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Executive Summary
The purpose of this report is to identify and evaluate the organisational change implemented at Dow Silicones UK Limited following the decision to close the Basics area of the Barry site. The closure is part of Dow’s wider global strategy to reduce costs, improve efficiency, and remain competitive within the siloxanes market. Increasing competition from cheaper producers, particularly in China, alongside rising energy costs in the UK and Europe, were major factors influencing the decision.
This report explores how the change affected both the organisation and its employees. The closure placed 291 employees at risk of redundancy and resulted in the loss of many contractor roles. As a result, this created uncertainty, anxiety, and low morale across the site. While some employees accepted the need for change, others felt frustrated and concerned about their future within the company. Despite this, Dow attempted to manage the transition through regular communication, workforce reallocation opportunities, redundancy packages, and training support for affected staff.
Lewin’s Force Field Analysis was used to identify the main driving and resisting forces behind the change. Financial pressures, global competition, and Dow’s restructuring goals acted as strong driving forces, while employee resistance, fear of redundancy, and concerns about the impact on the local community contributed as restraining forces. The report also applies Lewin’s Three-Step Change Model, showing how Dow prepared employees for the transition, implemented the changes, and attempted to support staff throughout the process.
In addition to this, Herzberg’s Two-Factor Theory was used to assess employee motivation during the organisational change. Although Dow continued to provide employee benefits and financial incentives, many employees still experienced reduced motivation and engagement due to instability and limited career opportunities. However, support measures and opportunities within the new organisation helped maintain morale for most employees.
Overall, the report finds that although the closure has had a significant impact on employees and the wider community, Dow has used several structured change management approaches to support the transition. The long-term success of the change will depend on how effectively the company continues to support employees, maintain trust, and manage the remaining stages of the restructuring process.
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Introduction 

Dow Silicones UK Limited, located in Barry, South Wales, is an important, long-standing, and successful manufacturing site for silicon-based products. Since 1941, the facility has played a key role in Dow's supply chain across Europe, the Middle East, Africa, and India. It produces silicones used in electronics, automotive parts, cosmetics and more. Dow Silicones Barry employs approximately 850 employees and contractors to operate the site twenty-four hours, seven days a week. Furthermore, Dow Silicones is classed as an upper-tier COMAH (Control of Major Accident Hazards) site, due to the site holding large quantities of hazardous materials. The COMAH regulations must be applied to prevent major incidents. 
Change can be crucial for the success of a company and can be applied to a business to remain competitive and dynamic within the industry. However, with change comes uncertainty, which can provide resistance from employees. Managed correctly, adjustments can improve efficiency and innovation while creating new opportunities. Or have the opposite effect if poorly executed. These changes can be either adaptive, involving gradual adjustments, or transformational, bringing significant shifts to an organisation’s strategy, structure, or overall performance
Dow proposed an organisational change that affects the company and its employees. The modification was aimed at establishing a more cost-efficient method for producing siloxanes that is used in the final product at Dow. However, the company’s proposed change meant almost 50% of its workforce would face redundancies. Using Lewin’s Forcefield analysis and Herzberg’s two-factor motivational model, this report will cover the driving forces for this change and evaluate how it was managed.
Main findings 	

Dow Silicones Barry site is divided into two sections. “Basics and Finishing”. The Basic area comprises of chemical plants that produce siloxanes, which in turn supply Finishing, while also producing some products directly for the market. Finishing is more of a production zone that uses the siloxanes produced by Basics to incorporate into their final products and provide what the customer desires. 
In April 2025, “the company confirmed its closing of the Basics area of the plant.” With 850 jobs at this location, most of the contracting companies were terminated. This left 291 Dow employees at risk for redundancies.

Response to the closure 
	
While the news was confirmed in April 2025. A meeting was held for employees a month beforehand in an attempt to notify them at this time of the potential closure. Mixed responses came from this meeting; many believed it would not happen, as Dow Barry has been standing for so long and is still providing a profit. Some thought it was a “scare” tactic to improve working practices, as the company had faced many negative incidents in the previous year. On the other hand, others supposed it would be senseless for Dow to make these announcements without true outcomes pending. In summary, a mix of immediate shock and uncertainty affected all of the employees, with nothing but unsettlement to come until the closure was confirmed. At this time, Dow stopped all non-critical work in an effort to give workers a chance to comprehend the news. 
When the closure was finally confirmed, again, employees were restless. But as they had a month to prepare, most handled the news well. In the coming weeks, it was explained that, even though Basics was closing, there would still be a need to relocate additional staff to Finishing, and many would be needed to form a decommissioning team for Basics. In general, several employees now had hope that their employment may continue at Finishing or at least have some time left with the company before being made redundant. Furthermore, the announcement explained feeds off would not be for another year, meaning everybody could remain in their current role for another year before officially shutting down. However, for some, this was not enough and multiple employees still gave in their notices, now seeing Dow as a “Sinking ship” or unstable. 
The Next steps were for the employees to go through a talent pooling process where they would be scored by HR and management. This would provide the company with those who scored highly to be the first to be offered a job in the new organisation. Furthermore, those who desired to be made redundant could have their score reduced by fifteen points to try to accommodate their wish. Allowing those who wanted to remain employed by Dow a greater chance at success. 
In the coming weeks, all employees faced meetings with HR and management where their future within the company was decided. Providing mixed emotions across the site, with some feeling relieved and appreciated, and others demoralised and frustrated with the results. Even so, employees could not discuss their outcomes at this time and could be disciplined if they were caught doing so. This was to give the company a chance for everybody to receive their news before speculation. However, this left people feeling vulnerable and doubtful. In the meeting, employees were given a contract, either to accept redundancy and a date for termination or to accept a job within the new organisation. Everyone was given one week to make their decision and only a week to appeal should they disapprove the outcome. Only once authorised could employees discuss their outcomes.  
Lewin’s force field analysis 

Lewin’s Force Field Analysis is a change management framework. Developed to visually analyse a situation as a state of equilibrium. Accordingly, the driving forces and restraining forces are held in balance as two opposing forces. This model helps companies transition from one fixed state to another. 


Should the change be successful, Dow must ensure the driving forces outweigh the resisting forces. In this case, the employees pose the biggest resistance. It is in Dow's best interest to maintain positive employee relations in order to achieve a successful change within the company and to keep the company running before the organisational change comes into effect. 

Driving forces behind the closure 

The main factor contributing to the Basics closure was China’s intense competition for producing and supplying siloxanes at a much cheaper rate. Therefore, making Dow Basics product uncompetitive within the open market. Moreover, the cost of energy in the UK and Europe has significantly increased. Meaning the production of chemicals is power-hungry effecting the cost efficiency margins.  Furthermore, by removing Basic plants, the site no longer produces the upper dangerous substances, meaning Dow Barry will no longer be classified as a top-tier COMAH site. In turn, eliminating the additional responsibilities for COMAH-regulated sites. 
In addition to this, Dow was undergoing a strategic asset rationalisation . The closure forms part of a 2025 global “best-owner mindset” strategy  designed to improve profitability by streamlining front-end assets and focusing investment on higher-value speciality silicones. This method intends to increase demand in the market that has been declining.
Finally, in January 2025, Dow announced a $1 billion cost-saving initiative that aimed to cut 1,500 jobs globally . This aligns with the closure of Basics in Barry.
Resisting forces behind the closure 

When the risk of redundancies is announced, employees typically experience a range of emotional and behavioural responses. Many feel increased anxiety and uncertainty about their job security, which can lead to stress, fear, and reduced morale. In some cases, this situation may also generate frustration or anger, particularly if communication is perceived as unclear or sudden. These emotions can affect workplace behaviour, resulting in lower motivation, reduced productivity, and decreased engagement with work and colleagues. Employees may also begin to lose trust in management and explore alternative job opportunities. If uncertainty continues over a longer period, it can contribute to burnout and a decline in overall organisational commitment.
Subsequently, Local communities also resist site closures as household income reduces. This, in turn, lowers local spending in shops, services, and other businesses, weakening the wider economy. Small businesses in the area may suffer from reduced demand. In addition, the loss of employment opportunities can make the area less attractive for investment, slowing economic growth and increasing long-term unemployment in the community.
Suppliers and customers may resist the decrease in demand, and uncertainty in the market can pose a negative impact. Moreover, the closure can disrupt supply chains, increase costs and reduce service reliability.

Lewin’s three-step change management model 

First step, unfreeze. This initial stage prepares the organisation for change by raising awareness of its importance and addressing resistance to new ways of working. Clear communication is key to building readiness and support for change.
Secondly, the change/transition stage focuses on introducing new behaviours, processes, and ways of thinking as individuals and organisations adapt to change. Training and support help ensure the transition is successful.
Finally, the refreeze stage focuses on reinforcing new behaviours and processes so they become standard practice within the organisation. Recognition and rewards can help sustain the change and prevent a return to old habits.

Lewin’s three-step model can be applied to Dow. Dow raised awareness early and outlined the criticality and the importance of change, communicating well about what could be developing. The Transition stage has been outlined to begin decommissioning in June 2026. All employees are now aware of what their future looks like within the company, whether continued employment in the new organisation, part of the decommissioning team, or redundancy. At this stage, everyone has accepted their outcome. Moreover, Dow has offered all those being made redundant a training budget of five thousand pounds, in hopes of preparing employees for work outside of Dow and enhancing their job opportunities. Lastly, whilst the refreeze stage is in the future. Dow holds itself to high standards and will likely continue to instil its core values and establish their code of conduct. Furthermore, Dow uses a recognition programme where employees can be selected for rewards for performing well. Providing potential positive relationships within the new organisation’s re-freeze  

Herzberg’s Two-Factor theory 


Frederick Herzberg’s Two-Factor Theory explains that employee attitudes and performance are influenced by two different types of workplace factors. Hygiene factors, such as salary, working conditions, organisational policies, and relationships with colleagues, are all important factors for reducing dissatisfaction, but they do not usually create long-term motivation on their own. In contrast, motivators like recognition, opportunities for growth and development, and meaningful or challenging work help improve job satisfaction, engagement, and overall motivation. Together, this theory highlights that organisations need to do more than simply avoid dissatisfaction; they must also actively strengthen motivators in order to improve engagement, performance, and overall workplace satisfaction.
Herzberg’s Two-Factor Theory suggests that managers should address both hygiene factors and motivators in order to improve employee engagement and productivity. Practical strategies include job enrichment, where employees are given greater responsibility, independence, and opportunities for development; improving workplace hygiene by ensuring fair pay, safe working conditions, and supportive organisational policies; and implementing recognition programmes that acknowledge achievements and strengthen fundamental motivation.
Dow operates an employee benefits programme, which everyone is entitled to until their end date. Some include: private health care and dental cover, flexible working, wellness programs and appreciation awards. Employees who are remaining in the new organisation will continue to benefit from these programmes while also feeling fulfilled in job enrichment, as progressing in their career remains a possibility. However, those on the decommissioning team eventually facing redundancy are lacking in job enrichment as it is no longer available to them. To compensate for this, those employees will receive a percentage bonus of their base salary for each year they support the decommissioning. 
Overall, the recent changes implemented have led to a decline in employee morale. Many staff feel undervalued, especially those who were unsuccessful in the talent pooling stage, resulting in reduced engagement and a weakened sense of loyalty to the organisation. The ongoing plant closures have contributed to lower levels of engagement, with employees expressing reduced motivation and a sense of uncertainty about the relevance of their work. However, Dow’s clear and honest communication, fair redundancy, support packages and incentives to continue work have played a vital role in maintaining staff confidence and reinforcing the transition effectively. 
Top-Down Change 

In this model, executives define the vision and direct how the change should be implemented across the organisation. The change is being implemented by senior management and communicated down the hierarchy . This approach requires the employees to follow the desired change. 





In this case, the site manager communicated the change. The decision to shut down Basics to save money had already been made, and the plan involved expanding “finishing” to create a new organisation capable of storing imported siloxanes for use in the final product. This was communicated and implemented to employees. All Management became responsible for implementing the change. An advantage was the direction and control provided by senior management, with the clear vision of the Barry site’s survival. In this case, the company required this change to maintain competitiveness in the market and to continue to provide high profits, with the suggestion and backing coming from executives off-site. For this reason, negotiations seemed impossible and acceptance of the change had to happen with the driving forces coming from company officials at their leading location.

Goal: Remain competitive in the market, continue to provide high profits. 
Plan: Import and store siloxanes for use, instead of creating them. Decommission existing siloxane plants.  
Communicate and Implement: Allow the site leader and senior management to announce goals to employees and execute the plan. Determine the future of employees within the company. 







Conclusion 

This report looked at the planned closure of the Basics area at Dow Silicones UK Limited and the impact the change has had on both the business and its employees. The decision was mainly driven by increasing cost pressures, including global competition and rising energy prices, as well as Dow’s wider aim of improving profitability and making operations more efficient. Although these factors created a strong reason for change from a business perspective, they also caused uncertainty, concern, and resistance among employees.
Lewin’s Force Field Analysis showed that while there were strong driving forces behind the closure, such as financial pressures and global restructuring goals, there were also important resisting forces. These included employee concerns, lower morale, and the potential impact on the local community and supply chain. In a similar way, Lewin’s Three-Step Model highlighted how important communication and employee support were in helping manage the transition, even though challenges still remain during the implementation process.
Herzberg’s Two-Factor Theory also showed that while factors such as pay and working conditions can reduce dissatisfaction, employee motivation and engagement depend more on recognition, development opportunities, and meaningful work. During a period of restructuring and uncertainty, maintaining these motivators became increasingly difficult, which contributed to a disengagement across the workforce.
Overall, although Dow introduced several structured change management strategies, including communication, opportunities to move into different roles, and financial support packages, the scale of the change has still had a significant effect on staff ambition and commitment. The success of the transition will largely depend on how well the organisation continues to support employees while maintaining fairness, transparency, and respect throughout the remaining stages of change.
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