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Executive Summary

The purpose of this report is to identify and evaluate the robotic automation change at St David’s Assemblies. Within the last year the factory has invested into replacing jobs done by employees to be done by robots. This change has been quite sudden as new CEOs have pushed the factory into becoming more modern. The dynamic of the workplace has been shifted where some are for the robots while others are not keen on the change. Be it a personal choice or as there are little rewards for using them.
The report will explain the theories in how change can be successful. Using theories such as Kurt Lewins 3-Step Model and his Force Field Analysis model. As well as Kotter’s 8-step model which is a more detailed look into how to have change be successful. These models have their benefits and limitations when it comes to change as in real examples of change its not so simple as a model.
This report will also delve into managing change effectively. Using ideas that James MacGregor Burns have put forwards that explain the styles of leadership. Where leaders can be transformative or transactional and how they differ being either positive or negative. It goes into question what leadership styles St Davids Assemblies follow if any.
Furthermore, the report explains how the emotional intelligence of managers and leaders plays a large role into whether change can be successful. Using a model said by Daniel Goleman of which defines it as the ability to understand and manage emotions. The attitude and character the leader presents can motivate and encourage employees work and act in the workplace.
And lastly the motivation in the workplace will be discussed in this report. Motivation is a major factor to ensure the change in the workplace is successful. It is important that management and leaders of the company fulfil the needs and requirements of the employees. The report will discuss the models said by Frederick Herzberg (Better in the workplace) and Self Determination Theory by Edward Deci and Richard Ryan. These look into how an employee does a task intrinsically or extrinsically. 
The report will conclude that the change in St Davids Assemblies has its benefits but has come with its challenges mainly in terms of employee resistance to the change from the older generation of employees that are comfortable in the old way of working.
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Introduction  

St. Davids Assemblies Limited is one of the UK’s leading injection moulders, operating from a 33,000 square foot factory in Pembrokeshire. We supply customised high-precision technical mouldings for various markets including Automotive, Domestic, Military, and Medical. They are a certified ISO 9001 organisation, and have the highest environmental accreditation in Wales, Green Dragon 5. The company started out with kettle switches being made on the production line and over the past 70 has adapted into a manufacturing high volume. Furthermore, in recent months, the workplace is investing into automation to reduce the load on manual labour. .
This report will delve into how the traditional manual labour is being shifted to automated robot systems. This transition is reshaping several industries worldwide and altering how work is performed and the skills required from the workforce. Also, how management and leadership drive the decisions to move forwards into automation. Be it introducing new working styles and responsibilities on those who will be working with or on the robots.
Robotic Automation has the sole purpose of improving efficiency, accuracy and productivity. Many tasks that once relied heavily on human physical effort is being done by machines that operate continuously with minimal error. While this change offers a clear economic and operational benefits, it goes into question about the job replacements, adapting in the workforce and the future need for human labour.  Using “Lewin’s Force Field Analysis Model” and other models, the report will explain the pushing and pulling factors into the change.




Main Findings

In St Davids Assemblies, the most recent change in the factory is the new robotic automation to assist the workload on moulding machines. These robots replace the need for an operator to manually run the machine. Cycle times and waste are greatly with the use of these robots. This change is vastly perceived differently among the employees, some positive some negative. So far, this change has been somewhat successful as so far more than 20 manual parts have been made automatic. However, the older employees are struggling to understand the programming side and is being left to the younger technicians. This results in parts that could have been ran with robots being done manually as the knowledge of setting up the robots is not there, losing on time and potentially profits. 
Overview

Change in the workplace can defined as organisations adapting to internal and external factors to improve quality of products, services and new opportunity for growth. . John Kotter outlines an eight-stage process for leading change in organizations, emphasizing the importance of establishing urgency, creating a vision, and anchoring change in the organizational culture. . This however is not the only view on change in the workplace. Kurt Lewin developed a 3-Step model to understand the forces that sustained undesired behaviours, and to identify those forces that would need to be either strengthened or weakened to bring about desired behaviours. . This is where the “Unfreeze, Change, refreeze” comes from. 



Driving and Resisting Forces

Kurt Lewin also developed a model called the Force Field Analysis Model. In force field analysis, change is defined as a state of imbalance between driving forces (e.g. new personnel, changing markets, new technology) and restraining forces (e.g. individuals' fear of failure, organisational discourse). 
In the workplace, these driving and resisting forces can be listed as follows:
Driving:
Cost Reduction and efficiency. This includes faster cycle times, reduced scrap and start up waste as robots don’t need a break. Labour costs are reduced over time.
Labour shortages. With the location of the Assemblies finding people to work has become more difficult with other companies offering better pay or opportunities. This means investing in automation reduces this burden of needing a larger force of operators.
Quality and consistency. Robotics provide a consistent process that results in more accurate parts being produced as compared to an operator who might get distracted, and parts are inconsistent.
Resisting:
High initial investment. Higher end injection moulding robots can cost upwards of £50000 or more. This can be a major factor especially if profits are small and the return made on the robots may not justify the investment.
Employee resistance. Employees may fear job losses which can cause discourse in the factory. Older and more skilled employees can be resistant as well as the old way worked so why change.
Skill Gaps. With newer technology comes new skills required for programming. Older employees may refuse to learn the equipment and push it onto younger workers who may not stay for long term employment.
Using these forces the company can start using Kurt Lewins 3-Step model to start the change in the workplace . As said in , Kurts models are basic when it comes to real life circumstances. Kotter’s 8-Step Model could provide a more in-depth insight on how to accomplish change in the organisation. 
Kotter’s model is as such : 
Create Urgency for change
Build a guiding coalition of influential leaders.
Form a strategic vision
Enlist a volunteer army to support the vision
Remove barriers/obstacles
Generate short term wins
Sustain acceleration and build on change
Institute change by anchoring it in culture. 
This model considered to be more effective in modern organisational changes due to its greater detail, strategic focus, and applicability to complex change environments. Whereas Kurts model is limited to a theoretical strategy for change. .












Managing Change Effectively

Change in the workplace can only be done if the leadership and management are suited for these changes. As stated in  “Although the growing need for change in organizations it is widely acknowledged it is asserted that up to 70% of change initiatives fail. While there have been attempts to understand the reasons for failure these have been seen as inconclusive, and a need for further empirical work has been identified. Within the growing literature on change leadership there are assertions that the root cause of many change problems is leadership behaviour.” 
There are many ways in which management can approach change, and it can heavily depend on the workplace relations and how employees view their managers. Of these are the leadership styles that help change move forward. James MacGregor Burns findings in Leadership are:

Transforming Leadership. This focuses on long term, significant change, connecting with employees needs and having a shared, moral purpose. It is characterised by leadership that raises the human conduct and ethical aspirations of both leader and follower.

 It is important that when a company installs robot automation, they heavily involve the employees during the development. Whereas if they were just installed without any communication, it could cause friction and refusal to operate the equipment.

Transactional Leadership. This is defined as a bargaining or exchange model, where leaders approach followers with an eye toward swapping valued things, such as jobs or money for performance. It functions within the existing organisational culture.

This shows the opportunities new developments in automation can accomplish. Providing a new skill set for employees. . These finding are also supported by Bernard Bass where he investigates whether leaders are born or made. 




Support and Emotional Intelligence

Following this, managing change effectivity can depend on leaderships emotional intelligence. Having a desirable leader can motivate and encourage employees. When change is implemented, it is important for the management and leadership to understand the needs and thoughts of the employees about these changes. 
Daniel Goleman’s Emotional Intelligence model defines it as the ability to understand and manage emotions. Both personal and others, to improve performance, leadership and relationships. It comprises four core categories. Self-awareness, self-management, social awareness, and relationship management. These span five realms, including empathy, adaptability, and conflict management. . During change, employees experience fear, anxiety, uncertainty so it’s important that leaders must manage these emotions, not just tasks set forth.
However, it’s not as simple as having a charismatic or strict leader that makes change successful. Within St Davids Assemblies, leadership has shifted around recently employing outside candidates as new managers. Some of which were a lot more charismatic as the older ones. This caused a distrust in the factory. But with all change it takes time for employees and management/leadership to understand each other.
With these models it can be related back to Lewin’s 3-step Model .
Unfreeze. Leaders create a sense of urgency and challenge existing working practices. Building awareness of the changes in the factory.
Change. Leaders and management communicate effectivity and provide support and training as well.
Refreeze. Leaders and management reinforce these changes and reward employees for adapting to them.
Although, it’s to be said that there are limitations when it comes to this model. For example, during the “unfreeze” part if change is done without explanation the change will fall through, and employees will struggle to learn. As well as Lewins model is criticised to assume a stable environment whereas in real examples change can be disorderly but still succeed. It’s important for leadership to adapt to these inconsistences to avoid failure.  


Motivation in the workplace

Motivation is the driving force that makes an individual to do something. When an individual does not feel the urge or stimulation to perform a task, is seen as unmotivated, whereas someone who is invigorated and actuated towards the achievement of a goal, is regarded as motivated . The success of change also depends on the motivation in the workplace. To understand the impact on the employees moral and attitude towards the change, the use of Herzberg’s Two-Factor Theory and the Self Determination theory can be used.

Frederick Herzberg (Better in the workplace)
The two factor theory states that job satisfaction comes from the motivational factors intrinsic to the work itself. Such as achievement, recognition, responsibility, and advancement. On the other hand, dissatisfaction stems from hygiene factors. Such as company policy, supervision, salary, and working conditions .
During the change in St Davids Assemblies, management had given the opportunity for the technicians to learn the new robot technology. However, with the older generation of technicians it is found that as there is no extra reward/pay increase to learning the machines, the effort towards learning has been minimal. Leaving the only young technician to learn everything. This suggests that dissatisfaction among the older technicians may have been caused by the lack of effort from management rather from the change itself.
Fredericks Theory has been criticised for being simplistic when it comes to clear ideas on what exactly each motivational factor means. Meaning it’s not just these two factors that define motivation in the workplace and that it more depends on the person. .
Self Determination Theory
A modern view on motivation is the Self Determination Theory by Edward Deci and Richard Ryan . This theory explains that people are naturally driven to grow and improve, but this depends on whether three basic psychological needs are met:
Autonomy. This is when employees feel in control of their own choices. Not being pressured or forced.
Competence. This is the feeling of being capable and effective at what they do.
Relatedness. This is feelings connected and a sense of belonging in the workplace .






When these needs are satisfied, motivation tends to be intrinsic. Meaning employees do things because they enjoy or value them. When they’re not, motivation becomes more extrinsic. Meaning driven by rewards, pressure, or avoidance of punishment. A study found that “employees are more likely to be satisfied in a job scenario in which they have more competencies, have a positive effect on more people, have larger autonomy, are more satisfied with their peers, and are more satisfied with their supervisor” .
Relating back to St Davids Assemblies this theory/model is more apparent than the earlier model. It’s shown that the employees that have more freedom in what they do achieve far more and work more than expected of them. 


Conclusion

In conclusion the introduction of robotic automation at St Davids Assemblies shows the opportunities and challenges that come with change in the workplace. While the change has shown clear benefits, such as improved efficiency on production, reduced waste in start-up and purging scrap, and increased consistency in cycle time. It has also exposed the underlying issues in workforce. Such as capability, communication, and motivation. The mixed views among the employees demonstrate that the technological advancement alone are not enough to guarantee success. With work, amongst the managers, leaders and employees, the success of the change may prove to be more successful in the long term as long as the needs are met. 
The theories that Kurt Lewins, Daniel Colemans and Richard Ryans have proposed help explain the reasons why the change has or hasn’t been successful. It has shown that employee satisfaction plays a major role in whether an organisational change is successful because the employees are the ones who power the workplace not just the decisions of management. 
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