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Executive Summary
The following report explores the introduction of a great change at a lead acid manufacturing company based in the UK called EnerSys. The change was to implement the IATF:16949 automotive regulation for a company that was not previously adapted to function as an automotive manufacturing plant, the report will highlight the obstacles and different stages of implementing this change culture to the plant, and analyse the approach with the established ‘Kotter’s Change Module‘ and ‘Lewins Three Step Change Module’, 
The IATF:16949 project required the introduction of complicated quality and automotive tools, such as SPC, MSA, APQP etc (see pages 4-5). These tools required trained engineers to implement them correctly into the business, and came with their own individual obstacles. 
During the analysis of the two different modules, it becomes apparent that both approaches structure the subjective project into smaller phases and applies their own milestones. Kotter’s module relies heavily on reaching certain targets, and it could be argued this approach intuitively leads an organisation to follow a bottom down approach, whereas EnerSys were conscious to involve the operators and adapt a bottom-up approach.
Lewins approach is older and simpler than Kotter’s module released four decades later. However, both modules must be considered as a guideline as opposed to a clear structure in how a change project should be mapped. The project at EnerSys was not initially designed using either module, however pages 5-8 show how both Modules apply to the EnerSys project.
It is recommended that for future projects, a project planner knowledgeable and Lewins and Kotter’s change module considers the 8 steps, and concept of preparing a company for change, and implements this framework into their project plan. The project should have KPI’s and milestones unique to the project and stakeholders, and if certain steps are not applicable they should be nulled during the planning phase to avoid unnecessary disappointment later on. 












Introduction  
The following report discusses a major business shift in a company called EnerSys. EnerSys (abbreviated from “Energy Systems”) is a lead acid, thin plate pure lead, battery manufacturer. EnerSys is well embedded in a number of sectors, including railway, military of defence, aerospace and data storage.
(EnerSys, 2026)
The change discussed below will focus on Enersys’ branching to the automotive sector. To become an automotive supplier, a company must be accredited to IATF:16949, to prove compliance to the automotive quality management regulations. The IATF:16949 standard is deviated from the ISO:9001 standard, and enables the factory to be more preventative than reactive, instead of fixing issues after they occur, tools and practices are introduced to stop the issues before they are created.
(British Standards Institution, 2026)
Examples of the tools used to achieve the above change are:
‘Advanced Product Quality Planning’ (APQP) – ‘Failure Mode and Effect Analysis’ (FMEA’s), ‘Control Plans’ (CP’s), Process Flows’ (PF’s)
‘Measurement System Analysis’ (MSA) – ‘Gauge R & R Studies’ 
‘Statistical Process Control’ (SPC) – ‘Control Charts’ 
(Veres, 2022)
The report will evaluate the approach of enhancing the Enersys manufacturing plant to IATF:16949 status, and compare the approach to the ‘Lewins Three Step Change Module’ (see page 8) and ‘Kotters Change Module’ (see pages 6-8). 













Main Findings
What is Change?
With large scale changes such as introducing the IATF:16949 accreditation for an automotive plant, it is important to implement a “Bottom-Up” change mentality. This ensures the change is “pulled” from the operators rather than “pushed” by management. There is a Japanese terminology for describing the place where value is added in manufacturing – GEMBA. Gemba is a powerful concept because it signposts the power held on the shop floor; it is therefore essential that this is the root of any changes in a business. 
(Moon, 2025)
Change is the act of evolving something, to keep up or expand on the value added from the process. It is essential for businesses to change to keep up with competitors, innovate their product to stay relevant to their customers, or even keep production prices down to remain viable as the cost-of-living increases.
Bottom-Up Change & Standardization
The operators were heavily involved in introducing the accreditation to the factory. The first tool to implement was Standardisation, to ensure every operator completes a process in the exact same way to avoid deviation . To achieve this, a quality champion was designated for each process, and the standardised process was deviated from their knowledge and experience. Standard Operating Procedures (SOP’s) were created from their knowledge, and all operators were trained according to these SOP’s.
Introducing APQP, SPC and MSA
APQP
APQP is an essential tool used in the automotive industry and supports in changing the quality management system from reactive (E.G reacting to issues after they occur) to a preventative (analysing the risks and implementing controls to prevent or detect the concerns directly from the process) system.
(Alam, 2026)
FMEA’s are a powerful document for interrogating a process and should be completed with members from every department (quality, H&S, production, engineering etc). The FMEA then remains as a live document and should be used when any issue occurs on a process. The risks are rated by their occurrence, severity and detection, and provided with a score (RPN), depending on the score, the process may require modification. 
(What Is Six Sigma, 2026)
This can be frustrating for operators that have spent years manufacturing this process in the same way and will often use the argument “if it isn’t broken, don’t fix it”. Implementing the bottom-up approach enables the operators to see the justification behind these changes and input their support.
Tools such as control plans and process flows are support documents to then manage this higher level of control, but the true change occurs on the processes in the level of testing and measurements expected of the operators. 
SPC & MSA
SPC is an essential tool for detecting variations of in a process before they result in a catastrophic failure. The tool requires a high level of knowledge to correctly implement, so it was essential to bring the skill level of the plant to the calibre necessary for implementing these tools. 
There were two strategies used for achieving this knowledge on site. All the quality engineers were enrolled onto external courses to improve their training. Management then set ‘Key Performance Indicators’ KPI’s for rolling out SPC on various processes across the factory, and this was monitored via weekly meetings . Each Engineer was tracked individually, and the departments were monitored for their completion. This ensured EnerSys were on track to completely roll out SPC for their accreditation, while also seeing if there were any engineers that were lacking and required additional support or further training. 
(Kowalczyk, 2026)
The same approach was applied for MSA, engineers were taught how to complete Gauge R & R studies, how do determine if the study require is attribute or quantitative, and a plan was generated and monitored via KPI’s from management. 
(ASQ, 2026)
Additionally, to the above, the quality department was expanded, and 2 further engineers joined the company. It took 6 months to fill the vacancies because automotive experience became a necessity for the job roles, the new engineers had a healthy background of using the forementioned tools and supported the other engineers with their new qualifications. 
Kotter’s Change Module
John Kotter created a model that segregates organisational change into 8 steps. 











Figure 1 demonstrates the change module. It is a model often embedded in various other change modules , such as the ‘plan-Do-Check-Act’ system referenced in ISO:9001 , or the DMAIC approach as defined by engineers at Motorola and commonly coined by the lean management system . 
Creating Urgancy
At EnerSys, this project created a natural sense of urgency. Implementation of the IATF:16949 accreditation opened an entire sector for manufacturing. This would introduce millions of annual revenues, increase jobs, improve job stability, open the opportunity for higher skill / salaries and introduce additional product lines . This also supports in keeping EnerSys in line with competitors, while introducing systems to reduce defects and waste, and in turn make day to day operations for operators less stressful. The certification plans came with a deadline of less than one year, and management created a strong roadmap for accomplishing this feat. 
The urgency was further solidified by having the operators be involved in the deadlines towards the scheduled accreditation. Additionally, regular audits were completed on production and other departments by quality on a monthly bases, any non-conformances had to be rectified by the next audit to keep a constant level of consistency throughout the project. 
Build a Guiding Coalition
A lot of the high-level tools involved in automotive, such as FMEA’s and CP’s require creation from a multi skilled team. It is essential that the documentation is inputted by engineering, H&S, quality, design and operations as a minimum. Management created a cross skilled team to create these top-level documents and facilitate the IATF:16949 accreditation project. Leadership created deadlines and roadmaps, but also offered guidance, training, more resources, finances and external support where necessary. This strong level of support from management helped give this project the greatest opportunity for success.
Create a Vision for Change
The business strategy of becoming an automotive supplier was rolled out across multiple factories at a group wide level. The vision wasn’t as simple as become an automotive supplier, it was becoming a higher calibre of battery manufacturing. Reducing internal defects, developing a more mature quality management system, and ultimately improving customer confidence. 
The benefits of becoming an automotive manufacturer was clearly communicated to all departments, to try and create a professional anchor for their own work and the benefits they can reap from this project. 
Communicate the Vision.
the global marketing team used this change of direction to advertise their strategy to their customers and stakeholders and fed this vision through the plants via monthly all hands meetings, banners and customer visits. Every employee knew of the changes and the importance of them to the future of EnerSys, and every department had their own responsibilities all leading to the same outcome, which were regularly communicated to the factory via email broadcasts and weekly cross departmental meetings. The vision was further solidified via regular audits and KPI monitoring to ensure the roadmap laid out was being adhered to. 
Remove Obstacles
EnerSys had not gone through any major changes like this in at least 15 years, when the company became a major supplier to aerospace and government via the AS:9100 standard. The automotive regulations are also very different to AS:9100, and hold a higher focus on using red rabbits to complete regular audits on processes and ensure defects can be captured or detected, and testing to ensure customer specific requirements are monitored to the highest possible level . 
The lack of focus in this area resulted in a lot of outdated procedures, non-compliance to SOP’s and high internal scrap. Standardisation was a huge part of this change, to ensure every process was captured, documented and controlled. This also involved rolling out a rigorous training program to ensure all operators were trained in accordance with the SOP’s, and there was traceability of every operators competency to their work stations. 
Create Short Term Wins
With any continuous improvement process, there are short wins (often described as ‘low hanging fruits’) and long-term goals. To keep moral high and show short term progress, breaking large tasks into smaller, easily achievable tasks is essential. A book by James Clear names “Atomic Habits” describes short term wins as 1% changes , making minor changes in high quantities to result in huge results. In quality terms, this process is referred to as “Kaizen”, which is the Japanese word for “Improvement” . 
Kaizens were identified at all stages of this process. Firstly, quality engineers were assigned to different major manufacturing areas and were moved to the shop floor. This enables production to have direct support and communication with their engineer, and fix things where the value is added – Gemba . 
Additionally:
All non-controlled documentation was removed from the shop floor and either made obsolete or given documentation control. 
5S became a standard weekly practice, and the shop floor was vastly reduced from non-essential tools and equipment. 
Floors and walls were painted and a deep clean was implemented to give the factory a more modernised atmosphere.  
Build on the Change
As previously mentioned, engineers were upskilled via external training, and the departments were expanded with more skilled employees. KPI’s were developed in line with the new business strategies and monitored throughout the factory across all levels of employees, this helped keep everybody aligned towards the same goals. Internal audits were also revised in accordance with IATF:16949, this offered a systemic method of monitoring the new changes, and keeping a stringent level of excellence to last even after the project commences. 
Anchor the Change in Company Culture
The Nature of this project was to implement IATF:16949, this is a permanent change and a major shift in the direction of the business. It requires annual revisions of the standard and a three-yearly reaccreditation, this stringent level of auditing means constant reviewing of systems and changing the way the factory operates. This was considered from the earliest stage of the project, and longevity of the changes made during this project were prioritised. 
Lewins Three Step Change Module & Force Field Analysis
Lewins three step change module is broken into three steps, again as per other change modules it focuses on three primary steps, identifying a problem, implementing a change, then controlling that change. Lewins approach is below:
Unfreezing – Prepare all stakeholders for change, open the opportunity to improve.
Changing – Implement the change, alter the behaviour and processes with the new.
Refreezing – Ensure the changes are permanent and controlled, to avoid going back to the old methods.
(Burnes, 2019)
As per Kotter’s law, steps 1-4 could be considered the unfreezing phase, steps 5-6 to the changing phase, and steps 7-8 to the refreezing phase. 
Unfreezing - EnerSys adopted this module indirectly by first setting the premise of moving towards the automotive industry. Through the roadmap provided by management, having the operators understand the shift, setting KPI’s across all the departments, providing training and increasing the staff etc. 
Changing – After the planning phase, each department started working towards their KPI’s and rolling out the criteria of IATF:16949. This included introducing the tools above such as APQP, SPC and MSA, implementing the training, having regular all hands meetings, having the operators standardise and be a part of the change. 
Refreezing – Finally it is essential to ensure the old style of doing things do not become the default after all the efforts of the change cease. This requires continuous monitoring and control moving forward. IATF is an annual certification and requires regular audits, but internal audits are also required by the quality department to ensure compliance all year round. Additionally, these processes being implemented require SOP’s and standardisation to ensure training is completed to this standard moving forward.



Figure 2 shows there are more forces preventing the certification of IATF:16949 compared to the forces enabling it. With the backing of senior management, and the new revenues it will open, factors such as finances and 
Conclusion
The change culture of turning a factory that had been manufacturing for 100 years into a modern example of an automotive company was ambitious, especially as the skill of the employees was not in line with this goal. A deadline of less than one year only added to the struggle of executing this goal. 
However, EnerSys were conscious of implementing a bottom-up strategy and ensured they communicated this change throughout the factory. The marketing team gave customers and stakeholders regular updates via social medial and set up various customer visits to the plant for an entirely transparent and open approach, they re-branded and provided banners and advertisement to the factories involved in this change. Additionally, management provided monthly all hand meetings, and every department regularly communicated their progress via posters, email broadcasts and reflected through their KPI’s.
Although Kotter’s module was not directly followed during this project, the foundations listed are all essential parts of a large scale project. The system objectifies change and creates a natural roadmap for ensuring major factors from implementing change are not overlooked.
The system however does leave room for misinterpretation due to its reductionist take on applying change to such large projects. Implementing a new quality management system requires careful planning, consistency and effort from all parties involved. It requires discipline, expertise and constant evaluation, so to assume success solely on Kotter’s model would be a foolish approach, various other tools and strategies are required.
Kotter’s module doesn’t intuitively implement a bottom-up approach, and it could be easily to force change down from management thus creating resistance. If simply used as a guideline for a strong and healthy change, Kotter’s is an excellent tool, but it shouldn’t be treated as rigid framework.
Lewins approach originated in the 1940s and focuses on the approach of unfreezing, changing then freezing a system. It believes a process must be ready for change to adapt a change, however the three step system doesn’t offer much guidance and is very reductionist when compared to the complicated system of applying change to a large and complex organisation. 
An understanding of both modules can drastically help a business structure a large scale project and apply KPI’s and milestones, however the individual project should be uniquely planned, a generic approach or ‘one shoe fits all’ approach could complicate the project and lead to disappointment if certain steps are redundant or not practical. 
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