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The following report evaluates the effectiveness of an organisational change undertaken by Pobl Group, regarding the increased use of Assistive Living Technology since the pandemic. Change is identified and the typologies explored, before presenting key factors that have influenced the change through external and stakeholder analysis and application of Lewin’s forcefield. The change process is then implemented through Lewin’s ‘Unfreeze, change, refreeze’ model and evaluated as to its effectiveness so far. The conclusion and recommendations highlight Pobl’s successes so far in the implementation of ALT to better support residents under their care, however, they also highlight the greatest risk to this project and Pobl’s future endeavours – the recruitment and retention of staff. The recommendations set out some ideas for how to improve access to desirable talent pools and the need for an inclusive and co-productive approach to boost morale going forward.
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Stobierski (2020) refers to organisational change as “the actions in which a company or business alters a major component of its organization”, where typology of change could be seen as a spectrum; the change is classified according to its size [magnitude], level, focus or implementation [how it happens], as shown in the table below – 
	How it happens
· Planned
· Emergent
· Contingency approach

	Magnitude
· Incremental
· Transformational
· Punctuated equilibrium

	Focus
· Strategic
· Operational
	Level
· Organisational
· Team-based
· Individual-based
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Pobl Group are a not-for-profit, co-operative and community benefit organisation that operate in Wales and Western England. Self-described “difference-makers” (Pobl Group, 2017), they started as a collective of social landlords that merged to form the organisation as it is today (Financial Conduct Authority, 2023). They have since branched into the health and social care sector, offering independent and supported living, outreach and residential services – the latter of which is the focus of the change analysis.
Prior to the official lockdown, due to the Covid-19 pandemic, residents of aforementioned services found themselves cut off from their families and community networks; settings went into emergency lockdown to minimise the spread of the virus amongst residents and staff. These individuals were deemed more vulnerable compared to the general population, which justified early closure (Herklots, 2020). With reference to the table above, the use of Assistive Living Technology [ALT] to promote autonomy and independence has always been an expectation in this sector – a planned, incremental, organisational and operational change. Efforts to increase use of ALT accelerated through the publication of the Social Services and Well-being Act [SSWB Act] – “increasing preventative services… supporting people to achieve their own well-being… encouraging individuals to become more involved in the design and delivery of services” (Social Care Wales, 2022a). 
Due to lockdown, this incremental and planned change became emergent, as residents required a means to continue engaging with their family in a world where face-to-face contact was not possible. Furthermore, access to these products became difficult as an unintended consequence of the pandemic (World Health Organization, 2022) and it was found that the support lacking from Governments and local authorities was in part supplied by “community groups, faith-based-organizations, volunteers and families” or organisations such as Pobl (Mont, et al., 2021). This created a ‘burning platform’ – giving the organisation no choice but to adapt to survive (Association for Project Management, 2017) i.e. provide a means for residents to communicate with their loved ones and maintain mental well-being when going outside wasn’t an option.
It is arguable as to whether this change was transformational or through a ‘punctuated equilibrium’, as emerging from the pandemic, the increased use of technology had become the ‘new normal’ across the globe, after a chaotic albeit short-term period of adjustment. Pobl continued with this new reality and took part in Phase One of the TAPPI Inquiry [Technology for our Ageing Population: Panel for Innovation], which sought to investigate the use of technology in care settings (Beech & Porteus, 2021). This is currently in Phase Two, in which Pobl have been selected as a demonstrator, implementing the principles outlined within Phase One (Housing LIN, 2022). Participation in this project gives Pobl a competitive edge over other organisations, as they keep up with technological advances (Hayes, 2022). Through use of secondary data from the TAPPI report and other relevant publications, this report will critically analyse this organisational change, utilising appropriate tools to evaluate their progress. 
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According to (Withers, 2012), the increased use of ALT has always been an expectation in the sector since the inception of the Social Model of Disability. This movement can be traced back to the 1960s, following the work of campaigner Alf Morris who once stated, “I explained that I and my friends were concerned to stop society from treating disabled people as if they were a separate species” (cited from Oliver, 2013). The social model argues that individuals are disabled by the barriers they face in society, such as lack of access and support, rather than their impairments. Subsequently, this movement is now the ‘norm’, protected by relevant conventions and legislations such as the SSWB Act, the Equality Act, the UN Convention on the Rights of Persons with Disabilities and the least restrictive option as outlined in the Mental Capacity Act (Social Care Wales, 2022b).
Post-pandemic, the Older People’s Commissioner emphasised the importance of treating digital access as a need, equivalent to other utilities such as fuel (Older People's Commissioner for Wales, 2020). Again, improved access to digital resources was always an expectation according to the Senedd’s national strategy, however, this change was again planned and incremental – a steady process. The isolating consequences of the pandemic brought this access need to the front, leading to more funding and support for older adults to be able to use these resources (Digital Communities Wales, 2021). However, as stated above, support to access appropriate ALT was found to be lacking from Government and local authorities (Mont, et al., 2021), undoubtedly not helped by coordinating support to an entire nation during the pandemic and also accounting for a £1.1 billion shortfall in funding due to Brexit (Welsh Government, 2022). ATLAS estimate that only a tenth of individuals in the UK who require access can do so, as of 2022 (ATLAS, 2022). Furthermore, care workers who will support individuals to use ALT are arguably underpaid, which has contributed to a shortage of workers within this sector, which has only been exacerbated by the cost of living crisis. There were approximately 5,500 vacancies in this sector in 2021 (BBC News, 2022).
Despite issues in accessing ALT, there is a clear need and increase in demand. Again, according to ATLAS, the market for ALT will grow from £19.2 billion to £26.7 billion by 2026 (ATLAS, 2022). Furthermore, it is estimated that an additional billion people will require access to ALT by 2050 (Gilbert, 2022). The above trends, accompanied by the figures, leave no doubt that increasing their provision of ALT is a politically, socially and legally driven change for Pobl. Consequently, by improving their provision, Pobl would also be supporting initiatives aimed at bridging the digital divide (Older People's Commissioner for Wales, 2020), creating self-sufficient ‘netizens’ [internet citizens] and would be in line with their own values of being “connected” “Tech (to the) Maxers” as stated in their ambitions for the next 10 years (Pobl, 2020).  
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The key factors for change found in the PESTLE [Appendix 1] summarised above are further supported through analysis of the relevant stakeholders, identified in the following table – 

IMCA/Social workers
Welsh Housing Partnership Ltd

Welsh government

High
Power

Families
Residents

Board of trustees

Senior Staff
Level of Interest

Staff



TAPPI

Fundraisers
Low
High
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Findlay (2017) states that who would be deemed a ‘stakeholder’ is a matter of perspective. It could be groups that “have a ‘stake’ in the business” or “anyone who is affected in any way by the performance of a business…” In this case, Pobl are expected to follow the principles of co-production and voice and control in supporting residents, as outlined within the SSWB Act (Social Care Wales, 2022a). The specific nature of this ALT project would affect residents, staff and seniors, as well as larger corporate entities and so aligns with the second aforementioned statement. According to Cameron and Green (2020), “different stakeholders have different legitimacies and power bases” and so you cannot treat them all the same way. Conducting an analysis as above can help leadership to determine how to better manage their key stakeholders.
For example, as a key external stakeholder, it is in Pobl’s best interests to manage their relationship with Welsh Government closely, given that many of the key external factors are attributed to the power that Welsh Government hold or are in line with national legislation and initiatives, such as the SSWB Act [2014] or Digitalisation Strategy. Welsh Government also regulate Pobl as one of 36 approved associations that provide housing support (Community Housing Cymru, 2023), making both their power and interest in the company high.
The level of interest from residents will fluctuate dependent on the need of the resident, as many under Pobl’s support may lack capacity if they live with dementia, poor mental health or learning disability. In such cases they would receive support from an Independent Mental Capacity Advocate [IMCA] or social workers (SCIE, 2010), ranked higher up in terms of ‘Power’, as they will act within the best interests of that individual and can make a change to their support if deemed necessary. The residents’ families are also considered a part of the decision-making relationship, although it is hard to determine their level of power or interest as this fluctuates dependent on the need of the individual. Generally, family are involved if they are identified in the care plan as decision-makers, although more often are relied on for information and the decision-making is left to a professional (NHS Wales, 2007). Regardless of circumstance, residents do hold considerable power as they pay for the services that Pobl provide and are the focus of this project.
Other relevant stakeholders include staff and senior team members, and coordinators of the TAPPI project. Staff will naturally have a high interest in matters affecting their occupation, although a low power as they are governed by relevant legislations and working practices. Even so, they should have a say as they work as informal advocates for the people they support (Social Care Wales, 2017). TAPPI require updates regarding the project and are already showing case studies of successes brought on as a result of the project, such as ‘Marilyn’s Story’ and ‘Llys Y Werin’ (Housing LIN, 2022). Appropriate and proportionate management of stakeholder interests will make it more likely that stakeholders are satisfied and remain supportive throughout the change (Findlay, 2017), although there risk of resistance to this change that Pobl need to be aware of.
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With reference to Appendix 2, forces for and against the change identified in Part 1 of the assignment will be considered in more depth.
Forces for change are largely to do with aforementioned legal, cultural and social drivers for change, combined with the need to act following lockdown. While positive forces increased, so did the resisting forces and particularly regarding the impact upon staff and residents. Staff faced increasingly harrowing circumstances, resulting in ‘moral injury’ – a phenomenon potentially resulting in mental health problems, where care workers were exposed to severe illness, death and concerns for their own safety while providing support during the pandemic (Welsh Government, 2021). Interestingly, the findings of the report identified experiences similar to the stages of grief outlined in the Kübler-Ross change curve [pictured below].
[bookmark: _Toc134189557][image: ]
Figure 3 - Kübler-Ross change curve [sourced from Cameron and Green, 2020]
Following the curve, individuals facing “catastrophic change” would initially deny what is happening and experience a sense of disbelief. Once they come to realise what is happening they will start to experience anger and may take this out on themselves and others. Individuals will then bargain, searching for a way out of the situation but then enter the depression stage when they realise they cannot escape their predicament. Finally, the individual will eventually reach the stage of acceptance, where they accept the reality of the situation (Kübler-Ross cited from Cameron and Green, 2020). 
Similarly, care workers were: exposed to instances in conflict with their own values or beliefs; having to make decisions “where all options lead to a negative outcome”; caring for patients leading to a conflict to the safety of their own loved ones from the infection; providing palliative care that did not meet “their beliefs about how people should die” (Welsh Government, 2021). Furthermore, feelings of “guilt, shame and anger” are identified throughout the document as a result of “moral distress.” Furthermore, Hussein (2020) surveyed 296 workers in the UK and found over a fifth had not received COVID-related training – 16% stating they didn’t feel they had clear enough guidance to carry out their role safely and did not have the required protective equipment. Arguably, the sector is not yet in its ‘acceptance’ stage, as a workforce crisis has led to a struggle to retain staff and “persistent understaffing”, leading to more strain for those picking up the burden (Care Quality Commission, 2022).
The Health Foundation (2021) estimated that an additional £11 billion funding by 2023/24 would “stabilise services, improve pay and conditions for staff and deliver much needed funding reform.” While this problem is much bigger than Pobl, to reduce resistance they should be focusing on incentives to recruit and retain staff. Accessing their current career opportunities shows that Pobl are currently paying above the national minimum wage, have a referral service with monetary incentive and offer other perks such as free counselling and health plans. An example has been included below as of 04/05/2023, as this job offer may disappear once fulfilled – 


However, reviewing their approach to recruitment through their latest Annual Report doesn’t make their strategy completely clear – many of the stated strategies are considered standard for the sector such as ‘mutual mentoring’ and use of social media to recruit (Pobl, 2022). Another theory to reduce resistance proposed by Schmuck and Miles (cited from Burnes, 2017) suggested that a higher level of involvement in the change positively correlated with an individual’s acceptance of the change. As seen during the pandemic, sudden and uncontrollable circumstances led to negative feelings and poor mental health in care workers. Furthermore, these care workers could be seen to be experiencing ‘cognitive dissonance’, whereby their own attitudes and values were challenged by the ‘potentially morally injurious experiences’ they had as a result of what they may have perceived as immoral working practices. Pobl should seek to ensure their project does involve their staff and recognises them for their expertise in the people they support. The project should also make clear links with Pobl’s own values and ambitions, as it is less likely that staff will experience this dissonance. Fortunately, a co-productive approach aligns with the worker’s code of conduct as outlined in the SSWB Act and should be applied as standard (Social Care Wales, 2022a). Similarly, potential resistance from residents can be overcome through co-production and multi-agency support, backed up by the findings that older people would prefer to use ALT with support (Older People's Commissioner for Wales, 2020).
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Has Pobl been successful in implementing change? Through use of Lewin’s ‘Unfreeze, Change, Refreeze’ model, we can evaluate the change process (sourced from Esther, 2020).
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Pobl were preparing to close their services long before the official lockdown and were moving toward an increased need for ALT naturally, as expected from their governing legislation. As seen in the Forcefield analyses, the driving forces for change were always stronger than the resistances, particularly during the pandemic, creating the need for urgency. Schein (cited from Burnes, 2017) considered that the ‘unfreeze’ stage is achievable if an organisation can create a sense of “survival anxiety” and “psychological safety.” Whilst it is clear that a need for change was communicated, the psychological safety aspect is arguable – this is not necessarily a fault of Pobl, as the pandemic was an unprecedented event. Even so, research conducted has indicated a sustained resistance to change across the sector, as workers adapted to a new normal, however, there’s no denying that there was a “collective felt need” to change, which would decrease resistance (Cameron & Green, 2020). The fact that the increase in ALT had been planned to some extent would have also worked in their favour – Bullock and Batten (cited from Cameron & Green, 2020) emphasised the need for exploration and planning before successful implementation. Pobl were already promoting the use of this technology, involving professionals and building their resource base as they were obligated to. Inspection reports sourced from Care Inspectorate Wales confirms their successes in empowering residents and promoting independence (Care Inspectorate Wales, 2023).
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Pobl has been successful in empowering action, having been selected for the TAPPI Phase Two. Lewin (cited from Burnes, 2017) stated that change can be unpredictable “due to the complexity of the forces concerned” and so should be supported through action and research. This is supported by Pobl’s involvement in this project and they have documented several success stories as a result. However, successful change requires reinforcement or it will not ‘stick.’ Lewin likened organisations to organisms undergoing ‘homeostasis’ – unless a new change is reinforced consistently, an organisation is likely to revert to its original workings (Cameron & Green, 2020). At this stage, it seems Pobl has been successful as they have committed to building a bank of ALT-related resources that will allow acquisition of bespoke equipment to be much smoother, as stated in their annual report (Pobl, 2022). It is incredibly important that the expectations of management and employees are congruent in the implementation of this project – “if employers attempt to bring in changes which affect the balances of forces, resistance and conflict may arise” (Burnes, 2017).	
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On the surface it seems Pobl has adapted to this ‘new normal’ and the use of ALT has increased. The conclusion of TAPPI Phase Two will offer further insight into whether this has been a successful venture, but the case studies provided so far have offered a positive outlook. However, as mentioned in their own annual report, staff morale continues to be a concern across the sector and they will need to be mindful of this. Furthermore, conversations between the author and Pobl frontline staff have revealed a large dependence on agency staff to meet health and safety ratios. As identified by Schlepper (2022), use of agency staff should only be a last resort, whereas they are being used to fill a large gap due to an increase in vacancies. Furthermore, use of agency leads to a lack of continuity of care as they can effectively leave or be removed from service at any time. Lewin “saw successful change as a group activity” (Burnes, 2017), because successful implementation leads to organisational culture change, in order for it to become the new normal. Inconsistency that may arise due to reliance on agency staff could threaten this. Furthermore, Oreg (cited from Burnes, 2017) found that resistance to change can be largely contextual – if an individual goes in with negative connotations predisposed then they are more likely to be resistant to change, even if they have embraced it before. In this case, staff’s negative feelings toward the reliance on agency staff could lead them to becoming pessimistic about their ability to enact change.
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Pobl’s management of the increased use of ALT has started off well and is into its second stage. Their strategy is aligned with their core values and ambitions and also fulfils their legal and contractual obligations to Welsh Government and the social care sector, whilst also being at the forefront of new technology. On paper, Pobl has competitive advantage over similar organisations within the sector and their position seems strong. However, external factors brought about due to the pandemic and cost of living crisis have made this sector’s ability to retain and attract new staff difficult. It will be tough to deliver a consistent and co-productive approach in the use of ALT in a workforce that lacks experience and a positive working culture.
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The health and social care sector is still suffering from the after effects of the pandemic, particularly in the recruitment and retention of staff. A potential lack of consistency will put implementing the key principles of the SSWB Act under strain, including promotion of ALT, as staff may lack the experience or morale to enact positive working practices. This is not an issue experienced solely by Pobl, but it is one they can take steps to overcome through innovative recruitment strategies. Pobl could begin by building stronger working relationships with apprenticeship providers to meet their recruitment demand. Currently Pobl approach providers once an employee has passed their probationary period, whereas they could be engaging with the provider from the start of employment, creating “a talent pipline” throughout the business (National Apprenticeship Service, 2018). This would also create opportunities to upskill all staff within the organisation, funded completely by Welsh Government. Similarly, they may wish to hold open days or engagement events at colleges and schools. The Core qualification - which teaches the implementation of the SSWB Act – is now delivered as standard across Wales, regardless of whether the candidate is at school, college or work-based (Health and Care Learning Wales, n.d.). This means Pobl is potentially missing out on a talent pool where the principles they wish to implement into practice have been taught and reinforced over a 2-year period. The course includes a module on ALT, so would mean candidates understand the importance and application of person-centred and co-productive strategies prior to starting their role.
Another strategy which may eliminate the need for agency staff could be the development of a floating support agency within Pobl itself. Currently, floating support staff do exist within the care homes individually i.e. a staff member works on all wards of a home, but not between services. There would still be an element of risk if the floating support was new to a setting, however, providing a standardised induction that covers Pobl’s expectations for support would allow for a more seamless transition between services where cover was needed. This also provides opportunity for candidates interested in the sector who may not know what service they’d like to commit to and can provide flexible working options such as working from home.
Finally, in regards to the use of ALT itself, Pobl should ensure that implementation of this project is enacted with the full participation of staff, considering their views and perspectives of the support provided. As frontliners, they are the eyes and ears of the organisation and can offer their own expertise in how effective the project is. Staff are expected to work co-productively with residents as standard, allowing residents voice and control over their own support, in a manner that supports their safety (Social Care Wales, 2022a). This approach will also combat the morale issues which have plagued the sector as a consequence of the pandemic. It is imperative that leaders work to create a feeling of psychological safety amongst staff. During the pandemic, it could be argued that management took a ‘stick and carrot’ approach to enact change quickly, which may have contributed to low morale. If staff feel more in control and involved in the delivery of services, then they will feel valued and enable delivery of better outcomes.
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Keep Satisfied


Manage Closely


Monitor


Keep Informed



Political 


Economic


2016, adult social care GVA approx. £1.2 billion, of which residential care £328 million [7]


Social


Technology


Environment


Legal


1 in 10 with need have access to ALT  [8]


Net zero 2050, public sector aim by 2030 [8]


Post-pandemic - “Digital access... considered a right and" [10]



SSWB (Wales) Act 2014 [10] 


Multi-agency requirement for use of ALT [8]


CSR: moral practices [4] 



Regulated by WG and CIW [8]



Improve access to digital for older adults –WG national strategy [10]









Global ALT market £19.2 billion in 2021, increase to £26.7 billion by 2026 [6]





HSC budget with Welsh Government has increased, however, avoidable hospital admissions are high [8]



WG £1.1 billion shortfall due to Brexit [9]






High proportion of digital exclusion in older adult groups [5]



Approx. 1 billion more will require ALT by 2050 [8]



Social model, holistic/person-centred support, Humanistic approach, least restrictive option etc. [7]








Digital divide – older people lack confidence using tech [5]



More remote communications and working since pandemic, acess to health consultations [10]





Annual emissions from HSC sector as of 2020 ~460,000 tCO2e [5]






Human Rights Act, 1998 [10]





Equality Act, 2010 [10]





Mental Capacity Act, 2005 [10]





UN Convention on the Rights of Persons with Disabilities, 2006 [10]


Cost of living crisis [9]
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