs to consider if it is worth going through with all this. If it comes down to the future of the business, then it must be applied regardless of the cost and time associated. 
There has been no major disruption for Dyson. Neither have employees been asked to change any processes drastically. Even though there have been uncertainties about job security and money spent on a new production facility, the resistance has been minor. 
Major organisational change can be from top down or bottom up. This means that it may be initiated by the business leaders, executives and stakeholders or even lower-level employees, contractors or even customers. However, the leaders need to make the final decisions. “They also have to be able to act in ways that will secure change”, (Hayes, 2014, p. 4). This may come with disapproval and the most resistance to the change. The leaders are most likely to see the need and potential in the change. This may come from the business market, new trends, technology or even internal creative stagnation. Thus, they would start evaluating the necessary processes to complete the change.
“Restructuring programmes, cultural change initiatives, outsourcing, mergers, acquisitions, and strategic-led change, especially when a large number of people are involved, can all be seen as complex change”, (Cameron and Green, 2020, p. 422). It is clear from these projects that it takes a lot of time, planning and careful execution to make them work. The leaders at Dyson would not make these decisions lightly. One of the benefits though is that through these experiences the leaders and managers would gain the necessary problem-solving skills, (Cameron and Green, 2020). 
“One of the major external triggers for change in recent times has been digital disruption”, (Hayes, 2018). Organisations that are in the technology industry have to constantly be aware of competitors and their own level of adoption to this development. 
Organisations go through internal change and must prepare for external change. These external changes are outside the control of the organisation. However, they may affect the productivity of the business. 
Internal change may arise from conflict within the organisation. As there are many different personalities that operate an organisation, then just like in all things in life, passionate views and arguments may come into play for the adoption or rejection of change. These may include (Mullins, 2007):
Limited resources – employees and departments may get frustrated that they don’t have adequate facilities to complete their work. Dyson’s United Kingdom employees may feel they are not given the best in terms of cutting-edge facilities for R&D.
Nature of work activities – some may feel that they are being asked to do too much for what they are paid or that they are going beyond their job requirements. The employees at the Singapore sites may feel uncomfortable with more attention given to them suddenly.
Role conflict – some employees may feel that they are over-qualified for the tasks that they are given and demand to be given a more suitable position.
Differences in perception – employees may feel that they are being undervalued for any exceptional work they are doing. Or that others are undeservedly getting all the praise. There will also be major cultural differences between the two countries which will add to the differences. 
These are some of the internal conflicts that can give rise to change. There are legitimate claims such as limited resources and nature of work activities. If positive change comes about as a result of these then the company benefits, as employee morale would be much higher. However, some of them may persist no matter what the organisation tries to do, such as role conflict and differences in perception. An organisation may try to minimise these conflicts through change in the overall organisational culture. Organisational culture may help or hinder the approval to any business change, (Mullins and McLean, 2019). It is a sign of a healthy organisational culture when management is aware of the concerns of staff, (Mullins and McLean, 2019). 
Change agents can be internal and/or external forces that want and facilitate the change. The change agent in Dyson is the head of the organisation, Sir James Dyson. It will also include the CEO, who at the time was Jim Rowan. 
A change agent, also known as an advocate of change, is a person who acts as a catalyst for the change management process. They help an organization, or part of an organization, transform how it operates by inspiring and influencing others. A change agent will promote, champion, enable, and support an organization’s change implementation.
(Malik, 2021)
Therefore, the change agent outlines the goals of the change by communicating its aims and objectives. 
Change agents can also be external forces that are brought in to communicate the change and its benefits. This may cause some concern and suspicion for employees though. The unintended message given may be that the leaders and managers are not fully capable of communicating the benefits of the change are themselves unsure. 
The Force field analysis, developed by Lewin (1951), can show the forces for the change and those opposing it. On one side are the Driving Forces who are for the change. On the other side are the Resisting Forces who are opposed to the change. The analysis clarifies the stances and motives of both sides. See Appendix A for Force Field analysis table.

The Driving Forces for the change will consider (Malik, 2021):
The benefits of the change
What needs to change
Who supports the change?
Current attitude
Costs involved
The Resisting Forces opposed to the change will consider:
Job security
Changes to pay
Changes to environment 
Any new training needed

The Change Development Plan suggests plans, developments and improvements that can be put into place by Dyson to prepare the business to deal with Change Management better. These are methods the company can review and revisit often to better understand its capacity to respond to change. “A change management plan can be the difference between project success and failure”, (Bridges, 2022). See Appendix B for Change Development Plan.




















Conclusion 

Change Management is essential for large organisations with many departments. The process is complex and needs the full attention of the leaders and managers. This report shows that change management should be given utmost priority if any organisation is to transition into the change successfully. There are many aspects to consider in the change process. With the adherence to models, plans and evaluation methods it can be carried out successfully. Involvement from all relevant parties should be encouraged to promote a healthy culture and morale. This would further the change goals and implementation process. It is the duty of leaders and management to alleviate any disruption as efficiently as possible whether that is internal or external.
Dyson’s decision and change process has been very successful so far. They have completed the relocation with relative ease and little disruption to their overall business productivity. Despite the failure of the EV production facility, Dyson has not suffered any other disruption to its business. The future of Dyson through the change of location offers them huge potential and they are sitting in a very strong leadership position. 
The Change Development Plan (Appendix B) proposes some methods that Dyson can use to further improve future changes that will inevitably happen. These recommendations are varied and practical. The recommendations are explained in detail with steps to follow on how to implement them. It would be very cost effective for Dyson to follow these plans. 
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Appendix B – Change Development Plan
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Area of Development to improve Change Planning and Implementation
	Actions to be undertaken 
	Priority
	Support and Development.

	Review Dates

	Other comments

	Training programs
	Continuous training programs to provide workforce with new skills
	Medium/High priority as it will empower the employees and keep them highly skilled
	Support from managers and from both internal and external experts. Sufficient resources should be allocated for this

	Every six months so that skills are used and retained
	Performance management sessions may be carried out to evaluate individual and team progress

	Set Up Emergency Committee 
	Form team of Leaders and Managers to co-ordinate 
	High priority due to nature of change
	Emergency Committee will draw up plans and processes for dealing with emergencies such as natural disasters, legal challenges, political volatility, etc.  
	Preferably every three months to discuss any major imminent threat to organization.
	Committee will meet and discuss plans with all necessary parties when appropriate

	A team to seek new business ventures
	A dedicated team to investigate new opportunities for the business to grow and expand into
	High priority as technology provides so many opportunities for growth and expansion
	This will help with coming up with new ideas for change management implementation as the team will analyse how to best use the existing workforce
	Team will be dedicated and work within the organisation
	The team will report directly to the CEO and discuss the ideas for business growth and development
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