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Executive Summary 
The aim of this report is to discuss the effects of an organisational change within Wall Colmonoy, focusing on the apprenticeship scheme. Research will be gathered and discussed to understand whether or not this change has been effective. The report will discuss and explain the following; 
Original and new apprenticeship scheme 
Driving forces for the change
Negative forces against the change
Lewins Force Field Analysis to better understand the process of the company decision 
The impacts on motivation 
To summarise in a conclusion. 
The original scheme was to spend the first year of the four-year apprenticeship, going through every sector of the business. After the year a review was held with senior members of staff to decide what sector was best suited for them. Alongside this, the apprentice would complete an HNC/HND qualification in college. Management then decided to make the change of having higher qualified and skilled apprentices, by placing the apprentice directly into a specific role for them to specialise in, where they will work for the four-year duration. Alongside this, the apprentice will complete a Bachelors of Engineering (BEng) degree qualification within university. 
The benefits and limitations to this change will be discussed throughout the report to build up a hypothesis of whether or not it’s been an effective change, they will be analysed with reference to Lewins Force Field Analysis. Looking into what are the driving forces supporting the change, and what are the negative forces against the change. The impact of the change on employee’s motivation will be debated, as to whether or not they are positive or negative for both the individual apprentice and also the rest of the workforce. The impact on apprentices and the rest of the workforce will be outlined. A conclusion will be made to assess whether or not the change was effective.
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[bookmark: _Toc5912533]Introduction 
Wall Colmonoy (2019) is a “global materials engineering group of companies, engaged in the manufacturing of Colmonoy surfacing and Nicrobraze brazing products, precision castings and coatings” and they engineer “components across aerospace, automotive, glass container, oil & gas, mining, energy and other industrial sectors”. They are a company who in recent years have invested heavily in apprentices due to the realisation that they can be the future, with a fresh and eager to learn attitude that can greatly impact a company in a positive manner. Bennetts (2011) suggests the benefits of having apprentices within a company are they “can make good business sense for employers, even in the current economic climate”, as they can “learn while working, so it can be a cost-effective way of training staff in the particular skills that businesses need, particularly as the Government will contribute the costs of training”. Kirk (2011) supports this stating “apprentices add value to any business and offer the opportunity for an individual to gain valuable practical skills, relevant experience and industry knowledge - all recognised by national qualifications.” These articles possibly support why Wall Colmonoy has decided to invest in apprentices, as it will have long term benefits throughout the company.  The company decided in the summer of 2017 to adapt its apprenticeship scheme to get more specialised and qualified apprentices that could integrate into the company in a more efficient process. Lewins Force-Field Analysis would have been considered in management’s proposal, as a way of comparing the driving and resisting forces that the change will bring. 
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[bookmark: _Toc5912535]Apprenticeship Scheme (Organisational Change) 
[bookmark: _Toc5912536]Original Scheme
The original scheme applied by management was for the apprentices to work four days a week doing daily engineering responsibilities, such as drawing/creating tools, testing products, process improvement or finance. They would then be allowed one days leave to attend college every week, with the apprenticeship lasting a duration of four years. Within work placement, for the first year the apprentices would go around every sector of the company, in an attempt to gain experience and understanding of the different processes of the company. The different sectors were as follows; aerobraze, castings, machine shop, laboratory testing.  The apprentice would spend three months in each sector and finally, at the end of the year, a review was made with management, supervisors, mentors and the individual apprentice, to decide what sector best suited their skillset and ability. The apprentices would then spend the remaining three years working in their chosen area building up experience, skills and qualifications. Alongside their work placement, the apprentices attended college to complete a HNC followed by a HND; these qualifications were completed throughout the apprenticeship four year timescale. The subject that the apprentice would complete would depend on what was decided as the best route for them, as well as taking into consideration what the apprentice had the best ability and potential in.  For example if an apprentice was going into maintenance, then they would be required to understand how machines worked in a safe and structured manner, a subject such as electrical engineering would be best suited. 
[bookmark: _Toc5912537]New Scheme	
[bookmark: _Toc5912538]Lewins Force-Field Analysis 
When making change within a company, management could have considered Lewin’s force field analysis, which is used “to distinguish which factors within a situation or organisation drive a person towards or away from a desired state, and which oppose the driving forces”. This point is a key way of taking the advantages and disadvantages of the change, and weighing their level of importance to see which factors will have the greatest impact on the business. Capatina (2017) suggests that the key to a good change within a company is to work out the correct “balance of power between driving and restraining forces”, this is so management know if they need to make an adaption to the change. Another article discusses how “analysis insight” can assist and “align well with current organisational environments”, which again underlines the importance of management completing a force-field analysis as it helps management understand where the driving and restricting forces are. 
Wall Colmonoy management decided that they wanted better skilled and higher qualified staff, so they looked into adapting the company’s apprenticeship scheme to achieve these needs.  With regard to getting better skilled staff, the change was made for apprentices to specialise in one specific sector and master completing a specific role or different set of jobs within that sector. This meant changing the job application within Wall Colmonoy Apprentice to a specific apprentice role (i.e. Aerobraze Apprentice). This change was made in attempt to get apprentices to quickly adapt into a role, learning while working, making them more skilled and knowledgeable as they have the advantage of an extra year specialising in their role. Management also decided to investigate degree standard qualifications (BEng) instead of HNC/HND’s as a way of creating better qualified apprentices. This required management to look into different types of BEng qualifications that would best suit the apprentice’s individual specialised role. 
“Organisation development is concerned with attempts to improve the overall performance and effectiveness of an organisation. Essentially, it is an applied behavioural science approach to planned change and development of an organisation.” Mullins (2013), suggests why management would make this change within the apprenticeship scheme, as a way of attaining “higher qualified” and “trained staff” within the company. Birkinshaw (2008) supports this, stating management innovation is “intended to further organisational goals”.  
[bookmark: _Toc5912539]Driving Forces
Driving forces according to Lewin are the effects that “drive” management and employees towards the change. The driving forces of the apprenticeship scheme organisational change are as follows;
· Higher educated staff, as the apprentice is doing a Bachelor’s degree instead of a HNC/HND, which is a higher qualification. Abertay University (2019) discusses the benefits of doing a degree, “graduates, with their higher levels of skill, are a source of wider innovation and economic growth”. This will help the apprentice in self-growth, and also management in having a higher qualified staff member to help the company progress. 
· More experienced employees through adoption of the new scheme, the apprentice will have an extra year working in their sector of the business, gaining more experience and knowledge in a faster process. This is a driving force for change for management, as having experienced employees according to Ogunjimi (2019) would be valuable as “they’ve encountered the typical” everyday jobs, and will have “gained the necessary skillset” to complete the job.  
· Skilled enough to go straight into their role after apprenticeship, this follows on from the previous point. As a result of working for four years and “learning on the job”, the apprentice will have learned new and different types of skill sets indicating a driving force for the change as management will have a higher skilled workforce.   
· Increases motivation of staff knowing company is invested in their future, the apprentice will have a certain level of loyalty, due to the fact that the company has put them onto a course that can greatly enhance their future. MBA Brief (2019), states about loyalty that if there is “inclusion, investment and responsibility” to an employee, then there is a “general willingness” to be loyal in return to the company, this is a driving force for management as it will ensure they retain their skilled workforce. 
· Better prioritises time of worker so that they are actually benefiting the company. As in spending time throughout the first year going around the different sectors, there is not much overall benefit to the company as they will have minimal impact. Although if they were to go straight into the business doing the role they are in, then they would have a quicker impact, and would be benefiting the company in a faster timescale. This connects to MSG Management (2019) theory on time management, where it is important to not “misuse time”, and to remain “focused on the effectively managing your time”, so that more work can be done. 
[bookmark: _Toc5912540]Resisting Forces
Resisting forces according to Lewin are the points where management and employees “oppose change”. The resisting forces of the apprenticeship scheme organisational change are as follows;
· Lack the all-round general knowledge of the company processes, as they are focusing on only one sector, meaning they will not fully understand the other processes. Whereas the original scheme gave them an opportunity to see first-hand the way the company operates. After interviewing (Angus, 2019) Apprentice 1 from Wall Colmonoy who was part of the old scheme he said “Going around the different sectors of the company gave me a better understanding of how Wall Colmonoy functioned, and gave me a good insight into what we as a company do”. This creates the argument that learning the different sectors first was a more useful strategy, as they would have a better understanding of the business than the newer apprentices who are working under the updated scheme, this is a resisting force to management as they will have less experienced apprentices.  
· Very costly, as a Bachelors qualification costs more than the HNC/HND qualifications. The Bachelor’s degree at Trinity Saint David’s University would cost “£1,200 per semester”, and “£9,600” over the four-year course duration. In comparison, the HNC/HNDs qualifications in Gower College Swansea, would cost “£1080 per year” and “£4,320” over four years. The price difference of £5,280 shows a resisting force of the new apprentice scheme as management will have to invest more money. This however could be a driving force for the change to the individual apprentice, as to complete a full time BEng qualification it would cost a total of “£36,000” over 4 years, which is big difference to the part time course, which would cost £26,000 less.
· Risk of wasting money if the apprentice fails the degree, or does not like or work well in the sector they are in. For example, after interviewing (Bromage, 2019) Apprentice 2 who left his role within Wall Colmonoy, it was for this exact reason. Apprentice 2, who was working in the sales and finance sector after the apprenticeship change was implemented, states, “I didn’t enjoy being stuck in one area all the time, and felt that had I seen more of the business, things could have been different”.  This is a resisting force to the change for management as it shows that some apprentices are not going to like certain roles within the business meaning money, time and effort will be wasted if they leave. 
· Resentment from colleagues, as some workers showed bitterness towards peers, who were on similar money and doing similar job roles, but are not given the same opportunities such as doing a degree. Chron (2019) discusses how resentment among colleagues can “lower staff morale” and “undermine company goals and progression”. This emphasises the negative impact that resentment can cause to a business. 
· Not everyone wants to specialise in just one sector.  This links back to the negative of not enjoying just one particular role, as using Apprentice 2 as an example, he stated how he wanted to “see more of the business”, which illustrates that he would have preferred to have had more varied roles. MaqToob (2019), states that an individual would want to have more skills as they can “easily adapt to new situations and working environments”. This supports the claim that having just one particular skill or role could be classed as a resisting force.
[bookmark: _Toc5912541]Impacts on Motivation 
When working on a change within a company, looking into Maslow’s hierarchy of needs is an efficient way of ensuring the change process progresses successfully. An article (Salado, & Nilchiani, 2013) discusses the benefits of this theory by stating it “is integral because it provides the necessary flexibility” so that management “can tailor the attributes according to their specific environment”. This is important as it will help give the management change a form of structure. The five different things to be considered are; self-actualisation, esteem needs, belongingness and love needs, safety needs and finally physiological needs. 
[image: maslow's hierarchy of needs five stage pyramid]
Image taken from website (Simply Psychology, 2019), which shows the Maslow’s hierarchy diagram. 
The motivation of the employee will have both positive and negative forces. The positive forces are the apprentice will feel they are meeting the “pinnacle of Maslow’s hierarchy”, as doing a Bachelor’s degree in university will ensure they are “fulfilling the full extent of an individual’s potential”, due to a BEng being regarded as a high qualification to achieve. This will give the apprentice the feeling of increased “self-esteem and motivation”, as they can see that the company is willing to invest in them. However, there is the negative force of decreased motivation, from fellow colleagues who are having less opportunity than them, such as the chance to do a degree. This will cause the apprentice’s co-workers to having a feeling of “resentment” towards them, decreasing their morale and motivation. 
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In conclusion, the apprenticeship scheme change will benefit both management and the individual apprentice. Wall Colmonoy management will benefit as it will have higher qualified, trained and skilled staff, while the apprentice will benefit, as they will be given the opportunities to learn, grow and develop in a variety of different ways, including completing a “degree qualification” in university. Senior staff in the company supported the change of scheme, as it will individually make the company workforce more “skilled and qualified”. Some members of staff resisted the change as they feel “resentment” towards the apprentices who are getting better opportunities than themselves. The apprentice’s viewpoint could be seen as mixed as; using Apprentice 3 as reference who feels the change is a “brilliant opportunity” due to the chance to get a degree and “specialise” in a certain sector shows a driving force for the change. However, referring back to Apprentice 2; who did not enjoy the role he was doing, feeling it was too “repetitive” and not enough “varied roles”, decided to leave. This reiterates that not all apprentices are in favour of the change. 
What management will need to consider is what roles they want apprentices in, which could be a complex process as they will need to identify the weaknesses of the business first so that they can employ staff with the goal to innovate and improve the sector. Regarding the university degree, management will need to align the role they are in in the workplace, with a suitable course of study. The costs involved signify a perceived weakness in the change as to complete a college HNC/HND qualification costs “£4,320” over four years, while to do a university qualification it would cost “£9,600” over the same duration. This price difference could cause concern for management as it means a lot more money will need to be invested. However, this can be seen as a driving force to the individual apprentice as if they were to do the same course, full time instead of part time, then it would cost “£26,000” more. 
Other business sectors will be less affected as the apprentices will not be going around every sector of the business. Which means less supervision and time to train them is needed, therefore the sector will continue to flow and progress as normal. The risks of the change to management are they could be potentially investing time, money and resources into someone who does not enjoy their role and doesn’t want to work in the business anymore. For example, Apprentice 2 left his role meaning time, money and resources were wasted, and this could potentially have been prevented had they given him more of an insight into the other sectors in the business where he could have had a preference for a different role. 
The apprentice scheme has been a great opportunity for all apprentices to grow, develop and gain higher credentials in doing a degree qualification. However, the opportunity to see more of the business and to get a better understanding of how the company works, could be argued to be more beneficial, as apprentices under the new scheme’s knowledge on Wall Colmonoy processes, is limited to just one sector of the business. Therefore, if management were to make a change again, it could be argued that apprentices understanding and experiencing each of the different sectors would be more beneficial to the apprentices, as it would increase their overall knowledge of the business.    
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