2

Leading and implementing workplace change















Name: Mohammed Ashraf Hussain
Module: BMSW6103
ID: 1913551
Lecturer: Dennis Pepple


Contents
Introduction	3
1.	Indicative content	3
2.	Critically evaluate how an organisation may use Lewis change management model to implement change due to automation	6
3.	Explain the organisations’ structure, how would such structure affect the change management process? Discuss issues such as communication, negotiation, span, of control and how that affects the change management process.	9
Conclusion	10
Recommendation	10
References	11



[bookmark: _Toc119492543]Introduction
This report will be about leading and implementing workplace change and why it is important in this day and age for businesses to implement efficient change to their day-to-day activities in order to boost sales and revenue. The report will also contain indicative content – what is meant by the changing world of work and how does the role of automation play in this change, this will also include a organisational example. The second part of the assignment will be on a chosen business ‘Asda’ and their normal process, this will them be then automated. The report will also critically evaluate how Levin’s Change management model can be implemented. The report will also contain the organisational structure of Asda and how this structure may affect the change management process. Also issues such as communication, negotiation, span of control and how that could change management process.
1. [bookmark: _Toc119492544]Indicative content
[bookmark: _Hlk119491191]The world of work, workforce and all work relations are changing, this is to match the ever-growing world and fit in with new trends in order for the business to survive. The world of work is being reshaped by changing demographics and greater diversity. One major factor which helps shape the change in the world of work is technological advancements, which can be seen taking over stores. Companies adopt new ways of production and way of work, markets expand and evolve with future trends, and societies evolve and communities adopt new trends. Overall, technology brings opportunity, paving the way to create new jobs with more variety for people, also increasing productivity, and delivering effective public services which can potentially be seen as highly beneficial (Barclays life skills, 2022) These changes all have implications for the nature of work, the workforce and work relations (University, C, 2022). One major way the world of work will be changing dramatically is the use of (AI) Artificial intelligence. Companies will start to increase the functions of smart machines, software, apps and avatars. Most companies are now also going virtual meaning they conduct business through home via the internet or their own intranet. Due to covid-19 most companies conducted their business remotely and chose to stuck to it. businesses provided all the necessary equipment needed for the employee including laptops and software. These methods allow people enhance on the way they work increasing efficiency. Researchers have found that the 5 main reason why the world of work is changing is due to millennials, technologies, globalisation, mobility and also new attitudes. The employment environment and culture are changing at an extremely fast rate and for businesses to survive and thrive during these times they need to understand and adapt. companies don’t get much choices, either they wait around and fail or implement and follow current trends in order to gain profit (Morgan, J, 2022).
One major factor which contributes to the world of work changing so rapidly is millennials, researchers have found that millennials are the colleagues who bring in new ideas, one that tends to set new trends to work. By 2020 the workforce is expected to be made up by millennials. Research has found that by 2025 that number is set to change to a dramatic 75%. (Morgan, J, 2020). Millennials are set to bring in new values to the overall workplace including, new styles and methods. Another major factor that helps shape how the world of work is formed is technology, robots and advanced computer software which over the years are in development which are focused on re-shaping the work which is done by humans. By 2030 research has found that 30% of jobs could be automated – this would make robots take charge. Although robots can potentially increase the economic growth and productivity rate including the increase of opportunities for people globally. However, an estimate has shown that these robotic replacements may cause 20 million manufacturing jobs by the time of 2030 (Terra, J, 2022). To understand how the world of work is truly changing one must understand automation. Automation is the process where work is operated by largely automatic equipment. Robots taking over manual labour can be seen as beneficial for the work industry because robots taking over repetitive work which is done by humans can be completed at a much faster rate, this may seem to be an improvement for business but also can be seen to be warehouse workers worst nightmare. Businesses such as Ocado group who are an online grocery store dealing with food. Their warehouses depend on both machinery work and human labour (Ocado Group, 2022). The application of robots will then free up employees of these repetitive tasks, including picking and packaging products at a warehouse. improving efficiency in the industry. Generating more revenue and better results when it comes to improving the rate that work is completed. Automation can simplify how a business works by digital transformation to improve efficiency, increase service quality, improve service delivery and also the ability to contain costs at the same time (University, I, 2020).
Another major factor which is seen to be causing an effect on the way the world of work operates is globalisation. Globalisation is the process in which businesses and other organisations decide to expand their operations and develop a relation overseas this is the companies operating on an international scale. The main reason why globalisation becomes a factor for the work environment changing is due to the increased competition between companies. Although competition Can be good for business, it can also have a negative effect and cause closures and also job losses. Globalisation is also seen as a major problem because research has shown that it is the reason behind low-wage in most advanced countries and has been for the last three decades. Globalisation has clearly been contributing to the increased mixing of labour markets and closing the wage gap between workers in the most advanced and developing economies especially through technology. Globalisation has also seen to play a huge role in the increasing domestic income inequality, this all has a damaging effect to how the world of work is changing (Dadush, W, 2022). Globalisation has also got positive effects on the world of work by creating international diversity. Globalization leads to increased levels of workplace diversity, and a more diverse range of potential business partners, both of which open the doors to faster, more impactful cultural changes. This can be highly beneficial for the companies. Globalization also gives workplaces access to more resources, which in turn increases their potential for driving change (Alton, L, 2022).
One major aspect which helped change the way the world of work works is automation. The definition of automation refers to when the human aspect of a job, where people physically work is now taken out or minimized. This is done by the process of adding artificial intelligence into the business. AI-powered automation and, robotic process automation (RPA) allows the ability to free up employees who are constantly completing repetitive tasks to be free and allowed to continue with higher valued work (IBM, 2022). By introducing automation into businesses, it is highly beneficial but also a factor to why the world of work is changing because businesses which is in an automated environment allow employees to have enough time, resources and also the freedom to focus less on manual tasks and allowing them to become more strategic, creating more innovation with the style of work and also technology. This also results for the business to have a much higher employee productivity rate. The use of automation in businesses reduces time, effort and also the overall cost of the business, including re-hiring staff to complete tasks. The process of automation also reduces manual errors, machinery completing repetitive tasks can be done at a more cost-efficient manner also a lot faster than humans as they won’t require any breaks or time out. This allows the business to give more time to focus on primary objectives. Automating processes ensures high quality results as each task is performed identically, without human error (Enright, C., 2022). Automation is dramatically changing the way the world of work is and how it will become in the future as the reliability for machine work is high. The benefits businesses will acquire from automation include higher productivity, availability, increased performance and also the reduction of overall costs (Helpsystems, 2022). Long term benefits of implementing automation include a higher profitability rate for the business and also the flexibility while reducing the overall time needed to complete tasks (Johnson, M, 2022). Automation allows a business to swiftly analyse business data which is used to understand the overall profits and loss of the business and evaluate progress and re-evaluate organisational goals.
One example of a business which uses automation in their everyday activities is Ocado Group. The business had a prototype in the works for many years but was able to mobilise the use of their first robotic systems in 2015 for their manufacturing teams and also the wider supply chain (Fryer, M, 2022). Ocado use automation in their warehouses and was able to highly automate most of their warehouses. The companies use of artificial intelligence (AI) allows Ocado to determine how orders should be packed. This allows the business to be environmentally friendly by using as less plastic as possible for bags, as well as, allowing no damage to products. Warehouse automation can be understood as the operations which are conducted using software and technology including robotics, sensors and also automated tasks. These machinery and robotics work alongside with existing inventory management software. Ocado’s main purpose for using an automated production system is to ensure that all business operations are conducted with excellent precision (Jenkins, K, 2022).
The online grocery store known as Ocado have developed and adopted these robots and automated system to ensure they are able to enable a cheaper, efficient, faster and more reliable delivery system which lacks delays and also the use of automation denies the need of staff which means there won’t be no labour shortages. The use of automation allows robots to move around the warehouse swiftly picking products which would then be delivered to customers. The 3D crates enable Ocado to pack 50 items which could be in one order in minutes and also bagged ready to be shipped (Ocado Group, 2022). The business uses the 600 series robots which is five times lighter than their predecessors so that it could be worked on more lightweight systems in smaller warehouses around the world (Butler, S, 2022).
The reaction to automation can be debateable workers and the general public have both positive and negative attitudes towards an automated business or Ocado Group. Workers who can already work alongside machinery and automated systems agree that they tend to become more productive than they would have done without automated equipment. Business have found that using this type of machinery reduces both costs and the price of goods and services. Consumers have reported to feel a lot more appreciated and richer, as a result, they will be spending more (Holzer, H, 2022). People have said that the use of machinery has changed the way they work and help shape a new way of work, by reducing risk and the ability to increase effectiveness. One issue staff have stated to face is that the use of machinery could eliminate the human touch element hence, the destruction of most semi or unskilled jobs, who make a substantial portion of the workforce in manufacturing and the agriculture sector.
The reaction to automation is both positive and negative in the society of world of work this is due to the many benefits that technology brings but also because of the effects it may have, including job loss and safety hazards. The advantages of automation and technology taking over manual labour include higher production rates and increased productivity, staff are able to make more efficient use of materials, also increasing the product quality, the use of machinery allows the improved safety. One major benefit that workers have seen is the shorter workweeks for labour or even reduced times (Britannica, 2022).
One major negative effect that automation has caused is the increase in pollution. Businesses and companies are using more machinery equipment which operate using a petrol, gas or other chemicals motor. This can be one of the main causes of workplace pollution. Another major disadvantage of automated machines is that is can be very costly for a business to buy and set up but also the running costs for these businesses over a period of time can be high.
2. [bookmark: _Toc119492545]Critically evaluate how an organisation may use Lewis change management model to implement change due to automation
Automation in recent times has seen to be a key driver to change, machinery and software developed are becoming more advanced to a point where; they could be the new way of work. Amazon which originally started as an online bookselling company, over the years Amazon have developed their business into an internet-based business which is focused on providing e-commerce, cloud computing, digital streaming and artificial intelligence (AI) services would benefit highly from initiating an automated process in order to help complete tasks smoother and faster. Amazon have 24 operating warehouses across the UK, within these warehouses employees are manually folding boxes to then pick items and pack. This could be seen to be a long process which is also time consuming. Staff are seen to be conducting repetitive work throughout their shifts on a 6 day a week basis. This step of pick and packing is crucial for the business to provide the products ordered by customers. By implementing an automated system to help staff to create boxes and pack faster would result in the business to complete tasks at a more fast and swift method. This would also create a better staff satisfaction rate as the employee would not have to be doing multiple tasks at once, in order to complete one order. The best way the company could understand and implement an automated system is through the Lewin’s Change Management Model. 
The Lewins change model was first introduced in 1947 by Kurt Lewin. Lewin introduced this model so that staff at any level are being involved and instructed by leaders regarding the issues related to the change process (Hussain, S.T, 2016). The model has three stages to the model which include unfreezing, changing and refreezing.  The model was created by Lewin for its simplicity, the model is easy to use and understand to be able to humanize the change management process. The stages of the model allow the user to plan and implement the required changes which may be needed to ensure the business is successfully progressing through the business goals. The initial intention of Lewin when introducing this model was to create and introduce a way to illustrate how people would potentially react when facing changes in their work lives but also their outside day-to-day lives. The three ways in which this process conducts includes unfreezing (individual already has an existing state), moving or changing towards new ways of being, then refreezing into a new state altogether (Aktas et al., 2022). Once implemented into the business, Amazon would be able to help account for both uncertainty which may come with staff members and also resistance to change that can be experienced at all levels of staff from picker to team manager within a business. To be able to implement the Lewin Change Model Amazon must follow the three stages of automation which include: unfreeze, change and refreeze.
Unfreeze – the first stage of the process to adapt is set to be one of the most important stages to implement from the model. This process involves improving the readiness as well as the willingness of people to change by adapting a realisation for moving from the existing comfort zone to a transformed situation. This is due to many people whom will naturally resist change, Lewin’s intentions when creating the unfreeze stage was to create an awareness of how the current level of attitudes is causing an effect in the overall organisation. Lewin believed that old behaviours, ways of thinking, peoples process methods must all be carefully observed in order to make employees aware of how changes are seen to be highly beneficial for the business to reach their goals. This will also create the competitive advantage in the marketplace. For amazon to be able to successfully unfreeze they must first communicate which is crucial during the unfreezing stage. This is so employees can be informed accurately of changes which are due in process, the reasoning behind these changes, and how these changes can potentially result in an advantage over the competitor.
Change – this is the second stage which Lewin introduced for his model. Lewin believed that now that employees are ‘unfrozen’ they can begin to move forward. Lewin recognised that change is the process where the company must move into the new way of operating business relations. The changing step, also known as the ‘transitioning’ phase is marked by the adoption of change. Amazon must implement new ways of work that being an automated system or different to what staff are already conducting, this change consequently people struggle to adapt due to being used to their original methods of work, this results in this method being the hardest step to overcome. Amazon employees must begin to learn the new behaviours, processes and ways of thinking, to successfully implement this stage amazon must educate and communicate with the staff. Lewin stated that the change process in the model must be planned thoroughly in order to be executed at perfection. Throughout the process, directors and managers must continue to remind staff of the reasons for the change, and why this is the new way of work to ensure company goals are met and success is gained.
Refreezing – the final stage of the model which was introduced by Lewin was known as the refreezing stage. Lewin believed that the name and stage of refreezing was to worship the act of reinforcing, stabilising and solidifying the new methods which are going to be used by the business for the new day-to-day operations. From the steps of the previous stages the business should now be able to enforce changes to the organisational processes, goals, day-to-day operations, methods of work have now worked and employees have accepted and refrozen these methods as the new way of work, Lewin found that the main purpose of the refreezing stage was to ensure that staff do not result in going back to how they used to work, think and operate prior to the changes which was made within the business. To be able to successfully implement the change management model refreezing is seen to be an important stage in the process due to the guarantee which is creates that the changes which was created is not lost or not being implemented correctly by staff, amazon must adapt these methods and drill it into the foundation of the organisations culture while also maintaining it.
To successfully implement this model, Lewin has found that positive rewards and acknowledgement of individual achievements which is recognised by managers are often used to ensure the new way of work is correctly being implemented and this could potentially motivate staff to continue performing well (Hartzell, S, 2022).
Although Kurt Lewin’s Change management model is seen to be successful in some ways in creating a change in work to benefit the business, there are some limitations and disadvantages to the overall model. The freeze stage of Kurt Lewin’s Model sometimes comes under heavy criticism due to people stating that the step is too rigid because it ‘freezes’ behaviours and attitudes that will only need to unfreeze again in the future. This is due to times changing dramatically with the new use of technology being introduced rapidly into the industry. This is causing businesses to adapt to change faster then they would have. People argue that the Kurt Lewin change management model is somewhat outdated. This is due to the model first being introduced in 1947, and there have been models made since which have been adapted to the current changes in technology. Another disadvantage which has been associated with the Kurt Lewin’s change model is that the model can be seen to be too combative. The model was expected to be a nurturing change environment which employees could comfortably adapt and apply these new changes but some day it puts too much focus on the opposing forces fighting to gain the advantage and not really teaching employees in a subtle way (Guardian, 2022). Another major disadvantage which people have associated with the Lewin’s change model is the refreezing stage of the model. Employees who have already implemented this method have stated that this step requires a lot of time to freeze and settle down with the new methods which was introduced to the business to ensure a faster and swifter operations. In return it has been seen to do the opposite of its purpose and take longer than needed. As the changes to the way of work continues to take place in a challenging environment of most warehouses, the business may not have enough time to get used to the changes which have been implemented (Gupta, Y, 2021).
The driving forces which can affect the change resulting in the business having to make drastic change without any time to plan and execute to ensure that there are no mistakes, these factors usually depend on the external factors which are surrounding the business. the external factors which have been found to cause an affect in change can be very challenging for the business to overcome. These are the changes that usually cannot be predicted and tend to drop on the business as a bombshell. These changes are due to the ever-growing environment the world is in. these include driving forces that shape change such as the change in technology and the development of advanced software, customer preferences can also hinder the effect of change due to businesses having to meet the needs of their customers, these may include delivery preferences of the customers on where they would like their order placed during delivery. The change in government regulations which businesses must meet to be stay operating in a legal manor. Another major driving force which has been seen to affect change is the moves that the competitors are making, resulting in businesses having to come up with new methods to beat the odds. Disruptions externally are constantly forcing business owners to innovate and adapt to stay ontop. Sometimes these external changes can be sudden without warning which can cause serious problems for the business such as a tsunami which can be seen as a natural disaster which can result in businesses to fall behind intended target goals (Stowell, C, 2022). Other external changes may be slow and need a long time to overcome, this can be seen from recent times. During 2019 – 2021 the pandemic of COVID-19 caused the issue of furlough where businesses were forced to shut for periods of 6 months at a time and still had to pay staff members 80% of their salary. This was seen to be an issue for some businesses which eventually resulted in the businesses closing. Regardless of the speed of change and type of external force it will take skilled leaders within amazon and other businesses to leverage and capitalize on these dynamic forces. Covid-19 was seen to be one of the major external factors which had affected the operations of most businesses. Although Jeff Bezos the chief executive of Amazon has seen successful turnovers during lockdown due to the continuous orders places by customers online while sitting in the comfort of their own home, the warehouses were seen to be suffering. The delivery times were fewer than original. The lockdown forced the warehouses to limit staff due to the pandemic causing a 2M distance between people to not allow germs to spread. This resulted in orders being packed at a slower rate due to the high demand of order which was being placed, causing employee dissatisfaction and increasing work related stress.
The restraining forces are the negatives forces which do not allow the change process to take place flawlessly. These forces usually maintain the original method of procedure and restrict implementing new methods which could potentially be beneficial for the business. The restraining forces which may cause an effect to the changes made by the business include hostility from the employees when having to adapt to new changes. Some of the reasons given by employees to the reason for restraining forces include the fear of an uncertain future within the business and growth possibilities, previously failing in implementing change to work which has in return placed fear for the possibility of new methods, old habits of employees, becoming comfortable to the original method which staff have been implementing for years. This all-in return can cause doubt for staff to implement change within the business as they do not want to fail, so they would rather stick to their original way of work (Tahir, U, 2020).
3. [bookmark: _Toc119492546]Explain the organisations’ structure, how would such structure affect the change management process? Discuss issues such as communication, negotiation, span, of control and how that affects the change management process.
Ocado group are a business which operate online, providing their customers with their household shopping and goods. The business operates from Staffordshire, London and Hatfield. Ocado Smart Platform (OSP) is what they supply to grocers around the world. Ocado created this unique end-to-end eCommerce, fulfilment logistics platform (Ocado, G, 2022). This allows the business to optimise their entire online grocery store and delivery process. Their company OSP uses cloud-based technology to process and carry out orders with results coming with 99% accuracy. As well as sophisticated technology and software which allow the business to understand stock level. With these devices and software’s, the business is able to understand how many products there are and of which brand. This same software allows staff to understand when they will need to replenish the warehouse in order to continue providing customers with fast delivery service. Inside most of the Ocado warehouses there are high-speed machine-bots which are continuously driving round the warehouse and picking orders which have been ordered online by the customer. these machines have been designed to work faster than human, it is accurate and fast. They are able to collect each item from orders and also place them in the right bags for the right orders, ready to be delivered (Ocado, G, 2022). Ocado group also provide every partner who signs a solutions agreement with the company with the solutions they need to ensure that their potentials and experience are all enhanced and also maximising their own shopping presence through a flexible ecosystem of fulfilment solutions to serve the customers with a wide variety of products and services. Although Ocado does use this automated style in some warehouses, others such as the Staffordshire site use the human touch element with employees for each section of the business including the pick and packing area. Ocado group is a FTSE 100, client-focused business that provides customers with the ease of ordering their groceries and household needs from wherever they may be. Ocado group provides an service, technology and automated to grocery e-commerce businesses around the world. The FTSE 100 Is an index that tracks the 100 largest public companies in the market capitalisation which usually trade on the London Stock Market (LSE). The FTSE 100 represents more than 80% of the London Stock Exchange, by operating in this manor Ocado Group allows room for recognition as well as profit gaining while providing the best service they could for customers.
The change management process addresses the people side of change. This may be difficult for Ocado Group to adapt and understand due to most of their business being eCommerce and the high use of automation within the business with their robotics picking. By influencing the change management process the business would be able to succeed more than they already are. The management process allows the business to create a new organisation, designing new way of work processes, including more human touch which is essential for this management process. This would then implement new technologies or upgrade existing ones and for them to function to top standards the business will need the human element. This is due to financial success depending on the efforts put in from the organisation. Change management is the application of a structured process and set of tools for leading the people side of change to achieve a desired outcome. At the organisational level, change management is a leadership competency for enabling change within Ocado. It is also a strategy to increase the responsiveness of the business. the change management process can influence Ocado group. Data shows that impact of effective change management has dramatic effects which benefit for the best while a project is meeting objectives. Proci’s Best Practices in Change Management benchmarking studies revealed that 93% of participates who was able to perform excellent change management met or exceeded objectives. While only 15% of those with poor change management met or exceeded objectives (Prosci, 2022).
Communication is key to making the change management process work, for Ocado to successfully manage change they have to have a clear planned communication strategy. Leaders who communicate change are able to facilitate organisational transformation. By communicating leaders will be able to get a better understanding to why change is necessary and how it can positively help the business they will also get a better understanding of their role to play to ensure this works (Trauner, J. 2022). Another key factor which Ocado must consider when implementing any change is negotiation. Negotiations allows colleagues to outline their concerns and raise any issues which they feel must be resolved. Negations also allow colleagues to talk about any concerns or wants and needs they must meet before moving forward in implementing change. Negotiations is a “give and take” process resulting in a compromise which both colleagues will come to a conclusion for the benefit of everyone involved specially the business. there are many benefits to negotiating well, this includes; showing competence, making the right alliances, create and environment which is safe and enjoyable to work in and also have many ideas on how to improve the business. another key factor which can affect the change management process is the span of control. By increasing the span of control for managers who should or want to take on more work to help achieve businesss goals faster, they can actually also decrease the amount of micromanagement which is in the organisations. This will then create more autonomy, faster decision making, but most importantly it will also allow more professional development for the team members and even team leaders. The span of control also affects the company’s effectiveness in managing the overall company and being able to meet organisational goals. For example, it impacts flexibility and communication within the organisation to allow a better flow and understanding between team members (Acharya, A, 2021).
[bookmark: _Toc119492547]Conclusion
In conclusion the world of work, workforce and all work relations are changing extremely fast, this is to match the ever-growing world and fit in with new trends in order for the business to survive. The world of work is being reshaped by changing demographics and greater diversity. Businesses are having to change the way they conduct their affairs in order to stay ontop of trends. Also, automation is seen to have a major role to the change of work and how businesses are having to use automated machinery to stay ontop of customer demand. The use of automation is resulting is much more accurate and faster picking, pacing and delivering customer orders.
[bookmark: _Toc119492548]Recommendation
in recommendation businesses such as Ocado, Amazon and other online supermarkets/stores who control their products through warehouses should consider on automating the business. it will make production a lot easier and faster enabling more packages to be packed without the need of a break. Also, businesses should learn to understand Lewin’s Change Management Model, as it will help businesses get a better understanding on what they must do to stay ontop of trends and beat competitors. In order to make this happen companies must communicate well together and suggest ideas as well as implementing them together to ensure the success of the business.
[bookmark: _Toc119492549]
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