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[bookmark: _Toc172810021]Introduction
The purpose of this report is to analyse and evaluate the process of upgrading the annual leave system at Alar Engineering Ltd. The old system, a paper slip recorded manually via spreadsheet, was upgraded to a smartphone application. This was implemented to be capable of automating the process of data entry whilst streamlining the approval and accounts processes.
The workforce had voiced disapproval of digitalisation and their inability to keep up with technology. This created many challenges whilst the change was being implemented.
Change is vital for the ongoing stability of an organisation within its sector, as the competition will inevitably innovate new ideas that will surpass the organisation’s productivity, financial success, customer retention, etc. A change that is increasingly pivotal is digitalisation. Moving from analogue systems to digital can be challenging in an ageing workforce that are less technologically literate than the younger generations.
Within Alar Engineering, the annual leave system was requested with paper slips filled in by the workforce, handed to their charge-hand, who would then approve, and hand it to the managing director for final approval and recorded into the digital system for tracking and pay slips.
The change was introduced to create an annual leave phone application that would handle all the steps using more automation, to speed up the process, and cut down on human error. 
Leadership style is vital for the change process because of the effect it has on employee motivation and obedience. To first initiate change and get momentum started, a person in a position of authority must motivate the workers to want to change. If the leader is unable to initiate this, the change will be met with resistance (Chen, 1999).
The leaders at Alar leveraged an autocratic management style in order to initiate change within the workforce. This management style has been found to impact negatively on employee performance, as it is a style that has been found to be susceptible to failure (Harms, et al., 2018).
[bookmark: _Toc172810022]Aims
It is the aim to:
· Evaluate how the implementation process went, and how it could have been improved.
· Analyse how the change project has been cemented and the current state of workforce approval.
[bookmark: _Toc172810023]Objectives
To evaluate the effectiveness of the change project, and how its approval has changed after it has been fully integrated.


[bookmark: _Toc172810024]Project Plan
The idea to move from a part analogue system to a full digital one was initiated by a drive for digitalisation from the industry, and the issues the current system had, needing to be resolved (Lost paper slips, illegible handwriting, manual data entry human error, data transparency). An opportunity arose when an engineer learned how to program in order to maintain and customise the enterprise resource planning (ERP) system. It was these skills that could be applied to building a custom digital annual leave system. This would save the company from paying thousands of pounds per year for a prebuilt system with little to no customisability. The opportunity was realised by the managing director that time saved for everyone in the process could be re-applied to other more important tasks. Automation would be more efficient and effective with data than a human.
A time plan was created in the form of a Gantt chart to outline the project’s predicted timeframe. The plan was split into 5 phases: Analysis, building, prototyping, training, and full release.
[bookmark: _Toc172810010]Table 1- Gantt chart phase 1 & 2 ( starting week 1)
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[bookmark: _Toc172810011]Table 2- Gantt chart phase 3 & 4 ( starting week 9)
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[bookmark: _Toc172810012]Table 3- Gantt chart phase 5 ( starting week 15)
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[bookmark: _Toc172810025]Scope
Through the analysis conducted in this report, it is hoped an understanding of how the new annual leave system implementation could have been improved. It is understood that using a preconceived proven model for change management would have accelerated the process where it had instead stalled, creating a smoother and more efficient experience.
It is expected that research and evaluation will support the usage of the models over the method used at Alar in many of the stages throughout the project. Case studies of companies that used a model will be utilised and compared against. This will likely summarise the downfalls as a factor of leadership style and management’s organisation abilities.
It is hoped that realisations formed in this evaluation will assist companies under an autocratic leadership style to adjust their approach to change. These reflections can make future projects easier to manage at Alar going forward as this will act as a case study to look back over and learn from.
Although the planning for the project was done well and the conditions for the change requirement were a high priority, this analysis will likely reveal the pre-change planning stage was a major issue in gaining support from the employees, and why.
After the change is initiated, the importance of maintaining and reinforcing the change after it is fully implemented is paramount to the ongoing success of the project. This report will also conclude in evaluating how well the project has integrated as part of the workflow of the company. This can be done by surveying employees for their general approval of the application and listening to any concerns in order to try to resolve them.
It would also be beneficial to reflect on how the project phases were rolled out and whether additional phases or restructuring of phases could have improved the flow of implementation. This can be done by analysing where the project suffered inefficiencies or difficulties and finding proven methods for reducing them.

[bookmark: _Toc172810026]Methodology
The method used throughout the project by Alar was an autocratic approach to change. Management leveraged their authority to force the change on the workforce without consulting for any concerns before initiating the project. Management utilised a diverse team of leaders from each department to communicate the progress of the project after training was rolled out and gave them delegated instructions to assist with struggling employees. This method was based on leadership style and was not the result of consulting any popular change models.
There are two methods that will be used for comparison in the report, in the form of change models. The first, is John P. Kotter’s model for creating lasting change. Which is a business tool created by studying 100 companies and their dynamics, and behaviours. The model consists of 8 steps: creating urgency, building a coalition, developing a vision and strategy, conveying the vision, empowering the employees, producing short-term wins, consolidating improvements, and incorporating the change.
The second model is Kurt Lewin’s model for change which only consists of three main steps. Unfreeze, change, and refreeze (Lewin, 1947). This model has since been updated and has evolved into the model that is used today. One article published in the journal of innovation and knowledge expands on the model and how it is used in modern industry. Unfreezing is the process of planning and understanding the upcoming change. The next step is to implement the change whilst assessing the transition. Then the change is refrozen, the step is designed to reinforce and stabilise the change whilst making sure employees do not revert to old behaviours (Hussain, et al., 2018).
For creating the application itself, Microsoft PowerApps was used as the engine. The program has a powerful foundation for creating company wide applications using the Microsoft license structure already in use at Alar. It can store and read data simply and securely to a SharePoint spreadsheet to use as a cloud database easily accessible on and off network. 



[bookmark: _Toc172810027]Literature review
[bookmark: _Toc169529814][bookmark: _Toc172810028]Change and Perception of Change
Kotter lists the following as examples of change: “restructuring, reengineering, quality programs, mergers and acquisitions, cultural renewal, downsizing, and strategic redirection”, and states reasons for initiating change can range from improving product/service quality, productivity of the workforce, and decreasing expenses and company overheads (Kotter, 2012).
Change can be defined in three ways: individual change, team change, and organisational change. Individual change is how people perceive and adapt to change on a personal and psychological level. Team changes are smaller changes that affect a group under the leadership of an individual, such as restructuring, varying pressures from leaders, and team functionality and effectiveness. Organisational changes are the biggest changes to occur, these affect the organisation as a whole. This can be a new system, new bosses, machinery, processes, etc. It will typically impact the efficiency or effectiveness of the work being done (Cameron & Green, 2019).
When change is presented, it is usually first met with resistance (Walk & Handy, 2018). Change is generally perceived in a negative light when the recipients of change are lacking confidence. When changes are initiated, the main concerns are what the change will mean to the individual, whether it will affect their job, or if they are required to learn new skills or increase their knowledge after the change is implemented (Hiatt & Creasey, 2003).
Within the book ‘Management and Organisational Behaviour’, Mullins states that people love change. He claims that people do not resist the idea of change but the potential of loss. If change that provides a benefit with no downsides is presented, it would be welcomed (Mullins, 2007).
[bookmark: _Toc169529816][bookmark: _Toc172810029]Leadership
The leadership style at Alar is autocratic, which is defined as when decisions are made by the leader without influence by the workforce in the book Leadership styles (Trimble, et al., 2020). From the perspective of control and productivity this style mostly works for the small business, as the way instructions are communicated by the leader is exact and direct. This is efficient to be able to resolve issues and improve deadlines/targets in relation to time management. However, this leadership style stalls creativity in everyone except management. This limits the conversation to what could be considered an ‘echo chamber’ as less diverse opinions are considered (Dyczkowska & Dyczkowski, 2018).
The leadership style slowed down the change process, hindering its acceptance as it caused resistance from the workshop employees. It is the conclusion of a journal article reviewing leadership styles in their ability to inspire change that the best style is transformational because of their ability to quell resistance. Transformational leaders are natural role models. This is due to their ability to be empathetic, and not just inspire but to empower groups and individuals (Mansaray, 2019).
To avoid resistance, authority can be used as a strong motivator when applied correctly. Obedience is more likely to be followed when a command is given by a superior who is respected in their role. This is evident in Milgram’s authority experiment that when commands are given by superiors, even those which go against individual moral values, they are more likely to be obeyed because of the authority (D., et al., 2021). This means that leadership style and how well it is applied is crucial for initiating and cementing change. The more a leader is respected, the more likely they are to be able to form a strong coalition.
[bookmark: _Toc169529819][bookmark: _Toc172810030]Challenges
The workforce at Alar comprises primarily of older employees, baby boomers and generation x. These generations are renowned for a lack of understanding in regard to newer technology. This is a neurological fact backed up by studies. A 2006 review article stated that functional abilities such as learning, memory, and executive function do decline in relation to age. This is due to the vulnerability of the hippocampus, and its likelihood to deteriorate in overall function over time (Burke & Barnes, 2006).
Setbacks in terms of timings and date goals were common at the start of the project. The original Gantt chart had planning issues where the project plan was created before the employees knew about the upcoming change. The plan then needed to be altered every time an issue was brought up. The project would often face resistance delays and having to go back to previous stages to figure out how to address the concerns before continuing to move forward.
This is further backed up by statistics for computer/tech literacy by age. One such study by the European commission shows the drastic nature of digital skills fall over the increasing age brackets. The percentage of men in the age bracket 65-74 (43%) with basic digital skills are worse by more than half when compared to age bracket 25-34 (69%) (Eurostat, 2024). 
[image: A graph of different colored bars
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[bookmark: _Toc169529824][bookmark: _Toc172810015]Figure 3- Eurostat statistics for digital skills by age category. (Eurostat, 2024)
On top of the lack of digital skills, this change is a form of automation. It is taking a manual data collection and entry job and making it run automatically via code. Employees are instinctively fearful of automation, mainly because they are scared it will eventually take their jobs. This has been an increasing issue since the rise of AI. They are also weary to place their trust in a program, but this is mainly a lack of understanding in regard to their digital skills as previously shown (Kozak, et al., 2020).
Within the organisation there was an obvious lack of trust from employees in the use of a program to store and handle the personal data such as how much leave they had remaining. This number was important, it was the counter that decided if they could have their day off or not. Some employees would dispute the validity of the value or show mistrust in how it was calculated automatically. These issues would have been addressed by Lewin’s change model during the refreezing process at the end where employees are encouraged to provide feedback and are listened to and communicated with in order to resolve the issue (Hussain, et al., 2018). 
[image: A graph of the number of jobs
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[bookmark: _Toc169529825][bookmark: _Toc172810016]Figure 4- % of workers agreeing robots and AI are stealing jobs (Kozak, et al., 2020)

[bookmark: _Toc172810031]Application design
The application was built as a ‘canvas’ app using Microsoft PowerApps as the engine and a SharePoint List as the storage system. A canvas app is a type of PowerApps application that is suited for creating customised mobile phone apps.
PowerApps uses a formulaic approach to building apps, in a similar style to excel formulas. This allows users with minimal code experience to create complex applications. The data storage is handled by Microsoft’s cloud service, SharePoint. And an ability to add login details can be handled by Microsoft’s Office365 accounts (Weston, 2019). 
The engine was used to create Ikea’s internal sales tools, a suite of applications that contained their customer bookings, in-store meetings, revenue management, and appointments. They previously used Excel spreadsheets to organise these functions. This was much less practical. Using PowerApps, they were able to focus on user-centric design, integrating existing systems, and scalability. This can lead to improved customer satisfaction and a more efficient workflow (Laaksonen, 2024). 
The language PowerApps uses is called Power Fx. Which is a general-purpose programming language that is strong-typed, declarative, and functional. The documentation for which is expansive and in-depth. The formula reference guide provides not only syntax, but also examples of the functions/ operators/controls, and a large description (Microsoft Corporation, 2024).
Considering the user experience is a fundamental part of designing an interface. This is how the user will feel when using the application. David Benyon describes it as comprising of the feelings, thoughts, sensations and actions when the user is navigating and using the application. This user-centred approach prioritises easy to understand layouts, useful additions, and quality of life improvements (Benyon, 2019). 
Knowing the key demographic is an ageing workforce, it was important to design the application to be easily navigated and understood by the least technologically literate people in the factory. This can be done by prioritising certain design principles with the aim for accessibility. Such as user-friendly interfaces that invoke a feeling of familiarity. This is achieved by designing the app around common design interfaces that many apps use. There will be less to learn if they have used any applications before (Iancu & Iancu, 2020). 
[bookmark: _Toc172810013]Table 4 - Summary on the design principles and solutions based on the elderly's' profile (Iancu & Iancu, 2020)
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Buttons and text are designed to be easily read. Using a simple, large font with well contrasting colours is vital to readability (Iancu & Iancu, 2020). However, it was determined the contrast between the two company colours, which were blue (#1890FC) and white (#FFFFFF) gave a poor contrast ratio of 3.26:1. A good contrast ratio between background and text colours should be at least 7:1 to pass the Web Content Accessibility Guidelines (WCAG) level AAA (World Wide Web Consortium, 2020). This can cause accessibility issues for people with bad eyesight reading small text, but as it was company colours, the design choice was made to use black for small text. 
The design was created to reflect the operating systems it was designed to be used on (Android and IOS). The reason for this being ease of use and familiarity. This allows users with OS level experience to pick up the application and start using it without much training. Common icons are used alongside buttons. For example, the ‘hamburger icon’ is used in its standard top corner placement. As expected, it reveals a hidden menu (the navigational menu) when pressed. Users expect applications on their phones to behave the same as the phone itself. User-centred design encompasses this expectancy to build consistency and use the habits the user has already to ensure the application is intuitive and easy to navigate and use (Cuello & Vittone, 2013).

[bookmark: _Toc172810032]Project management
Initially, a change analysis was carried out by a team made up of the managing director (To oversee the change), an engineer (To build the change), and the shop floor chargehand (To rally the workforce). This is stage 2 in Kotter’s 8 step model (Kotter, 2012), the model was not being followed intentionally, but proves via evaluation and comparison, why the change at Alar worked so well. And where it could have been improved by following the model.
After the team was built, the next step was to gain the agreement of the workforce. This could have been done better, in line with Kotter’s model; to create a sense of urgency (Kotter, 2012). Although management heavily relied on the unreliability of using the analogue system to win over begrudging approval, there was no time-sensitive gravity to the situation, which would have helped with momentum to encourage the workforce to want to change instead of forcing the change on them. This importance on preparing for change is also evident in Kurt Lewin’s 3 step change model (Hussain, et al., 2018), which centres on three main processes; Unfreeze, change, and refreeze (Lewin, 1947). Although simplified, these processes each contain subprocesses/steps to follow. The unfreeze part of this model relies on creating a strong foundation for creating confidence and communication with the employees affected by the change. It expresses the importance to address doubts and concerns before starting the change process and to encourage motivation for the workforce to want the change. This makes initiating the change easier and promotes acceptance before starting the change implementation process (Step two in Lewin’s model).
[image: A diagram of a change process
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[bookmark: _Toc169529822][bookmark: _Toc172810017]Figure 1- workflow diagram of Kurt Lewin's change model (Hussain, et al., 2018)
One of Mullins’ factors for minimising difficulties of change is to include staff in the discussions and decisions that would affect them. Allowing them to feel as if they are participating and have a voice. Here it can be explained why each choice is being made and would contribute to subduing resistance. This should be done before any changes are initiated (Mullins, 2007).
Kotter’s 3rd step is to communicate the vision to the rest of the organisation (Kotter, 2012). Employees were scared to rely on technology they were not very familiar with in order to book annual leave which created resistance. The chargehand was tasked with showing them how easy it was to use and to communicate the vision which is Kotter’s 4th step. The most technical people from each team were taught how to use the app’s basic features first in order to assist their fellow coworkers, this started to remove obstacles and empowered the users to become more technologically literate which aligns with Kotter’s 5th step, which is empowering employees for broad-based action. A big part of this step is the removal of barriers and providing necessary training (Kotter, 2012). This was the strategy employed to drive acceptance within the workforce. The vision that their leave requests will no longer get lost, as with the paper system, and they would know much sooner if leave was granted. Both of these were complaints that employees had previously voiced regularly, hence it was used as a rallying factor to drive the change momentum and win over the reluctant employees.
Next, the application was rolled out to the office staff, a group of eight people. These are the most technically literate workers in the organisation. This was to test the system and to prove that it works. This not only allowed the engineer to resolve any of the bugs in the system and watch how the users interacted with the application, but also generated a short-term win for the change to keep its momentum going. This proved the vision’s viability.
The next stage was to release the app to the workers on the shop floor. Initially, to ensure the system was being used properly and good data was being fed into it, it was used in conjunction with the paper system to prove it was easy to use and produced the correct data for multiple departments. This added another win, effectively producing Kotter’s 9th step to consolidate the wins to develop more change (Kotter, 2012) by communicating to the workers how the process was going well with no issues.
When the system was proven to work without bugs or user errors, it was then released fully, and the paper leave system was scrapped. Full conversion was smooth as everyone’s experience of using the app was already built up in the process. 
The app was then updated in its complexity and new features were added slowly over time. Always allowing enough time for the users to become accustomed with using the app before adding more features.
The slips from the old paper system do still exist for workers who do not own a smartphone and are entered into the application by an administrator. However, it is no longer usable for employees with smartphones as slips need to be requested. This supports the re-freezing stage of Lewin’s change model meaning it’s impossible for employees to revert to the pre-change practices. Ongoing support is provided by appointed area managers on the shop floor, the chargehand, or any of the office staff. This support is crucial to ‘re-freezing’ the change, to ensure the employees accept the application and the business stabilises (Hussain, et al., 2018).
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[bookmark: _Toc169529823][bookmark: _Toc172810018]Figure 2- Alar Leave app home screen


[bookmark: _Toc172810033]Conclusions and reflections
It was discovered that using either Lewin or Kotter’s models for change would have improved the process of converting to a digital platform for applying and approving annual leave. This is due to there being many inefficiencies in winning over employees to the change and starting without the full support of the workforce, which is heavily advocated in both models. It is also evident through the case studies, such as the use of Kotter’s model by the telecommunications company, Ericsson in implementing the upgrade to their network technology. It is mentioned that the way Kotter’s model increased support was crucial to the success of the change (Zec & Shurrab, 2013).
If the models mentioned were incorporated or scrutinised, this would have improved on the efficiency of the process at the early stages and assisted in keeping to the Gantt chart plan for the project. Whereas, in reality, the timings had to be continuously adjusted as goals and targets were missed in these beginning phases. This was due to management having to address concerns as they arose and working ways around them that would have been easier to figure out in the initial planning meetings. Such as the number of smart phones and the state of technological literacy within the workforce. These issues were solvable by including them as part of the concept and planning meetings, where these issues, and others, could have been considered as part of the plan. But instead, they were not considered until after the plan was created and then communicated to the workers. The app then needed an extra administrative screen where leave could be applied for by the manager on behalf of the employee to resolve this issue.
The implementation of the change was done well and proved to be a good system. It is unknown if following a model at this stage would have improved the process. Using a slow roll-out of releasing the app to a few employees first, allowing the bugs to be fixed before the rest of the workforce were able to use it and form opinions on it proved conclusively to work.
It was also evident that the autocratic leadership style used within Alar caused significant resistance from employees in regard to them having to become more technologically literate. Although the vast majority of the workforce owned smartphones, most could not use the features required to navigate and use the app. It was found that the leadership style did not provide sufficient motivation for the employees to want to learn. Instead, they were forced to learn which slowed down this part of the process.
The project plan phases worked but could have been improved. It is evident that workers should have been included in the concept creation stage. The communication with employees should have been more focused on getting feedback, opinions, and worries rather than simply telling everyone to expect the change. This would have communicated the issues that were encountered during the later build phase / prototyping phase when it was too late to work them into the plan. Such as a lack of smart phones, inability to navigate the app, and differences in shift patterns causing issues. This resulted in reverse progress and having to re-evaluate the plan multiple times.
Although it was not an efficient process, the change was successful. There is still some residual resentment from a few workers, although mostly vocal. Also, the leader was successful in making the change permanent due to the fact the paper system was completely dissolved. There’s no way an employee could go back to old behaviours. 
A survey was conducted at the factory to see how well the project had been implemented. Made of six questions, its main purpose was to identify what the employees thought about the project in regards to initial planning, design, implementation, training, and final acceptance of the change. 
The results of the survey support the conclusion that workers were not given a say at the conceptualisation stage of the app. The survey also concludes that there is still some distrust of digitalisation in general, despite them now believing the app benefits them and even preferring it over the old analogue system. 
[bookmark: _Toc172810014]Table 5 - Alar Survey Results


Upon reflection, it would have been beneficial to have included a ‘research and learning’ phase before the build phase on the project plan. This would have given a better foundation for programming and UX/UI design. Instead, the learning was done during the build phase using trial and error. When elements of the design didn’t work or seemed difficult to navigate, then the project was paused for research purposes. This ended up slowing the phase down overall as the foundational parts of the app were outdated and not robust enough when new features were added so had to be re-written often. For example, the foundation code stored leave as a single table entry with a start date, end date, and number of leave days. When adding a report that showed how many days per month an employee had taken, this caused issues as there was overlap between months with possible weekends and bank holidays in between. This caused a massive headache until it was decided to re-write the original storage method to include a column for days in the leave’s start month. The end month was found by taking the total leave days away from the days in the start month.
In the book ‘Designing mobile apps’ the pipeline for application development consists of five main stages; Conceptualisation, definition, design, development, and publishing. Following this pipeline would have made it easier and more efficient to produce the application to a high standard. It is recommended in this pipeline that research be conducted at the concept stage as was found to be true in the previous paragraph. Prototypes were built before the full concept of the app was realised. This caused a faulty foundation of code built without knowing the features it would have to support. This pipeline would have corrected much of this by having all the features required discussed and realised before work on any tests or prototypes began (Cuello & Vittone, 2013).
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Alar Engineering Survey

Disagree	Are you adjusting well to using the app	Does The App Benefit You At All?	Do you prefer the app to the paper slips	Did you have a say in the process of integrating the app	The app is easy to navigate	Do you support digitalisation	-4	-1	-5	-9	-2	-7	Strongly disagree	Are you adjusting well to using the app	Does The App Benefit You At All?	Do you prefer the app to the paper slips	Did you have a say in the process of integrating the app	The app is easy to navigate	Do you support digitalisation	-1	-2	-2	-9	-1	-5	Neutral	Are you adjusting well to using the app	Does The App Benefit You At All?	Do you prefer the app to the paper slips	Did you have a say in the process of integrating the app	The app is easy to navigate	Do you support digitalisation	11	5	10	7	9	7	Agree	Are you adjusting well to using the app	Does The App Benefit You At All?	Do you prefer the app to the paper slips	Did you have a say in the process of integrating the app	The app is easy to navigate	Do you support digitalisation	8	10	8	1	11	2	Strongly agree	Are you adjusting well to using the app	Does The App Benefit You At All?	Do you prefer the app to the paper slips	Did you have a say in the process of integrating the app	The app is easy to navigate	Do you support digitalisation	2	8	1	0	3	5	Number of responses
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